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OFFICER MEMORANDUM

Subject:  Revision of syllabus for the written examination for post of
Security Officer (Level 8 of Pay Matrix)..
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The syllabus and pattern of examination for the post of Security Officer
was prescribed vide O.M. No. 26/3/2/95-CCS/256 dated 26.04.1996.

2. In the ever-changing security scenario, it was felt necessary to have
revision in the syllabus to keep pace with major changes in the concept and
philosophy of nuciear security and the related changes in other topics included in
the old syllabus. In order to ensure selection of officers who will be fully
competent to render effective support towards implementing the rules and
policies of the Department, the existing syllabus for the Limited Departmental
Examination for the post of Security Officer has been revised.

3. it was further felt that certain soft skills need to be developed for better
professionalism in the contemporary areas of security functioning. Therefore, a
few relevant topics of behavioural management are included in the revised
syllabus of Paper-lli. Study materials of these two topics (viz. Communication
Skill and Conflict & Negotiation Management) are attached as Annexure-A and
B. Units may arrange to distribute these study materials amongst the candidates
appearing for the examination of Security Officer for their preparation. However,
these study materials will not be allowed while writing examination.

4. The revised syllabus approved by the Competent Authority for various
subjects for the Limited Departmental Examination for the post of Security Officer
have been prescribed as per Annexure-l to V.
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Encl : as above Under Secretary

All Heads of Units of DAE

Copy to : Inspector General(Security), DAE
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Syllabus for Security Officer Written Examination

Marks100
3 His.
Marks

. Sr.
No.

Main Topic

Sub-Topic

Physical Protection Systems

PS)

1.1

PPS Objectives

PPS Conventions &
Concepts

Risk based PPS
measures

Graded approach

| PPS Functions:

Sustainability of

-e T O

Protection against unauthorized removal/theft
Locating & recovering of missing nuclear/radioactive
material.

Protection against sabotage

Mitigation or minimization of effects of sabotage

Competent Authority,
Responsibilities of the facility owners

Threats definitions- Outsider, Insider, Capability of
Adversary, Adversary Tactics '

Insider Threats- Personnel reliability program, Nu.
Security Culture,

Threats from sub-conventional platforms
Threat from Water front

Design Basis Threat (DBT),

- risk reduction by
s implementation of PPS
¢ Increasing Effectiveness of PPS ¢.g. defense in
depth, security culture
e Reducing potential consequences of malicious
acts

o Theft of Nu. Material, Sabotage, Espionage,
subversion,

Facility characterization

Security survey — Types & Procedure,
Targets/Vital Area Identification,

Radiation Considerations and PPS

Interaction between PPS and radiation safety,
Unacceptable Radiclogical Consequences.
Security of Nuclear Material during transportation

Overview of Design, Evaluation Process Cutline
(DEPQO)

Deterrence, Detection, Delay, Response, Interruption &
Neutralization.

Major Aspects of effective PPS
a. Balance Protection
b. Protection in Depth
c. Graded Approach
d. Central Alarm System (CAS)/ Auxiliary Control
Room (ACR)
e. Security Culture

e Ouality Assurance




. Standiﬁ_g Operating Procedure (SOP)
e Security Audit
¢ Vulnerability Test

1.2

PPS Measures

Intrusion Detectton

Watch towers, Perimeter/outdoor & Interior intrusion
detection elements. False & Nuisance Alarms,
[mportance of Prebability of Detection

Detection sensors- Electric-fence, Vibration, RF-leaky
cable, Optical fiber, Capacitive, Microwave & passive &
active IR Sensors. Including defeating measures.

Assessment,
Monitoring &
communication

Manual assessment verses CCTV camera. General area
CCTV surveillance systems, Alarm assessment &
recording

Security Lighting.

Communication methods & systems- wireless,
Telephone, flags etc., Distress/Duress Alarm systems,
Security patrolling

Personnel Access
Conirol

Material Access
Control

Vehicle Access
Control

Personnel Access Control- Credential based,
Bio-metric Access Control systems

Key & Lock Control/management systems- Manual &
Automated systems.

Movement of Material, Special Items/ Computer/ Media
Storage Device, Gate Pass, use of X-ray baggage
scanners, DFMD& HHMDs, Explosive detectors, use of
Dog, SNM Monitors

Manual checking as per the security manual, Under
Vehicle Scanners

Access Delay
Elements

Concept of Delay, Delay in Depth

Construction & material used for Security Wall/fences,
Gates, Doors.

Applications of Delay Elements- Boom Barriers, Road
Blockers, Tyre killers, Active / /Passive Boilard,
turnstile, Tube stile Gates, door locks, dispensable
barriers.

123

Response Force
Measures & Devices

e Contingency Plan (objective, Type of Contingencies)
o On —site and oft-site Response Force

o Interruption & Neutralization probabilities

Bomb Incident Plan

Day Vision & Night Vision Devices, Security
Communication devices methods, Security Morcha, self
protecting devices, explosion suppression wells &
blankets Armored vehicle, Weapons etc.

1.2.4

Emergencies &
Their Management

Crisis to which DAE units are venerable, Key features of
Crisis & its impact, Crisis Management Group of DAE,
Important Features of Crisis planning. Purpose & modes
of testing the plans, Review & updating of Emergency
plan, Emergency during transpiration of SNM, Dealing
with Bomb threat & Bomb Incident plan.

Security of DAE
Residential
Township

General concepts & need, security survey, security
measures for various facilities & buildings, role of
Private security agencies, screening of population

| around DAE residential township.

‘. Reference material: Manual for DAE Security 2016 [AEA INFCIR 225 v. 5 TAEA Nu. Security Publications |
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3 HAs .

| Sr.
No.

Main Topic

Sub-Topic

Marks |
160

I

Bare Acts - Indian Penal Code (IPC)

1.1

1.3

1.4

1.6

1.7

General explanations

Offences against public
tranquiliry

Offences relating to
public servants

Public nuisance
Rash driving

Offences against human
body

Offences against property

Section 6 to 52

- Unlawful assembly Sec 141, 142, 145
Riot 146 to 148
- Affray 159 160

Sec. 161, 162, 163

Sec 268

Sec 279

Offences affecting life Sec 300, 302 304A,
306 and 307

Hurt and grievous hurt Sec 319, 320, 323,
324,325,327, 328, 332, 333, 337,338
Wrongful restraint Sec 339, 341

Wrongful confinement Sec 340, 342
Criminal force Sec 350

Assault Sec 351,

Assault or Criminal Force to deter public
servant from discharge of his duty 353
Assault or Criminal Force to woman with
intent to outrage her modesty Sec 354
Rape, Unnatural offence sec 375 to 377
Husband or relative of husband of a woman
subjecting her to cruelty 498 A

Word, gesture or act intended to insult the
modesty of a woman 509

Theft 378 to 381

Extortion 383,384

Robbery 390, 392

Dacoity 391

Criminal misappropriation of property 403
Criminal breach of trust : 403, 406, 408, 409
Criminal trespass: 441, 447

House Breaking 445

Forgery 463 to 476

Cr.P.C.

Do MO Y B W —

Bailable and non-bailable offences

Cognizable and non-cognizable offences
Compoundable and Non-compoundable offences
Complaint

The requisites of complaint

Investigation, Inquiry and trial

FIR

Pohice custody and jail custody

Arrest by private person and procedure on such
arrest




R

. Act of Laws & Instructions

B 3.1 Explosive Act An overview
32 Foreigners Act An overview
3.3 | Information Technology | An overview
| Act

3.4 | Right to Information Act | An overview

3.5 | Atomic Energy Act An overview

3.6 Official Secrets Act An overview

3.7 | Official Language Act An overview

3.8 Private Security Agency | An overview

Regulation Act
3.9 | Departmental Security Introduction
Instructions

Security of Information
Classification of documents
Preventive measures
Security of classified documents
Dispatch of documents
Movement within the building
Movement of document outside the premises
of custody

3.10 | Industrial Dispute Act An overview

3.11 | Factories Act An overview
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(1)

(2)

(3)

Note:

[Marks : 100
Duration : 3 hours]

Knowledge of Organization & activities of various Units under DAE
[Reference: Annual Report & Website of DAE].

Noting and drafting (includes précis writing, comprehension, letter
writing and various other forms of communications used in

Government).

Constitution of India (with reference to Articles 19 to 24, 32, 51A, 52 to
147,214, 225 to 228, 230, 231, 245 to 255, 309 to 311).

General Financial Rules, 2017.
[With reference to Rules 7 to 21, 142 to 176 and 197 to 206)

CCS (Conduct) Rules, 1964.
CCS{CCAJ}, Rules, 1965.

Communication  Skill  (Topics:  Functions of Communication,
Communication Process, Direction of Communication, Interpersonal
Communication, Organizational Communication, Electronic
Communication, Choice of Communication Channel, Barriers of Effective

Communication, Global implications, etc.)

Conflict & Negotiation Management (Topics: Definition of Conflict,
Transitions in  Conflict Thought, Conflict Process, Definition of
Negotiation, Bargaining Strategies, Negotiation Process, Individual
Differences in Negotiation Effectiveness, Third-party Negotiation, Global
implications, etc.)

[Reference for SI. No.{7) & {8): “Organizational Behavior” by Stephen P.
Robhins et.al. published by Pearson Prentice Hall]

Questions may be designed in mix-n-match pattern {for better
assessment of candidates) containing descriptive & objective types,

fill-in-the-blanks, one-liner answer and also multiple choice types.

kkkkkkk
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Constantly talking isn’t
necessarily communicating.
—lJoel in Eternal Sunshine of

| the Spo ﬂess Mind

Afte_rﬁtudyihg 't_hiS_ chapter, you should be able to:

1 “ldentify the main funictions of 4 ‘Contrast oral, written, and : 7 Show how channel richness
communication. o ; nonverbal communication. - underlies the choice of
! communication channel.

4

2 Describe the communication 5 Contrast formal communication ‘
process and distinguish between . netwarks and the grapevine. ‘ 8 Identify common barriers to
formal and mformai com munication. effective communication.

! 6 Analyze the advantages and
" 3 Contrast downward upward and | challenges of electronic = 9 Show how to overcome the

lateral communication and provide  , communication. ‘ | potential problems in cross-cultu
examples of each. ; communication.




lthough gossip often seems benic | it can
have some pretty serious consequence
F Just ask four former emp!oyee‘ of the 1own

":'}\ 2!
o n

of Hookeats, Maw Mar o uo s aton
11,721), who were ﬁred by the town councii for gossiping
about their boss. {Pictured belovy: from left, Sandia Pipe:,
Joann Drewniak, Jessica Skorupski, and Michelle Bonsteel.)
The longtime employees—two administrative assic-
tants and two department heads—were fi red because
one had referred to the town administrator b caicgawy

terms and because all four had discussed a rumor that he
was having an affair with a female subordinate. One of the
employees supposedly referred to the town administrator,
David Jodoin, as “a little f " The fired employ-
ees (all of whom are female) also acknowledged feeling
resentment toward the woman, who worked in a specially
created position and was paid more than two of the
employees, despite having less experience and seniority.

The four employees appealed their dismissal. The
Hooksett council denied the appeal and issued a state-
ment arguing “These employees do not represent the
best interests of the town of Hooksett and the false
rumors, gossip and derogatory statements have con-
tributed to a negative working environment and mal-
content among their fellow employees.”

a7e
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nch, an attorney representing the four women, said his c| by

!
FL)

! were ieg itimately guestioning the conduct of their supervisor,
whether the female subordinate was getting preferential treatme
almost cheapens it to call it gossip. it might have been idle, not part,
larly Thcuchtf”i talk. But there was no harm intended.”
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tor and his fema!e subord-nate
Some employers have policie5 against office gossip Balli

employees or customers on the Internet or other records. Violati
this policy may result in immediate termination of employmen
policy grew out of two incidents that occurred recently—aone in'y

we had done nothing,” said George Longfellow, town council chai
definitely not going away, that’s for sure,” Drewniak said. “They wron
fired me,and | shouldn't be out of work.”

Whatever the legal merits of the Hooksett Four’s claim, it's clég!

that what may have seemed like benign gossip had pretty mahgngﬂg
consequences.! B

cation. In this chapter, we’'ll analyze the power of communication and‘
in which it can be made more effective. One of the topics we'll discuss is
sip. Consider the following self-assessment and how you score on your attind
toward gossip at work. :

the preceding examples illustrate the profound consequences of comm®
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\

AN | A GOSSIP? \
|

‘ - . i
In the Seil-Assessment Library favarabls onlinel take assessment WE3 (Am 1 a Gossip?i and |
the followving quesiions. i

QU SC0T FEREVE 10 yaur Clagsmares? ;

z sk gossining s marally wrong? Why o7 whv noi? i
B /

witif
i
Jfutly

mmunication The transfer and
Uniderstanding of meaning.-

Gossip 15 One CommuIncaton ssue. Therc are many others. Research indicates
that poor communication is probably the most frequently cited source of intes-
persenal conflict.? Because individuals spend nearly 70 percent of thewr waking
hours communicating—writing, reading, speaking, hstening—it seems reason-
able 1o conciude 1hat one of the most inhibiting forces to successful group per-
formance is a lack of effective communication. Watson Wyatd’s 20052004 and
2005-2006 studies on communicatdon found that communicaton effectivencss
leads 1o enhanced organizadonal performance. Companies that communicate
effectively are 4.5 times more Likely to report high ]C\C]b ot engagement and
20 percent more hkely (o report lower turmover rates.” And good communica-
tion skills are verv important to your career success. A 2007 study of recruiters
found that they rated communication skills as the most important characteristic
of an ideal job candidate ®

In India, the importance of good communication skilis has been stressed
through numerous tales of King Akbar and Birbal, his wise minister. One such
story is presented in Exhibir 11-1. No individual, group, or organization can
exist without communication: the transfer of meaning among its members. It is
only through transmitting meaning from one person (0 another that inforina-
tion and ideas can be conveyed. Communication, however, is more than merely
ymparting meaning. It must also be understood. In a group in which onc mem-
ber speaks only German and the others do not know German, the individual
speaking German will not be fuily understood. Thercfore, communication must
include boath the transfer and the undersianding of meaning.

An idea, no matrer how great, is useless unul it is transmitted and under-
stood by others. Perfect communication, if there were such a thing, would exist

~ Communicate for the Response You'Want

Once, when Birbal came to visit King Akbar’s court, some courtiers asked him about his pro-
fession before he joined the emperor's court. Birbal replied that he was a farmer. They then
asked him, “What was the profession of your father and grandfather?” Birbal replied that it
was the samz. The courtiers then asked him, “What gid they die of?” Birbal replied that they
both died in the field, one by falling into the well and the other, when lightning struck him.
The courtiers then conctuded, “Farming is a very bad profession.”

Birbal knew who was behind this line of questioning. it was Muila Do Piaza, a senior min-
ister in Akbar's cabinet. Birbal then directly asked him, "Mulla, what were yeu before
becoming a minister?” Mulla replied that he was a soldier. Birbal then asked him what the
professian of his ancestors was. Mulla said that they too were soldiers. Birbal then asked -
hirm, “What did they die of?” Muila replied that his father died while fighting in a battle-
field, and so did his grandfather. Birbal then told him that soldiering is not a good profes-
sion, and surmised: “All of his majesty’s ancestors were kings and they died in bed. 5o, it
would be dangerous to-sieep in a bed—wouldn't it?”

-

Source: Birbalnama
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: ‘ when a thought or an idea was transmitted so that the mental picture Pﬁrceii;r
Ly the 1'&&:1\“1’1' Was f,‘xactl)-’rlhc sanme as Fhat_ em:'isionr:d by the sender. Althoﬁ'gh
elementary in theory, perfect communication 1s never achieved in practice;
reasons we shall expand on later in the chapter. :
Before making too many generalizations concerning communicatioy:
problems i conununiczting eftectively, we need to review briefly the func
that commumication performs and describe the communication process.

A3

783

Functions of Communication

Communication serves four major functions within a group or organizatj
control, motivation, emotional expression, and information.?
s ] Communication acts to control member behavior in several

5 identify the main functions of ) .
. ' ¢ ewmployees are required w [ollow. For instance, when employee

required to communicate any jobrelated grievance to their immed;
boss. to follow thewr job description, or o comply with conipany p

communication.

cation also controls hehavior. When work groups tease or harass a member
produces too much (and makes the rest of the group look bad), they are nforg
mally communicating with, and contrelling, the member’s behavior.

Commniunication fosters motivation by clarifying to employees what is ¢
done, how well they are doing, and what can be done to improve performang
if 1t’s subpar. We saw this operating in our review of goal-setting and reinforcg
ment theories in Chapter 6. The formation of specific goals, feedbacl{)'
progress toward the goals, and reinforcement of desired behavior all stimdl
motivation and require communicaaon.

tien. The communication that takes place within the group is a fundam
mechanisin by which members show their frustrations and feelings of satisfa

Globalization has changed the way
Toyota Molor Corporation provides
employees with the information
they need for decision making.

in the past, Toyota transferred
employee knowledge on the job
frem generation to generation
through “tacit understanding,”

a commeon cornmunication method
used in the confarmist and subdued
japanese culture. Teday, however,
as a global organization, Toyota
transfers knowledge of its production
methods to overseas employees by
bringing them to its training center
in lapan, shown here, to teach
them production methaods by

using how-to manuals, practice
drills, 2nd lertures.
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Communication, therefore, provides a release for the emotional expression ol fecl-
ngs and for fulfiliment of social needs.

The fnal function that communicaton performs relates to its role in facxlitating
decision making. It provides the aifenmation that individuals and groups need o
mahe decisions by ransmitting the data to idenufyand evaluate alternative choces.,

No ane of these four functions should be seen as being more mmportant
thau the others. For groups w perform effectively, they need o maintain some
form of control over members, stimulate members o pevform, provide a ineans
for emotional expression, and make decision choices, You can assume that
almost every communication interaction that takes place in a group or an orga-
nization performs one or more of these four funcuons.

The Communication Process

Beoefore commuuication can take piace, a purpose, e.\'prcssed A5 AL TIIOS-
sage to be conveved, 1s necded. it passes between a sender and a
receiver. The message 13 encoded {converted to a symbolic form) and

and distinguish between formal and infarmal , passed by way of some medium (channel) to the receiver, who

retranslates {decodes) the message initiated by the sender. The result

e s transfer of meaning from one person to another.®

Exhibit 11-2 depicts this communication process. The key parts of this
mode! are: (1) the sender, (2) encoding, (3) the message, {4} the channel,
{5} decoding, (8) the receiver, {7) noise, and (8) feedback.

The sender initiates a message by encoding a thought. The message is the
actual physical product from the sender’s encoding. When we spezk, the speech
is the message. When we write, the writing 1s the message. When we gesture, the
movements of our arms and the expressions on our faces are the message.
The channel is the medium through which the message travels. Tt s selected by
the sender, who must deiermine whetner w use a formal or informal channel.
Formal channels are established by the organization and transmit messages that
ave related to the professional acuvities of members. They traditionally follow
the authority chain within the organization. Other forms of messages, such as
personal or social, follow infermal channels in the organization. These infor-
mal channels are spontaneous and emerge as a response to individual choices.”

Exhibit 11:2 R0 Communication Process

Message
to be -
sant

Sender Receiver

Encading . Channel f—» Messege Messay (»3~é
message - received ™ de_cadigg-g

A";HJ Feedback ;—

mmunication pracess - The steps formal channefs * Communication infarmal channels Communication
Iween a source and a recgiver charnnels established by an - - channels that are created

3 resuft'n:J the transfer and orgamization fo transmit messages spontaneously and that emerge as
derstanding of meaning. - related to the professional activities of responses to individual choices.

members.
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saved. IM is preferable for one- or two-line messages that would just clutter 5
an e-mail inbox. On the downside, sorne [M/TM users find the technoldp
intrusive and distracting. Their continual presence can make it hard fOr
employees o concentrate and stay focused. For exampte, a survey of Managers
revealed that in 86 percent of meetings, at least some participants checked TM
Finally, because instant messages can be intercepted easily, many organizatie
are concerned about the secunty of IM/TM.3?

One other point: It's important to not let the informality of text messag
("omg! r u serious? brb”) spill over into business e-mails. Many prefer to kqu‘;‘.
business communication relatvely formal. A survey of employers revealed’
that 53 percent rate grammar, spelling, and punctuation as “very important” in
e-mail messages.?® By making sure your professional communications are, we
professional, you'll show vourself to be mature and serious. That doesn’t meg
of course, that you have to give up TM or IM; you just need to maintain the

boundaries between how you communicate with your friends and how you co
municate professionally.

Networking Software Nowhere has comumunication been transformed more
than in the area of networking. You are doubtless familiar with and perhaps:;
user of social networking platforms such as Facebook, Orkui, and MySpace,

Rather than being one huge site, Facebook, which has 30 million actiw
users, is actually composed of separate newworks based on schools, companies
or regions. It might surprise you to learn that individuals over 25 are the fast
growing users of Faccbook

More than 100 million users have ¢created accounts at MySpace. This site ave_
ages more than 40 billion hits per month. MySpace profiles contain two “blurbs’3
“Ahout Me” and “Who 'd Like to Meet” sections. Profiles can alse contai
“Interesis” and “Details” sections, photos, blog entries, and other detau_l
Compared to Facebook, MySpace is relatively more likely to be used for purely
sonal reasons, as illustrated by the “Friends Space” portion of a user’s account.

Amid the growth of Facebook and MySpace, professional networking s
have entered the marketplace and expanded as well. Linkedln, Ziggs, an

Facebook founder and CEQ Mark
Zuckerberg continues to transform
communitation. He announced a
new piatform strategy that allows
third partics to develop services on
the Facebook site, which allows
communication opportunities for
business entrepreneurs. For
Zuckerberg, Facebook is more
than a social networking site.

He describes it as 2 communication
tnol that facilitates the flow of
information between users and
their friends, family members, and
I professional connections.

Sourca: Noah Berger/
The New York Times
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‘Knowledge Management

So what's the downsider Although some companies have policies in places
erning the content of blogs, many don't, and 39 percent of individual blogger;
they have posted comnments that could be constried as harmful to their compg:
reputation. Many bloggers think their personal blogs are outside their emplgs;
purview, but if someone else in a company happens to read a blog entry, they,
nothing to keep him or her from sharing that information with others, ang:
employee could be dismissed as a result. Schwartz says that Sun would not ﬁré
employee over any blog entry short of one that broke the law. “Our blogging )
icy Is ‘Be authentc. Period,™ he says. But most organizations are unlikely to hags
forgiving of any blog entry that might cast a negative light on them.

When Andrew McDonald landed an internship with Comedy Central, his
day at work, he started a blog. His supervisors asked him to change various thigg
about the blog, essentially removing all specific references to his employer, §
Kreth was fired from her job as a marketing director for blogging about
coworkers. So was Jessa Werner, who later said, “I came to the realizadon th
probably shouldn’t have been blogging about work.”

One legal cxpert notes, “Employee bloggers mistakenly believe that F
Amendment gives them the right to say whatever they want on their persgia]
blogs. Wrong!” Also, beware of posting personal blog entries at work. More thy
three-quarters of employers actively monitor employees’ Web site connections.]

short, if you are going to have a personal blog, maintain a strict workupersdﬁﬂ‘
“fGrewall."??

Video Conferencing Video conferencing permits employees in an organizati
to have meetings with people at different locations. Live audio and vi
images of members allow them to see, hear, and talk with each other. V,ié
conferencing technology, in effect, allows employees to conduct interacty
meetings without the necessity of all being physically in the same location.”
In the late 1990s, video conferencing was basically conducted from sp
rooms equipped with television cameras, located at company facilities. M
recently, cameras and microphones are being attached to individual compyt
ers, allowing people to participate 1n video conferences without leaving theit
desks. As the cost of this technology drops, video conferencing is likely t
increasingly seen as’an alternative to expensive and time-consuming travel.

Our final topic under organizational communication is knowledge manager
(KM). This is a process of organizing and distributing an organization’s colle
wisdom so the right information gets to the right people at the right time. Wh
done properly, KM provides an organization with both a competitive edge 2
improved organizational performance because it makes its employees smarter,
can also help control leaks of vital company information so that an organizatio
competitive advantage is preserved for as long as possible. Despite its importan
KM gets low marks from most business leaders. When consulting firm Bain &
asked 960 executives about the effectiveness of 25 management tools, KM ranked
near the bottom of the list. One expert concluded, "Most oerganizations are st
managing as if we were in the industrial era. "6 :
Effective KM begins by identifying what knowledge matters to the organ
tion.¥” Management needs to review processes to identify those that provide |
most value, Then it can develop computer networks and databases that €
make that information readily available to the people who need it the most.}
KM won't work unless the culture supports sharing of information.® As w
show in Chapter 14, information that is important and scarce can be a potelty
source of power. And people who hold that power are often reluctant to _Shaf 1
with others. So KM requires an organizational culture that promotes, valugs
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The receiver is the object o whom the message is directed. But before the mes
sage can be received, the symbols in it must be translated into a form that Cam
be understood by the receiver. This ste is the decoding of the message. Noyisere

resents communication barriers that distort the clarity of the Message!
Examples of possible noise sources include perceptual probiems, informaﬁon
overtoad, semantic difficulties, or cultural differences. The final link in tﬂe
communication process is a feedback loop. Feedback is the check on how g

cessful we have been in wansferring our messages as originally intended.
determines whether understanding has been achieved. '

Direction of Communication

3
d Contrast downward, upward, and lateral
communication and provide examples of each.

Commurmication cau flow vertically or laterally. The vertical dimension :
can be further divided into downward and upward directions.® + .

After ATAT acquired BellSouth and
Cingular Wireless, Ed Whitacre, then
CEO of AT&T, used downward
communication to inform the
former BeliSouth and Cingular
employees about the company’s
acquisition strategy. Whitacre held
meetings to assure employees that
he understood the changes resulting
frem the acquisition caused turmaoil
and confusion in the short term and
asked them to cantinually provide
excellent customer service

during the tranisitional periad.

The face-to-face meetings gave
employees the opportunity to

ask guestions.

Source: Erik 5. Lesser/.
The New York Times

— Downward Communication

Communication that flows from one level of a group or organization to a loweg
level 1s downward communication. When we think of managers communicatiy
with employees, the downward pattern is the one we are usually thinking 01-'
Ii’s used by group leaders and managers to assign goals, provide job instrug
tions, inform employees of policies and procedures, point cut problems tha
need attention, and offer feedback about performance. But downward commysis
nication doesn’t have to be oral or face-to-face contact. When manageme
sends letters to employees’ homes to advise them of the organization’s new sick%
leave policy, iU's using downward communication. Another example of dowir
ward communication is an e-mail from a team leader to the members of h ‘i-:g?'
team, reminding them of an upcoming deadline. %
When engaging in downward communication, managers must explain :




Direction of Communication 385

likelv 10 be commitied (o changes when the reasons behind them were fully
cxp]l’tined. Although this may seem like commaorn sense, many managers fec
they are o busy 1o explain things, or that explanations will "open up a big can
of worms.” Evidence clearly indicates, though, that explanations increise
cmployee commitinent and support of decisions.?

Another problern i downward communicanion 15 1ts oncway nature; gener -
ally, managers inform employees but rarcly solicit thelr advice or epinions. A
9006 study revealed that nearty two-thirds of employees say their boss rarcly o
never asks their advice. The author of the study noted, "Organizations ar
alwavs striving for higher employee engagement, but evidence indicates they
unnecessarily create fundamental mistakes. People need to be respected and
listened m.‘; Anne Mulcahy, CEQ of Xerox, finds that listening takes work:
“Listening is one of those things thatis easy 1o talk about, dithcult 1o do. "t

The best communicators are those who explain the reasons behind their down-
ward communicatons, but also solickt upward communication from the eraplovees
they supervise. That leads us to the next direction: upward communication.

Upward Communication

Upward communication flows 10 a higher level o the group or organmization.
It’s used to provide feedback to higher-ups, inform them of progress toward
goals, and relay current problems. Upward communication keeps managers
aware of how employees feel about their jobs, coworkers, and the organization
in general. Managers also rely on upward communication for ideas on how
things can be improved.

Given that job responsibitities of most managers and supervisors hase
expanded, upward communication is increasingly difficult because managers
are overwhelmed and easily distracted. To engage in effective upward commu-
nication, try to reduce distractions {meet n 2 conference room if you can,
rather than vour boss’s office or cubicle), communicate in headlines vot para-
graphs (}«'OU’I‘jOh is to get vour boss’s attenrion, not 1o engage in a meandering
discussion), support your headlines with actionable items (what vou believe
should happen), and prepare an agends to make sure you use vour hoss's
attention well 1!

Lateral Communication

When communication takes place ameong members of the same work group,
among members of work groupsat the same level, among managers at the same
level, or among any other horizontally equivalent personnel, we describe 11 as
lateral communications.

Why would there be a need for horizontal communications if a group or#n
organization’s vertical communications are effective? The answer is that hort-
zontal communication is often necessary to save time and facilitate coordina-
tion. In some cases, such lateral relationships are formally sancuoned. Moiu
often, they are informally creared to shortcircuit the vertical hierarchy and
expedile action. So lateral communications can, from management’s view
point, be good or bad. Becausestrict adherence to the formal vertical struc-
ture for alt communications can'impede the efficient and accurate ransfer of
information, lateral communicatibns can be beneficial. In such cascs, they
occur with the knowledge and support of superiors. But they can create dys-
functional conflicts when the formal vertical channels are breached, when
members go above or around their superiors to get things done, or when

bosses find out that actions have been taken or decisions have been macde with-
out their knowledge.
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Interpersonal Communication

1. Contrast ors! written, and nonverbal

i
|
!
j
<

one-on-one and group discussions, and the informal rumor mill, or grape‘{i

The advantages of oral communication are speed and feedback. A verbi
message can be conveyed and a response received in a mimmal amount of i

put it, “Face-to-face communication on a consistent basis is still the best way,

The major disadvaniage of oral cornmunication surfaces whenever a mesé

How do group members transfer meaning between and AMONg gg¢
other? There are three basic methods. People essentally rely on
written, and nonverbal communication.

e

has to be passed through a number of people. The more people a message 3 9

must pass through, the greater the potential distortion. if you've ever pj
the game “telephone,” you know the problem. Each person interpretsih
message in his or her own way. The message’s content, when it reache
destination, is often very different from that of the original. In an orgzi

tion, where decisions and other communiqués are verbally passed up
down the authority hierarchy, there are considerable opportunities form

comminication.
Oral Communication
are popular forms of oral comimunication.
get information to and from employees.”/?
sages to become distorted.
/—

MY THos SCIENCE?

his statement is essentially false. The core purpose of

communication in the waorkplace may be to convey

business-related information. However, in the workplace,
we also communicate in order to manage impressions others
form of us. Some of this impression management is unin-
tentional and harmiess {for example, complimenting your
boss on his clothing). However, sometimes people manage
impressions through outright fies, such as making up an
excuse for missing work or failing to make a deadline.

One of the reasons peopie lie—in the workplace and
elsewhere—is that it works. Although most_of. us think
we're good at detecting a lie, research shows that most
people perform no better than chance at detecting whether
someone is lying or telling the truth.

A recent review of 108 studies revealed that people
delect lies at a rate, on average, only 4.2 percent better
than chance. This study also found that people’s confidence

ood o Ca_,tc_hing i

in their judgments of whether someone was lying bofg
almost no relationship to their actual accuracy; we think
we're a ot better at catching people lying than we reall'y_
are. What's even more discouraging is that so—caHea
experts—police officers, parcle officers, detectives, judges;
and psychologists—perform no better than other people;
As the authors of this review conclude, “People are noti
good detectors of deception regardless of their age. sex,
confidence, and experience.”

The point? Don't believe everything you hear and don't
place too much weight on your ability 1o catch a liar based jus
on your intuition. When somecne makes a ciaim that it's rea
sonable to doubt, ask her or him to back it up with evidence. 8

Source M. G. Aamodt and H. Custer, “Who Can Best Carch a
Liar? A Meta-analysis of Individuat Differences in Detecting
Deception,” The Forensic Examiner, Spring 2006, pp. 6-11.
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Written Communication
Written communications melude memos, letters, fax ransuussions, e-nunl,
instant messaging, organizational periodicals, notices placed on bulletin
boards, or any other device that is rransmitted via writien words or symbols.

Wi wonld a sender choose to use writien communications? They're alwen
uu'lgibl‘c and verifiable. When they're prinied, both the sender and receiver have
arecord of the connunicarion; and the message can be stored for an mdehmire
period. [f there are questions concerning the content of the message. it 1s physi-
cally available for later veference. This feature is parlicutarly important for cow-
ple:\ and lengthy communications. The marketing plan for a new product. for
instance, is lkely to contain a number of tasks spread out over several months,
By purting 1rin \-‘\‘-‘ri[ing. those who have to intnate the plan can readily refer o n
over the life of the plan. A final benefit of all written communication comes
from the process iiselll People are usually move careful with the wiitten word
than with the oral word. Thev're forced to think mare thoroughiy ahout what
they want o convey in a writien message than in a spoken one. Thus, written
communications are more likely to be well thoughrt out, logical, and clear

OFf course, writien messages have drawbacks. Thev're time-consuming. You
could convey far more information to a college mnstrucior in a l-hour oral exam
(han in a -hour written exam. In fact, you could probably say the sume thing m
10 1o 15 minutes thart it would take you an hour to write. So, although wriring

- Communication in

- Organizations: Orai or
‘Written?

leven undertakings ffour government -
and seven private) in Kolkata, Durgapur,
;'-Jamsl1edpL[1: and Dalh, which had an
empleyee count of 300 to 15,000, were
surveyed. It was found that one-half of
" the government undertakings and
slightly over two-fifths of the private

" undertakings did not inform their

' employess ahout what was ahead

. of thers,

All organizations in both sectors
were following written communications
emanating in the downward direction
" fromtop management and addressed to
" heads al the departmental level.

- However, from the head of the depart-
ment to the worker level, oral communi-
cation was in practi{:'e'. In government

.- Undertakings, upward communication
: was found to be in the oral mode from
~workers 1o the supervisory level, and

in the written form from the supervisory
ta the top-management level. Shightly
mare than four-fifths of the private
sector énterprises communicated
varbally from the warkers up to the
head ot the department.

One-fourth of the government enter-
arises and slightly mere than four-fifths
of the private enterprises had programs
for improving the two-way flow of com-
munication. Again, although three-
fourths of the government enterprises
and slightly fess than three-fifths of the
private undertakings had suggestion
boxes, only one-third of the former ang
one-fourth of the |attér considered
employee suggestions to be useful.

Except for two undertakings inthe
private sector, all organizations under the
study were aware of the informai commu-
nication system that prevailed in their
organization, It over one-half of the orga®
nizations, informal communication was
found to be more effective thamformal -
commynication. However in ohiaofthe -

that informal commurication was more -

effective with respect to production mat- .~
ters, but formal communication was more -

effective with respectto persannel
grievances. In one private-sector under-
taking, a top executive reparted that the
effectiveness of informal communica-
tion depended upen the personality of
the heads of departments.

The researcher concluded the étudv
with the following pessimistic remark:
“Effective communication from the
worker to top managermient in farge
industrial undertakings does not exisl,
and communication fram management
to workers is poor. The existing down-

-ward communication is only connected

with job and employment policies hke
wages, working hours, reporting time,

“and charge sheets. Upward communi-

cation is centered-onthe legal issue of
emaloyee grievances. But this is not zli
in communication. informing the
employeé aboltthe company’s futre

“&xpansion program, teliihg'him'where

he stands; Risrole in the company's pro-

“duction picture, and so forth, play an
: . important role in productivity.”
governmerit undertakings, it was reported * 0 0 S
“Source: LS. Rashatte, “What Dogs That Smile

Mean? The Meaning of Nonverbal Behaviors in
Social tnteraction,” Secial Psychofogy
Quarterfy,. March 2002, pp. 92-102.



358 CHAPTER 11 Communication

may be more precise, it also consumes a great deal of time. The other Major djeiins
advantage 1s feedback, or lack of it. Oral communication allows the Teceiver
respond rapidly to what he thinks he hears. Written communication, howeye;
does not have a builtin feedback mechanism. The result is that the mailing of :
Mmemo Is no assurance that it has been received, and, if received, there 15 g
guarantee the recipient will interpret it as the sender intended. The latter poi

is also relevant in oral communiqués, except it’s easy in such cases merely 1o g :

the receiver to summarize what you've said. An accurate summary presents
feedback evidence that the message has been received and understood.

Nonverbal Communication

Every time we verbally give a message to someone, we also mmpart a nonverh
message.!? [n some instances, the nonverbal component may stand alone. Foi:
example, in a singles bar, a glance, a stare, a smile, a frown, and a provocaﬂ;}' :
body movement all convey meaning. Therefore, no discussion of communic
tion would be complete without consideration of nonverbal communication'ss
which includes body movements, the intonations ar emphasis we give to word 5 :
. facial expressions, and the physical distance between the sender and recejver,
»‘f It can be argued that every body movement has a meaning, and no movemer
is accidental. For example, through body language, we say, “Help me, [’

lonely”; “Take me, I'm available”; and “Leave me alone, I'm depressed.” Rarcljp

do we send our messages consciously. We act out our state of being with nonver:

bal body language. We lift one eyebrow for disbelief. We rub our noses for plizv

zlement..'We clasp our arms to isolate ourselves or to protect ourselves. W{é

shrug our shoulders for indifference, wink one eye for intmacy, tap our ﬁng:ér

for impatience, slap our forehead for forgetfulness.” .

The two most important messages that body language conveys are (1) th

extent to which an individual likes another and is interested in his or her vies

and (2) the relative perceived status between a sender and receiver.'? Fy

instance, we're more likely to position ourselves closer to people we like ar

touch them more often. Similarly, if you feel that you're of higher status tha

another, you're more likely to display body movemen ts—such as crossed legs e

a slouched scated position—that reflect a casual and relaxed manner.'® 5

Body language adds to, and often complicates, verbal communication.’/

body position or movernent does not by itself have a precise or universal mea:

ing, but when it is linked with spoken language, it gives fuller meaning tod

sender’s message. 2

If you read the verbatim minutes of a meeting, you wouldn't grasp th’é,"

impact of what was said in the same way you would if you had been there orif3

you saw the meeting on video. Why? There is no record of nonverbal commu

cation. The emphasis given to words or phrases is missing. Exhibit 11

illustrates how intonations can change the meaning of a message. Facial expres

siens also convey meaning. A snarling face says something different from-aZ

smile. Facial expressions, along with intonations, can show arrogance, aggres

sivencss, fear, shyness, and other characteristics that would never be communt

i cated if you read a transcript of what had been said.
T The way individuals space themselves in terms of physical distance also hag
; meaning. What is considered proper spacing is largely dependent on cultural
norms. For example, what is considered a businesslike distance in some
European countries would be viewed as intimate in many parts of NC‘l‘ﬂil
America. If someone stands closer to you than is considered appropriate, it 13}
indicate aggressiveness or sexual interest; if farther away than usual, it ma
L mean disinterest or displeasure with what 1s being said.
It's important for the receiver to be alert to these nonverbal aspects of com,
munication. You should look for nonverbal cues as well as listen to the literal’

=




Placement of the emphaszs
Why don't | take yol to dmner tomght’

Why don’t | take you to dinner tonight?

Why don‘t ! take you to dinner tonight?

Why don‘t | take you to dinner tonight?
Why dan't | take you to dinner tonight?
Why don't | take you to dinner tanight?

vhy don't | take you to dinner {onight?

Charge your tone and you change your meaning:
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Intonations:t’s the Way You Say it'

What zt means

I'was going to Lake someone dsl
Instead of the guy you were going with.

I'm trying to find a reason why |
shouldn’t take you

Do you have a problem with me?
Insiead of going on your own.
Instead of lunch tomorrow,

Mot tomorrow night.

Soure; Based an M, Kiely, "When ‘Mo’ Means "Yes'”

and ©. Buthanan, Organizational Behavior, 4th ed. (Essex, UK: Pearsan Education, 2001), p. 194

Marketing, Oclober 1993, pp. 7-9. Repraduced in & Huzzynski

meaning of a sender’s words. You should particularly be aware of contradictions
between the messages. Your boss may say she is free to alk 1o you abous a press-
ing budget problem, but you may see nonverbal signals suggesting that this is
not the dme to discuss the subject. Regardless of wirat is being said, an individ-
ual who frequently glances at her wristwatch 1s giving the message that she
would prefer to terminate the conversation. We misinform ﬂfhus when we
express one message verbally, such as trust, but nonverbally communicaie «

contradictory message that reads, T don't have confidence in you.”

Organizational Communication

In this section, we move from interpersonal communication o organ-

zational communication. Our first focus will be o describe and disun-
guish formal networks and the grapevine. In the following section, we
. ' discuss technological innavations in communication,

iirast formal commanication

netwurks

N
!
!
R . i
and the yrapeving. {
S

Formal Smali-Group Networks

Formal organizational networks can be very complicated. They can, for mstance,
mclude hundreds of people and 2 half-dezen or more hicrarchical levels. To
simplify our discussion, we've condensed these nerworks into three common
small graups of five people each {see Exhibit 11-4). These three networks are the

Three Carhmon Smali-Graup Netwarks

All channet
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Small~Group_‘ Networks and Effective Criteria

E Networks
1. Criteria . Chein _ Wheel Al Channel
: Speed Moderate Fast Fast
“ Accuracy High High Moderate
}. Emergence of a leader Moderate High None
{ Member satisfaction Moderata Low High

i \, ‘

|
‘ S . et A A e o e et e £ 8 e e
l
1
|

chain, wheel, and all channci. Although these three networks have been
extremely snnphﬁe they allow us o describe the unique quatities of each,
The chain rigidly follows the formal chain of command. This network?
approximates the communication channels you might find in 2 rigid three
level organization. The wheelrelies on a central figure to act as the conduit fo
- all of the group’s communication. It simulates the commumcatlog, networ
you would find on a team with a strong leader. The ell-channel network permi
all group members to actvely communicate with each other. The ali-chanie
network is most often characterized in practice by self-managed teams, ig
which all group members are free to coniribute and no one person takes o
leadership role.
As Exhibit 11-5 demonstrates, the effectiveness of each network depends 0'
the dependent variable you're concerned about. For instance, the structure o
the wheel facilitates the emergence of a leader, the all-channel network is best}
: you are concerned with having high member satisfaction, and the chain is bes
if accuracy is most important. Exhibit 11-5 leads us to the conclusion that
single network witl be best for all occasions.

The Grapevine

The formal system is not the enly communication network in a group or orga
nization. There is also an informal one, called the grapevine.!” Although thi
grapevine may be informal, it's still an important source of information. Fo
instance, a survey found that 75 percent of employees hear about matters firs
through rumors on the grapevine.!8

The grapevine has three main characteristics.!® First, it is not controlled b
management. Second, it is perceived by most employees as being more believy
able and reliable than formal communiqués issued by top management. Finall
it is largely used to serve the self-interests of the people within it.

One of the most famous studics of the grapevine investigated the commun
cation pattern among 67 managerial personnel in a sinall manufacturing’
firm.?% The basic approach used was to learn from each communication recip
ent how he or she first received a given piece of information and then trace.
back to its source. 1t was found that, while the grapevine was an important
: source of information, only 10 percent of the executives acted as liaison indivi
| . uals (that is, passed the mformation on to more than one other persen). Fo

example, when one executive decided to resign to enter the insurance business,
- 81 percent of the executives knew about it, but only 11 percent transmitted thlS
information to others.
Is the information that flows along the grapevine accurate? The evidence
indicates that about 75 percent of what is carried is accurate. 2l But whar condi
tions foster an active grapevine? What gets the rumor mill rolling?
Iv’s frequenily assumed that rumors start because they make titillating gossip:
This is rarely the case. Rumors emerge as a response to sttuations that are




wmusication.
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Suggestions for Reducing the Negative Consequances of Rumors [
o 1

i . L . i
i 1. Announce timetables for making important decisions :
’ 2. Explain decisions and behaviors that may appear inconsistent or secretive,

3. Emphasize the downside, as well as the upside, of current decisions and future plans.

i 4. Openly discuss worst-case possibilities—it is almost never as anxiety provoking as the
! unspoken fantasy.

5,

Sowrcer Adaptad from L. Hirschhorn, "Managing Rumers,” in L Hursehihorn (ed ), {utting Back (San Francisco: lossey-Bats,
18837, pp. 34-56. Used with permission

wiportant o us, when there is ambiguity, and under conditions that arouse (é*rzx!et)'.w
The fact that work sttuations frequently contain these three elements explains why
ruinets flounsh in organizations. The secrecy and competition that typicaily pre-
vall i large organizations—around issues such as the appoiniment of new hosses,
the relocation of offices, downsizing decisions, and the realignment of work
assignments—create conditions that encourage and sustain rumors on tie
grapevine. A rumor will persist either untii the wants and expectanons creating
the wncertaing underlying the rumor are fulfilled or untl the anxiety s reduced.

What can we conclude from the preceding discussion? Certainly the
grapevine Is an nnportant part of any ¢roup Or OVganizalion coummunication
network and 15 well worth understanding. It gives managers a feel for the
morale of thelr organization, identifies issues that employees consider impor
tant, and helps tap into employee anxieties. The grapevine also serves erploy-
ees’ needs: Small talk serves o create a sense of closeness and friendship
among those who share informanon, aithough research suggests that it often
does so at the expense of those in the “out” group.”

Can management entirely eliminate rumors? No. What management should
do, however, is minimize the negative consequences of rumors by 1imhing their
vange and impact. Exhibit 11-6 offers a few suggestions for minimizing those
negalive Consequences.

Electronic Communications

s e e Ay indispensable—and in 71 percent of cases, the primary——medium
20 the advantages and challenges | of communication in today’s organizations is electronic. Elecironic

communications include e-mnail, text messaging, networking software,
Internet or Web logs (blogs), and video conferencing. Let’s discuss

i

ommunication network.

Qrapevine An organization’s informal

each.

E-maii  E-mail uses the Internct to transmit and receive computer-generated
text and documents. Its growth has been speciacular, and its use is now so P
vasive that it's hard to imagine life without it

When Bill Gates goes te work, he has threc screens synchronized, two of
which are for c-mail (the other is Internet Explorer). As 4 communication 16l
c-mail has a long list of benefits. E-mail messages can be quickly written, edited,
and stored. They can be distributed to one person or thousands with a click of
a mouse. They can be read, in their entirety, at the convenience of the recipi-
ent. And the cost of sending formal e-mail messages to employees is a [raction

of the cost of printing, duplicating, and distributing « comparable letrer or
brochure 2
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most significant limitations of e-mail and what organizations should g
reduce or ehiminate these problems:

o Musinterpreting the message. 1U's true that we often misinterpret verba)

E-mail, of course, is not without drawbacks. The following are some of

sages, but the potential for misinterpretation with e-mail is even greq
One research team at New York University found that we can accurats

decode an e-mail’s intent and tone only 50 percent of the time, yet mogtiis
us vastly overestimate our ability to send and interpret clear messages:y :

you're sending an important message, make sure you reread it for Clantf
And if you're upset about the presumed tone of someone else’s rru:ssa\Egt
keep in mind that you may be misinterpreting it.25 x
Commumicatmg negative messages. 'When companies have negative informag,
to cornmunicate, managers need to think carefully. E-mail may not be theﬁé :
way to communicate the message. When Radio Shack decided to lay off';ig@

emplovees, it drew down an avalanche of scorn inside and outside the e
pany by doing it via e-mail. Employees need to be careful communicating 5
ative messages via e-mail, too. Justen Deal, 22, wrote an e-mail critical of sghg
strategic decisions made by his employer, pharmaceutical glant Kais
Permanente. In the e-mail, he criticized the “misleadership” of Kaiser CEE)
George Halvorson and questioned the financing of several information teclg
nology projects. Within hours, Deal’s computer was seized; he was later fired
Overuse of e-mail.  An estimated 6 trillion e-mails are sent every year, ang
someone has to answer all those messages! As people become establishe
their careers and their responsibilities expand, so do their inboxes. A suryg
of Canadian managers revealed that 58 percent spent 2 to 4 hours pe:'
reading and responding to e-mails. Some people, such as venture capitali
Fred Wilson, have become so overwhelmed by e-mail that they've declar
“e-mail bankruptcy.” Recording artist Moby sent an e-mail to all thase i
address book announcing that he was taking a break from e-mail for the'r
of the year. Although you probably don’t want to declare e-mail bankrupt
or couldn’t get away with it even if you did, you should use e-mail judicio
especially when you're contacting people inside the organization who
already be wading through lots of e-mail messages every day.?’
E-mail emotions.  We tend to think of e-mail as a sort of sterile, faceless for
of commumecation. But that doesn’t mean it’s unemotional. As you no daith
know, e-mails are often highly emotional. One CEO said, “I've seen peoplé
not talk to each other, turf wars break out and people quit their Jobs &
resulr of e-mails.” E-mail tends to have a disinhibiting effect on peoé
senders write things they'd never be comfortable saying in person. Fag
expressions tend to temper our emotional expressions, but in e-mail, the
is ne other face to look at, and so many of us fire away. An increasiqg =
common way of Communicating emotions in e-mail is with emoticons. FoF
example, Yahoo!'s e-mail software allows the user to pick from 32 emot
Although emoticons used to be considered for personal use only, incrg
ingly adults are using them in business e-mails. Still, some see them as |
informal for business use. :
When others send flaming messages, remain calm and try no{
respond in kind. Also, when writing new e-mails, try to temper your ownt
dencies to quickly fire off mes.sages.28
Privacy concerns.  ‘There are two privacy tssues with e-mail. First, you neﬂ_%.‘?
be aware that your e-mails may be, and often are, monutored. Also, you ¢
always trust that the recipient of your e-mail will keep it confidential..}
these reasens, vou shouldn’t write anything you wouldn't want made pll,b

Before Wal-Mart fired marketing VP Julie Rochm, its managers examifl _':




" Factors Driving Adoption of
Internet Policy

© Asurvoy by the American Management

- pssociation reveaied that 77 percent of

major 1.8 campanies record and review
emaloyes communication, including
:_-e—mail, Internat connections, and
computer files, Minety percent of the

the MOaEtarg

. Sume of the mest common reasons
. for the sidoption of an Internet Usage
paticy are: controtling personaf use of
the Internet by employees, reducing

unproductive employee work hours,
utilizing the bandwidth optimally,
lessening vulnerability to security
threats, and reducing siuggish Intarnet
connections dug to personal use.

In India, corporations hike Hero Honda,
Polaris, Birlasoft, ICIC! Infotech, and
Escorts Agri Machinery have a detailed
Internet usage policy in place. At Veriex
India, Internet policy has beenimple-
mented to enforce appropriate behavior
and aisc for reasons of security. Polaris
Software Lab has ensured that its
internet policy is in piace to mitigate the
risk of a possible disaster in terms of
viruses and oreach of confidentiality.

In light of studies cenducted on the
rate of Imemetusage and loss of work
hours due to personal internet surfing,

Organizational Communicatior E1

the emphasis on a strict internat ';iolicy
is hardly surprising. Asians make _
maximum use of the Internet. It hé's been
reported that the Asian cotinent, whith
holds 56.5 percent of the world pojilation,
has an lnternetusage growth rate of 282.1
percent, whereas, in Europe, the Intarnet
usage grewth rate is 206.2 percent. A
study conducted by WebSanse on 5,000
employees revealed thatabout 28,000
working hours were lost due to parscnal
surfing. This s a lass of almost 8 hours
per month per employee.

Source:Based an Lou Hirsh; "The Boss is
Watching: Warkpiace Monitoring on the Rise,”
June 28, 2001, wwwitoptechnews.com; S. Arara,
“Preventing Internet Misuse at the Workplace,”
IT Peapie, htip:f/www.itpeopleindia.com/
20040308/ cover.shtml; www,internetworldstats.
com; wwwsify.comyfinance.

her e-mails for evidence of an inappropriate romantic relatonship. Second,
vou need to exercise caution in forwarding e-mail from your company’s
e-mail account to a personal, or “public,” (for example, Gmail, Yahoo!, MSN)
e-mail account. These accounts often aren’t as secire as corporate accounis,
s0 when vou forward a company c-mail to them, vou may be violaiing your
srganization’s policy or unintentionally disclosing confidential data. Many
emplovers hire vendors that sift through e-malls, using sottware 1o caich not
only the obvious {“insider trading”) but the vague (“that thing wv ralked
abowt™ or guili vidden (“regret”). Another survey revealed that vearly 44
percent of companies have employees whose only job 1s to read other
emiployees’ e-mail. You are being watched—so be careful what you e-maill®"

instant Messaging and Text Messaging Like e-mail, instant messaging (EM)
and text messaging (TM) use electromic messages. Unlike e-mail, thaugh, IM
and T are either in “real” time (IM) or use portable communication devices
(IMy. o just a few years, IM/TM has become pervasive. As you no doubt know
from experience, IM is usually sent via deskiop or laptop computer, whereas
TM is transmiiied via cellpliornes or handheld devices such as Blackberrys.

The growth of TM has been spectarular In 2001, for instance, just & percent
of U.5. employees were using it. Now that number is more than 50 I)f‘.‘l.'L‘CIH.g”
Why? Because IM and TM represent fast and inexpeusive means for inanagers
o stay i touch with emplovees and for employees to stay in touch with cach
other. In an increasing number of cases, this isn't just a luxury, it's a business
imperative. For example, Bill Green, CEQO of the consulting firm Accenture,
doesn’t have a permanent office. Since he's on the road all the time, visiting
Accenture’s 100 locations scattered across the globe, TM 15 essential {or him to
keep in touch. Aithough there aren’t many other examples so dramatic, the
great advantage of TM is that it is flexible; with it, you can be reached almost
anvwhere, an}'time.gl '

Despite their advantages, IM and TM aven’t going to replace c-mail. Fomail
is still probably a better device for conveying long messages that need ro be
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saved. IM 1s preferable for one- or two-line messages that would Just clutter i
an e-mall inhox. On the downside, some IM/TM users find the iechnolq;
intrusive and distracting. Their continual presence can make it hard fgy
cmployees to concentrate and stay focused. For example, a survey of Managefy
revealed that in 86 percent of meetings, at least some participants checked Tjf
Finaily, because instant messages can be intercepted easily, many Organization,
are LOﬂCCTULd about the security of IM/TM %2

One other point It's important to not let the informality of text messag,
{“orag! r u serious? brb”) spill over into business e-mails. Many prefer to ke
business communication relatively formal. A survey of employers reveald,
that 58 percent rate grammar, spelling, and punctuation as “very important” i
e-matl messages. 33 By making siure your professional communications are, wel
professional, you'll show Yourself 1o be mature and serious, That doesn’ tmean
of course, that you have to give up TM or IM; you just need to maintain th

boundaries between how you communicate with your friends and how you co
municate pl()fﬁhhl@llau}’. :

Networking Software Nowhere has communication been transformed morg>
than in the area of networking. You are doubtless familiar with and perhaps
uscr of social networking platforms such as Facebook, Orkut, and MySpace,

Rather than being one huge site, Facebook, which has 30 million activ
users, is actually composed of separate networks based on schools, companié’
or regions. It might surprise you to learn that individuals over 25 are the fastes
growing users of FacebooL

More than 100 million users have created accounts ai MySpace. This site aver;:
ages more than 40 billion hits per month. MySpace profiles contain two “blurbs
“Ahout Me” and “Who I'd Like to Meet” sections. Profiles can also contaify
“Interests” and “Details” sections, photos, blog entries, and cther detai
Compared to Facebook, MySpace is relatively more likely to be used for purely pe
sonal reasons, as illustrated by the “Friends Space” portion of a user’s account.

Amid the growth of Facebook and MySpace, professional networking sit€s
have entered the marketplace and expanded as well. LinkedIn, Ziggs, an

Facebook founder and CEO Mark
Zuckerberg continues to transform
communication. He announced a
new platform strategy that allows
third parties to develop services on
the Facebook site, which aliows
communication opportunities for
business entrepreneurs. For
Zuckerberg, Facebook is mare
than a social networking site.

He describes it as a communication
tool that facititates the flow af
information between users and
their friends, family members, and
professional connections.

Source: Noah Berger/
The New York Times
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Zoomlnto are all professional Web siies that allow users o setup Dists of con
tacts and do evervthing from casually “pinging” them with updates o mem
chat rosms for all oy some of the users’ contacts. Some companies, such as 1B
have their own social networks (IBM's is called BluePages); IBM 15 selling ih:-
BluePages ool o companies and individual uscrs. Microsedt is doimg the sime
thing with its SharePomt ool
IU 2C1 the most out of social networks, while avoiding irriuuing vour
comtacts, use them “for Tighevalue ttems only™—not as an evervday or even
evervaveek tool. Also, remember that a prospective employer might check vour
MySpace or Facebook entry. In Fact, some entrepreneurs have duclopu sefi-
warce tha mines auch Web sites for companies (or ndividuals) that want 1o
check up on ajob apphcant {or potenual date). So keep in mind trat what vou
post mav be read by people other than your intended contacrs.™
Weab Logs (Blogs)
Web loas (blogs), Webs sttes about a single person or company that are usually

updsiud lailv. He encourages his employees to have them and has one hivmscell

(hetp://Blogs.sun.com/jonathan). Schwartz's blog averages 400,000 his pes

month, and Schwariz, fike Apple’s managers, allows Sun customers to post com-

ments about the company’s products on its Web site.

Obwviously, Schwartz 1s not the only fan of blogs. Experts estmate thalmorce
than 10 mitlion U.S. workers have blogs, and nearty 40 million people read
blogs on a regular basis. Thousands of Microsoft employees have blogs. Google,
GM, Nike, 1BM, and many other large organizations also have corporate blogs,

sun Microsvsiems CEO Tonathan Schwariz 1s a g fan of

nternet Gripe Sites: A
(hallenge for Management?

“Internei gripe sites are the new
‘electranic grapevines. Employees and
‘ex-emplayees at hundreds of

ompanies- —including JPMorgan
Chase, Microsoft, BankAmerica, The
imited, Merck, MTV Networks, and
oldman Sachs—have used computer-
'ided communication to vent their

sored messages at Vaul ItReports.com
tectronic WateiCooler.

S0, a downside to electronic
ommunicatians is that Internet gripe

0g {Web teg) A Web site where
Niries are written, generally displayed
everse chranological order, about
ews, events, and personal diary
nitrigs.

ger and frusiratian by posting uncen- -

sites allow employees a unilateral {and
aften ananymous) platform te air their
grievancas, Forinstance, an analysis

of messages found that they cover the
entire gamut of organizational life,
including organizational policies, pay
worrigs, internal morale, and hiring
practices. Although some comments
address the benefits of working ata
particular crganization, most are
compiaints.

What makes these sites particularly
frustrating to management is that there
are no checks and halances to ensure
that grievances expressed on these
sites are-accurate. Here is a situation
where the adage that “a few bad apples
can spoil the barrel” seems ent!reiy
appropriate. A few disgruntied
employees can ga a fong way in

undermining an entire workforce's
morate. And because these sites are
accessible to the public, they can also

tarnish an arganization’s image.

Some organizations are turning a
negative into a positive by monitoring
their gripe sites to instantly uncover
“hot-button” issues among employees,
the mood of the workforce, and the per-
ception of internal justice procedures—
then using this information to identify
areas where they need to improve. Stil,
most employers undoubtedly see these
gripe sites as a downside of the
Internet age.

Source: Based on “internet Gripe Sites a Tool for
Management,” www.aninews.unimelt edu/au,
March 19, 2003; and €. J. Moebius, i Can Tap

That! Inside the World of Employea Complaint

Sites,” www.bordercross.com.
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"Knowledge Management

So what's the downside? Although some companies have policies in Place 55
erning the content of blogs, many don’t, and 39 percent of individual bloggers;
they have posted comments that could be construed as harmful to their compgs
reputation. Many bioggers think their personal blogs are outside their employ
purview, but if someone else in 2 company happens to read a blog entry, theye SN
nothing to keep him or her from sharing that information with others, and s
employee could be dismissed as a result. Schwartz says that Sun would not fir
employee over any blog entry short of one that broke the faw. “Our blogging )
icy 1s ‘Be authentic. Pertod,”” he says. But most organizations are unlikely to b‘é‘;sﬁ
forgiving of any blog entry that might cast a negative light on them. :

When Andrew McDonald landed an internship with Comedy Central, his frg
day at work, he started a blog. His supervisors asked him to change various thij
about the blog, essentially removing atl specific references to his employer,
Kreth was fired from her job as a marketing director for blogging about}i
coworkers. So was Jessa Werner, who later said, “I came to the realization thy
probably shouldn’t have been biogging about work.” £

One legal expert notes, “Employee bloggers mistakenly believe that Fig
Amendment gives them the right to say whatever they want on their persgi
blogs. Wrong!” Also, beware of posting personal blog entries at work. More 2
three-quarters of employers actively monitor employees’ Web site connections';_{

short, if you are going to have a personal blog, maintain a strict work—pers
“firewall.”?® '

Video Conferencing Video conferencing permits employees in an organizati
to have meetings with people at different locations. Live audio and vid
uinages of members allow them to see, hear, and talk with each other. Vig
conferencing technology, in effect, allows emplovees to conduct intera
meetings without the necessity of all being physically in the same location.’

In the late 1990s, video conferencing was basically conducted from sp
rooms equipped with television cameras, located at company facilities. Mo
recently, cameras and microphones are being attached to individual compr
ers, allowing people to participate in video conferences without leaving th
desks. As the cost of this technology drops, video conferencing is likely t
increasingly seen as an alternative to expensive and time-consuming travel. @

Qur final topic under organizational communication is knowledge managemen
(KM). This is a process of organizing and distributing an organization’s collectf
wisdom so the right information gets to the right people at the right time.
done properly, KM provides an organization with both a competitive edge;
improved organizational performance because it makes its employees smarle
can also help control leaks of vital company information so that an organizatio
competitive advantage is preserved for as long as possible. Despite its importan
KM gets low marks from most business leaders. When consulting firrn Bain &
asked 960 executives about the effectiveness of 25 management tools, KM ranli
near the bottom of the list. One expert concluded, “Most organizations are St
managing as if we were in the industrial era. »36

Effective KM begins by identifying what knowledge matters to the organ
tion. 7 Management needs to review processes to identify those thar provide th
most value. Then it can develop computer networks and databases that ¢
niake that information readily available to the people who need it the most. B
KM won't work unless the culture supports sharing of information.®® As w 4
show in Chapter 14, informaton that is important and scarce can be a pot !
source of power. And people who hold that power are often reluctant to shai
with others. So KM requircs an organizational culture that pramotes, val



As you can see, Donald spends
almost all his time communicating with
people. What's more, he even does his
own e-mail. He says, "If anyone in our
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device andfor e-mail. As you might -
imagine, he is big on brevity—he fimits’
mestings to 45 minutes, and his 6-mail
and voice mail massages are usually -

campany e-mails me or feaves me a
yoicemail, they get a response, quickly.
i'm fanatical about communicating.”

In a typical morning, Donald will
leave 6 oM. voice mail messages for up
to 100 managers, write 25 thank-vou
nates to “partners” {Starbucks lingo for
employees), sign birthday cards, and
check his Treo portable communication

short. He notes, “¥'m brief, but that's'het-
ter than not responding.”
The best part of Donald's job? The store
visits. “Whenever | go into a Starbucks, |
walkinto the back of the counter, put on an
apron, and start talking to our partners.”

i Donald seems to do nothing ut

Source:J. Donald, "4 Double Shot of
Productivity,” Fortune, Getober 16, 2905, D. 51

_ Talking with direct
reports

Travel to siores
. ond roasting plonts

;’Meéﬁngﬁ- with
“employees
Sho!egiﬁ ih.inkir-\g
and employee
evaluatians

and rewards sharing knowledge. Finally, KM must provide the mechanisms and
the motivation for employees to share knowledge that emplovees find useful on
the job and enables them to achieve better performance.? More knowledge
isn't necessanily better knowledge. Informaunon overload needs to be avoided by
designing the system to capture only pertinent information and then organiz-
ing it 50 it can be quickly accessed by the people whom it can help.

Finally, secunity 13 a huge concern with any KM system. A Mertill Lynch sur-
vey of 50 executives found that 52 percent rated leaks of company informaton
as their number-one information security concern, topping viruses and hackers,
In response, most companies actively rnonitor employee Internet use and cmail
records, and some even use video surveillance and record phone conversations.
Necessary though they may be, such surveillance and monitoring practices may
scem invasive (o employees. An organizanen can buttress employee concerns by
involving them in the creation of information-security policies and giving them
some contro! over how their personal information is used. 0

owledge management (KM} | The

cess of organizing and distributing -

rganization’s collective wisdom so .
the right information gets to the right . :
opie at the right time.




WW- _ e

i 398 CHAPTER 11 Communication

. Sunil Bharti Mittal, Chairman and
ik Group CEQ, Bharti Enterprises,
ot emphasizes the importance of
knowledge management. Airtel runs
i a series of knowledge management
" initiatives under his leadership.
These initiatives have saved the
company INR 10 million by guarding
against duplication and errors,

Source: Bharti Enterprises

Choice of Communication Channel

ya Neal L. Patterson, CEO at medical software maker Cerner Corp., i
!/ Show how channel richness underfies e-mail. Maybe too much so. Upset with his staff’s work eth
recently sent a seething e-mail to his firm's 400 managers.! Heré

the chaice of communication channel. - HHE
_; some of that e-mail’s highlights:

Hell will freeze over before this CEO implements ANOTHE
EMPLOYEE benefitin this Cultare. . .. We are getting less than 40 hours ¢
work from a large' number of our Kansas City-based employees. The park
ing lot is sparsely used at 8 AM.; likewise at b P.M. As managers—you elthe
do not know what your EMPLOYEES are doing; or YOU do not CARE.

. You have a problem and you will fix it or I will replace you. . . . What you ar
doing, as managers, with this company makes me SICK.

Y Patterson’s e-mail additionally suggested that managers schedule mee
. at 7 A.M., 6 P.M., and Saturday mornings; promised a staff reduction of 5 per €
! and institution of a time-clock system; and Patterson’s intention o cha
: unapproved absences Lo employees’ vacation rime. i
Within hours of this e-mail, copies of it had made 18 way omnto a Yahoo! Web “
site. And within 3 days, Cerner’s stock price had ptummeted 22 percell
Although one can argue whether such harsh criticism should be communica
at all, one thing is certainly clear: Patterson erred by selecting the wrong ch
nel for his message. Such an emotional and sensitive message would likely ha
been.better, received in a face-to-face meeting. T
Why do peaple choose one channel of commumication over another-—=4
instance, a phone call instead of a face-to-face talk? Is there any general iﬂsiﬁ
we might be able to provide regarding choice of communication channel?’
answer to the latter question is a qualified “yes.” A model of media Tichness hﬁ ‘
been developed to explain channel selection among managers.* s
Research has found that channels differ in their capacity to convey inforf¥s
tion. Some are rich in that they have the ability to (1) handle multiple £
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simultancousty, (2) facllitate rapid feedback, and (3) be very personal. Others
are lean in that they score low on these three factors. As Exhibit 11-7 illustrates,
face-to-face conversation scores highest ini terms of channel richness because it
provides for the maximum amount of information be wansmitted during a
communication episode. That is, it offers multiple information cues {words,
postures, facial EXpressions, gestures, intonations), immediate feedback {both
verbal and nonverbal), and the personal touch of “being there.” Impersonal
wiilten media such as formal reports and bulletins rate lowest in richness.

The choice of one channel over another depends on whether the message is
routine or nonroutine. The former types of messages tend (o be straight-
forward and have a minimum of ambiguity. The latter arc likely to be compli-
cated and have the potenual for misunderstanding. Managers can communicate
routine messages efficiently through channels that arc lower in nichness.
However, they can communicate nonroutine messages ctfectively only by select-
ing rich channels. Referring back to the Cerner Corp. example, it appears that
Neal Patterson used a channel relatively low in richness {¢-mall) to convey a
message that, because of its nonroutine nature and complexity, should have
been conveyed using a rich communication medium.

Evidence indicates that high-performing managers tend o be more media
sensitive than low-performing managers."‘-“ That is, they're better able to match
appropriate media richness with the ambiguiry involved in the communication.

The media richness model is consistent with organizational rends and practices
of the past decade. It is not just coincidence that more and more senior Managers
have been using meetings to facilitate communication and regularly leaving the iso-
lated sanctuary of their executive offices to manage by walking around. These exec-

utives are relying on richer channels of communication to transmit the more
ambiguous messages they need to convey. The past decade has been characterized

Infosmation Richness of Communication Channels

Online discussion, E

0 ussion. *tive speechas
groups, groupware | . T

High

channel

Low

channel

richness richnass

Memos, lefters E Electronic mail Voice mail
5

o < Based on R, H. Lengel and R. L. Dol “The Selection of Communication Madia as an Executive Skill,” Academy nf Management Execulive, August 1988, pp. 225-232; and R. L. Daft and
lﬂ‘ﬁd “Organizalional Infarmation Requirement, Medio Richness, ond Stuctural Design,” Monagerial Science, May 1994, pp. 554-572. Reproduced Fram R. L. Daft and R. A, Noe,
E}gm.mrmaﬁ Behaviar (Fart Worth, TX- Horcaurt, 2001}, p. 311

el richness - Thé_.‘am_punt';of e
tion thdt can betransmitted =
1.& communication épisode.. . .
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Out-of-the-Box Thinkingin
the Choice of Communication
Channels

On a sunny afternoon in 1991, the front -
page of the newspaper The Aftérnoon
Despatch & Courier was a washout:
Apartfrom the usual.sensational tabloid
headlings and storigs, readers were
confronted with an even more

sensational blank page with justone "+
announcement. "NO NEWS.” itwasnta

. joke played by thi publication’s editors,
“though. The fing print explained the
disappearance of the regular stuff. “NQ
NEWS,” it said, ”... is good news;
because Nestle Premium Chocolates -

*- have arrived in Mumhal Now everythmg_ o

“else can wait! lncludlng the news.”
Nestle pulied off another coup m
Delhitoo. On June1,-1991 the company

hired the ear panels of.The Times of ‘-

by organizagons closing facilines, imposing large layoffs, restructuﬁng, m
consolidating, and introducing new products and services at an accelerites
pace-—ali nonroutdne messages htgh in ambiguity and requiring the use ofg i
nels that can convey a large amount of information. It is not surprising, the
fo see the most effective managers expanding their use of rich channels.

Barriers to Effective Communication

- Indig and'pittin the words “LET" to the

left Gt the masthead and "WAIT" to the

-right. Nobody would have noticed, but
for the'fact that the tettering was in the

same typeface as the newspaper’s mast-
head. Thus, as any reader of The Times
of India would have noticed, the whole
message read thus: * Let the Times of
india Wart Snuglvtucked below “wait”
wasthe small pring, “Untii you turn fo the
back page of the Saturday Times supple-

_ '-ITant The supplement as Promised,
@] 'edthe actual Nestle ad about the

'.launch oflts chocolates _
ln India’ s, rural markets Lever pasted

speclal stlckers of Life buoy and Wheel

onhand: pumps, walls’ofwells and on
. ‘-‘_trees arou
-i_"._’hookthe al
the. place of product. issage: These were -
placesforbathmg and washmg -andany .
~_commuriication abolit soaps and

ands, This was in orderto
_ﬁes attentlon right at:

":.:detergents can be. cxpected to be
: ef‘fectwe at the ‘point ofusage
too matean excellent use

£
y

communication.

G Jdentity common barriers to effective

J Filtering

_ Kaun Banega Crorepafl {KBC)

* Mumbai's famaus dabbawalla netyg

. mode of micromarketing than tt

) network7

v chiliyl"mirchi' means “chilly
504N each lunch box wﬁh a sticl
.-*._-)box saymg,_ For mare sp:ca tu
. Hello Mumbai with RJ Harsh a
"know whats hot n Mumbau

g m the‘Sta_r Plus program:’

l A number of barriers can retard or distort effective commumn
! In this section, we highlight the most irnportant of these barr

50:50 hrand of biscuits, This, and¥
clever co-branding contestlBr[ i
khiae, KBC mein jao—eat Britan
go to KBC}, helped the cnmpany
increase sales volime in its §
hrand by 20 percent. '
ICICI Prudential insurance ¢

which carries lunch hoxes io
200,000 office goers in'Mumbaij
campany attached maiters of t3
financial products with the clal)b'a
{lunch box). What could be & bg

effectively reach 200,000 users

Radio Mirchi, one ofthe p
stations in Mumbal used the s
fietworkto promote its hreakt
"Helio Mumbai.” I_t__senta_dne_

N
Fffeis

Filtering refers to a sender's purposely manipulating informat
it will be seen more favorably by the receiver. For example, when a ma
tells his boss what he feels his boss wants to hear, he is filtering informatio

The major determinant of filiering is the number of levels in an 01§
tion’s structure. The meore vertical levels in the organization’s hierarch
more ppporiunities there are for filtering. But you can expect some filterif
occeur wherever there are status differences. Factors such as fear of con¥
bad news and the desire to please one’s boss often lead employees to telLh
superiors what they think those superiors want to hear, thus distorting 117
communicadons. ‘
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Mering A scnder’s manipulation of
formation sc that it will be seen
ore favorahiy by the receiver.

Zarriers to Effective Communication

Selective Perception

We have mentioned selective perception before in this book. tappears agam here
because the recejvers in the communication process selectively see and hear based
on their needs, moovations, experience, background, and other personal chaie-

teristics. Receivers also project their interests and expectations into commimica-
tions as they decode them. An employment interviewer who expects a female jobs
applicant to put her family ahead of her career is likely to see thatin female appi-
canis, regardless of whether the applicants actually feel that way. As we said
Chapter 3, we don't see reakity; we interpret what we see and call it reaiity.

information Overioad

Individuals have a inite capacity for processing data. When the inlormarion we
have to work with exceeds our processing capacity, the result is information
overload. And with e-mails, IM, phone calls, faxes, meetings, and the need 1o
keep current in one’s field, the potenual for today's managers and professiorn-
als wo suffer from: informaton overload 15 high.

What happens when individuals have more informaton than they cun sor
out and use? They tend to select, ignore, pass over, or forget information. (5
they may put off farther processing unul the overload sitnation is over In any
case, the resultis lostinformardon and less e[fective communication.

Emotions

How the receiver feels at the time of receipt of a communication influences
how he or she interprets it. The same message received when vou're angry or
discraught is often interpreted differently than itis when you're happy. Exirene
emotions such as jubilatdon or depression are most likely to hinder cltective

information overload . A condition in
which information inflow exceeds an
individual’s processing capacity.
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communication, In such instances, we are most prone to disregard our Tatiop,
and cbjecuive thinking processes and substitute emotional judgments. o

Language
Even when we're communicating in the same language, words mean diffey
.[hings to different people. Age and context are two of the biggest factorg th
influence the language a person uses and the definitions he or she gives to wez

When Michael Schiller, a business consulant, was talking with his 15-year,
daughter about where she was going with her friends, he told her, “You need to-'réﬂ
ognize your ARAs and measure against them.” Schiller said that in resPome: 4
daughter “looked at him like he was from outer space.” (For the record, ARA gk
for accountability, responsibility, and authority.) Those of you new to corpogy
lingo may find acronyms such as ARA, words such as “skeds” (schedules)'
phrases such as “*bake your noodle” (provide a service) to be bewildering, muc
the same way that your parents may be mystified by the slang of your generarig

The point is that although you and 1 probably speak a common tanguag
English—our use of that language 1s far from uniform. If we knew how eac
us wnodified the language, communication difficulties would be minimj
The problem is that members in an organization usuatly don’t know how thié:
with whom they interact have modified the language. Senders tend to assume
that rhe words and terms they use mean the same to the receiver as they d
them. This assumption is often incorrect.

iy

Communication Apprehension

Another major barrier to effective communication is that some peogle
estimated 5 to 20 percent of the population®—suffer from debilitat
communication apprehension, or anxiety. Lots of people dread speaking in frg
of a group, but communication apprehension is a more serious problem becau
it affects a whole category of communication techniques. People who suffer fro
it experience undue tension and anxiety in oral communication, written comsj
nication, or both.*0 For example, oral apprehensives may hnd it extremely diff
cult to talk with others face-to-face or may become extremely anxious when th
have to use the telephorme. As a result, they may rely on memos or faxes to conv
messages when a phone call would be not only faster but more appropriate. 7

Srudies demonstrate that oral:communication apprehensives ayoid situations
that require them to engage in oral communication.*’ We should expect to find
some self-selection in jobs so that such individuals don't take positions, such @
teacher, for which oral communication is a dominant requirement.*® But almos.i
all jobs require some oral communication. And of greater concern is the v
dence that high-oral-communication apprehensives distort the communnicat
demands of their jobs in order to minimize the need for communication.*? S0
need to be aware that there is a set of people in organizations who severely I
their oral cormmunication and rationalize this practice by telling themselves th
more communication isn't necessary for them to do their job effectively.

Gender Differences

Gender differences are sometmes a barrier to effective communication. Debo
Tannen’s research shows that men tend to use talk to emphasize status, where?
women tend to use it to create connections. These tendencies, of course, dOﬂ_;
apply 1 every man and every woman. As Tannen puis it, her generalization A
“a larger percentage of women or men as a group talk in a particular way, or ind
vidual womnen and men are more likely to talk one way or the other.” She has fout
that women speak and hear a language of connection and indmacy; men Spt
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“\ell, actually, Doreen, | rather resent being
catled a ‘swamp thing.’ ... | arefer the'term
“wetlands-challenged mutant.™

Scurce: The Far Side by Gery Lorson © 1994 For Works, inc. Al rights reserved. Used with permission

and hear a language of status, powey, and independence. So, for many men, con-

VEISALONS are pr umuh ameans to preserve inde ependence and maintain siatus i
a hierarchical social order. For manv women, conversations ace nponp,mqn\ fm

closeness in witich peonle try to seek and give confirmation and suppaort.

For example. men frequently complain that women alk on and on abou
thew problems. Women eriticize men for not listening. What's happening s
thagwhen men hear a problein, they frequently assert their desive for indepen-
dence and control by affering sojutions. Many woren, on the other hand, viow

15 7 .
71 k relling a problem as a means to promote closeness. The wonen present the
i« ¥ oroblem to gain support and connection, nat to get advice. Mutual understanl.
a8 2 . . - . - . . . . .
R 5 ing s svmmenical. But giving advice 1s asymimeltrical 1p the advice give
i} L ' N ! - I o
A ¢ as more knowledgeahle, more reasonable, and more i control. This contribates
A - . . : : :

1 o distancing men and wornen in their efforts to communicate.
n ok .
s ki )
R " ere " . .
O ; Politically Correct” Communication
at f A final barrier w elfective communication is politically correct commumcution,

connnunication so concerned with being inoffensive that meaning and simplic-
iy are lost or free expression is hampered. When Don Inus used i nappropriate
: language 1o describe the Rutgers women’s-basketball team, he tost his job.
-}'E‘ _ There 13 no doubt that what Imus salﬂ was wrong. Butis one consequence of his
g downfall that people will become & eun nrore pohumlly correct in what they say,
atleast in certain company?

SEmmunication apprebiension
Mdue tension and anxiety about
a8l Comynic GO, written
Ommunizatinn, or both,
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CHAPTER 11

Communication

Global

There are plenty of words and phrases we can use that invoke wzle'lt}le1~“Ia
slur nor politically correct language. But there are also situations in Whlchqa
desire to avold offense blocks communication {(by keeping us frop S'a‘-;?‘u'
what's really on our mind) or aliers our communication i such g wa .as
mzke it unclear. When does being respectful turn into being poli[ically cor G

Consider a few examples:‘:’l

¢ The Los Angeles Tomes allows its journalists to use the term old age buit
tions that the onset of old age varies from “person to person,” so 3grc‘5‘u x
Thyear-olds aren’t necessarily all oid. oL

s CNN has fined its broadcasters for using the word foreign ing
international,

¢ Little People of America (LPA) association prefers the term ia'raf:lepg‘og,gé“g
duwarfs o1 midgets. :

Certain words can and do stereotype, intimidate, and insult individyy
an increasingly diverse workforce, we must be sensitive 1o how words niigh
offend others. But there’s a downside to political correctness: It can comp
our vocabulary, making it more difficult for people to communicate, Tg
wate, you probabty know what these three teyms mean: garbage, guotas,igy
wamer. Bute each of these words also has been found to offend one or ;
groups. They've been replaced with terms such as posiconsumer wasie ma
educational equity, and people of gender. The problem is that this latter gro
terms is much less likely to convey a uniform message than the words
replaced. By removing ceriain words from our vocabulary, we make it hare
communicate accurately. When we further replace these words with new!

messages will be received as we ntended them.

We must be sensitive to how owr choice of words might offend others. But v
have to be careful not to sanitize our language to the pointat which it clearty re;
clarity of communication. There s ne simple solution to this dilemma. Howeve
should be aware of the madeoffs and the need to find a proper balance. :

Implications

factors clearly create the potential for increased communication problés
This is iftustrated in Exhibit 11-%. A gesture that is well underst

AR
y Show how to overcome the potential
problems in cross-cultural communication.

- Unfortunately, as business has become more global, comp:

’ and acceptable in one culture can be meaningless or lewd in an
communication approaches have not kept pace. Only 18 percen

companies have documented strategies for communicating
employees across cultures, and only 31 percent of companies reg
that corporate messages be customized for consumption in other cultures.
seems to be an exception; more than half of the company’s employees g
speak English as their first fanguage, so the company focuses on simple 1
sages Lo make sure everyone knows what's important.”®

Cultural Barriers One author has identified four specific problems relate
language difficulties in cross-cultural communications.®?

First, there are barriers caused by semantics. As we've noted previously,
mean different things to different people. This is particularly true for pe

st

¥
from different national cultures. Seme words, for mnstance, don’t traft ¢
between cuttures. Understanding the word sisu will help you in commuuics

with pecple from Finland, but this word is untranstatable into English. [t &
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Hand G uesmres Mean Different Fhmgs in Dxff@rem Countnm

The A-Or( Sign

Ir ihe Unifed Slates, this is ust @ Inendly
sign for "Al ightt” o "Goad gaing.” In
Australic and Islamic cauntries, it is
eguivalent to whot generatians of high

schoot students know < “Tlioping the bird *

ey L

for Viciory Sign

In many sarts of the world, this means
“viziary” ar “peace.” in England, if the
paim ond fingers face inword, it means

The ”HooP’em Horns” Sign

This sign enceurages University of Texas
cthletes, and it's @ good luck gesivre in
Bsozi! and Venezuels. In parts of Africa, it
is 6 curse. Inlialy, it is signaling fa another
thet “your spouss is being untaithful *

Finger-Beckoning Sign

This sign means "come here” in ihe
United States. In Malaysia, it is used
anly for calling animals. In Indonesic

102

“Up vours!” especially it executed with and Ausiralio, it is used far beckening

an upward jerk af the fingers. "ladies of the night ”

L S 0 PG O VO SO PR LS PO

curcs: “Whals A-CK i the US4 1s Lewd and Werhizse Beyond,” New York Tines, August 18, 19946, p. £7. From Roger B Audtell

ESTUE“‘,, Thz On's ond Jabees af Bady langooge Araund ire World Copyright @ 1971 This material is used by germission of Wiey

3

i

hials

something akin to “guis” or “dogged persistence.” Similarly, the new capitalists
i Russia may have (hmculty communicating with their British or Canadian
counterparts because Engiish terms such as efficiency, free market, and regulation
are not directly ranslatable inte Russian.

Secoicl, theve are barriers cowused by word connotattons. Words unply ditferem
things in different languages. Negotiations between Americans and Japanese
execurnves, for Instance, can be difficult because the Japanese word haz trans-
fates as “ves,” but s conmotation is “ves, I'm listening " rather than “yes, [agree.”

Thrvd are berviers coused by tone differences. In some cultures, language s o
mal, el i others, its informal. In some cultures, the tone changes, depending
on the context: People speak differently at home, in social siteations, and at
work. Using a personal, informal sgyle in a situation in which a more formal
sivle s expected can be embarrassing and off-puiting.

Fourth, there are barmers caused by differences among perceptions. People who speak
diffevent languages actually view the world in different ways. Eskimos perceive snow
differently bctausc rhey have many words for it. Thais perceive “no” differenly
than do Amerieans because the formér have n o such ward in their vocabulavy.

Culturai Context A better understanding of the cultural barriers just dis-

cussed and their implications for communicating zcross culiures can be

achieved by considering the concepts of high- and low-context cultures.®!
Culoires tend o difter in the inportance o which context influences the

meaning that wdividuals take from what is actually saicd or written in light of
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~ Lostin Translation?

n-global commerce, language can be &
bareier to cor 1ductmg business eﬁectwe!y .

'.Many U.S. .companies have: gverseas

) Ford has manufacturmg plaits § in Belg;umr

:pa'ents, including DafmlerChrysier AG,
: ‘Benelsmann Dageo PLC andAng!o Duteh
Um!ever PL[I Szmxlariy U.S. companies

ha\.m an overseas presence fur example

\Germany, Spain, Sweden kaey, and the

’ conﬂekf-":'i" Foras

”Umted Kingdom.: To make ‘matlers more
comphcated as a result of mergers and :

acquisitions, companies are often owned
by multiple overseas parents, creating an
even greater strain on communication.

Atithough Englishiis the dominant fanguage

Chinese
_Korean
Japanese
" Vielnamese

Arab
Greek
Spanish .
itolian
"English ~ -
Narth American |
e Scandinavian
GO e Swiss .
Lgw" German

context

In additon, the following four rules can be helpful:

at many mulinational campanies, failing to
speak a host country's language can make
it tougher for managers to do their jobs
well, especially if they are misinterpreted or
if they misinterpret what others are saying.
Such communication preblems make it
-tougher to cunduct business effectively
and efficiently and may resalt in lost busi-
ness opporunities.

o avoid communicaticn problems,
many companies require their managers to
learn the ioce! language. For example,
Gerrn'an'-based Siemens raguires its man-
agers.to learn the fanguage of their host

_ country. Ernst Behrens, the head of
Sirem’ens's China operations, learned to
speak Mandarin fluenty. Robert Kimmett, a
former Siemens board member, believes
that fearning a host country's language
gives managers “a befter grasp of what is
.going on inside a company . .. nat just the

tures. And who vou ar c~—your age, semonty, 1anL in the 01.gamzauon—15 hlg‘
ued and heavily influences your credibility, But in tow-coutexst cultures, enfor

precise in conveying intended meaning. It's quite different in high—con[c
tures, in which managers tend to “make suggestions” rather than give orders

valuations? You can begin by trying to assess the cultural context. You're
to hive fewer difficulties if people come from a similar cultural context 1]

L. Assume differences until sumilarity is proven.
mére similar to us than they acrually are. But people from differenl'gd
tries are of((n very different fram us. You are ther(‘fore far fess Ik ng

differences in these nonverbal form ,
munication may result in serious iﬁrsuq i
standings. To avaid this pit‘fal!,fr}]aﬁ i
should to familiarize themselves
host country’s culture. '

Source: Based an K. Kanhoid, D. B
M. Karnitschnig, and G. Parker, *Lo
Translation? Managers at Multinati
May Mliss the Jab's Muances If- They
Only English,” Wail Street Jours; y
18, 2004, p. B.1.

:

]55

Most of us assume that oth

i
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make an error if vou assume that others are different from vou rather than
assume similarity‘ml[i] difference is proven.

2. Emfihasize description rather than tnterpretation or cvaluation.  Tuterpretng or
evaluating what someone has said or done, in contrast to description, i
bused more on the observer’s culture and background than on the
observed situation. As a result, delay judgment until you've had sufficien
time o observe and tnterprei the situation from the differing perspoectives
of all the cultures involved.

3. Practice empathy. Before sending a message, put yoursell i the recipient’s
shoes. What ave his or her values, experiences, and frames of reference? What
do you know about his or her education, upbringing, and background thar
cail give you addec insight? Try to see the other person as he or she really is.

4. Treat your taterjretations as a working hypothesis.  Once vou've developed an
explanation for a new sttuation or think you empathize with someone from »
foreign culture, treat your interpretation as a hypothesis that needs further
testing rather than as a certainty. Carefully assess the feedback provided hy
recipients to see if it confirms your hypothesis. For important decisions or
communiqués, you can also check with other foreign and home-couniry col-
Icagues to inake sure that your intcrpretatons are on target.

HOW GOOD ARE MY LISTENING SKILLS?

Inthe Seff-Assessment Librarv {available onling), take 2ssessment A2 (How Good Are My
Listening Skitls?).

e e e et e

Igh-context cultures  Cultures that

ety heavily on nonverbal and subtle

Huationa! ciles in communication.

N,

an
tet

and Implications for Managers

A careful review of this chapter yields a common theme regarding the relation-
ship between communication and emplovee satisfaction: The less the uncer-
tamty, the greater the satisfaction. Distortions, ambiguities, and incongruities in
communications all increase uncertainty and, hence, they have a negative
impact on satisfaction,

The less distortion that oceurs in commaunication, the more that goals, feed-
back. and other management messages to emplovees will be received as they
were intended.®” This, in turn, should reduce ambiguities and clarify the group’s
rask. Extensive use of vertical, lateral, and informal channels will increase com-
munication flow, reduce uncertainty, and improve group performance and satis-
facuorn. We should also expect incongruities between verbal and nonverbal com-
MIQUEs to mcrease uncertainty and to reduce sadsfaction.

Findings in the chapter further suggest that the goal of perfect communi-
cation is unattainabie. Yet there is evidence that demonstrates a positive rela-
tionship bewween effective communication (which includes factors such ag
percewved trust, perceived‘accu.r_acy, desire for interaction, lop-management
receptiveniess, and upward information requirements) and worker productiv-
ity.>® Choosing the correct channel, being an effective listener, and using

low-context cultures . Cuitures that
refy heavily on words to'convey
meaning in communication,
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| feedback may, therefore, make for more effective communication. But

‘ human factor generates distortions that can never be fully eliminateq
COMMUNICAtoN process represents an exchange of messages, but the 4
come is meanings that may or may not approximate those that the ey
mtended. Whatever the sender’s expectations, the decoded message in
mind of the recewer represents his or her reality. And it is this “reality” 738
will determine performance, along with the individual's level of motiy;ies
3 and degree of satisfaction. _
| Paying close attention to communication effectiveness is all the more imphEs
| tant given the ways in which communication technology has transformed
' ‘ workplace. Despite the great advantages of electronic communication for;
! the pitfalls are numerous. Because we gather so much meaning from hj
message Is communicated {voice tone, facial expressions, body language),
potential for misunderstandings in efectronic communication is great. E-maj)
and TM, and networking software are vital aspects of organizational communis

nom, but we need to use these tools wisely, or we'll not be as effective as mana,
as we might be.

nag

Finally, there are a lot of barriers to effective communication, such as e
der and culrure. By keeping these barriers in mind, we can overcome them 75
' ncrease our communication effectiveness.




re better oif keeping more thénds 10 gurselves ™
Warkulane gassin is out of controd, and very often, we
cantirust ,Jemplewtth secrets, Tell afnendnever EYET 10
gmémm 3 50IMEONE Blse ,anmyouvearousedmthemanlrre-

canfidentiat information to ourselves. Hesearch shows that

néequences of Lelling aur secrets (far example; aur confi-
Fwill think less of us or will teil others), those fears'nat aniy
it keep us from hlabbing, they are often justified.

Urcarenrs anc the organizations for wﬁich wi work by discins-
q_nhdmml smfarmation, Improper d|scmsure af orgamzatlonal
onrigtary information i3 a huge costand concem for orgamzauons
atthe HF ehacie when board chair Pa[r!CEﬂ Dunn Tost herJoh
two other bourd members resigned. The'ca use of- this disastef?
Bard m_e_mre, weling reporters secrets they had | no busrn95§ _élling

nWhEﬁ‘“" get like confiding in someone else,it's prudentto :

fus are aliie tn keep secrets and hat if we _fearc_erta!n nega-

alf the mure impartant to keep silent abaut arganizational -
it Qrganizations are rumor mills, and we can permanenify dam-

Point/Counterpoint A08

-f-he problem with keeping secrets is that they're sxpensive Lo
maintain,

One socta! psychologist found that when people @re instructad
not to disclose certain informatian, it becames more distracting
and difficult for them to do so. In fact, the more people are
instructed to keep something io themselves, the more they see the
secret in everyihing they do. “We don’t reatize that in keeping it
secret we've created an ohsession in a jar,” he says. 5o keeping
things hidden takes atoll en our psyche—it{usually unnecessarily)
adds tp the menta! burdens we carry with us.

Anoinier psychoiagist has found that these costs are real. This
sesearcher found that young peopte who experienced a traumatic
experience often had mare health prablems later in fife. As he
researched the topic further, he found aut why. Generally, these
people conceal the event from others. Ke even did an experiment
which showed that when people who have experienced traumatic
evenis shared them, they later had fewer health problems than
people who hadn't shared them. There isn't one identifiable reason

why sharing these traumatic events seems o heip people, but ihe
result has been found repeatadly.
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Thus, for mental and physical health reasons, we're better off not keeping secrets from athers.

Questions for Review

Z What are the primary functions of the communicatian
process in organizations?

2 What are the key parts of the communication
process, and how do you distinguish formal and informal
communication?

3 What are the differences among downward, upward,
and {ateral communication?

'1{' What are the unique challenges to oral, written, and
nonverbal communication?

Think and Do

7

i Who do you think is responsible for “ineffective commu-
nication?”ls it the fault of the sender or the receiver?

D)
< How might managers use the grapevine for their
benefit?

N7

O) Using the concept of channel richness, give examples of
messages best conveyed by e-mail, by face-1o-face commu-
nication, and through the company bulletin board.

xperiential Exercise

AN ABSENCE OF NONVERBAL
COMMUNICATION

This exercise will helf you to see the value of nonverbal commu-
nication to interpersonal relations.

1. The class is to split up into pairs (Party A and Party B).
2. Party A is to select a topic from the following hst:

a. Managing in the Middle East is significanily differ-
ent fram managing in North America.

b. Employee turnover 1n an orgamzatwn can be
functionat. : .

c. Some conflict in an organization is good.

d. Whistle-blowers do more harm than good for an

organization.

c. An employer has a responsibility to provide every
employee with an interesting and challenging
Job.

5 How are formal communication networks and the
grapevine similar and different?

6 What are the main forms of electronic commumcauo A
What are their unique benefits and challenges? ‘
{ Whyis channel richness fundamental to the choice srat }ﬁ
communication channels?

()
é What are some cormmon barriers to effective
communication?

Q

«7  What unique problems undertie cross-cultural
communication?

cases, where the communication was not effective an'
to unwanted consequences,

f. Everyone should register to vote.

g. Organizations should require all employe
undergo regular drug tests.

h. Individuals who have majored in business ot
nomics make better employees than thosg
have majored in history or English.

i. The place where you get your college dEgTEB
more important in determmmg your career su
than what you learn while you're there,

j IU's unethical for a manager to purposely d
commuilications to get a favorable outcome.

3. Party B is to choose a position on this topic {for ¢ '
ple, arguing against the view that “some conflict
organization is good”), Party A now must autd
cally take the opposite position.




o e T inures mowhich o debate

carel soshar the mdmiduals can

i cieverbate They may ol tse gestares,
cevente hoely movermenis, ot oany other

Srsnieation, Jmay help for cach pavey o
G e v vemmd them of then restmcnions

T RTITRTS c'\;{_lI't_‘\ﬁ.it_lllh_'.ﬁ}v ook,

S achone Bover, form groups of sixow eight

Cesmpntes discussing the follawing:

e cfbsive was corumnunication during these

coivpnets ihat has no specific policies

A jepardin: oo lorelaed uses of computers and the
“ht

fpterit. b s oo elecironic moniwring denees o
Cgeterniie Wl cinpiovees are doing on thell computers.
S are ans oi the following actions unethical? Explam vowr
.posiliwi\ ces ol

a Uxiee heswpionys emadl system {or personal rea-

sotis i ilee workday

b Pl compiier sames during the workday

vor ol compnier for personal use (o
checi BSPNGam, shiop online) during the

woro e

3
r} 'R i SR B |
c: - [ .;
I Lase ncident 1
q DIANNA ARDALA
A Toillisnre e preaons eanal s, consider the case of
C Dinna Siaiada D 200, Abdala was a recernt araduate of

2] the bar exam.
socd Sheihen aroecacvebenioand was offered Wob ata daw frm

4 saroed b A oo Renman, a ovmer state prosecutor
eco 3 y e io lowans s o sasimary of their canail communica
4. liong

R TN R T R
Fronm: Dy Aheinla
SSert Kl Feluvn s (05, 2006 4:99 i
T Wlin A e
Subijen i U bz v

De Aot Fovrao,

S Do waiing o nform you thar T will nor be
s olter Adpe caceful consideruwtion, I have

i i the pay yon are offering woild

COlrpge o

(ase ncident | 4il

L. What barriers w conmnanication existec?

¢. What purposes does vonverhal commiteicaton
server

d. Relate the fessons learned i this exercise (o probr
lems that might oec when COmMMUITICatng on L
telephone or twough e-mal

. Looking for a mate on an Internet datng sevvice
Web site during the workday

e. Visiting “adult” Web sites on your office computey
during the workday

t. Using your employer’s portable communicaion
device (Blackberry) for personal use

v is]

. Conducting any of the above activities at work but
belore or after normal work hours

1. For telecommuters working from home, using a cons-
puter and Internet access hne paid for by your
empiover to visit online shopping or dating-service
sites during normal working hours

ucither fulfiit me noc support the lifestyle 1 am living in
Lght ol the work 1 would be doing for you, | have decided
instead Lo work for myself, and reap 100% of the benefits
that I sew [sic].

Thank you for the inlerviews,
Dianna L. Abdala. Fsq.

----- Original Message----- -~

From: William A. Korman

To: Dianna Abdala .| s

Sent: Monday, February 05, 2006 12:15 p.mn.
Subject; RE: Thank you

s

Dianna- -

Given that you had wo interviews, were offered and
accepred the job (indeed, you had a definite start date).
an surprisled that yvou chose an eanail and a 9:30 p.anw
votcemail message 1o convey this information ta me. h
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smacks of immaturity and is quite unprofessional. Indeed.
[ did rely upon your acceptance by ordering stalionary
[sic] and business cards with vour name, reforinating a
computer and setting up both internal and external e-
nratls for vau here at the effice. While T de not quarrel with
your reasoning, [ am extremely disappoimnted in the way
this played out. Tsincerely wish vou the best of luck in vour
future endeavors.

Will Korman

From: Dianna Abdala

Sent: Monday, February 09, 2006 441 pom
To: William A. Korman

Subject: Re: ThanXk you

A real Tawyer would have put the contract into writing and
not exercised any such reliance untl he did so.

Again, thank you,

From: William A. Korman

To: Dianna Abdala

Sent: Moncday, February 06, 2006 £18 pm.
Subject: RE: Thank you

Thank you for the refresher course on contracts. This is
nol a bar exam question. You necd to realize that this is a

Source: “Dianna Abdala,” Wikipedia (hip://enawikipedia.org/wiki/Thanna_Abdala); and J. Sandberg, “Infamous Emait Writers
Always Killing Their Carcers After A1L™ Wail Street fournal, February 21, 2006, 1. Bl

Case Incident 2
DO YOU NEED A SPEECH COACHE®

Speech coaching is a growing business. In a way, this is sur-
prising. As noted carlier, more and more communication
is electronic, scemingly making the quality of one’s speak-
ing skills less important. Although electronic forms of
rommunication clearly have grown exponentially, thaz
docsn’t imean that oral communication no tonger matters,
cspecially for some jobs.

Consider Michael Sipe, president of Private Equitics,
a small mergers and acquisitions firm n Silicon Valley.
Sipe worked with a communications coach to give him
the edge when pitching his company’s services retative
to competitors. “I{ a customer can’t determine who is
any better or different or worse, then they ave left with a
conversation about price,” says Smipe. "And as a business
owner, if vou're only in a price conversation, that's a los-
ing conversation. It is reatly important to paint a picture
of why should do busincss with them in a very com-
pelling way.” Snipe felt a speech coach helped him do
that.

To look at it another way, you can have all the exper-
tise in the world, but if you can’t effectively communicate

very small legal communiry, cspecally the Cfimi.n

- ’ 2
defense bar. Do you really want to start pissing off M
experienced lawyers at this early stage of your careery 5

fffff Original Message: - - --

From: Dianna Abdala

To: Wiltham A. Korman

Sent Monday, February 06, 2006 4:28 p.m.
Subject: Re: Thank you

bla bla bia

After this e-mail exchange, Korman forwarded th
respoendence to several collﬁagues, and it quickly Sp
exponentally.

Questions

1. With whomr do vou side here—Abdala or Korman) 22
2. What misiakes do vou think each party made? i
5. Do vou think this exchange will dammage Abdala’
career? Korman's firme
4. What does this exchange tell you about the limita:
tions of e-mail?

k]

”&?

"

company, has used specch coaches to refine its piti:'l'g:
Althouvgh the investment wasn't sinall—the company:2
estimates it paid $8,000 to $10,000 per day to'#f
25 employees—the firm believes it helped land s¢
lucrative contracts.

Asset manager David Freeman agrees. “We ma H
across the country to present for 45 minutes to a pen
funed or consulting firm that can be worth $25 miill
$50 million, or $100 million in the amount of money!
are being given to manage,” he says. “You warl
increase the probability that you are going to be re
bered.”

So what do these coaches do? Some of their uaini!}.
oriented around specch-—how to communicate "’1
excitement, how to use inflectian effectivelyfand b
language. One of the big areas is to teach people to 1
short sentences, 10 speak in sound bites, and to pausé
listeners can absorb what's been said.
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: Let us never negotiate out
| of fear. But let us never fear
1 to negotiate.

i —John F.Kennedy

il

! After studying this chapter, you should be able to:

|

1 Define conflict. 5 Contrast distributive and & Assess the roles and functions of
ak | integrative bargaining, : third-party negotiations.
| 2 Differentiate between the ! e
1] traditional, human relations,and | 6 Apply the five steps of the 9 Describe cultural differencesin -3

i interactionist views of conflict. | negotiation process. i negotiations.

i P ! 3
A 3 Outline the conflict process. { Show how individual differences .
o . influence negotiations.
oal 4 Define negotiation. ; = ‘

4 ! :
| | - ! :
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setchup Fight

espite a storied history and one of i Hest-
known brand names in all of consumer
products, H. J. Heinz Co. has had its share of

¢ troubles in the past decade. The company's
earnings have been flat, and despite a
recent upswing, Heinz's stock is well below the price at
which it traded 10 years ago.

Enter Nelson Peltz, CEO and founding partner of
Trian Fund Management L.P. Peltz thought Heinz's
underperforming stock represented an opportunity, so

he gradually acquired 3 percent of Heinz's shares—
enough to land a seat on Heinz’s board of directors,
where he began lobbying for changes,

Peltz's play at Heinz is nothing new to him—he
bought a 3 percent share in Kraft, a 2.98 percent stake in
Cadbury Schweppes PLC, a 5.54 percent stake in Tiffany
& Co., and a 5.5 percent share of Wendy's International,
Inc. His goal is to buy a big enough stake to be able to
lobby for changes that will raise the company’s stock
price, at which time he can cash in on his investment.
Generally, Peltz targets high-profile consumer products
companies whose stock has been underperforming.
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angiily wrote to Peltz,"Now is not the time for adding a self-interastaq
and divisive volce inside the Heinz boardroom.” Peltz retorted, "Mayhe
pﬂr\« ion.” Angcther Heinz director entered the
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focus the comp
was to cut costs even further and, at the same time, invest more in adver:
"1 Heinz brand. .

:gh s hard 1o make cause-and-effect inferenr'esforac;'ngleihc’
it appears that the conflict has produced some tasty results fo
einz and its stakeholders. Since Heinz's aggressive advertising ca
paicn tast fali, the company’s stock is up roughly 11 percent.

vhile youd think the company’s successes would ease tensi
between Peliz and Johnson, personality conflicts don't often hea
Recently, when Peltz was told that Johnson claimed ownership of th
ides for the advertising campaign, Peitz called that “an utter lie.”!

ir\f s we see in the Heinz example, conflict can often turn personal. It ¢
¢ ¥ create chaotic conditions that make it nearly impossible for employees
LA work as a team. However, conflict also has 2 lesswell known posmve sid
We'll explain the difference between negative and positive conflicts in this
chapter and provide a guide to help you underatand how conflicts develop:
We'll also present a topic closely akin to conflict: negotiation. But first, gauge
how you handle conflict by taking the following self-assessment.

N
|
|

_ WHAT'S MY PREFERRED CONFLICT-HANDLING STYLE?

in the Seif Assessmont Library (avarlable oniing), taie assessment (105 {What's My Prefered .
Confiict-Randling Style?) and answer the fallowing questions. -

1. Judging from your highast score, what's your primary conflict-fiandfing style?
2 Do you think vour styie varies, depending on the situation?
3. Would you like to change any aspects of your contlict-handling style?

JU— ;

U N I
A Definition of Conflict

7 e ey There has been no shortage of definitions of conflict.® Despite th€

E  Define conflict. i divergent meanings the term has acquired, several common thﬁmfj

S -

) underlie most definitions. Conflict must be perceived by the parué
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confiict 4 process that begins when

Transitions in Conflict Thaught nt

it whether or not conflict exists is a perception tssue. I oo ane is awaie of 4
canilicy, then itis generally agreed tha no contlict exists. Additional common-
aities i the delinitions are opposition or incompatibility and some iomn oi
intevacuon These faciors set the condivons that determine the hegining
uointol the conflict process.

We can deline conflict, then, as a process that beging when one pat
cewes thar another pary has negatively affected, or is about io negatively o
sonnething that the first pacty cares about.! This definition is purposely Lroud. Tt
describes that poinl i any ongoing activity when an interacion “crosses over”
t become an nierparty contlict. It encompasses the wide range of contiicis

[,)H -

oo

i

ihat peaple experience in organizations-—incompatibility of goals. differences
over nterpretatione of facts, disagreementis based on behavioral expeciations,
and rhe Bke Finally, cur definition is flexible enough w cover the full ranec of

- [RES: [ hetla Foarivie s T B
fFrom overr and violen o subtie forms of disagieemiant

'f’\; —--'ﬁu 1‘-— mlw =g hl
LOnIneT inougnt

ity entirely appropriaie to say there has been conflict over the role of
twmen g fradivional, . conflict n groups and organizations. One school of thought has

: argued that confuct must be avoided—ihat 1l indicates a malfunciion-
mg within ithe group. We call this the fraditionelview. Another schaal of
thought, the human relations view, argues that conflict is 2 natsl and

mevitable outcome in any group and that it need not be cvil butrathier
fns the potential to be a positive force in determining group performance. The
third, and most recent, perspective proposes not only that contlict can he 4 pos-
¢ for e 0 a group but explicitly argues that some conflict is absolutcly neces-

X

i
sary for a group 1o perform effectively. We tabel this third school the
wleraetionisi view. Lei's take a closer ook at each of these views,.

L)

e Traditional Yiew of Conflict

The early approach to conflict assumed that ali conflict was bad. Conflict was
vicwed negatively, and it was used synonymously with such terms as wiofener,
destruction. and aratienglity ta reinforee its negative connotation. Conflict, hy
definition, was harmfud and was 1o be avoided. The traditional view of conflict
was consistertt with the attitudes thai prevailed about group behavior in the
144305 and 1940s. Conflict was seen as a dysfunctional outcome resulting from
poor communication, a lack of openness and trust between people, aud the
falure of mauagers to be responsive to the needs and aspirations of their

cmployve

Theview that all conflictis bad certainly offers a simple approach to looking
at the behavior of people who create conflict. Because all conflict is 1o be
avoirled, we need merely direct our attenidon to the causes of conflict and o
rect thase malfunctions to imiprove group and crganizational pertormunce.
Although research studics now provide sirong evidence to dispure that this
approach to conflict reduction results in high group performance, many of 1
still evaluate conflict situations using this outmoded standard.

traiitional view of conflict  The belief

one party perceives that another party _ that afi conflict is hermful and must be

has ne

ey alfected, or is ahout to
negatively affect, soimething that the
first parny cares abourt,

avoided.
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The Human Relations View of Conflict

The human relations view of conflict argued that conflict was 2 natura
rence inall groups and organizations. Because conflict was inevitah
huiman relations schoel advacated acceptance ol conflict. Proponents r
rzed (s existence: [t cannot be eliminated, and there are even times wh
tlict may benefit a group’s performance. The human relations view
conflict theory from the late 19403 through the mid-1970s.

OCCUI'-":.
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The Interactionist View of Conflict

Whereas the human relations view accepted conflict, the interactionist viey g
conflict encourages conflict oni the grounds that a harmonious, peaceful, trg;
quil, and cooperative group is prone o hecoming static, apathetic, and nog;
sponsive 10 needs for change and innovation.” The major contribution of thi
inieractionist view, therefore, 1s encouraging group leaders to maintain

ongoing minimum level ofconﬂict—cnough 10 keep the group viable, Self{ritjca-l_
and creative.

The interactionist view does oy Propose that all conflicts are good. Rather
some conflicts suppori the goals of the group and improve its performang
thesc are functional, construciive, forms of conflict. In addition, there are €0
flicts that hinder group perfermance; these are dysfunctional, or destruct
forms of conflict. What differenuates functional from dysfunctional conflj
The evidence indicates that you need to look at the #ype of conflict.b Specifically,
there are three tpes: task, relationship, and process.

Task conflict relates to the content and goals of the work. Relationship co
Hict focuses on interpersonal relationships. Process conflict relates to how t
work gets done. Studies demonstrate that relationship conflicts are almost:®
atways dysfunctional.” Why? It appears that the friction and interpersonal hog’

. tulities inherent in relationship conflicts increase personality clashes and
decrease mutual understanding, which hinders the completion of organt
tional tasks. Unfortunaiely, managers spend a Jot of their time resolving pief:s
sonality conflicts; one survey indicated that I8 percent of managers® timeis
spent trying to resolve personality conflicts among staff mrembers.® :
1 Unlike with relationship canflict, low levels of process conflict and tow-to:
) moderate levels of task conflict are funcuional. For process conflict to be p
ductive, it must be kept tow. Intense arguments about who should do whal
become dysfunctional when they ¢reate uncertainty about task roles, increa
the time to complete tasks, and lead to members working at cross purpos
Low-to-moderate levels of task conflict consistently demonstrate a positive
effect on group performance becavse it stimulates discussion of ideas tha
helps groups perform better. :

\ The Conflict Process

- ) The conflict process has five stages: potential opposition or incompafi

J’ bility, cognition and personalization, intentions, behavior, and out
comes, The process 1s diagrammed in Exhibit [5-1. '

Juthine the conflict process.

9

Stage I: Potential Opposition or Incompatibility

The first step in the conflict process is the presence of conditions that credy
opportunities for conflict to arise. They need not lead directly to conflict, DU
one of these conditions is necessary if conflicl is to surface. For simplicigy™s 53"1?‘5
these coaditions (which we can also lock at as canses or sources of conflict
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; Tave heen condensed inta three goneral cuiegoiies: COMNIUNICALON, Strucnue,

?Li](‘l pcrscmal ‘\’E‘L!";ﬁﬂli‘b.
Lommunication  Deepa bad wor Led mpply chaln management a1 Bristol
Hotei for 3 vears. She enjoyed her work in large part because her} boss, Ranjait,
was & great guy to work for, Then Ranjan got prom oted 6 months ago, and
P Vijay Look his place. Deepa says hier job is a fot more frustrating now. "Ranjan
o andl T were on the same wavelength. It's not that way with Vijay. He iclis me
1 something and I do . Then he tells me [ did itwrong. [ think he means one
PR | thing but says something else. It’s been like this since the day he arrived. |
e dlan’t think a day goes by when he isn't yelling at me for something. You know,
st there are some people vou just find it easy to communticate with. Well, Vijay
s 511t one of those!”

1 Peepa’s comments Ylusivate that communication can bW source of con-

; They represen O forces that anise from sewnantc @tficulties,
oo nis adem dings. 2nd “noise” in the communication channels. Much of s
15 7 discussion can be wlatcd to OUr comments on commuriicadon in Chapeer 1
& review of the research suguests that differing word connolations, jargon,
- 3 insufficient exchange of informartion, and nowse in the communication channel
o wre all barriers o cornmunication and potential antecedent conditions to con-
‘ flicl. Research has further demonswated a surprising finding: The potential tor
w conflicl increases when either oo little or oo much communication takes
wlace. Apparently, an morease in communication isrfuncrional up 1o a point,
whereupon it is possible to overcommunicate, with a resaltant increase m the
potendal for conflict.

ef

Struciure Meera and Rubina bath work at InStyle—a large discount farni-
cure retailer. Meers is a salesperson on the floor, and Rubina is the cowmpany
credit mavager. The two women have known each other for years and have

hunllap relations Vvielw of conflict The functional conflict  Conflict that . refationship conflict Confiict based on
{Je{te.r thai conflict s a natural and supports the goals of the group and mterpersona} re,'arronsmps

inevitable vutcome in any group. improves its performance. prncess canflict Conﬁ!cr aver how
Interactionist view of conflict The dystunciional conflict Conflict that work gets done

belief that confiicr is not only a positive hinders group performance. contlict process A process fhér has
forca in ¢ 3 E . ]

;b’;};h” d ‘”/‘i)’( iﬁ"’if’;’:r ’i(’jua"fg an task conflict Conffict over content and five stages: patential opposition or -
P 4::'\/9!}:: agroup goals of the work. incompatibility, cognition and

perscnalization, intentions, behavior,
and outcames.
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Personal variables such as
personality differences can be the
source of conflict arnong coworkers.
To reduce conflict resulting from
personality differences, Vertex
Pharmaceuticals teaches employees
how to identify other peopie’s
parsonality types and then how 1o
commurticate effectively with them.
tod At Vertex, inniovation is critical 1o the
y cornpany’s mission of developing
v drugs that treat life-threatening
diseases. By training employees to

. work harmoniously in spite of
i personality differences, Vertex
fiopes to eliminate unproductive
conflict that impedes innovation.

Conflict and Megotiation

much i common: They Hive within two blocks of each other, and thei, ol
daughters attend the same middle school and are best friends. [n real
Meera and Rubina had different jobs, they might be best friends therms
but these two women are consistenily fighting baules with each
Meera's job is to sell furniture, and she does a heck of ajoh. But mog of |
sales are made on credit. Because Rubina’s job is to make sure the Compﬁ'
minimizes credit losses, she regularly has to twrn down the credic applicat,
of a customer with whom Meera has just closed a sale. It's no{hing persoy]
between Meera and Rubing; the requirements of their jobs just bring thém
into conflict,

The conflicts between Meera and Rubina are structural in nature. The teg

s,
El‘\fgs
Othgr

structure is used, 1n Uns context, (o inclede vanables such as size, degre
)

specialization 1 the tasks assigiied 1o group members, Jurisdictional clarg
membet-goal compatibility, leadership siyles, reward systems, and the degree
dependence hetween groups. :

Rescarch indicates that size and specialization act as forces to stimulale o
flict. The larger the group and the more specialized its acnivities, the preaser i
likelihood of conflict. Tenure and conflict have been found o he inverse]
related. The potential for confli:ci tends 1o e greates: when group membe
ave younger and when wurnover is high.

The greater the ambiguity in precisely defining where responsibility®
actions lies, the greater the potential for conflict 16 emerge. Such jurisd

tional ambiguities increase intergroup fighting for countrol of resources
territory. Diversity of goals among groups is also a major source of confl
When groups within an organization seek diverse ends, some of which-Jikg:
sales and credit at InStyle—are inherently at odds, there are increased opf)&j
tunities for conflict. Reward systems, too, are found to create conflict when:
one member’s gain is at another’s expense. Finally, if a group is dependent
another group {in contrast to the two being mutually independent) or ifin

dependence allows one group to gain at another’s expense, opposing fore
are stimulared.!? ki

o
o
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Bersonal Variables Have FOU EYET LU SUITLTONE Lo whom Vou Lok Wil e
diate disliking? You disagre ed with most of the opitsons they exprossed. b
insignificant char 1ctcr15hu—thc sound of ithew vorce, the sk when thev
sl L;(L their personality—annoyed you Wove a Ul et people lke that When
o have 1o work with such individuals, theve is ofter the potentad for conflicn
Our last category of potential sources of condlictis persanal variabies, which
include personzlity. emonons, and values, Evidence widicaies fint certun
personality types—for exam )le, mdividuals who are ighly awthoritwnn and
dogmatic—lead o poetential conflict. Fmotions can also cause conflicn, For
e “unpl(' an emplovee who shows up to work lrate from her bechic moriing
commute may carry that anger with her w her 9 axt meeting. The problem? Her
maer can annoy her colleagues, which may lmd 0 a tension-filed meeting

& T O o " -
Stage ii: Cognition and Personalization
if e conditons cited In Stage ! pegatively affect something that one oty

cares about. then the poruma! for oppositon or meent Dald nlw hecornes aclu-
alized in the second stage

Aswe noted i our definition of confiict, pevception isveguired, Therefore,
one or more of the parties must be aware of the existence of the antecedent
comditions. However, because a conflicr is perceived conflict doos poi mean
that i is personalized. In other words, "A mav be aware that Band A aven seri-
ouy disagreement. .. bur it may not make A rense of anxious, and i may have
1o effect whatsoever on A's affection toward B It is at the felt contlict level.
when individuals become emotionally volved, that parties expeience anxiety,
tension, frustration, or hostility

mcp vt mind two points. First, Stage 11 is woportant because 11's where con-
it issues tend to be defined. This is the place n the process where the parties
decide what the conflict is about.!? in tura, this “sense making” is critical
hecause the way a conflict is dehned goes a long way I')Wdld w.d lishing ihe
wit of outcomes that might setile it For instaince, Wi define ouwr talary dis-
AUTEEMENT dS 4 ZE€TO-5LUL situation l[hHT is.if vl gel the increase n Ddv you
want, there will he hust thal ameunt less for me) [am geing 1o be fur less w ik ny
L COMProimse Llun if I frame the conflict as a potential win/win situation (Lh;\t
is, the dollars in the salary pool might be increased so that boil of us could wet
the added pay we want). So the definition of a conflictis imporiant because 1
typically delineaies the set of possible seulernents. Our second point is that
emotons play a major role in shaping perceptions. M For example, negative
crotions have heen found o produce oversimphfication of issues, reducuons
in trust, and negative interpretations of the other party’s hehavior ' 1n con-
wust, positive feclings have been found to increase the tendency (o see potenul
relationshins ameong the elements of a problent, o take a broader view of ihic
sitnation, and to develop more innovative solutions.1?

Stage li: Intentions

Intentions intervene between people’s perceptions and emotions and their

overt behavior. These intentions are decisions 1o act 1 a given way.”
Luentions are separated out as a distinct stage because you have to mfer the

other's intent to know how to respond to that other’s behavior A lot of conflicts

perceived cuqflict Awareness by one felt conflict Emotional involvernent in intentions Decisions fo actina
LLOF nore purties of the existence of a conflict that creates anxiety, given way.
- eonditions that create opportunities for tenseness, frustration, or hostility.

conflict to srise,




536 CHAPTER 15 Conflict and Negotiation

Dimensions of Conflict-Handiing lntentions

& &
@ .
) z Competing Collaborating
< 51 -
i g 3
“ i
w <
1]
! £
- :
:
; - )
! - oo
! Q
3 o
g >
=
i @
i [
: @ %
i o w
H C T . . i
i 3 Avoiding Accommodafing ¢
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! Uncooperative Cooperalive
Cooperativeness

Scurce: K. Thomaes, “Confict and Negatiohon Pracassas in Or

ations,” in M. D. Dunnsite and L. M. Hough {eds.}, Handbook oF industricf
ard Grgonizstiono! Psychology, Znd ed. wah 3 {Pole Alte, Ca: Consulting Psychalogists Press, 1992), 5. 668, Used with permission,

are escalated merely by one party atuibuting the wrong intentions to the othey
party. In addition, there is typically a great deal of slippage between intentions
and behavior, so behavior does not always accurately reflect a person’s intent
Lxhibit 15-2 represents one author’s effort to identify the primary con
handling intentions. Using two dimensions—cooperativeness (the degre
o which one party attempts to satisfy the other parry’s concerns) and assertio
{the degree to which one party attempts to satisfy his or her own concern
five conflict-handling intentions can be identified: competing (assertive
uncooperatve), collaborating (assertive and cooperative), avoiding (unasser
and uncooperative), accommodating (unassertive and cooperative),
sompromising {midrange on both assertiveness and cooperativeness) 18

Competing is when you, for example, win a bet and your epponent loses.

Collaborating When the parties to conflict each desire to fully satisfy the cén
cerns of all parties, there is cooperation and a search for a mutually benefic
outcome. In collaborating, the intention of the partes is to solve a proble!
clarifying differences rather than by accommeodating various points of vie
you attempt to find a win/win solution that allows both parties’ goals to be conl
pletely achieved, that’s coliaborating.

! Avoiding A person may recognize that a conflict exists and want to withdra
;! from it or suppress it. Examples of aveiding include trying to just ignore ac
flict and avoiding others with whom you disagree.

Accormmodating When one partly seeks to appease an opponent, that p2
may be willing to place the opponent’s interests above his or her own. In oth
words, in order for the relationship to be maintained, one party needs ta
willing to be self-sacrificing. We refer to this intention as accommodfmﬂ
Supporting someone else's opinion despite your reservations about ity
example, would represent accommodating.

Compromising When each party to a conflict seeks to give up somethi
sharing occurs, resulting in a compromised outcome. In compromising, ﬁlerﬂle'
no clear winner or loser. Rather, there is a willingness to ration the object of
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conflictand accept a solunon that provides incompiete satsfaction of both par-
ses concerns. The distinguishing chavacterisuc ol compromising, thereforc, is
that each party intends o give up something.
Tientions are not always fxed, Duving the course of & conflict, 1 they nught
cha httd[\LlJf'\CUH[kaUdhl1UOH ot because of an cmotional reaction (o
the J)L1(MWU1 of the other party, However, research HlledIC\ that people have
an underiving dispasition to handle conflicts in certain ways. 1 Specifically, indi-
vidialy have preferences ameng the five conflict-ha nimw mlentions just
cdusenlfed; \IILSL prefervences tend to be relied on quite consistently, and a per-
so1s Ingentons can be prcdu[gd rather well from a combination of ieliectual

o P 1‘)0&&11“ charace

i e GEEL
Shage
When mos: pmr)‘w- ik of confiic Sit'xiia.*;(in'\ ’J'I't\-’ rend 1o forns on Sia oe 8Y
hecause i s where confhios become visible. The behavior stage ine ndm the

SLLLCents, acnons, and reactons made U\ e wmi' Lnn I.l;ulic‘. Thiest con-

[ helaviors are U\Lmli\ GUErt atienipts o Im])]' mentt t'udl [rarty Cintentons.

thiese bebowiors hoave astimulus qualing that is separats lrom inentions. Aga

vesult of nuscaloulatons or v snlllbn enactments, overl behaviors somerimes
duviate from anginal imemlousfu

Tt helpg 10 think of Stage IV as a dynamic process of nteraction. For exam-

on e, respond by arguing, you thicawen wg, |
SALETE VOL har k, and zo on. ]L'\hlbl[ 15-3 provides a way of visualizing conilict
behavior, All confhicts exist somewhere along this continuum, At the lower part
of tie cantimuum are conflicis characienzed b} subtle, indivect, and }sig’sl'x_\,-‘ CON-
watled forms of wension. An illustration might be a student questioning i class
a point the 1nsaacter has just made. Conflict intensities escalate as they move
upward slong the contnwum undl diey becone highly des‘tl'umivt-. Surikes,

rioe. and wars dearly fall in thas upper range. For the most part, you should
] assume thar conflicts that reach the upper ranges of the continunm are almost
g
K Conflict-Intensity Continuum J
Atmi‘:i\o?my —  Owernellortsio desiroy the ather pariy
conflict
! L Aggressive physical afiacks
¢ 4. Threats and uliimatums i
¢ ‘ ;
- Assertive verbal aftacks
-+ Overt queshianing or chc\lengmg af oihers i
) - fanor disagreements or misunderstandings :
y ’7 - :
- No conflict L :
i
. ea— e ot et a a4 A R e __J‘
Source Based on § 7 Robbirs, Manoging Orgonizational Confiict: A Nontradiions] spproach {Upper Saddle River, NJ: Yrentice Hall,
¥ 1974], pp. 93-97; and F. Ghasi, “The Process of Cantliet Escololion and the Roles of Third Parties,” in G & J Bomers and B Potersan {eds.),
T - Conflic! Management and Indusiria! Relotions (Baston: Kluwer-MNijhoff. 15821, pp. 119-140
e
3 |
r : N . . .- . . e . . R
competing A desire to satisfy one’s avoiding The desire to withdraw from compromising A situation in which
terests, regardiess of the impact on or suppress a conflict. each party to a confiict is willing to
: .he other party to the conflict. accommedaling Thewillingness of give ip something.
:s collaborating A sitaation in which the one party in 3 conflict to place the

‘parties to a conflict each desire to

Satisfy fully the concerns of ali parties

opponent’s interests above his or
her own.
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-Conflict-Management Techniques.

Conflict-Resolution Techniques

;“’.:obiem solving

Face-to-face meeting of the conflicting parties for the purpose of ident-i.fs;'mg theprgb‘l;n-;-__ .
resolving it through open discusssion. and

Superordinate goals Creating a shared goal that cannot be attained without the cooperation of each of the
conflicting parties.

Expang[on of resources When a conflict is caused by the SCafCity of a resource—say, money, promotion, Opportun‘ltie
office space—expansion of the rescurce can create a winfwin solution.

3 Avoidance Withdrawal fram or suppression of the conflict. ]
i Smoothing Playing down differences while emphasizing comfnon interests between the conﬂicting Parfées
Compromise Each party to the confiict gives up something of value.
Authoritative command Management uses its formal authority to resolve the confiict and then communicates its

desires to the parties invoived.

Altering the human variable ' Using behavioral change techniques such &5 human relations training to alter attitudes and.
behaviors that cause conflict

Aftering the structural variables Changing the formal erganization structure and the interaction patterns of conflicting part:les
through job redesign, transfers, creation of coordinating positions, and the like. ;

! -1 Conflict-Stimulation Techniques

Communication Using ambiguous or threatening messages to increase conflict levels.

Bringing in outsiders Adding employees to a group whose backorounds, values, attitudes, or managerial styles -
differ from those of present members,

Restructuring the organization Realigning work groups, altering rules and regulations, increasing interdependence, and ..
making similar structural changes to disrupt the status quo. :

Appointing a devil’s advocate Designating a critic to purposely argue against the majority positions held oy the group.

Saurce: Based on 5. 7. Rebbins, Manuging Orgenizational Comflict: A Nontradifional Approach {Upper Saddle River, NJ: Prentice Hell, 1974), pp. 59-89.

N always dysfunctional. Functional conflicts are typically confined to the lo
range of the continuum. :
If a conflict is dystunctional, what can the parties do to de-escalate 1t2 Or, ol
versely, what options exist if conflict is too low and needs to be increased? T
brings us to conflict-management techniques. Exhibit 15-4 hists the major re
tion and stimulation techniques that allow managers to control conflict lev
Note that several of the resolution techniques were described earlier as conflict
handling intentions. This, of course, shouldn’t be surprising. Under ideal condr
tions, a person’s Intentions should translate into comparable behaviors.

Stage V: OQutcomes

The action-reaction interplay between the conflicting parties results in con&
quences. As our model (see Exhibit 15-1) demonstrates, thesc outcomes rn«?l)‘-h:{e
. functional in that the conflict results in an improvement in the group’s perfg
i mance or dysfunctional in that it binders group performance.

Functional Qutcomes How might conflict act as a force to increase grovf
performance? It is hard to visualize a situation in which open or violent aggres
sion could be functional. But there are a number of instances in which it’s po8
sible to envision how low or moderate levels of conflict could improve the Cffef
tveniess of a group. Because people often find it difficult to think of instancest
which conflict can be constructive, let's consider some examples and '—bf“
rcview the research evidence. Note how all these examples focus on task 2t
process conflicts and exclude the relationship variety. :

Conflict is constructive when it improves the quality of decisior s
creativity and innovation, encourages inierest and curviosity among groy;

15, stimulfif;_?
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LG

closed

members, provides the mediwn through which problems can be aived and ten-
sions relessed, and fosters an environment of self-evaluation and change. The
evidence suggests that conflict can improve the quality of decision making by
allowing all peints, particuiarly the ones that are unusuz! or held by a minoruy,
to be weighed in important decisions.?! Conflict is an antidote for groupthink.

I cloesn’t allow the group o passively “vubberstamp” decisions that may be
o on weak asswimptions, inadequate consideration ol relevant alievnanves,
Confl

-

allenges the stows gua and therefore furthers the
creation of new ideas, promotes reassessment of growp goats aud activities, and
inceeases the prabability thar the group will respond o change.

For an example of a company that sulfered because it had too ble Tunc-
ttonal conflict, you don’t have to leck further than automobiic beliemoth
General Motors.™ Mang of GM’s problams, from the late 198ds ro the present
day, can be traced to alack of functional conflict. GM bired snd promoted ind:-
viduals who were yespeople, loval to GM to the point of never questioning
company actions. Many, like investor Kitk Kekorian, fault GM management’s
conllict aversion for its acceding to the UAW's demands for gencrous heatth
care and pension benefits, (GM's labor costs average $73.26 per hour, which is
much higher than for Bis Japanese competitors.) In fairness to G, Chrysier
and Ford alse approved similar benefits, but they've struggled mightily as well,

Conflict aversion is not Ihnited o the antomakers. Yahoo!'s former CEQ
Tim Koogle was so conflict averse thala sense of complacency settled in that lelt
manuagers afraid te challenge the status quo. Even though Yahoo! started ont
much more successful than Google, it was scon overtaken, and most now
{ Brelicve it will never caich up. _

) Research studies in diverse setiings confirm. the functionatity of confiicr,
Consider the following findings. Conflict can also positively relate to productvity.

ontlict management ' The use of
esolution and stimulation techniques
0 achieve the desired leve! of conflict.
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For instance, it was demonstrated that, among established groups, performy,
tended to irmprove more when there was conflict arnong members thapy ‘:f“
there was fairly close agrcement. The investgators observed that when grgll;“
analyzed decisions that had been made by the individual members of that gTou{'J%
the average improvement among the high.—conﬂiczt groups was 73 Percetli):
greater than that of tl?ose groups characterized by low-conflict condi[jOHS‘-’ﬁ
Orthers have found similar results; Groups composed of members with diffefé;%t
interests tend to produce higherquality solutiuns 1o o variety of problemg thi
do homogencous groups.?* ’1

The preceding leads us to predict that the increasing cultural diversity of ths
workforce should provide benefits to organizations. And that's whar the‘";--e
dence inchcates. Research demnonsirates that Leterogeneity among group;ﬁﬁ
organizaticn members can increase creativity, improve the quality of deCiSibﬁ"
and facilitate change by enhancing member fexibility.? For examp}
rescarchers cornpared decision-making groups composed of all-Caucasian Thi

viduals with groups that also contained members from Asian, Hispanic, ;
black ethnic groups. The ethnically diverse groups produced more effec
and more feasible ideas and the unique ideas they generated tended to by
higher quality than the unique 1deas produced by the all-Caucasian group,

Dysfunctional Qutcomes The destructive consequences of conflict op'
group’s or an organization’s performance are gencrally well known. A reaﬁoif.?
able summary might state: Uncentrolled opposition breeds discontent, which
acts to dissolve common ties and eventually leads to the destruction of fie
group. And, of course, there is a substantial body of literature to document-h_ow
conflict—the dysfunctional varieties—can reduce group effectivenesi?
Among the more undesirable consequences are a retarding of communican
reductions in group cohesiveness, and subordination of group goals to the pit
macy of infighting among members. At the extreme, conflict can bring group
functioning to a halt and potentially threaten the group’s survival. B

The demise of an organization as a result of oo much conflict isa’
unusual as it might first appear. For instance, one of New York's best-known:
firms, Shea & Gould, closed down solely because the 80 partners just couldy;
get z’dong.g7 As one legal consultant familiar with the organization said: !
was a firm that had basic and principled differences among the partner et
were basically rreconcilable.” That same consultant also adldressed the paftners
at their last meeting: “You don’t have an economic problem,” he said. “You have
a personality problem. You hate each other!”

Creating Functional Conflict If managers accept the interactionist i_r_n;gy"
toward conflict, what can they do o encourage functional confiict in th ir
organizations?2® s

There seems to be general agreement that creating functional conflict
tough job, particuiarly in large U.S, corporations. As one consultant pu _
“A high proportion of peopie who get 10 the top are conflict avoiders. ThEY
don’t like hearing negatives; they don’t like saying or thinking negative things
They frequently make it up the ladder in part because they don’tirritate pCOPlC
on the way up.” Another suggests that al least 7 out of 10 people in U.S. busined
hush up when their opiniens are at odds with those of their superiors, allo
basses to make mistakes even when they know better.

Such anticonflict cultures may have been tolerable in the past but are not
today’s fiercely competitive global econotny. Qrganizations that don't en,Cf?qu
age and sup port dissent may find their survival threatened. Let’s look at ¢ ;
approaches organizations are using to encourage their peopie to challengé bt
systemn and devetop fresh ideas.

&




11~

ch F

up

a8
LW
n'l
i
hat

e

A

i ik

negunation

A
7
et
A

B

Megotiahun HE S|

Hewlet-Packard rewards dissenters by recogmizing go-againscthe-arain
npes. or people who stay with the ideas they believe in even when those ideas
are rejected by management. Herman Miller Inc., an office furniture ianufic-
trer, has a formal system In whick employees evaluate and criticize their
Bosses. IBM also has a formal systemn that encourages dissension. Eroployees can
guestion ther boss with tnpuniy. if the disagreement can’t be resolved, the svs-
tem provides a third pary for counsel. Anheuser-Busch builds devil’s advocates
into the decision process. When the policy committee considers a major move,
such as gening inte or out of a business or making a major capitat expendinre,
it ofien assigns teams to make the case for each side of the question. This
process fr”cqﬁemty resuits in decisions and alternatives that hadn't been consich
ered previously.

One common ingredient in organizations that suecesstully create iunc-
tional contlict is that they reward dissent and punish conflict aveiders. The
veal chillenge for managers, however, is when they hear news they dou’t want
to hear. The news may make their hiood hotl or their hopes collapse, hut they
can’t show it. They have o learn to ke the bad news without flinching. No
nrades, no nght-lipped sarcasm, no eyes rolling upward, no gritting of teeth.
Rathier, munagers should ask calm, even-tempered quesnons: “Can you tell me
more about what happened?” “What do you think we aught to do?” A sincere
“Thank you for bringing this to my attention” will probably reduce the likeli-
fiood that managers will be cut off from similar communications m the
future.

Having considered contlict—its nature, causes, and conseguences——we nosw
wrn to negotiation. Negotation and conflict are closely related hecause neyo-
tiation often resolves cenflict.

N@g@ﬁdﬁ@ﬁ

p—
p Negodaton permeates i interactions of alinost EVEIVONE 11 Sronps
v and orgauizations. There’s the obvious: Lahor bargains with manage-
) : 5

T T ment. There's the notso-obvious: Managers negotiate with employecs,

peers, and hosses; salespeople negotiate with customers; purchasing agents
negotiate with suppliers. And there’s the subtle: An employee AuTECS 1O aTlswer
a calleague’s phoite for a few minutes in exchange for some past or future hen-
elit. In today’s loosely structured organizations, in which niembers arc increas-
ingly finding themselves having to work with colleagues over whorn they have
no direcr authority and with whom tHey may not even share a common boss,
negotiation skills become crideal.

We can define negotiation as a process in which rwo or mare parties
exchange goods or services and attempt to agree on the exchange rate for
them.” Note thas we use the terms negotintion and bargaining interchangeahly.
In thus section, we contrast two bargaining strategies, provide z model of the
negotialion process, ascertain the role of moods and personality waits on bar-
gaiung, revicw gender and culmral differences in negotation, and take a brief
laok at third-party negotiations.

negotiation A process in which two or

Z.more parties exchange goods or
services and attempt to agres on the
exchange rate for them.
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bargaining.

~—-—-—  There are two general approaches to negotiation—distributive bargain

P i
53 Contrast distributive and integrative

‘Distributive Versus ntegrative Bargaining

Bargaining Distributive Integrative

Characteristic Bargaining Bargaining

Goal Get as much of the pie as Expand the pie so thgm
possible parties are satisfied

Mativation Win/lose Win/win

Focus Pasitions ("l can't go interests ("Can you explain why
beyond this point on this this Issue is so important to ygyy
issue.”} '

Interests Opposed Congruent

information sharing Low {sharing information High (sharing information wili -
will only aliow other party  aliow each party to find ways tg. 5
to take advantage) satisfy interests of each party) -

: Duration of relationship  Short term Long term :

A,

Bargaining Strategies

ing and inlegrative ba-rgainingm'As Exhibit 15-5 shows, distributive
! integrative bargaining ditfer in their goal and motivation, focus, it
_J ests, information sharing, and duration of relationship. We now de

|
i

distributive and integrative bargaining and illustrate the difference
beiween these two approaches. '

Distributive Bargaining You see a used car advertised for sale in the newsp
per. It appears to be just what you've been tooking for. You go out to see the ca
It's great, and you want it. The owner tells you the asking price. You don't ‘
to pay that much. The two of you then negotiate over the price. The negotiating;
strategy you're engaging in is calied distributive bargaining. [ts most identi
feature is that it operates under zero-sum conditions. That is, any gain [ mak
at your expense and vice versa. In the used-car example, every dollar you'
get the seller to cut from the car’s price is a dollar you save. Conversely, ey
dollar more the seller can get from you comes at your expense. 50 the essen
of distributive bargaining is negotiating over who gets what share of a fixed pi
By fixed pie, we mean that the bargaining parties believe there is only as
amount of goods or services to be divwied up. Therefore, fixed pies are z
sum games in that cvery dollar in one party’s pocket is a dollar out of €
counterpart’s pocket. When parties believe the pie is fixed, they tend to barga
distributively.

Probably the most widely cited example of distributive bargaining is in labg
management negotiations over wages. Typically, labot’s representatives come
the bargaining table determined to get as much money as possible out of ma
agement Because every cent more that labor negotiates increases manag
ment’s costs, each party bargains aggressively and treats the other as an opp!
neni who must be defeated.

The essence of distributive bargaining is depicted in Exhibit 15-6. Parties?
and Brepresent two ncgotiators. Each has a target point that defines what he of
she would like to achieve. Each also has a resistance point, which marks the 1owes
outcome that is acceptable—the point below which they would break oft neg
liations rather than accept a lessfavorable settlement. The area between thy
two points makes up each one’s aspiration range. As long as there is some 0¥&%
lap hetween A’s and B's aspiration ranges, there exists a settlement range uk
which each one’s aspirations can be met.
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Staking Gut the Bargaining Zone

~—FParty A's aspiratian range — f , L :
] 3 / Party 8's aspiraiion rangs ~-i
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| . When engaged in distributive bargaining. one of the best things vou can o
P is to make the first offer, and to make it an aggressive one. Research conwsiently
— ¥ shows that the best negotiators are those who make the frst oltfer, and whose
| initial offer has very favorable terms. Why is thas so? One reason is that making
A B i
- - N - i - N - .
! the first offer shows power; research shows that mdviduals 1n power we much
more Hkely w make inital offers, speak first at meetings. and thereby vain tie
i aclvantage, Another reason was mentioned in Chapter 5 Recall thug we dis
LT < . . . - ol . - R
and censsed the anchering bias, which 15 the tendency for people to Hxaie on il
er wfermation. Once that anchoring point s set. peopte fal to adequately adjuse
fine it based on subsequent information. A savwy negotatur sels wl auchor with the
wces mitial affer, and scores of negotation studies show that such anchors greatly
favor the person who sets it
For example, say vou have a job offer, and your prospective emplover asks
spa- vou what sort of starting salary you'd be looking for. You need to yealize tha
car vou've just been given a great gift—you have a chance to set the anchor mean.
vanl % g that vou should ask for the highest salary that you think the eraployer conld
3 ‘ ; - . ’ . . o
Gig reasonably offer. For most of us, asking for a million dollars is only coing 10
5 : .. C - . : Ce
ving make us look nidiculous, which s why we sugeest being on th_:“. ‘.ugh_fcml o \_vhm
keis o vou think is veasonable. Too often, we err on the side of cavnon. hemo afraid of
can suaring off the employer and thus settling for too linle. Iy 75 possible to scave off
very an emplover, and it's true that emplayers don’t like candidates 1 be assertive o
mee salary negotiations, but liking isn’t the same as respect or dorg what v takes 10
pie. hire or retain someone. You should realize that what happens much move
vset 4 oftenis that we ask for less than what we could have gotten,
ero- Another distributive bargaining wctic s revealing a deadbne. Consider the {ob
heir towing example. Sandhva is 2 human resources manager. She is negoiaing sdary
gain 3 with Anuj, who is a highly sought afier new hire. Because Anuj knows the compuny
7 needs him, he decides to play hardbali and ask for an exwaordmary salary mul
thor many benefits. Sandhya tells Anuj that the company can’t meer s peepriremenits,
e Anyj tells Sandhya he is going to have o think things over. Worried the campuny
nalr 15 going to lose Anuj to a competitor, Sandhya decides to tedl Argj than she is undes
ages - time pressure and that she needs to reach an agreement with him immediateTy, or
ppo- shie will have o offer the job to anothier candidate. Would you consicler Sandthya to
E be a savwy negotator? Well, she is, Why? Negotiators who reveal deadlines speed
es A concessions from their negotiating counterparts, making them reconsider then
e ur position. And even though negotiators don’t think this tactic works, in1eality
st negotiators who reveal deadlines do better?3
egor
hese
VeT- =
e UL distributive bargaising  Negotiation fixed pie  The belief that there is only
th ks i divide op a fixed amount a set amount of goods of services to

o awandnsa situation, he divvied up between the parties.
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ihis staternent is false. That might surprise you, given vshereas those witn higher starting prices went for an aver.
that we just reviewed evidence on anchoring bias,  age of 8204, S
which would seem 1o suggest that if I'm sslling some- What explains such a counterintuitive result? The
thing in an auction, | should set the initial bid as high as pas- researchers found that low starting bids attract more bidderé,
sible. Research shows that, while this generally is true, for and the increased traffic generates more competing bidders -
auctions, this would be a mistake. In fact, the opposite so thatin the end, the price 15 igher. Although this may seem;
straiegy is better jrrational, negetiation and bidding behavior aren't always ratig.

Analyzing auction results on eBay, a group of researchers nal, and as you've probably expenenced firsthand, once yoy

found that lower starting bids genaratad higher final prces.  stert bidding for something, you want to “win,” forgetuing
As just one examnple, Niken digital cameras with richculously that for many auctions, the one with the Nighest bid 15 often’
low starting bids {one pennyl sold for an average of £312, the loser {the so-called winner's curse).

o —

Integrative Bargaining A sales representative for a women’s sportswear m

ufacturer has just closed an INR 1.5 million order from a small ciothing retaii
‘ The sales represemauve calls in the order to her firm’s credit department. She
_ is told that the firm can’t approve credit to this customer because of a past slow
' payment record. The next day, the sales rep and the firm’s credit manager mee
to discuss the problem. The sales representative doesn’t want to lose the bu:
ness. Neither does the credit manager, but he also doesn’t want to get stuckwi
ant uncollectible debt. The two openly review their options. Afier considerabl
discussion, they agree on a solution that meets both their needs: The crédl
manager wili approve the sale, but the clothing store’s owner will prowde
bank guarantee that will ensure payment if the bill isn’t paid within 60 day

United Auto Workers President Ron
Gettelfinger (left} shakes hands with
Ford Motor Company £xecutive
Chairman Bill Ford a1 the opening of
negotiations for a new union
contract. Both the union and Ford
say they are committed to integrative
bargaining in finding mutually
accentable solutions to issues such

as funding retiree heaith care and

i pensions that will boost Ford's
| competitiveness with Jlapanese
automakers.
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This sales-credit negenation 1s an examnple of integrative bargaining. 1n contrast
to distributive bargaining, integralive bargaining operates wnder the assump
o that there are one or more settlements that can create a win/win solution.

[n terms of inwacrganizational behavior, all things being equal, integrative
bargaining is preferable to distributive bargaining. Why? Because the formen
builds long-term relationships. Tt bonds negotiators and allows them w leave
the bargaining table feeling that they have achieved & victory. Distributive bar-
waining, however, leaves one party a loser. Tt tends o build animosities and
deepen divisions when people have to work together on an ongoing basis.
Research shows that over repeated bargaining episodes, when the “losing” party
feels positive about the negotiation outcome, he 1s much more Iikely 10 bargain
cooperavvely in subsequent negotiations. This points o the important advan-
tage of integrative negotiations: Even when you "win,” you want your opponent
w0 feel positively about the negotiati011.3”

Wiy, then, don’t we see more integrative bargamning in orgamzatons: The
aiswer les 1n the conditions necessary for this type of negotiation w succeed.
These include parties who are open with informaion and candid about their
concerns, a seusitvity by both parties to the other's needs, the abitity to trust
one another, and a willingness by both parties 10 maintain flexibilin.® Because
these conditions often don’t exist in organizations, i£1sn’t surprising that nego-
tiations often take on a win-atany-cost dynamic.

There are some ways 10 achieve more integrative outcemes. For example,
individuals who bargain in teams reach more integrauve agreements than those
who bargain individually. This happens because more ideas are generated when
more people are at the bargaining table. So try bargaining in teams.*” Anothier
way to achieve higher jointgain setilements is to put more 1ssucs on the table.
The more negotiabte issues that are introduced into a negotiation, the more
apportunity there is for “togrolling” where issues are traded because of differ-
ences in preferences. This creates better outcomes for each side than if each
isste were negotizted individually*®

Finally, you should realize that compronuse may be vour worst enemy i
uegoliating a win/win agreement. This 1s because compromising reduces the
pressure o bargain integratively. After all, if you or your opponent caves in cas-
iy, 1t doesn’t require anyone to be creative to reach a setdement. Thus, people
end up setding for less than they could have obiamed if they had been foreed to
consider the other party’s interests, trade off issues, and be creaitve.3® Think ol
the classic example where two sisters are arguing over who gets an orange.
linheknownst to each other, one sister wants the orange to drink the juice,
whereas the other sister wants the orange peel to bake a cake. If one sister sin-
ply caprlates and gives the other sister the orange, then they witl not be forced
w explore their reasons for wanting the orange, and thus they will never find

the win/win solution: They could sach have the orange because thev want cif-
ferent parts of it!

The Negotiatiori Process

s DIOCEss

AT T Exhibit 15-7 provides a simplified model of the negotiation process. It
A Apply the five steps of the negatiation views negotiation as made up of five steps: (1) preparation and planning,

(2) definition of ground rules, (3) clarification and justification, (4) bar-
gaining and problem solving, and (5) closure and implementation. !’

integrative bargaining Negotiation. :
“ that seaks one or more seltlements
that can create a winfwin solution. -
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\ The Negotiation
[ —

Preparaticn and
planning

Definition of
i graund rules
- i
v
Clarification and &
iusliﬁtqﬁon i
R

Bargaining arid
problem sofving

Closure and

! implementation -
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parties will undoubtedly need to make concessions.

Preparation and Planning  Before you start negotiating, you need to dg Yo
homework. What's the nature of the conflict? What's the history leading g
this negotiation? Who's involved and what are their perceptions of the cong;
What do you want from the negotiation? What are your goals? If you're supply
manager at Dell Computer, for instance, and your goal is to get a Signiﬁc"rih)i
cost reduction from your supplier of keyboards, make sure that this goa) g
paramount in your discussions and doesn 't get overshadowed by other 1ssueg:
often helps to put your goals in writing and develop a range of outcomes—ifropy
“most hopeful” to “minimally acceptable™—to keep your attention focused,
You also want to prepare an assessment of what you think the other pary
goals are. What aze they likely to ask for? How entrenched are they likely tg 1y
in their position? What intangible or hidden interests may be important

them? What might they be willing to settle on? When you can anticipate yduf:#"
opponent’s position, you are better equipped to counter arguments with the:
facts and figures that support your position. e

Once you've gathered your information, use it to develop a strategy. F
example, expert chess players have a strategy. They know ahead of time L
they will respond to any given situanon. As part of your strategy, you Shoﬁld”
determine yours and the other side’s best alternative io a negotiated agreeme
(BATNA).*! Your BATNA determines the lowest value acceptable to you for
negotiated agreement. Any offer you receive thatis higher than your BATNA
better than an impasse. Conversely, you shouldn’t expect success in your neé
uation effort unless you're able to make the other side an offer they find mo
attraciive than their BATNA. If you go into your negotiation having a good id
of what the other party’s BATNA is, even if you're not able to meet theirs, y
might be able to get them to change it. '

Definiticn of Ground Rules  Once you've done your planning and developed
a strategy, you're ready to begin defining the ground rules and procedures wi
the other party over the negotiation itself. Who will do the negotiating? Whe
will 1t take place? What time constraints, if any, will apply? To what issues
negotiation be limited? Will there be a specific procedure to follow if an
impasse is reached? During this phase, the parties will also exchange their i
dal proposals or demands,

Clarification and Justification When initial positions have been exchanged
hoth you and the other party will explain, amplify, clarify, bolster, and just
your original demands. This needn’t be confrontational. Rather, it’s an oppot:
tunity for educating and informing each other on the issues, why they arg
important, and how each arrived at their initial demands. This is the poin
which you might want to provide the other party with any documentation
helps support your posttion.

Bargaining and Problem Solving The essence of the negotiation process}
the actual give-and-take in trying to hash out an agreement. This is where bot

Closure and Impiementation The final step in the negotiation proces
formalizing the agreement that has been worked out and developing a%t
procedures that are necessary for implementation and monitoring. For majo
negotiations—which would include everything from labor-management negot
tions to bargaining over lease terms to buying a piece of real estate to negotiating:
a job offer for a senior manggement position—this requires hammering Ol_Jt,'fh
specifics in a formal contract. For most cases, however, closure of the negotiad
process is nothing more formal than a handshake.
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BATNA The best alternative to a .
negatiated agreement; the least the
individual should accept.
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Negotiaion Gt

Individual Differences in Negotiation Effectiveness

e —— - Aye somice people better negotiators than others? Though the answoer to

this question might seem obvious, as it turns out the answers ate more
complex than you might think. Here we discuss three factors that infle
ence how effectively individuals negotizte: personaliry, moad/ crio-
tons, and gender.

M e e’

Personality Traits in Negetiation Can vou predict an opponent’s negoii-
ing tactics if you know something about hus or her personality? It's temipting o
answer “ves” to this question. For instance, you might assume that hugh-risk tak-
ers would be more aggressive bargamers who make fewer concessions.
Surprisingly, the evidence hasa’t always supported this intition.**

Assessments of the personalitv—necrotiation refationship have been that per-
sonaitty raiis have no significant direct effect on crther the bargaining process

or the negotiation outcomes, However, recent research has started (o question
4 lr

ihe theory that personality and the negot Qualion Process aren't connedied
fact, it a)pulh that scveral of the Big Five traits ave related to negotiation o

bl

connes. For example, negotiators who are agreeable or extraverted are not very

successful when 1t comes w distributve bargaining. Wihy? Because extraveris are
outgoing and frieadly, they tend to share more mformation than they should.
And agreeable people are more interested in finding ways w coopere rather
than butt heads. These waits, while slightiy helpful in integrative negotiations,
are liabilities when interests are opposed. So the hest distributive hargainer
appears to be a disagreeable introvert—that is, someonc who is intereste rl in his
own outcomes versus pleasing the other party and having a pleasant social
exchange. Research also suggests that intelligence predicts negotiation effective-
ness, but, as with personality, the effects aren’t especially strong.

Though personality and intelligence do appeat to have some mfluence on
negoliation, it's not a strong effect. In a sense, that’s good news hecause it
means even if you're an agreeable extrovert, you're not severely disadvantaged
whein IT comes (e to negotiate. We alt can tearn to be better negotiators.

Moods/Emotions in Nagotiation 1o moods and emotions influence negoii-
ation? They do, but the way they do appears o depend on the type of negota
ton. In distributive negotiations, it appears that negotiators who show anger
negotiate hetter outcomes, beeause their anger induces concessions from their
opponents. This appears 1o hold true even when the negotiators ave instructed
to show anger despite not being truly angry.

In integrative negotialions, in contrast, positive moods and cmaotions
appear to lead to more integrative agreements (higher levels of joint guin).
T'his may happen because, as we noted 1n Chapter B, positive mood is related
Lo creativine ¥

Gender Differences in Negotiations Do men and women negotiate differ
ently? And does gender affect negotation autcomes? The answer 1o the (rst
question appears 10 be 1. The answer to the second is a qualified yes. #

A popular stereorype is that women are more cooperative and pleasant in
negotiations than are men. The evidence doesn’t support this beliei. However,
men have been found to negotiate better outcomes than women, although the
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fespociad for her mteiligrnce,
de

confidsnt negotiating skills, and
suceessiu! outcomes, Christin
Lagarde was appeinted by French

President Nichcolas Sarkozy to the
powerful position of minister for the
econamy, inance, and employment.

As the first female finance minister
of 2 G-8 nation, Lagarde brings to
her new post experience as the
trade minister of France, where she
used her negotiating skiils in
bioosting French exports by 10
nercent. Betfore that, Lagarde was
noted iabor end antitrust lawyer for
the glohal law firm Baker &
McKenzie. Among her tasks,
Lagarde must negotiate with
France's trade uniops to charige the

country's labor faws, incuding o

raising the 25-hour workweek, to
help boast the nation’s sluggish
eTanomy.

Negotiation

due to men and women placing divergent vaiues on outcomes. “It is possiblel

that a few hundred dollars more in salary or the corner office is less impor
to women than forming and maintaining an interpersonal relationship.¥7 -

10 a confuslon between gender and the lower degree of power women typxca]l,
hold in most ]a'ge organizations. Because women are expected to be “nice’ and%fér
men “tough,” rcsearch shaws that, rejative io men, women are penalized whe)
they initiate negotlauon 4 What's more, when WOmEn and men actuaﬂy

a self-fulfilling prophecy, rcmforcmg the st ereotvplcai gender d;fferencés, :
between male and female negonators 4 Thus, one of the reasons why negoua-

WHAT'S MY NEGOTIATING STYLE?

In the Self-Assessment Library {available oaling), take assessment ILC.6 (What's My Negaotiating
Styde?).

In addition to the other party’s atdtudes and behaviors, the evidence 2
suggests that womert’s own atitudes and behaviors hurt them in ncgomauo
Managerial wormnen demonstrate less confidence in anuc1pat10n of negouau
and are less satisfied with their performance after the process is complete, evellzs
when their performance and the outcomes ihey achieve are similar to those quféﬁ
men.?? This larter conclusion suggests that women may unduly penahze themkgs
selves by failing to engage in negotiations when such action would be in the
best interests.
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own outcomes, caupled with a
strang dasive to obtain the best out-
comes, led 1o the most favorable
negotiation 1&suits.

However the degree ta which
this particular strategy resulied in
bette; oLtcomnes depended on the
negotlatihg partner. The resufts
showed that being self-serving and
having a high negotiation yoa! level
resulted in higher autcemes'(in this
ase, profits) only when the negath-
21ing ONPONENT was other-serving.
Negotiators from the Uriited States
are more likaly to be seli-serving
and have high goal levels: In China
and Japan, however, there is a

from China and Japan because
Arnerican negotiators tend to be
more cancerned with their own out-
comes, semetmas at the expenss
of the other party.

Though this study suggests that
being seif-serving can be beneficial
in socme siiuations, negotiatars
should be wary of being tao seif-
serving. U.S. negatiaters may banea-
fit from a seff-serving negotiation
positien and a high goal level when
negotiating with individuals frorn
China or Japan, but being too self-
serving may result in damaged relz:
tionships, leading to less faverable
ouicomes m the long run,

the hest overall

1 riogotiators with an

asocial’ orientation
ovel in other wards,

combuaing 2 seif-serving

18g0Tanon positon, where one s

~focused only on maximizing ane’s

greater likelihood that negotiators
are other-serving and thus are more
concerned with others’ outcomes.
Consaquently, negotiators from the
Unitad States are likely to obtain
better autcomes for themselves
when negotiating with individuals

Source: Based on Y Chen, E_ A, Mannix,
and T Okumura, “The imporiance of Who
You Meet: Effecis of Seli- Versus Other-
Concerns Among Negotiators in the United
States, the People’s Republic of China, and
Japan,” Journal of Experimental Social
Psychalogy, January, 2003, pp. 1-15.

o
y

d Third-Party Negotiations

2_ e — - To this point, we've discussed bargaming in terms of direct negotis-
N tsacss the rolvs and funclions of third- | Tions. Occasionally, however, individuals oy group TEPIeSEHLATIVES
" party pecatations. ‘ 1‘@3Ch a sm}e_m'me ar}d are unable to resolve their dlffe_rcnces through
. . direct negotiations. In such cases, they may turn to a third party to help
PR B T ~ thewn find a solutdon. There arc four basic third-party roles: mediator,
i 4 arbitrator, conciliator, and consultanc.™

1. ; A mediator is a neutral third party who facilitates a negotiated solution by

using reasoning and persuasion, suggesting alternatves, and the like. Mediators
arc widely used in labormanagement negotiations and i civil cowrt disputes.
The overall effectiveness of mediated negotiations is fairly impressive. The
settlement rate is approximately 60 percent, with negotator satisfaction ar abow
7% percent. But the sitwation is the key to whether or not mediation will succeced:
the contlicting parties must be motivated to bargain and resolve their confiict. In
addition, conflict intensity can’t be oo high; mediation is most eflective under
noderate levels of conflict. Finally, perceptons of the mediator are IMpOrGant
3 be effective, the mediator must be perceived as neutral and nencocrcive,

An arbitrator is a third party with the authority o dictate an agreementt.
Arbitration can be voluntary (requested by the parties) or compulsory (forced
on the parties by law or contract). The big plus of arbitration over mediation is

¢

mediater A rneuvtral third party who
facilitates & negotiated solution by
using reasoning, persuasion, and
suguerstienis for alternatives.,

arbitrator A third panrty to a N
negotiation who has the authority to
dictate an agreement.
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g 'were plawng them off one another, the
“two executives knew their differences

B B _ ._ PR S headed off personiality conflicts at the

”Marriage COUHSE“I"IQ'-’ pass with 2 4 years of joint executwe-

i ' e coaching sessions.

: for the TOp BOSSES - . Alhough such jo:nt coachmg ses-
. sions.are hrghly unusua] both Clark
and Fumarell [it was hrs idea) cred:t

. the weekly sessions fer helping, them

.‘WOH( through the:r drfterenoes

: said Clark

P That the two top exeoutrves of a .
company conflicted with one- another is.
_no surprise. What's surprrsmg is what
they did about it. -
When Watermark, a strugg!mg make.

of kayaks and car racks broughtrn a
new executive team, the top Iwo exec-
|  tives came from very different back-. .

. grounds. CED Jim Clark; 43, was an awd
i _hunter and outdoorsman. COO Thorrlas

-~ Fumarelli, 50, was an urbane profes- ..
- sionat used.to high finance in New York -
g . and Parts Beoause the orgamzatlon Wz
‘ "strugghng, w:th anx:ous emplovees Who .

o Early on the coa'ches a;;ked Clark
and Fumarelh what they needed trom
'another Chark said that he needed

e

face at a fater time.

Global Implications

Conflict and Culture
y Describe cultural differences in

negatiations.

" need \iatidatioo 'ao'd édppo'rt'fro'

* U'were likely to overwheim them. So they - a

ltwas . Fumarellis responsrhrl:ty “Very, earl

- hought Watermark both Ieft the co
. Buteventhen,the two used coact
.,-'_Fumarelh to be- his eyes and ears for AR r

. -‘Marriage Counseling
o July 31

that it always results 1n a settlement. Whether or not there is a negatlve side
depends on how “heavy-handed” the arbitrator appears. If one party is left feel-"
ing overwhelmingly defeated, that party is certain to be dissatisfied and unlikel
Lo gracxousiy accept the arbitrator’s decision. Therefore, the conflict may resur

A conciliator is a trusted third party who provides an informal communicatior
link between the negbtiator and the opponent. This role was made famous by
Robert Duval in the first Godfather filin. As Don Corleone’s adopted son and
lawyer by training, Duval acted as an intermediary between the Corleone famil
and the other Mafioso families. Comparing its effectiveness to mediation ha
proven ditticult because the two overlap a great deal. In practice, conciliators typ
cally act as more than mere communication conduits. They also engage in fac
finding, interpreting messages, and persuading disputants to develop agreements.”

A consultant is a skilled and impartial third party who attempts to facilitat
problem solving through communication and analysis, aided by a knowledge of,
conflict rpanagement. In conirast to the previous roles, the consultant’s role i
not to setile the issues, but, rather, to improve relations between the conflicting
parties so that they can reach a settlement themselves. Instead of putting forward
specific sohutions, the consultanrries to help the parties learn to understand and:’
work with each other. Therefore, this approach has a longer-term focus: to build
rew and positive perceptions and attitudes between the conflicting parties.

Although there is relatively little research on crosscultural differences in
conflict resolution strategics, some research suggests differences between
U.S. and Asian managers. Some research indicates that individuals in

reallzed the hudget should pnmarrty

2006,p.B1; B




Summary and Implications for Manazers HIF
¥ : 3

Japar and in the United States view conflict differcmly. Compared to Japanes
3 negotators, thelr U.S. counterparts are more likely to sce ofters from thelr conn
: terparts as unfair and 1o reject them. Another study revealed thul whereas U5,
managers were more likely to use competng tactics in the face of conflices. con
promising and avoiding are the most preferred methods of conflicr munagement
in China,®

Cultural Differences in Negotiations

Compared to the research on conflict, thereuis a lot more vesearch on how
negotiating styles vary across national cultures.® One study compared 1.8, and
Japanese negotiators. These researchers found that the Japanese negouaions
tended o communicate indirectly and adapt their behaviors o the sitnation.
A follow-up study showed that whereas among U.S. managers making early
offers ted to the anchoring effect we noted when discussing distributive negoti-
ation, for Japanese negotiators, early offers led to more information sharing
and better integrarive outcomes.”;

Another study compared North American, Arab, and Russian negotiators ™
North Americans tried to persuade by relving on facts und appraling o logic,
They countered opponents’ arguments with objecuve facts. They made small
concessions early.in the negotiation to establish a relationship and usually reci-
procated opponents’ concessions. North Americans treated deadlines as very
; important. The Arabs uied to persuade by appealing to emotion. They courn-
tered opponents’ arguments with subjective feelings. They made concessions
throughout the bargaining process and almost always recipracated opponents’
concessions. Arabs approached deadlines very casually. The Russians based
e their arguments on asserted ideals. They made few, if any, concessions. Any con-
; cession offered by an opponent was viewed as a weakness and atmost never
reciprocated. Finally, the Russians tended to ignore deadlines.

Another study looked at verbal and nonverbal negotiation tacties exhibiled by
North Americans, Japanese, and Brazilians during hail-hour bargaining ses-
sions.” Some of the differences were particularly interesting. For instance, the
Brarzilians on average said “no” 83 tmes, compared to B times for the japancse

Ll d i,

" and 9 times for the North Americans. The Japanese displayed more than 5 pert
ods ol silenice lasting longer than 10 seconds during the 30-minute sessions. North
3 Americans averaged 3.5 such periods; the Brazilians had none. The Japancse and

North Americans interrupted their opponent about the same number of tmes,
but the Brazilians interrupted 2.5 to 3 times more often than the North
Americans and the Japanese. Finally, the Japanese and the North Americans had
no physical contact with their opponents during negotiations cxcept for hand-
shaking, but the Brazilians touched each other almost 5 times every hall hour

summary and Implications for Managérs

Many pecple automatcally assume chat conflict is related 1o lower group and
organizational performance. This chapter has demonstrated that this assump-
uon is frequently incorrect. Conflict can be either constructive or destructive o
the functinning of & group or unit. As shown in Exhibir 15-8, levels of contlic

conciliator A rrusted third party who consultant An impartial third party,

. provides an informal communication skilled in conflict management, who
link between the negotiator and theé - attempts to facih'_l"ate creative problem
oppONent. : B selving through eommunication and

analysis. .-
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(High)

Unit Performance

[Low] = Level of Conflict

ncooperative

can be either too high or too low. Either extreme hinders performance. An opti;
mal level is one at which there is enough conflict to prevent stagnation, sumulate
creativity, allow tensions to be released, and initiate the seeds for change, yet
so much as to be disruptive dr to deter coordination of activities.

What advice can we give managers faced with excessive conflict and thé
need o reduce it? Don’t assume that one conflict-handling intention will atways
be best! You should select an intention appropriate for the situation. The fOl.
lowing are some guidelines;®”

O

& Use competition when quick, decisive action is vital (in emergencies), on
inportant jssues, where unpopular actions need to be implemented (in CQEE
cutting, enforcing unpaopular rules, discipline), on issues vital to the organt
zation’s welfare when you know you're right, and against people who take
advantage of noncompetitive behavior, ;

®  Use collgboration to find an integradve solution when both sets of concem
are too important to be compromised, when your objective is to learn, to
nierge insights from people with different perspectives, to gain commitmen
by incorporating concerns into a consensus, and to work through feelin'g?
that have interfered with a relationship.
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Sumimary and Implications for Managers

e Use quordance wher an issue is wivial or when more important issues are
pressing, when you perceive no chance of satisfying your concerns, when
potential dmupti(m outweighs the benelits oflwolutmn to let people cool
down and regain perspective, when gathering mformarion supersedes
irmmmediare decision, when others can resolve the conflics inore eftectively,
and when issues seem tangental or symptornatc of other issues.

= Use accommodation when you find that you're wrong and to allow o better
position o be heard, o learn, and o show your reasonableness, when
issues are more important to others than to yoursclf and o sausfy others
and maintain cooperation; to build social credits for later issues; (o min'~
mize loss when you are cutmatched and losing; when harmaony alld stabyt
are especially importany; and o aliow melo}us to develop by | c.nnmg
from mmaka

= Qlse (o-)zzj)fq1?a.fse wihen aoals are lmwmtan but not worth the effory of DOLEN
tial disrupnion of more assertive apploaches, when opponenis withy equal
power are comniitted to muually exclusive goals; 1o achieve temparary sci-
tements to complex issues; to arrive al expedient solutions undey tme pres-
sure; and as a bad\up when collaborzation or competition 1s unsuccessful,

Negotiation is an ongoing activity in groups and organizations. Distributive bar-
gaining can resolve disputes, but it often necra{ivei‘)’ affects the sausfaction of
one or more negetiators because it 1s focused on the short term and hecause 1
is confrontationzl. Integrative bargaining, in conwast, tends (o provide out-
comes that satisfy all parties and that build lasting relationships. When engaged
in negotiaiion, make sure you set aggressive goals and try to find creative ways
ta achieve the goals of both parties, especia ly when you value ﬂ]t’ lonig-tenm
refationship m[h the other party. That doesn’t mean “giving in” on your self-

interest; rather, it means trying to find creative solutions that give both partkes
what they really want '

i



954 CHAPTER 15 Conflict and Negotiation

' o5 brisfly review how anmuianng wnﬂmt Gan pmwda bcnsms o * 0 general, confiicts are dysiunctional, and itis ong of Manage:
5L0 the organization:. . - . . _ L ment’s major respansibilfities ta keep confiist intensity as lg
: s Y R {/as humanly passible. A few paints suppart this case:

e Conflict is @ means to solve prohlems and bring about redical o The neaative consequences from conflict caa be devamatmgr
i change. ltf's an effective ‘device by ‘which. management cail The tist af negatives associated with canfiict is awesame. Ths
: drastically channe the existing power structure current inter- SR mast obvious negatives are increased turnover, decrea
: action patterns, and entrenched attrtudes lfthere isna conﬂjct' emplayee satisfaction, inefficiencies between wark units, sa
" #t means the real prablems aren tbemg addressed ’ _
e Conflict facilitates greup cuhesweness Whereas cenfhct S
increases hustihty befween gra "p ¢ terna& threats tend to' '

especaalym bad times : .
e Conflict |mprnve5 group and nrgamzatmnal‘,_

Groups ar arganizations; devoid’ of conflictare hkely 10 suﬂerfrﬂm_.: _ ®
apathy, stagration, graupthink, and’ uthe{—debahtatmg diseases,n

fact, mare nrqanizatmns orobabily fail because Ihey haye- mo hm'e :

conflict,. not because they have ‘o0’ much SEHQI’]HHO"I is the ’

* biggest threat to drganizatmns but. since it occurs slewly, sl canflicts with his baard of directars. It's passible they're ca
effects ofien go ennoticed until itstoo:late: Cenfhct can: 'dreak. EEEE placent, but we think it's more likely because Berkshi
complacency---thaugh most afus d0n1i|ke cnnﬂrct lt uf'ten Is the B
last best hope of savmg an erganrzahon" B

sum of the parts. Management creates teamwark by minimizir
internal canflicts and facilitating internal coordinatian,

Hathaway is a well-run campany, daing what it should, and
avoiding canflict as a result.




Ques fions for Review
] wnot 15 aontliot?

8 \winai are the differences among the traditional, human
'
IEEETILZ)HS,M.LJ irteractionist views of conflict?

tare thi steps of the canflict process?

# Wi s n=gotiation?

5 WwWhat are the differences between distributive and
integretivae bargaining?

Think and o

] wWhat wroblemns might Indians have in negotiating with
peopie from collactivist cultures like China and Japan in
~:comparison to nagotiating with Americans?

cartizipation is an excellent method for identifying dif-
¢ ferencas and resclving conflicts.” Do you agree or disagree?
Discuns.

Lo Framyour own experience, describe a situation you

ware irvolesd in, where the conflict was dysfunctional.

Experiential Exercise
A NEGOTIATION ROLE PLAY

v decdyned bo hefp vou develop your negoliating

s fu fveak ito patrs. One person wall play the
rprirbment supervisor The other person will
W hoss. Both participants showld read “The
“and then their role ondy.

Rt o L

cereiraleon,

s,

The Situation
Koo and O fowark for Adidas in New Dethi. Kapoor
suprryizes wresearch laboratory, C L is the manager of

1 icconand developinent Kapoor and CJ. are former

q  colicge rinnens who have worked for Adidas for more

4 than tocar C] has been Kapoor's boss for 2 vears, One
of hapror s emplovees has gready impressed Kapoor. This

emplosco s Mrinaling, Mrinaling was hived 11 months ago.
She s Zivewrs ald and holds a master’s degree in mechan-
ical cnuineening, Her entry-level satary was INR 240,000
hoganna teded her that, in accordance with corpo-

Qo Ve
Fatione palevoshe would receve an initial performance
vl o Gonenths and a comprehensive review after

Pvenrs oaed on hier perforinance record, Mrinaling was

i
3

Experiential Exercise 35

R

What are the five steps in the negotiation process?

2

¢ How do the individual differences of personality and
gender influence negotiatians?

|9 . .
(3 What are the roles and functions of third-party
negotiations?

'\ . .
< How does culture influence negotiations?

Describe another example, from your experience, where the
conflict was functional. Now analyze how the other parties
in both the conflict situations might have interpreted the sit-
uation in terms of whether the conflicts were functional or
dysfunctional.

;
4 mssume a Canadian had to negotiate a contract with
someone from Spain.What problems might come up?
What suggestions would you make o help facilitate a

settlement?

told she could expect a salary adjustment at the tme of
the l-year evaluation.

Kapoor's evaluation of Mrinalini aftcr 6 months was
very positive. Kapoor commented on the long hours
Mrinalini was putting in, her cooperative spitit, the fact
that others in the lab enjoved working with her, and that
she was making an immediate positive impact on the
project she had been assigned. Now that Mrinalini's first
anniversary is coming up, Kapoor has again reviewed
her performance. Kapoor thinks Mrinalini may be the
best new person the R&D group has ever hired. After
only a year, Kapoor has ranked Mrinalini as the number-
three performer in a department of 11.

Salaries in the department vary gready. Kapoor, for
instance, has a base salary of INR 540,00C, plus cligibility
for a bonus that might add another INR 150,000 to
300,000 a year. The salary range of the 11 department
mermbers 1s INR 200,000 to INR 380,000. The individual
with the lowest salary is a recent hire with a bachelor’s
degree in physics. The nvo people whom Kapoor has
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rated above Mrinalini earn base salares of INR 300,000
and INR 380,000. They’re both 27 years old aned have
been at Adidas for 3 and 4 vears, respectively, The
median salary in Kapoor's department is INR 280,000.

Kapoor's Role

You want 1o give Mrinalini a big raise. Although she’s
voung, she has proven to be an excellent addition to the
department. You don’t want to tose her. More impor-
tantly, she knows in general what other people in the
deparument are carning and she thinks she’s underpaid.
The company typically gives 1-year raises of 5 percent,
althougl 10 perrent is not unusual, and 20 to 30 percent
increases have been approved on occasion. You'd like o
get Mrinalini as large an increase as G.J. will approve.

C.J.'s Rele

All vour supervisors typically ry to squeeze you for as much
money as they can for their people. You understand this
Lecause you did the same thing when you were a supervisor,

IS IT UNETHICAL TO UE, DECEIVE, OR COLLUDE DURING NEGOTIATIONSE

In Chapter 11, we addressed lying in the context of com-
municztion. Here we return to the topic of lying but
specifically as it relates to negotiation. We think this issue
is important because, for many people. there is no such
thing as lying when it comes to negotiating.

It's been said that the whole notion of negotiation is
buil on ethical quicksand: To succeed, you must decelve,
Is this true? Apparently, a lot of people think so. For
instance, one study found that 28 percent of negotiators
fied about at least one.issue during negotiations, while
another study found that 100 percent of negotators
either failed to reveal a problem or actively lied about
it during negotiations if they were not directly asked
about the issue. Why do you think these numbers are so
high? The research on negetation provides numerous
exainples of lying giving the negotator a strategic
admntage.f’9

We can probahly agree that baid-faced lies during nego-
liation are wrong. At least most ethicists would probably
agree. The universal dilemma surrounds the little lies:
The omissions, evasions, and concealments that are often
necessary to best an opponent.

Source: Based on R. Cohen, “Bad Bidness,” New York Times Magazine, September 2, 2006, p. 22; M. E. Schweitzer, “Deceplon i
Negoliations,” in 8. J. Hoch and H. C. Kunreuther (eds), Wharten on Making Decisions (New York: Wiley, 2401}, pp. 187-200; an
M. Diencr, “Fair Enough,” Entrepreneur, January 2002, pp. 100-102.

but your boss wants (o keep a lid on costs, He wants you o
keep raises for recent hires generally in the 5 to 8 percent
range. In fact, he's sent a memo to all managers and sy
sots saylng this. He also said that managers will be evaluagey
on their ability to maintain budgetary controi. However, y
baoss is also concerned with equity and paying people what
theyre worth. You feel assured that he will support any s
recommendation you make, as long as it can be justfied, ™
Your geal, consistent with cost reduction, is to keep sa!ary
increases as low as possible.

The Negotiation

Kapoor has a mecting scheduled with C.J. to discuss
Mrinalini’s performance review and salary adjustment,
Take a couple of minutes to think through the factsin
this exercise and to prepare a strategy. Then yvou have
to 15 minutes to conduct your negotiation. When YDuit
negotiation is complete, the class will compare the varg:
ous strategies used and pair outcomes. :

During negouations, when 1s a lie a lie? Is exaggeratings
benefits, downplaying negatives, ignoring flaws, or sayin
“I dor’t know” when in reality vou do considered lying?
declaring “this 1s my final offer and nonnegotiabic™ (evi
when you're posturing) a lie? Is pretending to bend over
backward to make meaningful concessions lying? Rather
than being considered unethical, the use of these “lies”
considered by many as an indicator that a negotiato
strong, smart, and savvy. g

Or consider the issue of coiluding, as when two bidd_eg
agree not to bid against one another in an (concealed
effort to keep the bids down. In some cases, such collusiqggf
is illegal, but even when it isn’t illegal, is it ethical?

Questions _
1. When are deception, evasiveness, or collusion out ol
bounds?
2. Can such tactics be legal and still be unethical?
3. Isit naive to be completely honest and bare your soul 8
during negotiations?
4. Are the rules of negotiations unique? Is any tactic
that will improve your chance of winning acceptabl
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gize 1o the faus.” Though the repeccussions to the league
and its players are obvious, canceling the season also had
ramifications on a broader level,including lost revenues
for local businesses and NHL game merchandise siles.
S0, why did Beuman cancel the season? |
issuc was a satary cap, but Goodenow suid, “the plavers
never asked for more money. They didn’twant o be locked
out. Gary owes e apology. He stared the lockout. We've
done an
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awiul ot oy te get to o fair resclatou.”
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atteripted to lower the average salary trom $1.8 million
per year to $1.3 milhon per year—a 28 perceni decrease.
The league’s reason? Although the NHLU's total revenue
pad reached $2.1 bLillion a year, players were paid 75 per-
cent of this revenue. According to the league, this high
percentage kept the league from being profitable and
directly contributed to the league's loss of $479 million
over the past two seasons. The player’s union then coun-
teved with an offer 1o reduce salaries by 24 percent rather
than the 28 percent the league wanted. Bettman then
tried an alternative solution: to persuade the union to
accept a salary percentage of no nore than 55 percent of
league revenues. Instead of reducing pay to an average
ievel, this proposal would link players’ pay to the leagues’
revenues, which could fluctuate up or down. The league's
players opposed both ideas until Bettman and the NHL
team owners offered a salary cap that did not tink payroll
and revenue. At this point, negotiations looked promising.

However, neither party could agree on an amount. The
owners offered a cap of $40 million per team and then
increased it to $42.5 million. But the players wanted a cap
ot $52 million per team and then lowered their proposal
1o $49 million. Although the dollar difference in this
round of negotiations amounted 0 only 6.5 miilion, nei-
ther side could agree, negotiations stopped, and the sea-
son was cancelled.

Satd Goodenow, “Gary gave us a final offer, a take-it-or-
leave-it offer. We made a counterproposal and events
ground te a halt.” A reporter asked both sides whether
they would have accepted a compromise of around $45
niillion per team. Such a compromise may have saved the
season. Bettman stated, “If they wanted $45 million, I'm
not saying we would have gone there, but they sure should
have told us.” Goodenow, however, wouldn't speculate:
“[he whatifs aren’t for real.” ‘

So how did the wo sides eventnally get the players
back on the ice? They agreed to a 6-year deal thatser a

Source: Based on J. Lapointe, and R. Westhead, "League Cancels Hockey Season in Labor Battle,” New Yol Times, February

2005, p. Al

Endnotes

1. 8. Gray, "Ketchup Fight: Peltz, Heinz CEQ Go at It,” Wall
Sireet Journal August 4, 2006, pp. Ci, C5,

2. See, for instance, C. F. Fink, “Some Conceptual Difficulties
in the Theory of Social Conflicl,” Jousnal of Conflict
Resolution, December 1968, pp. 412-460; and E. Infanie, “On
the Delinition of Interpersonal Conflict: Cluster Analysis
Applied to the Study of Semantics,” Revistn de Psicologin Socal
13, no, 3 (1998), pp. 485-493.

3. 1. L. Putnam and M. . Poole, “Conflict and Negodation,” in F.
M. Jablin, L. L. Putnam, K. 1. Roberts, and L. W. Porter {eds),

salary cap of $39 million per team for the 200:120(}6
son. (Remember thai the players wanted 3 c
$49 million.) Many players were unhappy with th
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1

Intelligence &
Surveillance

Definition, Aim, Scope and basic principle, types
and process of intelligence at various stages, type of
sources, selection

Role of intelligence in industrial establishment in
connection with trade unions, labour unrest
prevention and detection of crime, scope and
limitations.

Selection and training of intelligence staff and their
duties.

Documents to be maintained, reports and returns to
be submitted, daily situation report.

Cultivation, Planting & Handling of Sources

Surveillance - Introduction

Need and importance of surveillance methods

Shadowing, Planning & precaution, Quality of a
shadow, observation.

Enquires & Reports

Occastons when enquires must be conducted

Process of Enquiry

Place of occurrences

Road Accidents

Incidents to be reported to police

Examining Witnesses

Interrogating an offender

Legal Limitation

Writing an enquiry report

Submission of enquiry report

Practice of Report Writing

Plant Protection Scheme
and handling of strikes/

‘| Lock out

Introduction

Object of the scheme

Potential Dangers

Implementation of the scheme

Principle and general aspects of security

Various phases of emergency

Mobilisation of force/ manpower

External security arrangements

Internal security arrangements

Operation of the scheme

Intelligence duties

Conveyance

Role of Security Officer

Investigation &
Panchanama

Introduction

Methods of mvestigation

Basic features

Panchanama




Drafting Investigation report & Panchanama

Legal aspects

Radiation Detection,
| equipment & Nuclear/

Atom, Element

Stable & Unstable nuclides, Radioactivity

Radiological Emergency.

Detection & Measurement

Natural & man made radiation sources

Introduction to exposure, dose & dosimetry

Radiation Protection

Internal radiation exposure & personnel protective
clothing

licit trafticking of radioactive matenals

Nuclear weapons, Radiological Dispersal Device
(RDD), Improvised Nuclear Devices (INDs) &
Terrorism.

Sabotage

Introduction

Definition

Saboteur

Targets of saboteur

Methods of sabotage

Preventive measures

Plan to minimize sabotage damage

10

Espionage

An Overview

11

Security Procedures

As per DAE Security Manual 2016

13

Civil Defence

Civil Defence Organisation

Aims and Object

Functions of Civil Defence Services

U.X.B and Reporting

L

14

Fire

Fire Triangle

Classification of Fire

First Aid Fire Equipments

Reference Study Material for Paper Il & IV: DAE Security Manual — 2016, Bare Acts, OL Rules, Dept. Security
Instructions, Radiation Safety Training Material- issued by RSSD, Civil Defence and BARC etc.



