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Learning Objectives

After reading and studying this chapter and doing the exercises, you
should be able to:

1. Understand and differentiate the concepts of negotiation and conflict
resolution.

Describe situations suitable for negotiation.

Identify several characteristics of an effective negotiation situation.
Describe situations suitable for conflict resolution.

Al

Identify several characteristics of effective conflict resolution.




negotiation A situation in
which two or more parties
confer with each other to
resolve their differences.

distributive negotiation

A type of negotiation in which
the basic task is to allocate a
resource between two or more
parties.

integrative negotiation

A type of negotiation in which
both sides attempt to attain
mutually beneficial results.

During the last 35 years, negotiation has become recognized as a subject of scholarly
research and a useful set of workplace skills." Almost all managerial and professional
positions in organizations require knowledge of and skill in negotiating as well as man-
aging conflict. A basic example is the sales representative at an automobile dealership
who negotiates a price for a vehicle that is fair to the customer yet also allows a reason-
able profit for the dealership. Should the customer find a flaw in the newly purchased
vehicle, the rep must now manage the conflict with the customer. In the executive suite,
the chief executive officer (CEO) negotiates with major customers, suppliers, union
leaders, and representatives of government agencies over such matters as prices, costs,
working conditions, and compliance with laws, including environmental regulations.

This textbook is about negotiation and conflict management—addressed from
several perspectives and with an emphasis on conflict resolution. Throughout the
book, we discuss relevant theory, research findings, and skill development. Our in-
tention is not merely to describe negotiation and conflict management but also to
explain how to become more effective at negotiating and resolving conflict.

You are invited to take Self-Quiz 1-1 to think about your present attitudes toward
dealing with workplace situations that require negotiation and other forms of conflict
management. As with all other self-quizzes presented in this book, the quiz is designed
for self-reflection. The scoring and interpretations offered are to help you think about
the issues and are not intended to be scientifically based diagnoses of the concept being
measured. Self-quizzes that provide accurate diagnoses are based on extensive psycho-
metric research involving thousands of people who take preliminary versions of the quiz.

The Concepts of Negotiation and Conflict Management

The concepts of negotiation and conflict management are intertwined because negotia-
tion is typically used to resolve conflict, or differences in positions. A useful general
definition of negotiation is that it refers to a situation in which two or more parties con-
fer with each other to resolve their differences. Both parties want to gain an advantage
from the negotiation but not necessarily to exploit or disadvantage the other side. Several
other definitions of negotiation are presented in Table 1.1 to help you appreciate the
complexity of the topic.

Two basic types of negotiation are widely recognized. In distributive negotiation, the
basic task is to allocate a resource between the two parties. Because the resources are
allocated to one side at the expense of the other, distributive negotiation is also referred
to as win—lose negotiation. If the amount of resources, such as money or equipment, is
fixed, it is possible for only one party to win, and the other party loses. Two other terms
for distributive negotiation are zero-sum and fixed-pie negotiation.

The other type of negotiation is integrative negotiation, in which both sides attempt
to attain mutually beneficial results. Integrative negotiation has two steps. First, the two
negotiating parties attempt to identify additional items or resources that could be added to
the overall mix of what is being negotiated. You might refer to this as a collaborative
problem-solving activity. In negotiating the price of a new vehicle, a couple of extra items
that might enter the pie are service warranties, a subscription to satellite radio, or free oil
changes and engine lubrications for a specified time period. The first step adds the total
potential value to the negotiation.

The second step of integrative negotiation allocates resources in a way favorable
to both parties and is therefore frequently referred to as win-win negotiation.> As you
probably recognize, the term win-win has become part of everyday language. Because
the list of items being negotiated has expanded, both sides can receive something
of value. In the new-vehicle situation, the dealer might receive another $750 for the
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— SELF-QUIZ 1-1

My Approach to Dealing with Workplace Problems
Indicate the extent to which the following statements describe your behavior or attitude by circling one number.
If you have not encountered the situation mentioned, imagine what your behavior or attitude would likely be. The
numbers refer to very inaccurate (VI), moderately inaccurate (MI), neither accurate nor inaccurate (N), moderately
accurate (MA), and very accurate.
Statement Related to Workplace Problems VI MI N MA VA
1. Getting involved in disagreements is fun. 1 2 3 4 5
2. | back away from differences of opinion. 5 4 3 2 1
3. When you have a disagreement with a coworker, the manager should solve the 5) 4 3 2 1
problem.
4. Dealing with disagreements on the job usually leads to constructive change. 1 2 3 4 5
5. Most differences of opinion about how to get work accomplished can be 1 2 3 4 5
negotiated.
6. An effective manager should focus on results, not invest time in resolving disputes. 5) 4 3 2 1
7. The old saying “If you can’t stand the heat, stay out of the kitchen” applies well 1 2 3 4 5
to the workplace.
8. If a coworker started yelling at me, | would immediately walk away from the situation. 5 4 3 2 1
9. It is acceptable to offer your boss constructive criticism. 1 2 3 4 5)
10. If I were angry with my manager, | would express my feelings. 1 2 3 4 5
11. If | were angry with a coworker, | would hide my feelings. 5 4 3 2 1
12. A well-managed workplace has very few conflicts or differences of opinion. 5 4 3 2 1
13. If | were made a job offer, | would attempt to negotiate the starting salary and 1 2 3 4 5)
benefits in my favor.
14. Dealing with differences of opinions on work-related issues gives me a surge of 1 2 3 4 5
mental energy.
15. | would welcome having to negotiate a price for goods or services with a supplier. 1 2 3 4 5
Scoring and Interpretation: Calculate your score by adding up the numbers circled.
60-75: You show a strong willingness to negotiate differences and manage conflict in the workplace. At times, you might even be too
willing to get involved in conflict.
45-59: You have an average degree of willingness to get involved in negotiations and conflict management in the workplace.
15-44: You appear to back away from workplace situations that require negotiations or other ways of managing conflict. You might benefit
from developing a more proactive approach to negotiation and conflict management.

purchase price, whereas the buyer receives free satellite radio for three years plus a
couple of free oil changes and lubrications.

A valuable feature of integrative bargaining is that it helps build a good working relation-
ship between the two parties, who may choose to conduct business with each other again.
Both sides leave the bargaining session with an item of value. For example, a home de-
veloper negotiates the price of building the foundation for a house with a minority-owned
business. Although the price is 5 percent lower than what the owner of the foundation
company wants, he consents. The win he receives in exchange is the assurance that he will
receive the contract to build the foundation for the home developer’s next project.
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TABLE 1.1 Several Representative Definitions of Negotiation

needs or ideas.”

understand it.”®

* “A method by which people settle differences.”

¢ “The process of communicating back and forth for the purpose of reaching a joint agreement about differing

e “A process by which we attempt to persuade people to give us something we want in exchange for something else.

e “A process of potentially opportunistic interaction by which two or more parties, with some apparent conflict,
seek to do better through jointly decided action than they could do otherwise.”®

e “The basic idea behind a negotiation is that the agents make offers that they judge ‘good’ and respond to the
offers made to them until a compromise is reached.”’

e “An ancient craft, a delicate mix of art and sciences, style and substance. It prizes intuition as highly as intellect,
good sense as much as hard numbers. It requires emotional detachment and a high aspiration level. It can
be a game of power, real as well as imagined. Some people play the game masterfully while others only dimly

»5

conflict management

A proactive approach of
handling conflict by managers,
supervisors, and union
representatives.

Conflict management refers to the idea that workplace conflict is dealt with construc-
tively, including its resolution. David B. Lipsky and Ariel C. Avgar, two professors who
specialize in conflict resolution, define conflict management as the adoption of a
proactive approach to handling conflict by managers, supervisors, and union representa-
tives. In organizations that have a systematic approach to conflict management, members
don’t just wait for workplace disputes to occur and then decide, case by case, which
techniques to use. Instead, these organizations develop conflict-management policies
and procedures that are consistent with their broader objectives. These broader goals
might include retaining top talent and enhancing creativity.’

For conflict management to be successful, it is also important that managers and pro-
fessionals be skilled in resolving conflict. Conflict-resolution skills are of major im-
portance because it is consistently estimated that managers spend about 20 percent of
their time resolving conflict. This includes conflicts in which managers are directly in-
volved and situations where they intervene to resolve conflict between two individuals
or groups.'’

Situations Suitable for Negotiation

A frequent popular saying is that “everything is negotiable,” which has an element of truth
because many situations in the workplace and personal life are negotiable. Many people
first heard about the value of negotiation when purchasing a vehicle. It is also true that
many situations are not negotiable. If the price of plum tomatoes at your local grocery
store is $2.79 per pound, it is highly doubtful that you can bargain for a better price. Sim-
ilarly, you cannot negotiate the price of a cloud backup service for your own computer—
unless, perhaps, you are the owner or CEO of a large enterprise.

Here we list and describe briefly a variety of workplace situations that are negotiable,
which, taken collectively, underscore the relevance of negotiation and bargaining. We will
present more details about several of these negotiating situations at various places in the book.

1. Sales negotiations. Professional sales representatives must be skilled negotiators
because the prices of business-to-business goods and services are typically nego-
tiable. According to content marketer Francis Cyriac, negotiations are successful
when the real and perceived differences between the two parties are adjusted while
maintaining credibility, customer value, and profit margins. Even when the sales
representative has properly qualified the prospect and met his or her expectations,
the final deal often ends up in negotiation.''
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2. Negotiating a starting salary or salary increase. Starting salaries and raises are
often negotiable, yet they may not be negotiable for many local, state, and federal
government positions. For example, the starting salary for a beginning police offi-
cer position would rarely be negotiable, and government regulations might dictate
a fixed percentage for salary increases in a given year. A widely recommended
negotiating tactic for obtaining a higher starting salary or raise is to emphasize the
contribution you will make or are making to the organization. As wealth advisor
Ramit Sethi explains, in terms of getting a better-than-average salary increase,
“The key to getting a raise to remembering that it’s not about you. It’s about what
you can do for your employer.” Few managers care that your expenses are high and
that you need more money. Instead, show how your work has been contributing to
the company’s financial success, and ask to be compensated fairly because of this
contribution.'?

3. Negotiating with venture capitalists (VCs). An advanced and sophisticated form
of negotiation takes place when the founders of a business attempt to make a deal
with VCs, individuals who invest in a start-up and also become business partners
and provide guidance. (Many readers have likely watched the television show Shark
Tank, which is hosted by VCs.)

Deepak Malhotra, a Harvard Business School professor of business adminis-
tration, explains that few business negotiations contain the degree of high-stakes
ambiguity and emotion that is present when company founders negotiate with VCs.
These negotiations are not exclusively about the amount of money the VC will
invest in the start-up. VCs and founders will need to work together jointly over the
years for which the ferm sheet has been signed. (A term sheet is a document that
specifies how much equity and control a VC will have in return for the VC’s cash
investment.) Both sides must therefore focus on multiple outcome scenarios and
discuss how each party can help the other create value over the long term. '

4. Purchasing an existing business. Rather than start from scratch or become a fran-
chisee, many people purchase an existing business. Business firms are often sold
to former corporate executives who would like to try their hand at being a business
owner. Richard Parker, president of the Business Buyer Resource Center, explains
that the most exciting and anxious moments are likely to be experienced at the point
of entering into negotiations and making an offer. Negotiating a sale price involves
many personality and emotional factors. Business owners find that selling their
business is a highly emotional time. They are attempting to sell a business in which
they have invested years of physical and emotional energy, and the enterprise is
often part of the business owner’s self-image.

The successful negotiator, whether buyer or seller, identifies the factor or factors
that will make or break the deal. For example, the seller might need a big enough
down payment to provide him or her a specific amount of money after paying off
debt and the business broker’s commission. In return, the buyer might obtain a
concession, such as a lower interest rate on the balance owed to the seller after the
down payment.'*

5. Negotiating heavy workloads. At times, management may find it necessary to as-
sign workloads that are perceived to be excessive, leading to considerable employee
stress. Hourly workers might be required to work more overtime than they want
during a peak in business activity. The peak might stem from a surge in customer
demand or from negative reasons, such as a product recall. During the height of
the tax season, members of the professional staff might work 60 hours per week.
When company leadership observes too much complaining about the workload or
too many employee absences due to illness, it would be an appropriate time to ne-
gotiate a better way of handling the workload. The options would include providing
more opportunities for remote work or hiring a larger number of temporary workers
during the peak period.

Chapter 1 An Overview of Negotiation and Conflict Resolution



Workload negotiations might also be initiated by
a labor union or an employee group. The labor-union
negotiation usually takes place at the beginning of a
contract, but union leadership might seize the oppor-
tunity for an impromptu negotiation for the unantici-
pated heavy workload.

6. Changes to retiree health-care benefits. In recent
years, many employers have dropped retirees from
group health plans as a way of saving the company
money. The changes represent a major financial chal-
lenge for retirees under age 65 because they are not el-
igible for Medicare, the government health insurance
program. An example is Arconic, a New York-based
manufacturer that split off from the Pittsburgh-based

Source: CREATISTA/Shutterstock.

At times management may find it necessary to assign workloads Alcoa in 2016. Arconic terminated its pre-Medicare
that are perceived as excessive, leading to considerable medical and prescription coverage for retirees at the
employee stress. end of 2018. Employees who wanted to continue with

health insurance could then purchase insurance through a private insurer or through
the individual marketplace created by the Affordable Care Act. Retirees older than
age 65 can also be affected because many health insurance programs for this group
have also been terminated."

The link between changes to retiree health-care benefits and negotiation is that
sometimes it is possible for an employee group or a labor union to negotiate the
changes. We emphasize sometimes because company management holds most of
the power and authority with respect to changes. The exception is when the retiree
benefits were originally established in a collective bargaining agreement. For exam-
ple, in 2018, Xerox Corp. ended company-sponsored health benefits for nonunion
retirees. The previously established collective bargaining agreement forbid chang-
ing retiree benefits, so the health benefits of union retirees were not affected.'®

7. Patent infringements. A situation calling for negotiation that is of major impor-
tance to industry is settling accusations of patent infringements, as illustrated
later in the chapter in the Negotiation and Conflict Resolution in Action feature.
High-technology firms such as Apple, Samsung, Alphabet (parent of Google),
and Facebook appear in court frequently to settle major patent disputes. A notable
patent-infringement negotiation took place between Apple and Samsung when they
ended their long-running patent battle. The central question was whether Samsung
copied the iPhone. In a court filing, the two companies informed the judge that they
had reached a settlement without disclosing the terms of the settlement.

The patent battle first surfaced in 2011 and initially resulted in a $1 billion ruling
in favor of Apple. A series of appeals pushed the dispute to the U.S. Supreme Court
and back to the lower courts. The battle was ultimately about whether Samsung
copied Apple during the early days of the smartphone to be competitive. A key part
of the patent infringement was whether Samsung copied the iPhone design. Apple
contends that the case was never really about money but protecting the hard work
and innovation of Apple employees.'”

8. Collective bargaining agreements. Collective bargaining refers to the negotiations that
take place between an employer and a group of employees to agree on work-related
issues. The employees are represented by a labor union during the bargaining process.
Among the myriad issues dealt with in a collective bargaining agreement are working
conditions, employee safety, training, wages, layoffs, dealing with sexual harassment,
job discrimination, health insurance, and retiree benefits. Wages, layoff procedures,
and working hours are examples of mandatory topics for collective bargaining.
When a negotiated agreement is reached, the collective bargaining agreement (CBA)
becomes a legal contract governing employment issues.'® Collective bargaining is at
the heart of labor relations and is a field of study within itself.
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9. Amount of group-member input in decision making. Participative decision making
has become widespread as leaders have shifted to a more collaborative and demo-
cratic approach to leadership. A negotiable issue in participative decision making,
however, is how much employee input is required and in relation to which types of
decisions. Some group members want to be involved in as many decisions as possi-
ble, whereas others would prefer to be left alone so that they can better concentrate
on their individual work. A strategy specialist in the department might say, for ex-
ample, “Let somebody else decide where to hold the year-end party; I want to focus
on our strategic plan.”

Group members and the manager might conduct several meetings, both in per-
son and virtual, about which types of decisions should require employee input. The
agreement would be informal, in contrast to a legally binding collective bargaining
agreement. Agreed-upon topics for group-member input might include the selection
of new group members, questions of product design, and the frequency of standing
meetings. Agreed-upon topics that do not require group-member input might be
allocation of salary increases, repainting the office, and employee benefits.

10. Dealing with a difficult coworker. A workplace reality is that in addition to accom-
plishing tasks and collaborating with group members, at times it is necessary to deal
with an annoying, irritating, and interruptive coworker. An alternative to referring
the problem to the manager or the human resources department is to negotiate di-
rectly with the coworker whom you perceive to be a difficult person. (Case 1A is
about negotiating with a difficult coworker.) For example, a frequent and somewhat
humorous coworker problem is that of an employee who uses the office microwave
oven for heating up fish or other foods that coworkers find unpleasant. A negotiated
solution might be to purchase a dedicated small microwave oven for the fish lover.

Characteristics of Effective Negotiation

As suggested previously, a wide variety of workplace situations are suitable for negotiation.
Another key consideration is the characteristics of the situation, including the parties in-
volved, that influence whether or not the negotiation will have a successful outcome. The fol-
lowing list identifies seven characteristics of effective negotiation, as outlined in Figure 1.1:

1. Information is shared. When negotiators share information, an atmosphere of mu-
tual trust between or among the negotiators will most likely exist. The information
shared does not have to reveal private financial data or underlying worries, but it

Garacteristics \

1. Information is shared.

2. Both parties have empathy
for the other side.

. ' Effective
3. Both sides recognize that negotiation

negotiation has a heavy situation
emotional component.

4. Interdependence exists
between the two parties.

5. Negotiators rank their priorities.

6. The parties involved in the
negotiation are ethical.

7. Sufficient time is available

Kfor negotiations. J

FIGURE 1.1 Characteristics of an Effective Negotiation Situation
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should add to the situation. For example, a negotiator who is looking for a lower
price from a supplier might share this information (if true): “I am happy to report
that we are having a profitable year, but our profit margins are being squeezed. That
is why we need to negotiate price with you.” A Forbes reporter writes, “Studies have
shown that revealing some information, even when it’s unrelated to the negotiation,
increases the outcome.” All sensitive data do not have to be revealed. Simply men-
tioning something interesting about yourself, including your pastimes and career
aspirations, can set a positive tone conducive to attaining a workable agreement.'”

2. Both sides have empathy for the other side. Empathy is about understanding anoth-
er’s experience, perspective, and feelings.?’ During a negotiation, both sides want to
feel understood, particularly with respect to the position they are tak-
ing. If you feel that the opposing party understands the rationale for
your demands, you are more likely to be amenable to a compromise
that meets some of your demands.

Visualize a purchasing manager for a large retail chain. She needs
a 5 percent reduction in the cost of a popular brand of television re-
ceivers in order to eke out a profit in consumer electronic sales. She
pleads, “If we do not have a profitable holiday season, we might have
to close another 60 stores.” If the vendor shows some empathy about
her predicament, the purchasing manager might be willing to accept a
3 percent reduction. An empathetic statement from the vendor repre-
sentative might be, “Closing another 60 stores would be a terrible blow
for your chain.” The purchasing manager thinks that the cost of the
television receiver is negotiable because one of her alternatives is to
find a supplier with a less valued brand name.

3. Both parties recognize that negotiation about serious issues has a
heavy emotional component. Negotiating is an emotional experience
for most people, therefore making it helpful to recognize the emo-
tional component in order to have a successful outcome. It may not
be necessary to uncover most of the emotions contained in the nego-
tiation, but it is helpful to acknowledge the feelings that underlie the

During negotiation both sides want to feel negotiation. Acknowledgment of emotions makes each side feel better

understood, particularly with respect to the understood, as in the previous point on empathy.

position they are taking. Imagine that an investor is negotiating the purchase of a furniture

store that has been a family-operated business for over 75 years. A
strictly facts-based approach by the investor would be to talk about how traditional
furniture stores are less valuable than in the past because of online furniture stores
and competition from low-price outlets. A better approach would be for the investor
to first mention that he knows how much the family has loved this business for so
many years, then state that he wants to give the business a viable future. Acknowl-
edging the deep emotion built into the family business will give the investor a nego-
tiating edge. The furniture store owner might recognize the investor’s emotion with
a statement such as, “I understand that you want to feel pride that you have made an
acquisition at a very good price.”

4. Interdependence exists between the two parties. Negotiations are taken the most seri-
ously when the parties need each other in order to attain their objectives.?! The more
the dependent each party is on the other side, the more urgent is the negotiation, and
the greater is the likelihood that a workable solution to the problem will be found.
Imagine the situation of an American automobile manufacturer who sells 20 percent
of its luxury vehicles in China, and this large quantity of vehicles accounts for most
of the company’s profit margin. The American company is therefore dependent on the
Chinese market. In turn, the Chinese dealership that sells the American vehicles is
dependent on these vehicles for 25 percent of its profits. When representatives from
the American company and the Chinese dealership arrive at the negotiating table,

Source: Kazzland Inc/Shutterstock.
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they both know they need each other. As a result,
the probability increases that they will arrive at a
satisfactory price for selling next year’s model in
the Chinese market.

5. The negotiators rank their priorities. The re-
search of Adam Grant and Adam Galinsky
suggests that ranking priorities, leaving all the
issues on the table, and being transparent about
it are likely to achieve favorable outcomes. Both
parties can then compare their rankings and
decide on what the true set of options is.?? In
negotiating with a parts supplier, for example,
a head of manufacturing might establish these
priorities: quality of the parts, cost, on-time de-
livery, and technical support. The head of market- : |
ing at the supplier might establish these priorities: ~Ranking priorities and leaving all the issues on the table, and being
price, lead time to provide the parts, the possibil- transparent about it, is likely to achieve favorable outcomes.
ity for repeat business, and reasonable demands
for tech support. Both sides would then have plenty to discuss and negotiate.

6. The parties involved in the negotiation are ethical. When both sides in the negotia-
tion have high ethical standards, a solution to the problem or conflict that will lead to
a long-term constructive working relationship is more likely to be reached. Behav-
ing ethically also involves taking into account all stakeholders in the deal, not just
the two parties negotiating. The term stakeholders refers to the entire community
that may be affected by the long-term consequences of the negotiation. A histori-
cally important example is when, in 2004, Johnson & Johnson permitted its Belgian
subsidiary Tibotec Pharmaceuticals to distribute an experimental AIDS medication
to people in poorer nations. Johnson & Johnson lost money by giving the medicine
away, but it also shortened the development time for a drug that could prevent more
AIDS deaths, which was more important than negotiating a deal to make money in
countries where few people could afford the drug at the time.?

7. Sufficient time is available for negotiations. An obvious, but often overlooked,
characteristic of effective negotiation is that ample time is allowed for the negoti-
ation. Each negotiating party needs sufficient time to present his or her side of the
story, and both sides must take the time to listen to each other. The more complex
the negotiation, the more time is needed. An example of a complex negotiating sit-
uation is when a company is forced to deal with a supplier that is powerful because
the supplier has no, or almost no, competition. In 1900, North America had 35 sup-
pliers of cast rail wheels, so railway builders had plenty of options for purchasing
the wheels. One hundred and fifteen years later, there was only one supplier of cast
rail wheels.

e

Source: Watcharapong Palapol/Shutterstock.

Considerable thought, and therefore time, has to be invested in developing a negotiat-
ing strategy when the supplier has most of the negotiating power. A suggestion offered by
a team of procurement specialists is to bring new value to the supplier. One such approach
is to be a gateway to a new market for the supplier, as illustrated in the following scenario:

A beverage company was dealing with annual price hikes from a beverage-packaging supplier.
No alternative was evident. The supplier had secured a patent for its manufacturing process,
and its packaging was offered at a lower price compared with other sources. By chance, the
buyer was about to enter two large developing markets in which the supplier had tried but
failed to make much progress. The procurement manager recognized that she could give the
supplier a foothold in these markets. She and her team worked with the marketing team and
presented the supplier with an attractive offer. In exchange for the concession of a 10 percent
price reduction globally, the company would use the supplier’s cans in the new market.**
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Situations Suitable for Conflict Resolution

Situations suitable for conflict management, including conflict resolution, overlap with
situations suitable for negotiation because negotiation is one way to resolve conflict. Here
we present a sampling of conflict situations that are often dealt with by means other than
negotiation. Figure 1.2 outlines these favorable situations. All of these conflict-prone sit-
uations will be mentioned again later in the book. Techniques for resolving conflict other
than through negotiation are emphasized in Chapters 9 through 12.

1. Turfwars (or territorial disputes). A turf war occurs when two different organiza-
tional units believe that they have responsibility for the same problem or are un-
willing to share resources.”® Another group might be performing the same task as
another group, or it might be an intentional power grab. For example, two different
cross-functional teams might think it is their responsibility to develop a new-product
idea in the same general field. A resource turf war might take place when two
different project managers claim they have the authority to invite the same talented
person to join their respective projects. People tend to be quite emotional about what
they perceive to be their responsibility or property, so conflict is likely to emerge.

2. Workplace incivility. Incivility and rudeness in the workplace are rampant and on
the rise. Incivility specialist Christine Porath observes that the accumulation of
thoughtless actions leaves employees feeling disrespected because of being inten-
tionally ignored, undermined by coworkers, or publicly belittled by an insensitive
manager. Harsh electronic messages and narcissistic coworkers add to incivility.?®
Uncivil treatment of workers leads to conflict as those treated uncivilly fight back.

3. Sexual harassment. Workers who commit sexual harassment against other workers
frequently enter into conflict with the harassed person. More conflict arises if the
person harassed reports the incident to the manager or human resources department.
The accused harasser might then enter into conflict with the manager or human re-
sources representative. False accusations of sexual harassment also trigger conflict.
Sexual harassment is a major source of conflict because it is so widespread, taking
place in the most lucrative industries, in minimum-wage jobs, in glamorous fields,
and in ordinary workplaces.?’

4. Employee desire to balance work and family demands. Many workers, especially
those with young children, want to attain what they perceive to be a balance be-
tween the demands of work and those of family or personal life. Quite often, they
hope to receive a flexible work schedule, including working remotely, as a way to

[ N

1. Turf war (territorial dispute)

2. Workplace incivility

Effective conflict
3. Sexual harassment

management
and resolution

4. Desire to balance work
and family demands

5. Age discrimination

6. Incompatibility in the way
team members think and act

7. Interteam conflict

o )

FIGURE 1.2 Situations Suitable for Effective Conflict Management
and Resolution
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attain this balance. When the employer does not provide for flexible working hours,
the employee is likely to experience conflict and its accompanying stress.

5. Agediscrimination. Many workers in their mid-50s and older feel discriminated against
because of their age, and these employees might therefore enter into conflict in such
ways as filing age-discrimination complaints with a federal, state, or local govern-
ment agency. Even during the 2018-2019 period of historically low unemployment,
nearly 8 million older Americans were out of work. Many of those still employed were
stuck in minor job roles with little opportunity to prepare for retirement.?® The root
of the challenge for older workers in finding new employment is that many recruiters
place a premium on finding higher performers with proven experience. Paradoxically,
at the same time, they emphasize searching for digital natives, most of whom are too
new to the workforce to have established a track record.”

6. Incompatibility in the way different team members think and act. Destructive team
conflict often arises from a perceived incompatibility in the way various team mem-
bers function. Such incompatibility may be based on many factors, including per-
sonality, industry experience, personality, ethnicity, sex or gender, and age. When
team members are unable to get past their differences, the resulting clashes can
lower productivity and stifle innovation.*

7. Interteam conflict. Teams within organizations frequently enter into conflict with
one another over limited resources. A key factor behind this conflict is that the
organization usually lacks the funding needed to allocate all the funds and other
resources that the teams request. For example, company leadership might decide
to give one product group a much bigger advertising budget than another. Tradi-
tional theories about intergroup conflict suggest that disputes over resources tend
to enhance group cohesiveness within the teams and reduce intragroup power
struggles.

However, recent research with both laboratory negotiation teams and organization
work teams indicates that intergroup conflict will sometimes also increase the occurrence
of performance-distracting power struggles in hierarchical teams.*>' The explanation given
for these findings is that the threat posed by the interteam conflict provokes fights over
resources within the team. Perhaps conflict is contagious! To the extent that the new re-
search is valid, intergroup conflict therefore spills over into conflict within teams.

Characteristics of Effective Conflict Resolution

The characteristics of effective conflict resolution overlap considerably with the char-
acteristics of effective negotiation. Two key characteristics are the parties having em-
pathy for each other and recognizing that conflict has a heavy emotional component.
Conflict management, including its resolution, is also more likely to be successful
when the organizational culture favors managing rather than suppressing conflict. For
example, leadership at a company with a culture favoring conflict management would
act quickly to investigate allegations of racial harassment, sexual harassment, and age
discrimination.

Conflict is more likely to be resolved when it is not entirely personal and vindictive but
instead contains some task elements. If the sales manager and credit manager are involved
in intense conflict mostly because they detest each other, the conflict will be very difficult
to resolve. Yet if the conflict involves objective issues about the difficulty in getting cus-
tomers approved for credit, this problem is more likely to be resolved.

A strategic factor contributing to effective conflict management is to have systems and
procedures in place for resolving conflict. These procedures might include a grievance
procedure, a hotline for listening to various complaints, and a designated union repre-
sentative who listens to employee conflicts. Lipsky and Avgar refer to these methods or
procedures as multiple access points. Employees should be able to identify the company
representative or organizational unit that has the authority, knowledge, and relevant expe-
rience to give advice about how to manage the problem in question.*?
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Cisco Systems Inc., the leading manufacturer of network
equipment, and a smaller competitor, Arista Networks
Inc., resolved a long-standing dispute in 2018. Arista
agreed to pay Cisco $400 million on the day that a jury
trial for the dispute was scheduled. The settlement finally
resolved lawsuits filed by Cisco alleging that Arista cop-
ied its intellectual property. Another component of the
settlement was for Arista to drop its lawsuit alleging that
Cisco engaged in anticompetitive behavior to hold on to
its dominant share of the ethernet-switch market. Arista
agreed to maintain the product modifications required
by previous International Trade Commission rulings and
to make limited changes to further differentiate its user
interface from that of Cisco.

Cisco and Arista also agreed to observe a five-year
stand-down period for any utility-patent-infringement
claims either party might have against features currently
implemented in their products and services. Further-
more, they agreed to a three-year dispute-resolution
process for allegations over new or modified features
in their products. According to the settlement state-
ment, “Cisco and Arista have come to an agreement
which resolves existing litigation and demonstrates
their commitment to the principles intellectual property
(IP) protection.”

Arista’s major allegation was that Cisco monopo-
lized or attempted to monopolize several markets for
ethernet switches. Arista contended that Cisco encour-
aged customers and competitors to adopt its command
line interface (CLI) for many years, thereby making it the
industry standard for configuring and maintaining net-
work equipment, including switches. Cisco had sued
Arista in 2014 for infringing its rights in the CLI. Mark
Chandler, the general counsel for Cisco, declared in his
blog that “the patented and copyrighted Cisco features
and implementations being used by Arista are not in-
dustry standards.” The lawsuit filed by Cisco accused
Arista of copying technology, infringing on 14 patents,
and using copyrighted material.

Considerable human drama was behind the final
negotiated legal settlement of the conflict between
Cisco and Arista. The seeds for the conflict began when
star executive Jayshree Ullal left Cisco to become the

— NEGOTIATION AND CONFLICT RESOLUTION IN ACTION

Cisco Systems and Arista Networks Settle Their Dispute

CEO of Arista Networks, a small start-up that would
soon sell to key Cisco customers such as Microsoft
and Facebook. John Chambers, the founder of Cisco
and the CEO at the time, intensely disliked losing sales,
especially to someone he considered to be family.

A bitter rivalry soon developed between Chambers
and Ullal, and defeating Arista became a priority for
Chambers and Cisco. Over the next five years, Cisco
struggled to regain the market share snared by Arista.
The threat from Arista intensified when the rival was
poised to win about $2 million of business from Micro-
soft, one of Cisco’s biggest customers. With this win,
Microsoft became Arista’s biggest customer.

Chambers felt betrayed by Ullal and wondered how
she could do such a thing as entering into head-to-head
competition with him. He told his executive team to
keep Arista from winning any new business from Cisco
customers. Chambers’s animosity toward Ullal became
so strong that in 2012, her photo appeared in an inter-
nal Cisco presentation—pasted onto a bull’s-eye target
pierced with arrows. The accompanying message was,
“Arm the field, stop the bleeding, and fire back.”

Questions

1. Why couldn’t the management teams at Cisco
and Arista settle their differences without having
to spend enormous amounts of time and money
fighting a legal battle?

2. Cisco won a $400 million settlement in this case.
Does this mean that Cisco was totally innocent,
and Arista totally guilty?

3. To what extent do you think Chambers was being
immature in his rivalry with Ullal?

Source: Original story based on facts and observations in the following
sources: Scott Graham, “Cisco, Arista Settle IP, Antitrust Dispute with
Arista Paying $400M,” The Recorder (www.law.com/therecorder/2018),
August 7, 2018, pp. 1-2; Jan Wolfe, “Arista to Pay $400 Million to
Cisco to Resolve Court Fight,” Reuters (https://in-reuters.com),
August 6, 2018, pp. 1-2; “Cisco, Arista Agree to Dismiss All Patent
Litigation,” Seeking Alpha (https://seeking alpha.com), August 6,
2018, p. 1; Rachael King, “Cisco’s Costly Feud,” Wall Street Journal,
August 18, 2017, pp. A1, A9.

Summary

Negotiation refers to a situation in which two or more
parties confer with each other to resolve their differences.
In distributive bargaining, the basic task is to allocate a
resource between the parties (zero-sum negotiation).
In integrative negotiation, both sides attempt to attain

mutually beneficial results (win-win negotiation). Con-
flict management is the adoption of a proactive approach
to handling conflict by managers, supervisors, and union
representatives. Conflict resolution is a key part of conflict
management.
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Among the many situations suitable for negotiations are
(1) sales negotiations, (2) negotiating a starting salary or
salary increase, (3) negotiating with venture capitalists,
(4) purchasing an existing business, (5) negotiating heavy
workloads, (6) changes to retiree health-care benefits,
(7) patent infringements, (8) collective bargaining agree-
ments, (9) amount of group-member input on decision
making, and (10) dealing with a difficult coworker.

Characteristics of effective negotiation include (1) in-
formation is shared, (2) both sides have empathy for the
other side, (3) both sides recognize that negotiation about
serious issues has a heavy emotional component, (4) inter-
dependence exists between the two parties, (5) the nego-
tiators rank their priorities, (6) the parties involved in the
negotiation are ethical, and (7) sufficient time is available
for negotiations.

Key Terms and Phrases

Situations suitable for conflict management and res-
olution include (1) turf wars, (2) workplace incivility,
(3) sexual harassment, (4) employee desire to balance
work and family demands, (5) age discrimination,
(6) incompatibility in the way different team members
think and act, and (7) interteam conflict.

The characteristics of effective conflict management
and resolution overlap considerably with those of effective
negotiation. Two key characteristics are the parties having
empathy for each other and recognizing the heavy emo-
tional component of conflict. Resolution is more likely
when the conflict is not entirely personal and vindictive
but contains task elements. A strategic factor contributing
to effective conflict management is to have systems and
procedures for resolving conflict.

Conflict management, p. 4
Distributive negotiation, p. 2

Discussion Questions and Activities

Integrative negotiation, p. 2
Negotiation, p. 2

1. Identify a situation in your personal life that you ne-
gotiated successfully. What made the negotiation
successful?

2. Why are the agents for professional athletes able to
negotiate such lucrative contracts for the athletes they
represent?

3. Some students think that the final grade they receive
in a course can be negotiated if they think the grade is
too low. What is your opinion on this issue?

4. Item 7 on the self-quiz in this chapter includes the
following statement: “If you can’t stand the heat, stay
out of the kitchen.” How does this statement relate to
negotiation and conflict resolution?

5. How does the familiar saying “My way or the high-
way” relate to negotiation and conflict management?

6. Describe anything you have ever done for an employer
that you think would justify a good salary increase.

7. A frequent lament of a CEO who has spearheaded his
or her company’s purchase of another company is that
the company paid too much. What do you think might
have gone wrong in the negotiations to purchase the
other company?

8. Why bother resolving conflict with an uncivil co-
worker? Why not just send a text to the manager stat-
ing that the coworker should be fired?

9. Esthetic (plastic or cosmetic) surgeons have experi-
enced a surge in demand from middle-aged people
who want to look younger. How is this surge in de-
mand linked to workplace age discrimination?

10. How about settling the Apple versus Samsung dispute
in class? Compare a couple of iPhones and Galaxy
phones in class to make a judgment about whether
Samsung has copied the design of the iPhone.

Skills-Building Exercise: Examples of Real-Life Negotiations |

Each student in the classroom or taking the course online
will identify a situation in work or personal life in which
he or she entered into negotiation. Students in a traditional
classroom will come to the front of the class one by one
to describe their negotiation situations. Online students
will communicate their situations electronically, such as
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by e-mail or submission to a common class website. After
the presentations, students should spend about 10 minutes
drawing conclusions about what types of situations in life
have been negotiated by class members and which factors
were advantageous in those negotiations.



CASE PROBLEM 1A: Samantha’s Disruptive Coworkers

Samantha, a business analyst, works for a large real-
estate-development company in downtown Kansas City,
Missouri. The company is thriving and expanding, in-
cluding entering into major new deals. A current project
is turning a few abandoned waterfront properties into of-
fice, residential, and retail space. Even though the com-
pany is prospering, top-level management continues to
look for ways to reduce costs in order to enhance profits.

A major initiative for cost reduction is to decrease the
amount of money spent to lease office space by reducing
the amount of office space needed to operate the com-
pany. Management decided to shift to an open-office plan
to reduce the amount of office space needed. To replace
employee cubicles and almost all private offices, workers
and their managers are assembled into huge open areas
and sit at tables. Coworkers are typically situated about
one foot from each other. The open-office plan has re-
duced the amount of office space required to conduct
company business by about 25 percent. In addition, top
management bought into the idea that an open-office
plan facilitates better collaboration and creativity because
workers can have face-to-face interactions so readily.

The shift to the open-office plan was implemented
about 10 months after Samantha began working with the
company. Samantha was skeptical about how well she
would be able to concentrate on analytical work if placed
in close physical proximity to her coworkers. Yet she
wanted to be a good corporate citizen, so she decided to
shrug off any inconveniences she experienced.

By the fourth week of the open-office arrangement,
Samantha was worried that she could not work in such
a noisy environment with virtually no privacy. The com-
pany had installed a few telephone-booth-like structures
for workers to use when they needed a few minutes to
make a confidential phone call. The booths could also
be used when a worker wanted to work on a problem in
solitude for a brief period of time. Samantha, however,
felt that a few moments of privacy were insufficient for
getting important tasks accomplished.

In addition to the general noise of voices and electronic
beeps, Samantha thought that a couple of coworkers were
violating the very limited privacy she had at the office.
One coworker, Mark, would come over to her table area
several times a day, with the lead-in statement, “Got a

minute?”” He would then want to chat for up to 10 minutes
about some work-related or personal issue he was facing.

Avery, a coworker who sat about two feet from
Samantha, was even more disruptive to her ability to con-
centrate on work. Avery would frequently snap her chew-
ing gum while working and would often eat snacks, such
as an apple, in a loud manner. During her many phone
conversations, Avery would often shriek in laughter.

Samantha was reaching the point where she could
not tolerate the open-office plan much longer, but she
was perplexed as to what to do about her dilemma. She
wasn’t sure whether to bring the problem to her manag-
er’s attention or to confront Mark and Avery about their
distracting behavior.

Samantha thought, “I’m in a horrible bind, but I don’t
know how to deal with my problem.”

Case Questions

1. To what extent does Samantha’s situation call for
conflict resolution?

2. To what extent does Samantha’s situation call for
negotiation?

3. What advice might you offer Samantha to have a
more peaceful and productive work environment at
her company?

Associated Role Play
Confrontation with an Annoying Coworker

Samantha decides that she has to do something soon to
deal with her disruptive workplace. She decides to start
small by dealing with one of her two most disruptive
coworkers, Mark. Samantha plans to confront Mark
about his disruptive behavior the next time he approaches
her to engage in a non-work-related discussion.

One student plays the role of Samantha, who wants
to substantially reduce the frequency of Mark’s inter-
ruptions without triggering an adverse relationship
with him. Another student plays the role of Mark, who
thinks he is a friendly coworker whose goal is to make
the workday more enjoyable for others with his friendly
chats. Run the role play for about 10 minutes, with the
rest of the class, or members of a small group, providing
feedback about the effectiveness of the confrontation.
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CASE PROBLEM 1B: The Always-On Connectivity

Speed Photonics is a six-year-old company involved in
the research and development of photonics for diverse ap-
plications, including manufacturing and surgery. Photonics
is an emerging field that essentially substitutes light for
electrons. Because light travels at approximately 10 times
the speed of electricity, light offers a speed advantage for
data transmission. Although the field of photonics is rela-
tively new, many competitors have jumped into the field in
hopes of being part of a major scientific revolution.

As a result of both heavy competition and being in
a rapidly changing field, leadership at Speed Photonics
places heavy work demands on its employees. The techni-
cal and administrative staff hired into the company are ex-
pected to work fast and hard without complaining. CEO
Todd expresses it this way: “Working for Speed Photonics
should be a calling, not just one step on a career path.
Yes, we have relatively traditional working hours, but to
succeed at Speed Photonics, you have to be willing to stay
connected to the company most of the time. [ am not sug-
gesting that our workers have to tuck their smartphones
under their pillows. But they have to stay connected to the
office most of the time, just in case their input is needed.”

Todd, as well as other members of the management
staff, including project managers, therefore feel free
to get in touch with workers about important problems
almost any time after standard working hours. The
professional staff is reached after hours through phone
calls, text messages, and e-mails and sometimes through
collaborative software.

Jocelyn, a purchasing manager, was having a quick
lunch in the Speed Photonics company cafeteria, along
with a few software engineers and accountants. Jocelyn
said to the group, “I know that members of this group and
many other employees are getting discouraged with how
many times we have to communicate with each other and
management after normal working hours. Just last Satur-
day morning, I was watching my daughter play softball
when | saw a message labeled “urgent” from the head of
manufacturing. He wanted to know right away if I could
find a lower-priced supplier for a fiberglass component.”
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Jake, an accountant, added: “How about getting a call
from my boss late in the afternoon on a Sunday, just in
the closing minute of a key NFL game? My boss said
she found a discrepancy in my tax report.”

Jocelyn said to the group, “I think we should approach
Todd and other members of his team about what has
become a burdensome workload. We don’t get paid extra
for being on call 24/7.”

Case Questions

1. How might this case relate to negotiation or conflict
management?

2. In what way should Jocelyn and her coworkers ap-
proach the top-management team about what they
consider to be an intrusion on their private lives?

3. Employees at Speed Photonics knew when they
were hired that they were entering a highly compet-
itive field. Are they therefore justified in complain-
ing about their expected connectivity to the office?

Associated Role Play

Jocelyn and three of her coworkers decide that a frank
discussion with Todd about off-hours demands made by
the company is warranted. At the same time, the four
professionals do not want to communicate the message
that they are not dedicated employees. Jocelyn sends a
polite e-mail message to Todd requesting a group meet-
ing on the topic of after-hours connectivity. He agrees
to a 30-minute meeting at 4:45 on a Thursday afternoon
in a conference room.

Four students play the roles of Jocelyn and her
coworkers, who are looking for fewer after-hours com-
munication demands from Speed Photonics. Another
student plays the role of Todd, who is willing to listen
but believes strongly that his demands for after-hours
connectivity are legitimate. Observers will provide feed-
back as to how much progress the workers and the CEO
are making in resolving conflict during this 30-minute
session.
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