Government of India
Department of Atomic Energy
Centralised Cadre Section
Anushakti Bhavan,
C.S.M. Marg,
Mumbai- 400 001

No.19/2/2019-CCS/F54§ June ]q 2019

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 nuclear 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-!ll. 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-lto IV.
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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 (PPS)

1.}

PPS Objectives

PPS Conventions &
Concepts

Risk based PPS
measures

Graded approach

| PPS Functions:

Sustainability of
PIC e oo

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

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

Facility characterization

Security survey — Types & Procedure,
Targets/Vital Area I[dentification,

Radiation Considerations and PPS

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

L I

Overview of Design, Evaluation Process Outline
(DEPO)

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

¢ Ouality Assurance




. Standih_g Operating Procedure (SOP)
* Security Audit
¢ Vulnerability Test

1.2

PPS Measures

Intrusion Detectton

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

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, DF MD& 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)
e On —site and off-site Response Force

» 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 IAEA Nu. Security Publications |
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| Sr.
No.

Main Topic

Sub-Topic

Bﬂarkémq
100

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
Rict 146 to 148
- Affray 159 160

Sec. 161, 162, 163

Sec 268

Sec 279

Offences atfecting 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 39!

Criminal misappropriation of property 403
Criminal breach of trust : 405, 406, 408, 409
Criminal trespass: 441, 447

House Breaking 445

Forgery 463 to 476

CrP.C.

e e ol e

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

Police custody and jail custody

Arrest by private person and procedure on such
arrest




R

. Act of Laws & Instructions

ER 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)

(4)

(6)

(7)

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(CCA), 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.
Robbins 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.
% e ok ook o
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Constantly talking isn't

necessarily communicating.

—Joel in Eternal Sunshine of

7 the_Sp_otless Mind_

After Studyihg 'f_hiﬁ_ chapter, you should be able to:

. 1 'Ide,nti;fy"the main furictions of 4 ‘Contrast oral, written, and % 7 Shaw how channel richness
. communication. o ; nonverbal communication. - underlies the choice of

2 \ o : 5 communication channel.
Describe the communication : Contrast formal communication

: process and distinguish between . netwarks and the grapevine. ‘ 8 Identify common barriers to

y formal and lnformai commiunication. 6 | q effective communication.
] ’ Analyze the advantages and

N 3 Contrast downward upward and challenges of electronic : n 9 Show how to overcome the T
» lateral communication and provide . communication. . | potential problems in cross-cultur2
i examples of each. : ¢ communication.




lthough gossip often seems benic | it can
have some pretty serious consequence
F Just ask four former erm:r!c:yefec of the Town
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11,721), who were fired by the town council for gossiping
about their boss. {Pictured below: from left, Sandra Pipe:,
Joann Drewniak, Jessica Skorupski,and Michelle Bonsteel.)
The longtime employees—two administrative assic-
tants and two depariment heads—were fi 1red because
one had referred fo the town administrator in Coivgatory

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.”

379
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- B Branch, an attorney representing the four women, said his cli
were “legitimately questioning the conduct of their supervisor:
whether the female subordinate was getting preferential treatmeli
almost cheapens it to call it gossip. it might have been idle, not pag
tarly thoughtful, talk. But there was no harm intended.”

The fired employees—NMichelie Bonsteel (code enforcement off
Sandra Piper (tax assessor), and Jessica Skorupski and Joann Dre\j@ s

(both administrative assistants)—who have come to be known as
“Hooksett Four,” also claimed they heard the rumor of the affair from
town resident, who questioned the iate hours shared by the admi
tor and his female subordinate.

Some employers have policies against office gossip. Balliet}
Oklahoma City department store, recently added a maiiciousngiéﬁ :
paragraph to the store’s personnel policies and procedures mahﬁ
reads;"Malicious gossip by employees about other employees
tomers is sirictly forbidden, as is researching personal information
employees or customers on the Internet or other records. Viola
this policy may result in immediate termination of employmen
policy grew out of two incidents that occurred recently—one in
after-hours socializing led to things being said about people at work
the other in which three employees went online to check out a situgg
about a coworker. “Both created enormous tension in the store,“éyc
Bob Benham said. “Someone wouldn't talk to someone else, credf
mood customers could feel”

Since they were fired, the Hooksett Four have appeared on Good Morig
America, and they are considering their legal options. A petition calfing
their reinstatement was signed by 419 Hooksett residents and forwarded
the town council. “If we didn’t fire them, we would have been sued forsqgg@ﬂ
harassment and malicious slander.We would have been liabie fora lawsgﬁ
we had done nothing,” said George Longfellow, town council chair.: ;
definitely not going away, that's for sure,” Drewniak said. “They wrongft y
fired me,and | shouldn't be out of work.” i

213
s

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

cation. In this chapter, we'll analyze the power of communication aIlC}

in which it can be made more effective. One of the topics we'll discuss!?
sip. Consider the following self-assessment and how you score an your attl
toward gossip at work.

the preceding examples illustrate the profound consequences of coml
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AM | A GOSSIP?

alahls onlinel take assessment IWE3 (Am [ a Gossip?) and

inthe Seif-Assessment Library {av

the followving quesiions.

O e S G [ ac?
NSO FEBDVE L0 YGUr Cigssmales !

\
}
7 00 veu think gossiing 15 morally wrong? Why or wihy not?

U

Gossip 1$ One commuIncaton ssue. Therc are many others. Research indicates
that poor communication is probably the most frequently cited source of inter-
persenal conflict.? Because individuals spend nearly 70 percent of thew waking
hours communicating—writing, reading, speaking, kstening—it seeros reason-
able 1o conciude 1hat one of the most inhibiting forces to successful group per-
formance is a lack of effective communication. Watson Wyart’s 2003-2004 and
2005-2006 studies on communication found that communication effectiveness
leads to enhanced organizadonal performance. Companies that communicate
effectively are 4.5 times more likely to report high levels of engagement and
90) percent more likely to report lower turnover rates.” And goad commiunica-
tion skills are very 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 skills has been stressed
through numerous tales of King Akbar and Birbal, his wise minister. One such
story is presented in Exhibit 13-1. Ne individual, group, or organizaton can
exist without communication: the transfer of meaning among 1ts members. [t is
only through transmitting meaning from one person to another that inferia:
tion and ideas can be conveyed, Communication, however, is more than merely
imparting meaning. It must also be understood. In a group in which one mem-
ber speaks enly German and the others do not know German, the madividual
speaking German wili not be fully understood. Therefore, communication must
include both the transfer and the undersianding of meaning.

An idea, no matter how grear, is useless untl it is transmitted and under-
stood by others. Perfect communicalion, 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 samez. 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 Mulla Do Piaza, a senior min-
ister in Akbar's cabinet. Birbal then directly asked hirm, "Mulla, what were you hefore
becoming a minister?” Muila replied that he was a soldier. Birbal then asked him what the
profession of his ancestors was. Mulla said that they too were soldiers. Birbal then asked
him, “What did they die of?” Muila replied that his father died while fighting in a battie-
field, and so did his grandfather. Birbal then told him that sotdiering is not 2 good profes-
sion, and surmised: “All of his majesty’s ancestors were kings and they died in bed. So, it
would be dangerous tosteep in a bed—wouldn't it7”

Source: Birbalnama

mmunication The_t'fan.sferand,_;: -

derstanding of meaning.- -
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when a thought or an idea was ransmitted so that the mental picture percey,
Ly the 1'&&:1\“1’1' Was f,‘xactl)-’rlhc sanme as Fhat_ em:'isionr:d by the sender. Al[holig'h
elementary in theory, perfect communication s never achieved in practice;
reasons we shall expand on later in the chapter. :

Before making too many generalizations concerning communication
problems i communicatng eftectively, we need to review briefly the func

that commumication performs and describe the communication process,

Functions of Communication

Communication serves four major functions within a group or organizat
control, motivation, emotional expression, and information.?
Communicaton acts to control member behavior in several wy
Crganizations have authority hierarchies and forma! guidelines 1
employees are required o [ollow. For instance, when employee
required to communicate any johrelated grievance to their immeds
boss. to follow their job description, or to comply with company
cies, connmunication is performing a contrel function. But informal com
cation also controls behavior. When work groups tease or harass a membery
produces too much {(and makes the rest of the group look bad), they are e
mally communicating with, and contrelling, the member's behavior.
Comnunication fosters wmotivation by clarifying to employees what is 9 :
done, how well they are doing, and what can be done to improve perform m@&g
if 1t’s subpar. We saw this operating in our review of goal-serting and reinf (cgs =

%

ment theories in Chapter 6. The formation of specific goals, feedback

E- - et o e
i

§  identify the main functions of

communication.

motivation and require communicaion.

For many employees, their work group is a primary source for social int
tion. The communication that takes place within the group 15 a fundamer
mechanisim by whicl 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
from generation to generation
through “tacit understanding,”

a common communication method
used in the confarmist and subdued
japanese culture. Teday, however,
as a global organization, Toyota
transfers knowladge of its production
rmethods 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, and lectures.




. and distinguish between formal and informal

~rommunication.
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Communication, therefore, provdes a release for the emotional expression of fecl:
ings and for full ilirnent of social needs,

The fnal function that communicaton Pt_l’f(}IITlS relates to its role 1n ldLIllldUIl"
decision making. [y prov ides the wfurmation that individuals and groups ne ed 1o
mahe decisions by ransmiing the data to identfy and evaluate alternative cholces.

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

The Commurnication Process

Describe the communication process

Before commuuication can take placc, a purpose, exprcssed B5 0 T116 %
sage to be conveved, is needed. 1t passes between a sender and a
recetver. The message is encoded (converted to a symbolic form) and
passed by way of some medium {channel) to the receiver, who
retranslates {decodes} the message initiated by the sender. The result
15 ransfer of meaning from one person to another.b

Exhibit 11-2 depicts this commumication process. The kev parts of this
mode! are: (1) the sender, {2) encoding, (3) the message, (4) the channel,
{3} dlecoding, (8) the receiver, {7) noise, and (8) teedback.

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

Exhibit 112

The Communication Process

Mess'c'xg'_e
to be
‘sant

Sender

e
mesioge

SR mr:

Receiver

Message Message g

received ™ decodmg E

Fncadang ————— Chcm_nef E——P—

WM tyoreiN

Feedback ;—

fween g source and areceiver
t resultin the rransfer and
derstanding of meaning:

formal channels = Communication
charnels established by an
organization to transmit messages
rejated to the professional dctivities of
members. '

informal channels Communication
channels that are created
spontaneously and that emerge as
respanses lo individual choices.
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saved. IM is preferable for one- or two-line messages that would just clutte
an e-mail inbox. On the downside, some IM/TM users find the technolgps k
intrusive and distracting. Their continual presence can make it hard for
employees o concentrate and stay focused. For exampte, a survey of Mallagery
revealed that in 86 percent of meetings, at least some participants checked Ty
Finally, because instant messages can be intercepted easily, many organizati,
are concerned about the security of IM/ TM.*

One other point: It's important to not let the informality of text mMeEssaging
("omg! r u serious? brb”) spill over into business e-mails. Many prefer to keep
business communication relatively formal. A survey of employers revealeds
that 58 percent rate grammar spelling, and punctuation as “very important” in
[ rpa_ﬂ messaces 33 BV makmo sure VOUl prOfESSlOHH] commumcatlons are, WQH
professional, you'll show vourself to be mature and serious, That doesn’t mea
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 ¢o
municate professionally.

users, is actually composed of separate networks based on schools, companies
or regions. It might surprise you to learn that individuals over 25 are the fastf:si
growing users of Facebook
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’
“Ahout Me” and “Who I'd Like to Meet” sections. Profiles can also conta
“Interests” and “Details” sections, photos, blog entries, and other detail
Compared to Facebook, MySpace is relatively more likely to be used for purely p :
sonal reasons, as illustrated by the “Friends Space” portion of a user’s account:
Amid the growth of Facebook and MySpace, professional networking site
have entered the marketplace and expanded as well. LinkedIn, Ziggs, an

facebook founder and CEQ Mark
Zuckerberg continues to transform
communitation. He announced a
new piatform strategy that allows
third parties 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 @ communication
tool 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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CHAPTER 11

Communication

So what's the downsider Although some companies have policies in place
erning the content of blogs, many don’t, and 39 percent of individual bloggerg
they have postec comments that could be construed as harmful to their compg;
reputation. Many bloggers think their personal blogs are outside their employ
purview, but if someone else in a company happens to read a blog entry, the;

employee over any blog entry short of one that broke the law. “Our blogging 5

icy 1s ‘Be authentic. Period,™ he says. But most organizations are unlikely to he g

forgiving of any blog entry that might cast a negative light on them. :
When Andrew McDonald landed an iternship with Comedy Central, his {

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 realization th
prohably shouldn’t have been blogging about work.”

blogs. Wrong!™ Also, beware of posting personal blog entries at work. More
three-quarters of employers actively monitor employees’ Web site connection

short, if you are going to have a personal blog, maintain a strict work—persoi
“firewalt.”>> '

Video Conferencing Video conferencing permits employees in an organizat
to have meetings with people at different locations. Live audio and vi
iimages of members allow them to see, hear, and talk with each other. Vidi
conferencing technology, in effect, allows employees to conduct interakc_“'c'
meetings without the necessity of all being physically in the same location.”
In the late 1990s, video conferencing was basically conducted from spé
rooms equipped with television cameras, located at company facilities. M
recently, cameras and microphones are being attached to individual com
ers, allowing people to participate in video conferences without leaving Fhe
desks. As the cost of this technology drops, video conferencing 1s Iikely t
increasingly seen as'an alternative to expensive and ome-consuming travel.

‘Knowledge Management

Our final topic under organizational communication is knowledge managehie
(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 rank
near the bottomn of the list. One expert concluded, "Most organizations arc
managing as if we were in the industrial era.” %8 )
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 compnter 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 potett
source of power. And people who hold that power are often reluctant to shar i
with others. So KM requires an organizational culture that promaotes, valugs
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Direction of Communication

The receiver is the object to whon the message 1s directed. But before the m'
sage can be received, the symbols in it must be translated into a form that ¢
be understood by the receiver, This step is the decoding of the message. Noispre
resents communication barriers that distort the clarity of the messag
Examples of possible noise sources include perceptual problems, informatigy
overtoad, semantic difficulties, or cultural differences. The final tink in the
communication process is a feedback loop. Feedback is the check on how suc
cessful we have been in wansferring our messages as originally intended, §

determines whether understanding has been achieved.

[y

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

After AT&T acguired 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
from the acquisition caused turmoil
and confusion in the short term and
asked them to cantinually provide
excellent customer service

during the tranisitional period,

The face-te-face meetings gave
ermployees the epportunity to

ask guestions.

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

— Downward Communication

Communication that flows from one level of a group or organization o a loﬁc
level is downward commurnication. When we think of managers cormmunicatig
with employees, the downward pattern is the one we are usually thinkiug"
It’s used by group leaders and managers to assign goals, provide joh instru
tions, inform employees of policies and procedures, point out problems th
need attention, and offer feedback about performance. But downward commy
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 si
leave policy, 1Us using downward communication. Another example of down:
ward communication is an e-mail from a team leader to the members of h
team, reminding them of an upcoming deadline.

When engaging in downward communication, managers must explain th
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likelv 10 be commitied (o ehanges when the reasons behind them were fully
cxp]l’tined. Although this may seem like commaorn sensc, many managers fecl
they are too busy 1o explain things, or that explanations will “open up a big can
of worms.” Evidence clearly indicates, though, that explanations increase
employvee comumitnent and support of decisions.?

Another probien i downward comim UnicAtion i$ 1ts one-way natre; goner-
ally, managers inform employees but rarcly solicit thelr advice or opinions. &
9006 stady revealed that nearty two-thirds of employees say their boss rarely or
never asks their advice. The author of the study noted, "Organizations are
alwavs striving for higher employee engagement, but evidence indicates they
unnecessarily create fundamental mistakes. People need 1o be respected and
listened m.‘; Anne Mulcahy, CEOQ of Xerox, finds that listening takes work:
“Listening is one of those things that 1s easy 10 talk about, difficulr 1o do. 0

The best communicarors are thase who explain the reasons behind their down-
ward communications, but also solicit upward communication from the emplovecs
they supervise. That leads us to the nexi direction: upward communication.

Upward Communication

Upward communication flows 16 a higher level o the group or organtzation.
It's used (o provide feedback to higher-ups. inform them of progress towa:
voals, 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 1deas on how
things can be improved.

Given that job responsibilities of most managers and supervisors have
expanded, upward communication is increasingly difficult because managers
are overwhelmed and easily distracted. To engage in effective upward commut-
nication, try to reduce distractions {meet in a conference room if you can,
ratlier than your boss’s office or cubicle], communicate in headlines not pura-
graphs (}fou'rjoh is to getyour boss’s attenrion, not 10 engage in a meandering
discussion), support your headlines with actionable items {what vou beliove
should happen), and prepare an agenda 1o make sure you use your hoss's
attention well.1!

Lateral Communication

When communication takes place among members of the same work groug,
among members of work groupsat the same level, among managers at the same
level, or among any other horizontally cquivalent personnel, we descobe 11 as
lateral communications.

Why would there be a need for horizontal communications if a group or an
organization’s vertical communications are effective? The answer is that hori-
zontal communication is often necessary to save time and facilitate coordina-
tion. In some cases, such lateral relationships are formally sancioned. Mol
often, they are informally creared 1o shortcircuit the vertical hierarchy and
expedite action. So lateral communications can, from management’s view
point, be good or bad. Becausestrict adherence to the formal vertical struc-
ware for all communications can‘i”r_giﬁede the etficient and accurate wansfer of
information, lateral communicatibiis can be beneficial. In such cases, they
occur with the knowledge and support of supertors. But they can create dys-
functional conflicts when the formal vertical channels are breached, wheon
members go above or around their superiors to get things done, o1 when

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

How do group members tr_ansfc—:i' meaning between and among eqg
other? There are three basic methods. People essenually rely on oral
written, and nonverbal communication.

vf Contrast oral, written, and nonverba!

|

. i
communication. i
}

e

Oral Communication

The chief means of conveying messages is oral communication. Speeches, for
one-on-one and group discussions, and the informal rumor mubt, or grapev;”
are popular forms of oral communication.

The advantages of oral communication are speed and
message can be conveyed and a response received in a minimal amount of g
If the receiver is unsure of the message, vapid feedback allows for early detsc

tion by the sender and, hence, allows for early correction. As one professiofi’ﬁ

“Face-to-face communication on a consistent basis 1s still the best wav;&. ;
]2 ;

feedback. A verh;

gl

put it,
getinformarion to and from employees.
The major disadvaniage of oral communication surfaces whenever a messigeias
has to be passed through a number of people. The more people a mess’i‘g'
must pass through, the greater the potential distortion. If you've ever plaj
the game “telephone,” you know the problem. Each person interprets:th
message in his or her own way. The message's content, when it reache;sl":’}
destination, is often very different from that of the original. In an organ;j
tion, where decisions and other communigués are verbally passed up an
down the authority hierarchy, there are considerable opportunities for

sages Lo become distorted.

P éOP_l.é ﬁ?'?éfG'bdd:a Ca_t'ching Lo

MY THor SCIENCE?
H L]
in their judgments of whether someone was lying bof
atmost no relationship to their actual accuracy; we think’
we're a lot better at catching people lying than we reall
are. What's even more discouraging is that so-calle
experis—pelice officers, varale officers, detectives, judge
and psychologists—perform no better than other peop!
As the authors of this review conciude, "People are R
good detectors of deception regardiess of their age, 5 i
confidence, and experience.” :ég"
The peint? Don't believe everything you hear and cio_n‘g1 ‘5%
place toc much weight on your ability to catch a liar based juSF ,ﬁ” ;
an your intuition. When someone makes a ciaim that it's rea &g
sonable to doubt, ask her orhimto back it up with evidence. L) S8

his staternent is essentially false. The core purpose of
: communication in the workplace 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 5 unin-
tentional and harmiess (for example, complimenting your
boss on his clothing). However, sometimes peopie manage
impressions through outright lies, such as making up an
excuse for missing work or failing to make a deadline.

One of the reasons people 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 betier than chance at detecting whether

L somecne is lying or telling the truth.

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

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

Win wonld a sender choose to use writien comnunications? They're olien
uu'lgibl‘c and verifiable. When they're prinied, both the sender and receiver have
arecord of the communicarion; and the message can be stored for an indebnite
period. [f there are questions concerning the contentof the message. it 1s physi-
cally available for later veference. This feature is parlicutarly important {or com-
plei and lengthy communications. The marketing plan for a new product. for
nstance, is likely to contain a number of tasks spread out over severid months.
By purting 1rin \-‘\-‘ri[ing. those who have to intate the plan can readily referion
over the life of the plan. A final benefit of ail written communicaton comes
from the process isell. People are usually more careful with the wiitten wond
than with the oral word. Thev're forced to think more thoroughly ahow what
they want to convey in a written message than in 2 spoken one. Thug, writken
communications are more likely to be well thought oug, logical, and clear

Of course, wrirten messages have drawbacks. They're tme-consunmng. You
could convey far more information to a college instructor in a I-hour oral exam
thar in a T-hour written exam. In fact, you could probably say the siwne thing m
10 10 15 minutes thart it would take you an hour to write. So, although winining

etfective with respecttc persanne
grievances. In one private-sector under-
taking, a top executive reparted that the
effectiveness of informal communics-
tion depended upon the personality of
the heads of departments. '
The researcher concluded the studv
with the following pessimistic remark:
“Effective communication from the
worker fo top management in farge
industrial undertakings does not exist,
and communication from management
1o workers is poor. The existing down-

in the written form from the supervisory
to the top-management level. Shghtly
more than four-fifths of the private .
sector enterprises communicated
verbally from the warkers up to the
head of the department.

- Communication in
~ Drganizations: Orai or
--Written?

leven undertakings {four governmeht_'
-and seven private) in Kolkata, Durgapur,
;'-Jamsl1edpL[1: and Deihi, which had an
employee count of 300 to 19,000, were
surveyed. It was found that one-half of

One-fourth of the government enter-
prises and slightly more than four-fifths
of the private enterprises had programs
for improving the two-way flow of com-
municatian. Again, although three-
fourths of the government enterprises
and slightly fess than three-fifths of the

" the government undertakings and
shiahtly over two-fifths of the private
undertakings did not inform their

" employess ahout what was ahead

. of thers,

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

- However, from the head of the depart-

ment to the worker level, oral communi-

.cation was In practice. In government

.- Undertakings, upward communication
. was found tc be in the oral mode from
L waorkers 1o the supervisory level, and

private undertakings had suggestion
boxes, only one-third of the former ano
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, In over one-half of the orga®
nizations, informal communication was
found to be more effective thanformal - -
comminication. However in ghg'of the -

that informal communication was more -

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

“ward communication is only connected

with job and employment pelicies like
wages, working hours, reporting time,

“and charge sheets. Upward communi-

cation is centered-on the legal issue of
emaloyee grievances. But this is not ali
in communication. Infarming the
employeé aboltthe company's future

“#xpansion program, telling him where

he stands; hisrole in the company's pro-

“duction picture, and so forth, play-an
: " important role in productivity.”
governmerit undertakings, it was reported * o 0 © R
“Source: LS. Rashotte, “What Dogs That Smile

Mean? The Meaning of Nonverbal Behaviors in
Social tnteraction,” Soeial Psychology
Quarterfy, March 2002, pp. 92-102.
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may be more precise, it also consumes a great deal of time. The other major dj
advantage 1s feedback, or lack of it. Oral communication allows the recelver

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
MEemo 15 no assurance that it has been received, and, if received, there ig e
guarantee the recipient will interpret it as the sender intended. The lattey poi
is also relevant in oral communiqués, except it's easy in such cases merely 1o a.;k,:
the receiver to summarize what you've said. An accurate summary presenfss
feedback evidence that the message has been received and understood. g

e

Nonverbal Communication

Every time we verbally give a message to someone, we also impart a nonverh
message.!® In some instanices, the nonverbal component may stand alone. Fo
example, in a singles bar, a glance, a stare, a smile, a frown, and a provocatj‘_{}"gév =4
body movement all convey meaning. Therefore, no discussion of communic
tion would be complete withqut consideration of nonverbal communication™
which includes body movements, the intonations or emphasis we give to word 5
facial expressions, and the physical distance between the sender and receiver. &

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, I
lenely”; “Take me, I'm available”; and “Leave me alone, I'm depressed.” Rare
do we send aur messages consciously. We act out our state of being with nonve &
bal body language. We lift one eyebrow for disbelief. We rub our noses for puz;
zlement..-We clasp our arms to isolate ourselves or to protect ourselves, Wel
shrug our shoulders for indifference, wink one eye for ntimacy, tap our ﬁnge
for impatience, slap our forehead for forgetfulness.’ B

The two most important messages that body language conveys are (1) i
extent to which an individual likes another and is interested in his or her views:
and (2) the relative perceived status between a sender and receiver.!® Forite
nstance, we're more likely to position ourselves closer to people we like and 94}
touch them more often. Similarly, if you feel that you're of higher status tha
anather, you're more likely to display body movements—such as crossed legs
a slouched secated position—that reflect a casual and relaxed manner.'®

Body language adds to, and often complicates, verbal communication.
body position or movemnent does not by itself have a precise or universal mez
ing, but when it is linked with spoken language, it gives fuller meaning to
sender’s message. L5

If you read the verbatim minutes of a meeting, you wouldn’t grasp thei
impact of what was said in the same way you would if you had been there orif;
you saw the meeting on video. Why? There is no record of nonverbal commur
cation. The emphasis given to words or phrases is missing. Exhibit 11
illustrates how intonations can change the meaning of a message. Facial expr
siens also convey meaning. A snarling face says something different from
smile. Facial expressions, along with intonations, can show arrogance, aggres
siveness, fear, shyness, and other characteristics that would never be commu
cated if you read a transcript of what had heen said.

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 NOIL}:}
Armerica. If someone stands closer to you than is considered appropriate, it M3
indicate aggressiveness or sexual interest; if farther away than usual, it ma
mean disinterest or displeasure with what 15 being said.

It's important for the receiver to be alert to these nonverbal aspects of con®
munication. You should look for nonverbal cues as well as listen to the literal
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Intanations: It's the Way You Say it!

Placementof the emphasis
Whny don’t 1 take you to dinner tonight?
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?

' Charge your tone and you change your meaning’

Yhat it means

| was going to take someone else.

Instead of the guy you were going witi.

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

Do you have a problem with me?
Instead of going on your own.

Instead of lunch tomorrow.

why don‘t | take you to dinner tonight? Not tomarrow night.

Saurce; Based an M, Kiely, "When 'No' Means "Yes'” Marketing, October 1933, pp. 7-9. Bepraduced in & Hugzynski

and B Buthanan, Organizational Behawior, 4th ed. (Essex, UK Pearson Educatian, 2001), p. 194

meuning of a sender’s words. You should particularly be aware of contradictions
hetween the messages. Your boss may say she is free to alk to you about a press
ing budget problem, but you may see nonverbal signals suggesting that this is
not the time to discuss the subject. Regardless of wliat is being said, an individ-
ual who frequently glances at her wristwatch 1s giving the message that she
would prefer to terminate the conversalion. We misinform others when we
cxpress one message verbally, such as trust, but nonverbally cormmunicate a
contradictory message that reads, “T don't have confidence in vou.”

Organizational Communication

L this section, we move from interpersonal COMMUNIEALON [0 OIgan-

Comirast formal commanication

sational communication. Our first focus will be to describe and distn-
guish formal networks and the grapevine. In the following seciion, we
dizcuss technological innovations 1n cormmunicanon.

networks sidg the yrapevine

L

Formal Smaii-Group Networks

Formal crganizational networks can be very complicated. They can, for nstance,
include hundreds of people and a half-dozen or more hicrarehical levels. To
simplify our discussion, we've condensed these nerworks into three commaon
small groups of five people each (see Exhibit 11-4). These three networks are: the

All channel
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Small-Group Networks and Effective Criteria

E Networks
I ‘ Citeria ~~ Chain ~ Wheel __All Channel
: Speed Moderate Fast Fast
“ Accuracy High High Moderate
}. Emergence of a leader Moderate High None
{ Member satisfaction Moderate Low High

i \, ‘

s
&

]
‘ S . et e R e e e . 8 o i e e /
l
!
|

chain, wheel, and all channcl Although tlhiese three networks have been :

extlcmpl) snnp 1ﬁc they allow us to describe thc unique (malltles of each. P

approximates the communication channels you might find in a vigid thre

level organization. The wheel relies on a central fignre 1o act as the conduit fg

- all of the group’s communication. It simulates the communication, networ
you would find on a team with a strong leader. The all-chennel nétwork permi

all group members to actively communicate with each other. The all-channe

newwork is most often characterized in practice by self-managed teams, ig

which all group members are free to contribute and no one person takes on

leadership role. :

As Exhibit 11-5 demonstrates, the effectiveness of each network depends or

the dependent variable you're concerned about. For instance, the structure Sf

i the wheel facilitates the emergence of a leader, the all-channel network is bes i
3 you are concerned with having high member satisfaction, and the chain is b
if accuracy is most important. Exhibit 11-5 leads us to the conclusion that n

single network will be best for all occasions.

The Grapevine

The formal system is not the only communication netwosk in 2 group or orga
nization. There is also an informal one, called the grapevine.!” Although
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 percewved by most employees as being more belieys
able and rcliable 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 studies of the grapevine investigated the commun
cation pattern among 67 managerial personnel in a sinall manufacturin
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 1t
back to its source. 1t was found that, while the grapevine was an 1mportant
. source of information, only 10 percent of the executives acted as liaison individ:
T . uals (that is, passed the information on to more than one other person). 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 thisi
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. 21 But what 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 situations that are
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Suggestib_ns_ for Reducing the Negative Consequences of R

umars |
-

1. Announce timetables for making important decisions

i

e

. £xplain decisions and behaviors that may appear inconsistent or secretive,
i

£mphasize the downside, as well as the upside, of current decisions and future plans,

)

| 4. Openly discuss worst-case possibilities—it is almost never as anxiety provoking as the
! unsnoken Tantasy.

A,

Source Adapted from L. Hirschhorn, “Managing Rumers,” int H.rsehinora (e0.), fucting Back (San Francisco; Jossey-Bats,

13835, po. 34-56, Used with permission

inporiant 1o us, when there is ambiguty, and under conditions that arouse (mxéefy.ff
The foct that work situations frequently contain these three elements explains why
rumnors flourish in organizations. The secrecy and competition that typicatly pre-
vall inn farge organizations—around 1ssues such as the appoinmient of nuw hosses,
the relocation of offices, downsizing decisions, and the realignment of work
assignments—create conditions that encourage and sustain rumors on the
arapevine. A rumor wilk persist either unti the wants and expectatons creating
the uncerwint underlying the rumor are fulfilled or until the anxiery 1s reduced.

What can we conclude from the preceding discussion? Certainly the
grapeviie is an nmportant part of any group o1 OVganizalion connnuumcaton
network and is well worth understanding. It gives managers a fecel for ihe
rmorale of thelr organization, identifies issues thar employees consider impun-
tant, and helps tap into employee auxietics. The grapevine also serves employ-
ces' needs: Small talk serves to create a sense of closeness and friendship
among those who share information, aithough research suggests that it often
does so at the expense of those in the “out” gmup.%

Can management entirely eliminate rurmors? No. Whatmanagement should
do, however, is minimize the negative consequences of rumors by limlting then
range and impact. Exhibit 116 offers a fesw suggestions for minimizing those
negative consequences.

Electronic Communications

e An indispensable—and in 71 percent of cases, the primary——1nedinm
1 j Anatvso the sdvantages and chalfenges : of communication in today’s organizations is electronic. Elecironic

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

of elaciranic commumcation,

E-mail  E-mail uses the Internct o transmit and receive compuier-generated
text and documents. Its growth has been spectacular, and its use Is oW 50 poi-
vasive that itU's hard to imagine life without it

When Bill Gates goes (o work, he has threc screens synchromized, two of
which are for c-mail (the other is Internet Explorer). As a communication teol,
c-mall has a long list of benefits. E-mail messages can be quickly written, edited,
and stored. They can be distributed te one person or theusands with a click of
a mouse. They can be read, in their entirery, at the convenience of the recipr
ent. And the cost of sending formal e-mail messages to employees is a fraction
of the co§}4of printing, duplicating, and distributing a comparable letter or
brochure.”

Qrapevine An organization’s informal
communication network.
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E-mail, of course, is not without drawbacks. The following are some of
most significant limitations of e-mail and what organizations should 4
reduce or ehiminate these problems:

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

sages, but the potential for misinterpretation with e-mail is even greay;

One research team at New York University found that we can accuratgf

decode an e-mail’s intent and tone only 50 percent of the time, yet mogf:

us vastly overestimate our ability to send and interpret clear messages:

you're sending an important message, make sure you reread it for Cl&ntf

- And if you're upset about the presumed tone of someone else’s mes:;a"g
: keep in mind that you may be misinterpreting it.*

¢ Llommumicaning negative messages. When companies have negative informag;

o communicate, managers need to think carefully. E-mail may not be theb%

way to communicate the message. When Radio Shack decided to lay off‘

emplovees, it drew down an avalanche of scorn nside and outside the cotde%
pany by doing it via e-mail. Employees need to be careful communicating
ative messages via e-mail, too. Justen Deal, 22, wrote an e-mail eritical of soug
strategic decisions made by his employer, pharmaceutical giant Kaj
Permanente. In the e-mail, he criticized the “misleadership” of Kaiser CEg
George Halvorson and questioned the financing of several information tech
nology projects. Within hours, Deal’s computer was seized; he was later ﬁre
¢ Overuse of email.  An estimated 6 trillion e-mails are sent every year, 3
someone has to answer all those messages! As people become established
their careers and their responsibilities expand, so do their inboxes. A surye
of Canadian managers revealed that 58 percent spent 2 to 4 hours perr';
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 those i
address book announcing that he was taking a break from e-mail for the T
of the year. Although you probably don’t want to declare e-mail baﬂkrupi
or couldn’t get away with it even if you did, you should use e-mail judiciously
especially when you're contacting people inside the organization who n
already he wading through lots of e-mail messages every day.?”
* F-mail emotions. We tend to think of e-mail as a sort of sterile, faceless fginl
of commumecation. But that doesn’t mean it’s unemotional. As you no dafl
know, e-mails are often highly emotional. One CEO said, “Y've seen peﬁﬁl
not talk to each other, turf wars break out and people quit their jobs as3
result of e-mails.” E-mail tends to have a disinhibiting effect on pebél
senders write things they'd never be comfortable saying in person. Fag
expressions tend to temper our emotional expressions, but in e-mail, tht

common way of communicating emotions in e-mail is with emoticons
example, Yahoo!'s e-mail software allows the user to pick from 32 emoticg)

ingly adults are using them in business e-mails. Still, some see them as

i informal for business use. :
When others send flaming messages, remain calm and try noti
respond in kind. Also, when writing new e-mails, try to temper your own t&
dencies to quickly fire off messages.?®

®  Privacy concerns. There are two privacy issues with e-mail. First, you neeg
be aware that your e-mails may be, and often are, monitored. Also, you ¢
always trust that the recipient of your e-mail will keep it confidential. ]
these reasons, vou shouldn’t write anything you wouldn’t want made pll:l_?
Before Wal-Mart fired marketing VP Julie Roehm, its managers examin




Factors Driving Adoption of
+ Internet Policy

& sarvey by the American Management

Association reveaied that 77 percent of

major 1.8 campanies record and review
emaloyes communication, including

~g-mail, Internet conpectiens, and
compmrﬁbs Ni;‘.etypercentoftl*

unproductive employee work hours,
utilizing the bandwidth optimally,
lessening vulnerability to security
thraats, 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 been imple-
mented to enforce appropriate behavior
and aisc for reasons of security. Polaris
Software Lab has ensured that its

internat polizy is in piace to mitigate the

QOrganizational Communicatior

the emphasis on a strict Intefnet policy
is hardly surprising. Asians make
maximum use of the Internet. It has been
reported that the Asian continent, which
holds 56.5 percent of the world popifation,
has an laternet usage growth rate of 282.1
parcent, whereas, in Europe, the Intemat
usage growth rate is 206.2 percent. A
study tonducted by WebSense on 5,000
employees revealed that about 28,00
working hours were lost due to persanal
surfing. This is 2 lass of almost 8 hours
per month per emplayee. '

ER

Source:Based on Lou Hirsh; “The Boss is
Watching: Warkplace Monitaring on the Rise,”
June 29, 2001, www tcptechaaws.com; S, Arora,
“Preventing Internet Misuse at the Worknlace,”
IT Pegpie, http:fiwww.itpeopleindia.com/
20040308/ cover.shtml; www, mternetwor!dstats
COM; WwWw.sify. comffnznce

risk of a possible disaster in terms of
virtses and breach of confidentiality.
In hight ¢f studies conducted on the
rate of Imemet usage and loss of work
heurs due 10 persoaal Internet surfing,

the mofitnrng

Some af the most common reasons
for the stoption of an Intemet ysage
poticy are: controlling personal use of
the Internat by employees, reducing

her e-mails for evidence of ar £ attonshup, Second,
vou need to exercise caution in forwarding e-riail flcm YOUT COMpany’s
e-mail account to a personal, or “public,” (for example, Gmail, Yahoo!, M5N)
e-mail account. These accounts often aren’t 2s secure as corperate accounts,
50 when vou forward a company c-mail to them, vou may be violating vour
organization's policy or wmntentionally disclosing confidential data. Many

‘“lplt}\f’lsllfﬁ\ﬁud § that sift through e-mails, using software to caich not
only the obvious {“insider trading”) but the vague ( that thing we talked
about™ or guilt vidden (“regret”). Another survey revealed ihat uvearky 40
percent of companies have employees whose only job is to read other
emiployees’ e-mail. You are being watched—so be careful what you e-mail!?”

instant Messaging and Text Messaging Like e-mail, instant messaging (1M)
and text messaging (TM) use electronic messages. Unlike e-mail, though, [M
and TM are either in “real” time (IM) or use portable communicatian devizes
(IM). o just a few years, IM/TM has become pervasive. As you no doubt kiow
fromm expenience, IM s usually sent via deskiop or laptop computer, whereuas
TM is transmitied via cellphiones or handheld devices such as Biackhctry\

The growth of TM has been spectarular. In 2001, for instance, just 8 percent
of .S emplo}ees were using it. Now that number is more than 50 pﬁrufntf”
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 each
other. In an increasing number of cases, this isn't just a luxury, it's @ busincss
imperative. For example, Bill Green, CEQ 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 1s essential {or him to
keep in touch. Aithough there aren’t many other examples so dramatic, the
great advantage of TM is thac 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-roail. Boanail
is still probably a better device for conveying long messages that need ro be
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saved. IM is preferable for one- or two-line messages that would just clutter_u
an e-mall inhox. On the downside, some IM/TM users find the technohj
intrusive and distracting. Their continual presence can make it hargd fgy
cmployees to concentrate and stay focused. For example, a survey Ofmanagers
revealed that in 86 percent of meetings, at least some participants checked Ty
Finaily, because instant messages can be intercepted easily, many organization
are LOﬂCCTULd about the security of IM/TM %

One other pome: It's 1mp0rtam to not let the informality of text messagi i
{“orag! r u serious? brb”) spill over into business e-mails. Many prefer to ke i i
bu:mess communication relatively formal. A survey of employers reveal
that 58 percent rate grammar spelling, and punctuation as “very important” 1
e-mail messages.?® By making sire your professional communications are, We]
p1otes>10na1. you'll show yourself to be mature and serious, That doesn’t meap
of course, that you have to give up TM or [M: you just need to maintain th
boundaries between how you communicate with your friends and how you cofﬁ

municate professionally.

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

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

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

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

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 more
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 cannections.

Source: Noah Berger/
The New York Times




Clnteenei gripe sites are the new
electramc grapevines. Employees and
ex-emplayees at hundreds of
companies- —including JPMorgan
Chase, Microsnft, BankAmerica, The
Limited, Merck, MTV Netwofks, and
Galdman Sachs—have used computer-
ded communication to vent their
anger and frustration by posting uncen-
ored messages at VaultReports.com
Electronic WaterCoaler.

Su, a downside to electronic
mmunicatians is that Internet gripe

g {Web log) A Web site where
r}t_n‘es are written, generally displayed
verse chranological order, about
Wws, events, and personal diary

tries.

Oruanizationat Communicatinn B

Zoomnfo are all professional Web sites that allow wsers o set up hsts of cone
tact: and do evervthing from casually “pmging” them with updates to hosung
chat rooms for all or some of the users’ contacts. Some companics, suth as [BM.
bave their own social networks (IBM's 1s called BluePages), IBM 15 selling the
Blue Pages ool to companies and individual users. Microseft is doing the sune
thing with its Shareloint ool

Tu zet the most out ol social networks, while avoidmg irrianng yvour
contacts, wse them “or highwvalue items only™—not as an everyday or even
cvervaveck ool Also, remember that a prospective employer might check vonr
MySpace or Facebook entry. I fact, some entreprencurs have developed soft-
ware tha mmines auch Web sites for companies (or indmduals) that want 1o
chicck up on a job applicant {or potental date). So keep in mind tarwhat vou

) o
pust may he read by people oter than your intended contacts.H?

Web Logs (Blogs) Sun Microsystems CEO Jonathan Schwartz is a big fan of

Web loos (blogs), Web sttes about a single person or company that are usually

updated daifv. He encourages bis employess to have them and has one hinsel!

(higp:// blogs.sun.com/jonathan). Scinvartz's blog averages 400,060 hils per
month, and Schwaviz, ke Apple’s managers, allows Sun customers to post com-
ments about the company’s products on 1ts Web site,

Obviously, Schwartz is not the only fan of blogs. Experts estimate that niore
than 10 million U.S. workers have blogs, and nearty 40 mallion people read
blogs on a regalar basis. Thousands of Microsoft eraployees have blogs. Google,
GM. Nike, 1BM, and manv other large ovganizations also have corporate blogs.

sites allow empioyaes a unilateral (anc
often anonymaus} platform te air their
grievances, For instance, an analysis

of messages found that they cover the
entire gamut of grganizational life,
including organizational policies, pay
worries, internal moraie, and hiring
practices. Although some comments
address the benefits of working ata
paritcutar organization, most are
compiaints.

what makes these sites particularly
frustrating to management is that there
are no checks and balances 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 entif‘eiy
appropriate. A few disgruntled
employees can g0 a long way in

undermining an entire waorkforce's
morale. And because these sites are
accessible to the public, they canalso

tarnish an organization’s image.

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

Source: Based on "internet Gripe Sites a Tool for
Management,” www.uninews.ummels.edu/au,
March 18, 2003; and C. J. Moebius, 1 Can Top
That!" Lnside the Worid of Employee Comptaint
Sites,” www.bordercross.com.
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So what's the downside? Although some companies have policies in place
erning the content of blogs, many don’t, and 39 percent of individual blogger
they have posted comments that could be construed as harmful to their comp,
reputation. Many bioggers think their personal blogs are outside their employ
purview, but if someone else in @ company happens to read a blog entry, thepa SR
nothing to keep him or her from sharing that information with others, and; %
employee could be dismissed as a result. Schwartz says that Sun would not fiy
employee over any blog entry short of one that broke the faw. “Our biogging )
icy 1s ‘Be authentic. Pertod,”” he says. But most organizations are unlikely to b‘g;m :
forgiving of any blog entry that might cast a negative light on them. :

day at work, he started a blog. His supervisors asked him to change various th
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, “1 came to the realization th
probably shouldn't have been blogging about work.”

Amnendment gives them the right to say whatever they want on their pers
blogs. Wrong!” Also, beware of posting personal blog entries at work. More

short, if you are going to have a personal blog, maintain a strict work-pers
“firewall.™?

Video Conferencing Video conferencing permits employees n an organizatig
to have meetings with people at different locations. Live audio and vi
unages of members allow them to see, hear, and talk with each other. Vidgg
conferencing technology, in effect, allows emplovees to conduct interactiys
meetings without the necessity of all being physically in the same location.’

In the late 1990s, video conferencing was basically conducted from spéci
rooms equipped with television cameras, located at company facilities. Mg
recently, cameras and microphones arve heing atrached to individiral comp
ers, allowing people to participate in video conferences without leaving th
desks. As the cost of this technology drops, video conferencing is likely «
increasingly seen as an alternative to expensive and time-consuming travel

"Knowledge Management

Qur final topic under organizational communication is knowledge managenien
(KM). This is a process of organizing and distributing an organization’s collcc_;f:}“
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 3
improved organizational performance because it makes its employees smarler
can also help control leaks of vital company information so that an organi;zatité”3
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 1’31115h
near the bottom of the list. One expert concluded, “Most organizations are Sil
managing as if we were in the industrial era. "3 _
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
miake that infermation readily available to the people who need it the most. B
KM won't work unless the culture supports sharing of information.3® As weils
show in Chapter 14, information that is important and scarce can be a pot
source of power. And people who hold that power are often reluctant to sharg:
with others. So KM requires an organizational culture that promotes, val eshe



qarbucks Great
smmunicator

 Donald seems to do nothing out

Ais you can see, Donald spends
almost all his time communicating with
pecple. What's mare, he even does his
own e-mall. He says, “If anycne in our
company e-mails me or feaves me @
voicemal, they get a response, quickly.
I'm fanatical about communicating.”

In a typical morning, Donald will
leave B AM. voice mail messages for up

Organizationa! Communication 397

device and/or e-mail. As you might
imagine, he is big on b'revity—heil_'ir'r}_i_t_s:._'-'
meetings to 45 minutes, and his e-matl
and voice mail messages are us'ual_ly' -
short. He nates, “1'm brief, but that's bet-
ter than not responding.” -

The best part of Donald's job? The store
visits. “Whenever | gointo a Starbucks, | .
walkinto the back of the counter, put on an

“nunicate. Donald, 52, has been
asigent and CEQ of Starbucks since
= Donald tracks how hie spends is
arefully, and on a typical month,

t0 100 managers, write 25 thark-vou
notes to “partners” {Starbucks lingo for
employess), sign birthday cards, and
check his Treo portabie commurication

apron, and start talking to our partners.”

Source: J. Donald, “A Double Shetof -
Productivity,” Fertune, October 16, 2906, p.51.

3 Jalking with direct
reports

Travel to stores

“ond roasting plonts
Mestings wih
employees

' Sﬁo!egic thinking

and employee
evaluatians

and rewards sharing knowledge. Finally, KM must provide the mechanisms and
the motivation for empioyees to share knowledge that employees ind uselul on
the job and enables them to achieve better perforrnancc39 Moere knowledge
isn’t necessanily better knowledge. Information overload needs to be avoided by
designing the system to capture only pertinent information and then organiz-
ing it so it can be quickly accessed by the people whom it can help.

Finally, security is a huge concern with any KM system. A Merrill Lynch sur-
vey of 50 execurives found that 52 percent rated leaks of company information
as their number-one information security concern, topping viruses and bhackers.
In response, most companies actively racnitor 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
seem invasive to employees. An organization can burtress employee concerns by
involving them in the creation of information-security policies and giving them
some contro! over how their personal information is used.®

Serknowledge management (KM) | The

ess of organizing and distributing

organization’s coflective wisdom so .
ight information gets to the right :
eople at the right time.
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Sunil Bharti Mittal, Chairman and
Group CEQ, Bharti Enterprises,
emphasizes the importance of

knowledge management. Airtel runs
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

Neal L. Patterson, CEO at medical software maker Cerner Corp.

o "%
L4
!/ Show how channel richness underfies e-mail. Maybe too much so. Upset with his staff’'s work eth

the choice af cammunication channel.

recently sent a seething e-mail to his firm's 400 managers.*! He
__; some of that e-mail’s highlights: o

Hell will freeze over before this CEO implements ANOTHE
EMPLOYEE benefitin this Cultare. . .. We are getting less than 40 hours g
work from a large number of our Kansas City-based employees. The park
ing lot is sparsely used at 8 A, likewise at 5 p.M. As managers—you eithe
do not know what your EMPLOYEES are doing; or YOU do not CARE.

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

Patterson’s e-mail additionally suggested that managers schedule mee
at 7 AM., 6 pM., and Saturday mornings; promised a staff reduction of 5 per
and institution of a time-clock system; and Patterson’s intention to cha
unapproved absences to employees’ vacation tme. :
Within hours of this e-mail, copies of it had made its way onto a Yahoo!
site. And within 3 days, Cerner’s stock price had plummeted 22 perctilg
Although one can argue whether such harsh criticisin should be communicatedi:
at all, one thing is certainly clear: Patterson erred by selecting the wrong chart :
nel for his message. Such an emotional and sensitive message would likely havegs
been better, received in a face-to-face meeting. . 7
Why do people choose one channel of communication over another
instance, a phone call instead of a face-to-face talk? Is there any general insig;
we might be able to provide regarding choice of communication channel?';
answer to the latter question is a qualified “yes.” A model of media richness
been developed to explain channet selection among managers.*?
Research has found that channels differ in their capacity to convey infor
tion. Some are rich in that they have the ability to (1) handle multiple €
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simultancousty, (2) facilitate 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 transmitted 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
written media such as formal reports and bulleting 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 latier are likely to be complr-
cated and have the potential for misunderstanding. Managers can communicate
routine messages efficiently through channels that arc lower in richness.
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 relatvely low in nichness {e-mail) to convey a
message that, because of its nonroutine nature and complexity, should have
been conveyed using a rich communication mediam.

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

The media richness model is consistent with organizational rends and practices
of the past decade. [tis not just coincidence that more and more senior managers
have been using meetings 1o facilitate communication and regularly leaving the iso-
lared sancruary of their executive offices to manage by walking around. These exec-

utives are relying on richer channels of communication 1o transmit the more
armbiguous messages they need to convey. The past decade has been characterized

Information Richness of Communication Channets »# & 77 57

Online discussion, E

0 geien. . live speeches - §
groiips, groupware s

High

channel

Low
channel
richnass

richness

Memos, lefters E Electronic mail Voice mail
5

o < Based on R, H. Lengel and R. L. Do, “The Selection of Communication Madia as an Executive Skill,” Academy of Management Execulive, August 1988, pp. 225-232; and R. L. Daht and
lﬂ‘ﬁd “Orgonizational Infarmation Requirements, Media Richness, ond Swuctural Design,” Managerial Science, May 1994, pp. 534-57 2. Reproduced from R, L Doft and R AL Mo,
E}Bummrmaﬁ Behaviar [Fart Worth, TX- Horcaurt, 2001), p. 311

nél richness - The amount of -
fmation that'can be transinitted -
§:& communication episode,. .
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Out-of-the-Box Thinkingin
the Choice of Communication
Channels

On a sunny afternoon in 1891, the front -
page ofthe newspaper The Afternoon
Despatch & Courier was a washout. -

Apart from the usual sensationaltabloid .
headlines and storigs, readers were . - -
confronted withan evenmare .~ "

sensational blank page with just one -

“though. The fine print explained the -

disappearance of the regular stuff. "NO .
' : Cthe place of product usage; These were

NEWS,” it said, ... is good news;
hecause Nestle Premiunm Chocolates

 have arrived in Mumbai. Noweverythlng o

else can wait! Including the newe

Nestle pulled off another coup e
Delhitoo. On June 1,1991, the company -

hired the ear panels of The Times of .-

T ef'fectwe at the peint of'osage

 India and piitn the words “LET" tothe

ieft of the masthead and "WAIT" to the
-right. Nobody would have noticed, but
for the fact that the lettering 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 Snugivtucked helow “wait”
wasthe smaH pring, “Until you turn to the

: back page ef the Sawrday Times supple-

: .ment “The supplement as promised,

camed the actual Nestie ad about the

o Iaunch btits chocolates _
JAn India’ s, rural markets, kever pasted

announcement: "NO NEWS.” it wasn't 2 :”:'spemai stlckers of Lifebuoy and Wheel

-joke played by the pisblication’s editors, - . -
' T -_:Atrees around po_nds This was in orderto

~onhand pumps ‘walls'of wells, and on

"hookthe audience’s attention.right at:

- ptaces for. bathmg and washmg, and any
_ commumcatlon about‘soaps and
" def _ergents can be.expecied 1o, be

"B tanma too made an excellent use

of the 50; 50'rule in theStar Pius program: k

Kaun Sanega”(}mrepaﬁ {KBE)

Mumbai's famous dabbawally'y

-netwark b 10 promote its breakfas

-"Hello Mumbal.” [t sent a drie
chlliy{ mirchi” means "chiliy
. ingach lunch box wnh a stickg
T ‘.'r’_b_ox saymg, Formore SplCe ‘{Lm
-He Io_Mumbal with RJ Harshan
_ "knew whats het in Mumbal '

yo to KBC), helped the company
increase sales volume in its 505

200,000 office goers in Mumh
company attached mailers of
financial products with the dab
{lunch box). What could be g bette
mode of mlcromarketmg than
effectively reach 200,000 usersufh
network? _ :

Radio Mirchi, one.of the privatek
stations in Mumbai, used the

by organizations closing facilifies, imposing large layoffs, restructuring, mergmg
consolidating, and introducing new producls and services at an acceleni ¢
pace—all nonroutne messages h1gh in ambiguity and requiring the use ¢ chan
nels that can convey a large amount of information. It is not surprising, the; efore
to see the most effective managers expanding their use of rich channels. ;

Barriers to Effective Communication

e Y . A number of barriers can retard or distort effective communic
G ldentify common barriers to effective | In this section, we highlight the most irnportant of these barnes

communication. J .
Filtering
Filtering refers to a sender's purposely manipulating informatiofy
g it will be seen more favorably by the receiver. For example, when a maf
. tells his boss what he feels his boss wants to hear, he is filtering informatiof
The major determinant of filtering is the number of levels in an organ
tion’s structure. The more vertical levels in the organization’s hlerarchY}Q
more ppporiunities there are for filtering. But you can expect some ﬁltfil'mg1
occur wherever there are status differences. Factors such as fear of conveYl:g
bad news and the desire to please one’s boss often lead employees to tell
superiors what they think those superiors want to hear, thus distorting
communications.
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tiltering A scnder’s manipulation of
information so that it will be seen

Selective Perception

We have mentioned selective perception before in this book. Itappears agam here
because the receivers in the comrnunication process selectively see and hear hased
on their needs, motivations, experience, background, and other personal charac-
teristics. Receivers also project their interests and expectations into communci-
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 appli-
canis, regardless of whether the applicants actually feel that way. As we sad

Chapter 5, we don ©see reality; we interpret what we see and call it reality.

information Overioad

Individuals have a finite capacity for processing data. When the information we
have 1o work with exceeds our processing capacity, the result is information
overload. And with e-mails, IM, phone calls, faxes, meetings, and the need 10
keep current in one’s field, the potenual for today's managers and profession-
als to suffer from informanon overlead 1s high.

What happens when individoals have more informaton than they cun sor
out and use? They tend to select, ignore, pass over, or forget informarion. (5
they may put off further processing unnl the overload sitnation is over In
case, the resultis lostinformation and less ellective communication.

Emotions

How the receiver feels at the time of receipt of a2 communication influences
how he or she interprets it. The same message received when you're angry or
ciscravght is often interpreted differently than itis when youw're happy. Extreme
emotions such as jubilatdon or dépression 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 (o disregard our rat

e T . -0 on;
and objective thinking processes and substitute emotional judgments. A

Language

Even when we're communicating in the same language, words mean differé‘ﬁ-
things to different people. Age and context are two of the biggest factorg tha‘t
influence the language a person uses and the definitions he or she Z1Ves (0 wop, ;
When Michael Schiller, a business consultant, was talking with his 15-}:@&' i
daughter about where she was going with her friends, he told her, “You neeq to
ognize your ARAs and measure against them.” Schilter said that in response
daughter “looked at him like he was from outer space.” (For the record, ARA 5
for accountability, responsibility, and authority.} Those of you new (o <OIpory
lingo may find acronyms such as ARA, words such as “skeds” (scheduleg
phrases such as “bake your noodie” (provide a service) o be bewildering, much
the same way that your parents may be mustified by the slang of your generarign 4:
The point is that although you and I probably speak a common language:
English—our use of that language 1s far from uniform. If we knew liow eac
us moditied the language, communication difficultics would be Tinimj
The problem is that members in an organization usuatly don’t know how thige:
with whom they interact have modified the language. Senders tend to assum
that the words and terms they use mean the same to the receiver as they do|
therm. This assumpuion is often incorrect. '

e

e

Communication Apprehension

Another mzjor barrier to effective communication is that some people=
estimated 5 to 20 percent of the population®™—suffer from debitita
communication apprehension, or anxiety. Lots of people dread speaking in frant
of a group, but communication apprehension is 2 more serious problem becau
it affects a whole category of communication techniques. People who suffer fro
1t experience undue tension and anxiety in oral comumunication, written comy
nication, or both.*® For example, oral apprehensives may find it extremely difh
cult to talk with others face-to-face or may become extremely anxious when th
have to use the telephone. As a result, they may rely on memos or faxes to conw
messages when a phone cafl would be not only faster but more appropriate.
Studies demonstrate that oralcommunication apprehensives avoid sifurations
that require them to engage in oral communication.*’ We should expect to fin
some self-selection in jobs so that such individuals don't take positions, such
teacher, for which oral communication is 2 dominant requirement.*® But almos
all jobs require some oral communication. And of greater concern is the €
dence that high-oral communication apprehensives distort the commuiicatio
demands of their jobs in order to minimize the need for communication 4 Sowe
need to be aware that there is a set of people in organizations who severely lim
their oral communication 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 sometimes a barrier to effective communication. Deboralt
Tannen’s research shows that men tend to use talk to emphasize status, where
women tend to use it to create connections. These tendendies, of course, dofl
apply to every man and every woman. As Tannen puis it, her generalization mez
“a larger percentage of women or men as a group talk in a particular way, or md
vidual women and men are more fikely to tatk one way or the other.”? She has fou
that wornen speak and hear a language of connection and intimacy; men spe
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“Well, actually, Doreen, | rather resent peing

cailed a ‘swamp thing.’ ... | grefer the'term
'wetlandsfchailenged mutant.”

Scurce: The Far Side by Gary Larson @ 1994 For Works, Inc. Al rights resesved. Used wiili permission

and hear a language of status, power, and indepeadence. So, for many men, con-

versations are primaily 2 means to preserve independence and maintain status i
a lerarchical social order, For mMany womes, conversations are nponpmqv fon

1

cinseness i which peanle try o seek and d give confumation and support.

For example. men fif'qucnth romplam thar wormen talk on and o wlout
thew problems. Women criticize men for not listening. What's happening 15
that when men hear a problem, they frequently assert their desire for indepen-
cdence and ¢ ool b\ otfe,mu solutons. Man\ Wolrnen, on rhe other hand, view
relling W probiem as a means to promote closeness. The wonten present the
1;101)1( m o gain support and connection, nat to et advice. Mutual understand
ing is symmetrical. But giving advice 15 'mmmunml—u sets up the advice give
as more knowledgeable, iore reasonable, and more il control. This cantrilmites
o distancing men and wornen in their efforts to communicate.

“politically Correct” Communication

A final harrier to effective cornmunication is politically correct communication,
conmunication o concerned with being inoffensive tha: meanmg and simple-
ity are last or free expression is hampered. When Don Linus used mappropriate
language (o describe the Rutgers women’s: hasketball tcam, he lost his joh.
There is no doubt that what Imus sald w as wrong. Butis one consequence of his

downfall that peaple will become eun wiore polmmlly correct in what they say,
at least in certain company? '
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CHAPTER 11

Communication

(Global

There are plenty of words and phrases we can use that invoke neither
slur nor politically correct language. But there are also situations in whi
desire to avoid offense blocks communication (by kcepmg us from g
what's really on our mind) or aliers owr communication in such 3 wa
make it unclear. When does being respectful trn into being politically cor

Consider a few examples:‘:’l

ch OL
Saig

o

e The Los Angeles Tomes allows its journalists to use the term old age by
tions that the onset of old age varies from “person to person,’
Th-year-olds aren’t necessarily all old.

® CNN has fined its broadcasters for using the word foreign ingtesy:
mternational. .

s Little People of America (LPA) association prefers the term fitgle pg'o;})
dwarfsor midgets. ;

SO a group

Certain words can and do stereotype, intimidate, and insult individyaj
an increasingly diverse workforce, we Imust be sensitive 10 how words mig
offend others. But there’s a downside to political correctness: It can compl
our vocabulary, making it more difficult for people 10 communicate. Tg:
tate, you plobdb}} an\ what these three terms mean: garbage, quotas
womern. Bur each of these words also has been found to offend one Or ]
groups. They've been replaced with terms such as postconsumer waste mam
ec.’umtwnal equity, and people of gender. The problem is chat this later gl H
terms is much less likely to convey a uniform message than the word
replaced. By removing certain words from our vocabulary, we make it hard
commuricate accurateiy When we further replace these words with new
whose meanings are less well understood, we reduce the likelihood tha
messages will be received as we mtended them.

We must be sensitive to how our choice of words might offend others. But we
have (o be careful not to sanitize our language o the point at which it clearly rcsmf
clarity of communication. There is ne simple solution to this dilemma. Howevc;:,r
should be aware of the tradeoffs and the need to find a proper balance.

Implications

Effective communication is difficult under the best of conditions. Cross—cuilu
factors clearly create the potential for increased communication probl ni
This is iftustrated in Exhibit 11-%, A gesture that is well undefs

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

- Unfortunatety, as business has become more global, compaﬂlb

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

companies have documented strategies for communicating
employees across cultures, and only 31 percen[ of companies regul
that corporate messages be customized for consumption in other cultures, P&
seermns to be an exception; more than half of the company’s employees don
speak English as their first fanguage, so the company focuses on simple
sages to make sure everyone knows what's important.52

Cultural Barriers One author has identified four specific problems reiatct_iﬁ
language difficulties in cross-cultural communications. 53

First, there are barriers caused by semaniics. As we've noted previousl}’,_ )
mean different things o different people. This is particularly erue for pege
from different national cultures. Some words, for mstance, don’t Ua 3
hetween cultures. Understanding the word sisu will help you in oML
with people from Finland, but this word is untranstatable into English. Te Mg




Global implication:

Hand Gestures Mean Different Things in Different Countries

In ihe United Stales, s 15 jusi a friendly
sign for "All ightt” or “Gooed geing.” In
Australic ond lslamic cauntries, it ic
equvalent fo what generations of high
schioor students know o5 “lipping the bird "

2 Y4

for Victory Sign

In many sarts of the world, this means
“viciory” ar "peace ” in England, if the
paim and fingers face inward, it means

The "Hook’em Horns” Sign

This sign encourages University of Texas
athlefes, and it's & good luck gesture in
Brazil and Venezuvele 'n pants of Alrica, it
is o curse, In flaly, it is signaling o anothar
that “your spouse is being unfaithful "

finger-Beckoning Sign

This sign means “come here” in ihe
United States. In Malaysia, it is used
anly for colling animals. In Indonesia

107

“Up yours!” especially if executed with ond Ausicalio, i is used for beckoning

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

[ e e a am e s e ranr o e et s 2 e T e o b L e i & 28 i s it

Source: “Wrars A-OK n tne US4 s Lewd and Werihizss Beyond,” New York Tines, August 18, 1996, p. £7, From Roger B Auxtsll

nEe T e - . L eoe 1L | . .
GESTURES. Tha Bo's and Taboos of Bady Languoge Araund the World Copyright @ 1971 Tris material is used by germission of Wiy,

something zkin to "guis” or “dogyed persistence.” Similarly, the new capitalisis
in Russta may have ditficuley communicarng with their British or Canadian
counterparts hecawse English terms such as efficiency, free market, and reridelion
are not directly translatable into Russian,

Second, theve are barviers cansed v werd connotalions. Words mply difterent
things in different languages. Negouations between Ainericans and Japanese
cxecunves, for Instance, can be difficult because the Japanese word fas trans-
lates us "ves,” but its connoration is “yes, U'm Distening” rather than “yes, [agree”

Third ave barviers caused by tore differences. In some cultures, language is for-
mal, and i others, ivs informal. In some cultures. the one changes, depcnding
on the context: People speak differently at home, in social sitzations, and af
work, Using a personal, informal style in a situation in which a more formal
swle is expecied can be embarrassing and off-puting.

Fourth, there are darrers caused by differences among percehlions. People who speak
different languages actually view the world in different ways. Eskimas perceive snow
difterently becanse th cy have many words for it. Thais perceive “no” differenily
than do Americans because the former have ro sueh word in their vocabuiary.

Cultural Context A hetter understanding of the cultural barriers just dis-
cussed and their implications for communicating across culiures can be
achieved by considering the concepts of high- and low-context cultures.?!
Culowres rend wo differ in the inportance o which contexr influences the
meaning that ludividuals take front what is actusllv said or written in Hoht of
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~ Lostin Translation?

In-globa! commerce, language cen be @

bardier to conducting business effectively,

* Many US. companies have: gverseas

parents, including. DaimlerChrysler. AG, .'
. Bertelsmann, Diageo PLC, and Anglo:Dutch
. Unlleyer PLC. Similarty, U.S. companies

' have an.uvgrséa§ -pr;esgqceifc;_r example,
. Ford has manufacturing,piants in Belgium,
\G_;e‘,rmaj]‘y"Sp_.ain_, Swe_deﬂ, -T'u-r'ke\,'{, and the
"Uhitegrlﬁngdu_m.f[é make matiers more
complicated, as a res,g_i't of mergers and
acquisitions, compahies are often owned
by multipie overseas parents, creating an
pven greater strain on communication.

Atthough English is the dominant language

High- Versus Low-Context -
Cultures., Pl £

High
'confext 4‘ Chinese
 Korean
Japanese
* Vieinamese
Arab
Greek
Spanish
tiolian
o "English
Marth American 1
EIER I Scandinavian
Swiss .
e German

YT
[g_w _
okt ¥

‘;

precise in con
tures, in which managers ten

at many multinational companies, failing to
speak a host country's language can make
it tougher for managers 10 do their jobs
well, especially i they are misinterpreted or
if they misinterpret what others are saying.
Such communication prablems make it

‘tougher to conduct business effectively

and efficiently and may result in lost busi-
ness ppporiunities.

’To"avaid .commumcatian problems,
manycompanies_requlre their managersto
jgarn the loca! language. For example,

German-based Siemens requires its marn-
agers.to fearn the language of their host

gountry. Emst Behrens, the head of

Siemens’s China operations, learned ta
speak Mandaiin fluently. Robert Kimmett, a
former Siemens board member, believes
that learning a host country’s language
gives managers “a better grasp of what is
.gaingon inside a company ... not just the

who the other person i, Countries such as China, Korea, Japan, and Vig
. are high-context cultures. They rely heavily on nonverbal and subtle situaug '
cues in communicating with others. What is not satd may he more sig
' than what is said. A person’s official status, place in society, and reputation:can
considerable weight in communications. In contrast, people from Eurofm%-
North America reflect their low-context cultures. They rely essentially on#g
to convey meaning. Body language and formal titles are secondary to sp
and written words {see Exhibic 11-10). BE

What do these coutextual differences mean in terms of communic 'ongg
Actually, quite a lot. Communication in high-context cultures implies considerabllz,
more trust by both parties. What may appear, (o an outsider, as casual and i
cant conversation is important hecause it reflects the desire to build a relat T ) i
and create trust. Oral agreements fmply strong commitments in high-contextiglzs
tures. And who you are—your age, seniority, rank in the organizaton—is high
ued and heavily influences your credibility. Butin Low-contexst cultures, enforce
contracts tend to be in writing, precisely worded, and highly legalistic. Sirhﬂaﬂf@
Tow-context cultures value directness. Managers are expected o be exphctalls
veying intended meaning. It's quite different in high-cont 3
d to “make suggestions” rather than give order

" A Cultural Guide When communicating with people from a differen
“ture, whit can you do to reduce misperceptions, misinterpretations, ant;

facts and figures but also tei
nuance.” :
However, lzarning a foreign langusz

Mandarin, becatise it is so differen
pensate, U.S. managers sometimes

host country's culture.

Source.! Based on K. Kanhold, D.
M. Karnitschnig, and G. Parker, “1.0
Translation? Managers at Multinai
May Miss the Jab's Nuances 7]
Cniy English,” Waell Streiet Journ;
18, 2004, p. B.1.

d

S ynlirhtidns? You can begin by trying to assess the cultural context. You're:
) to hive fewer difficulties if people come from a similar cultural contextt
In addition, the following four rules can be helpfu]::‘5 :

1. Assume differences untid similarity is proven. Most of us assume that oth
more similar to us than they actually are. But people from differeﬂ___t,
tries are often very different fram us. You are therefore far less hk:;élg
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make an error if vou assume that others are different from vou rather thay
A3sUme similarity‘ml[i] difference is proven.

2. Eafrhasize descrifition rather than énterpretation or evalualtion, Tuterprenng or
evaluating what someone has said or done, in contrast o 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 sufficient
tme 1o observe and wnterpret the situation from the differing [reTSpUCives
of all the cultures involved.

3. Practice empathy. Before sending a message, put yoursell in 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 that
cail give vou added insight? Try to see the other person as he or she really is

4. Treat your interfretations as a working hypothesis.  Once vou've developed an
explanation for a new sttuation or think you empathize with someone trom a
foreign culture, treat your interpretation as a hypothesis that needs further
testing rather than as a certainty. Carefully assess the feedback provided by
recipients to see if it confirms your hypothesis. For important decisions or
communiques, you can also check with other toreign and home-couniry col-
icagues Lo make sure that your interpretations are on target,

HOW GOOD ARE MY LISTENING SKILLS?

Inthe Seff-Assessment Library {available online), take assessment 11A.2 (How Sood Are My
Yistering Skills?).

R

N

mary and Implications for Managers

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

The less distortion that oceurs in commuunication, 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 clarily the group's
rask. Fxtensive use of vertical, lateral, and informal channels will increase cor-
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 satisfaction.

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 between effective communication (which includes factors such as
percerved trust, perceived‘accu.r_acy, desire for interaction, lop-management
rf:c_eptiveness, and upward information requirements} and worker productiv-
it}:."S Choosing the correct channel, heing an effective listener, and using

Hoh-context cultures  Cuitures that tow-context cultires - Cuftures that
ptrely haavily oo nonverbal and subtie refy heavily on words to'convey
Ruationa! coes in communication. meaning in communication.
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L feedback may, therefore, make for more effective communication. B

o Ut the
human factor generates distortions that can never be fully eliminate

o Ty

| communication process represents an exchange of messages, but the o
1 come is meanings that may or may not approximate those that the sen
! nitended. Whatever the sender’s expectations, the decoded message in
H mnd of the recewer represents his or her reality. And it is this “realig”
will determine performance, along with the individual's level of motivatig;
3 and degree of satisfaction.

K aymg close attention to communication effectiveness is all the more lmpa
| tant given the ways in which communication technology 1a% transformed
|

TRl
ki)

0

mﬂssage 18 communlcated (vome tone, facial expressions, bodv languacg}
potential for misunderstandings in electronic communication is great. E- maﬂ.-
and TM, and networking software are vital aspects of organizational commum

tion, but we need to use these tools wisely, or we’ll not be as effective as manipefs
as we mxgnt be.

Finally, there are a Jot of barriers 1o effective communication, such as ge
der and culture. By keeping these barriers in mind, we can overcome them’
L increase our communication effectiveness.




e'te beder 0if keeping more things to. Qurselves55

Warkniace oossip is out of control, and very often, we,
. can'tirust pecple with secrets. Tell a friend never, everto
smemmu 1 soineone else, and yoU've aroused inthemanirre-
iz desire Lo snare the “juicy news” with others. A good cile of
stbaf fy ure sure a confidante has told no one else, that

confidentiat information to ourselves. Research shows that

fus are abie to keep secrets and that if we fear certain nega-
onsequences of Lelling our secrets {for examiple, our confi-
will think less of us or will tefl athers), those fears ﬂntmiv
keep s from blabbing, they are often justifiéd.

Gk our careors anc the organizations for wﬁich wi work by discins-
onfidential information. Impraper d|scmsure af orgamzatlonal
onrigtary information i3 a huge costand concem for orgamzations
atthe HF dehacie when board chair Pa[r!Cea Dunn Tost herjob
_two other bourd members resigned. The' cause of- this disastef?
Beard members weling reporters secrets they had | no busrn95§‘(_el ing.

nwhersw : fiset like confiding in someane else, it's pru‘de';lt'to :

all the more important to keep sifent ab_out organizational -
s Organizations are rumar mills, and we can nermanenily dam- -

Point/Counterpaint L0

—Lhe problem with keeping secrets is that they're expensive to
i maintain.

One socia! psychologist found that when people are instructad
nat to diselose certain informatian, it becames more distracting
and difficult for them to 4o so In fact, the more peopie are
instructed to keep something to themselves, the more they see the
secret in everything they do. “We don't realize that in keeping it
secret we've created an chsession in a Jar,” he says. So keeping
things hidden takes a toll on our psyche—it{usually unnecessarily)
adds to the menta! burdens we carry with us,

Anotier psycholagist has found that these costs are real. This
researcher found that young peoagle who experienced a traumatic
experience often had mare health problems later in life. As he
researched the tapic further, he found out why. Generally, these
people conceal the event irom others. He even did an experiment
which showed that when people who have experienced traumatic
gvenis 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 help peaple, but the
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

] 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 fateral communication?

'!;- What are the unique challenges to oral, written, and
nonverbal communication?

Think and Do

!

i Who do you think is responsible for “ineffective commu-
nication?”1s it the fault of the sender or the receiver?

o)
& How might managers use the grapevine for their
benefit?

3 Usmg the concept of channel richness, give examples of
messages best conveyed by e-mail, by face-to-face commu-
nication, and through the company bulletin beard.

xperiential Exercise

AN ABSENCE OF NONVERBAL
COMMUNICATION

This exercise will helf you to see the value of nonverbal commu-
nication fo 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 bst:

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

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

¢. Some conflictin 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 inieresting and challenging
job.

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

6 What are tha main forms of electronic communicme
What are their unigue benefits and challenges?

communication channels?

)
(3 What are some common barriers to effective
communication?

9 What unique problems underlie cross-cultural
communication?

nication they use. How important is it for them to be effe‘ B
tive communicators? Also, describe an incident, in botl

to unwanted consegquences,

f. Everyone should register to vote.

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

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

i. The place where you get your college dﬁg’rﬂ"- ;
more important in determmmg your career su
than what you learn while you're there.

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

3. Party B is o choose a position on this topic {for’
ple, arguing against the view that “some contlict
organization is good™). Party A now must autd
cally take the opposite position.
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oL cibeorive was cormmunication during these

covgnpiany hae has no specilic policies

sevon bovclaned uses of computers and ihe

o elecironie monitoring devices (©

deternivic whur cnnlivess arg doing on thew computers.
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CLpOSIET l.
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sons s the workday

b Plsiiee compnier games dunng the workday
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Case Incident 1

DIANI A ARDALA

g To e o preaous canwl is, considoer the case of

C Dinna Siaiada D 200, Abdala was a recernt aracuate of

A Suffoli oo in s low school, and she passerd the bar exan,
g Shethe eyt v

withcandwas offered agob aralaw firm
4 saresd e W edign Kenan, o Former state prosecuton

Theio lovane s o sasimary of deir comail communica
Cliong: .

R TN R T R
Fronm: Dy Aheinla
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St oo waiing wonforem you thar T will nor be

oollers Adiey careful consideration, [ have

il i thad e pas von are oifering woald
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(asencident 1 411

L. What barriers o conmnanication oxisted?

¢ What purposes does vonyverhal comamunieation
server

d. Relate the lessons learned m this exercise (o prob-
lems that might oec when comnuunicating on e
telephone or twough e-mal

i. Looking for a mate on an Internet datng sevvice

Web site during the workday

¢ Visiting “adult” Web sites on your office computer

during the workday

. Using your employer’s portable commucaton

device (Blackberry) for personal use
. Conducting any of the above activities at work but
before or after normal work hours

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

ucither fulfiit me noc support the lifestyle 1 am living in
Light of the work 1 would be doing for you. I 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, Esq.

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

From: William A. Korman

To: Dianna Abdala .| s

Sent: Monday, February 06, 2006 12:15 p.m.
Subject: RE: Thank you

Dianna- -

Given that you had wo interviews, were offered and
accepred _[};c_joh (indeed, you had a definite start date). 1
am surprisled that you chose an eanail and a 5:30 p.n.
votcemail message to canvey this information a e, It
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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 nternal and external e-
nratls for vau here at the effice. While T de not quarrel with
your reasoning, [ am extremely disappomnted in the way
this played out. D sincerely wish vou the best of luck in your
future endeavors.

Whill Korman

From: Dianna Abdala

Sent: Monday, February 09, 2006 4:41 p.m.
To: William A, Rorman

Subject: Rr: Thank you

A real lawyer would have put the contract into wiimg and
not exercised any such reliance until he did so.

Again, thank you,

From: William A. Korman

To: Dianna Abdala

Sent: Monday, February 06, 2006 418 p.m.
Subject: RE: Thank you

Thank you for the refresher course on centracts. This is
not a bar exam question. You need to realize that this is a

Source: “Dianna Abdala," Wikipedia (hitp://enwikipedia.org/wiki/Thanna_Abdala); and ]. Sandberg, “Infamous Email Writers
Always Killing Their Careers After AlL" Wall Streel fournal, February 21, 2006, p. BL

Case Incident 2
DO YOU NEED A SPEECH COACHz®

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

Consider Michael Sipe, president of Private Egquities,
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 relative
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 Snipe. “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 business with them in a very cormn-
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 comimunicate

very small legal cormmunity, cspec:ally the Climiy

- ’ L. a
defense bar. Do you really want to start pissing off o,
experienced lawyers at this early stage of your career -

fffff Original Message: - - -

From: Dianna Abdala

To: William A. Korman

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

bla bla bia

After this e-mail exchange, Korman forwardegd [h'

AT RN - . - : -':4‘;;1!-{'
respondence to several colleagues, and it quickly Spr Mé%{
exponentially. - e

Questions

L. With whon do you side here—Abdala or Korman!
What mistakes do you think eacl party made?

b

5. Do vou think this exchange will damage Abdala
career? Korman's firme

:ﬁ;

What does this exchange tell you about the limi
tions of e-mail?

from vour tatents. R. W. Armstrong & Associatesiif
Indianapolis-hased cngineering project managen
company, has used specch coaches to refine its pit_tgi:s.
Although the investment wasn’t small—the Comggi}
estimates it paid $8,000 to $10,000 per day to't
25 employees—the firm believes it helped tand se
lucrative contracts.

Asset manager David Freeman agrees. “We ma
across the country to present for 45 minures to a pen ]
funed or consulting firm that can be worth $25 milliO,.*;gl
$50 million, or $100 million in the amount of mone 4
are being given to manage,” he says. “You wan
increase the probability that you are going to be re
bered.”

So what do these coaches do? Some of their trainin]
oriented arcound specch—how to communicate "“
excitement, how to use inflectian effectivety—and t{dd
language. One of the big arcas is to teach people Lo
short sentences, 1o speak in sound bites, and 1o pay
listeners can absorb what's been said.
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and Negotiation

Let us never negotiate out
of fear. But let us never fear

to negotiate.

—John F.Kennedy

After studying this chapter, you should be able to:

1 Define conflict. 5 Contrast distributive and 8 Assess the roles and functions of
2 . f integrative bargaining. +third-party negotiations.
Differentiate between the i ; 5
traditional, human relations, and | 6 Apply the five steps of the ; 9 Describe cultural differencesin -
interactionist views of conflict. . negotiation process. i negotiations. 1
_ . ; 3
3 Outline the conflict process. { Show how individual differences | E
o ; influence negotiations.
4 Define negotiation. I =
- i ;
i
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espite a storied history and one of ti’ Hest-
known brand names in all of consumer
products, H. J. Heinz Co. has had its share of

7 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 LP. Peltz thought Heinz's
underperforming stock represented an opportunity, so

setchup Fight

A 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
= 3 bought a 3 percent share in Kraft, a 2.98 percent stake in
- Cadbury Schweppes PLC, a 5.54 percent stake in Tiffany
X & Co. and a 5.5 percent share of Wendy’s International,
e " 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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When investors such as Peliz, Carl icahn, or mrl\ Ker

sharchoider-led changes ina rompany often the C

angiily wrote to Peltz,"Now is not the time for adding a self-interestgg
and divisive voice inside the Heinz boardroom.” Peltz retorted, "Maybe
SRS ad '_i’ upervision.” Another Heinz director entered the

furiating.”
conflicts that furn personal, this one started out 3
d tacrics. Johnson's focus for Heinz's tum
ctuiing. He Lef;eved Heinz was spreac tos thin, a
Helath ti 2 company on its best-s Je,.mg brands. Peltz’s goa

most of ihe Hm; 3z brar\u

hard to make cause-and-effect inferences for a single in
D that the conflict has produced some tasty results fo
i s ta.{eho!ders. Since Heinz's agaressive advertising ca

ion iast fall, the company’s stock is up roughiy 11 percent.
while you'd think the company’s successes would ease tensi
between Peljiz and Johnso*& personality fonf!icts don't often héa

idea fo z! 1= adve‘ tising campaign, Peitz called that an utter he.

f\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 sl
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, gau
how you handle conflict by taking the following self-assessment.

N
|
|

RIS LR i WHAT'S MY PREFERRED CONFLICT-HANDLING STYLE?

% % In the Seif Assessmient Library (available onling), taie assessment (L.0.5 (What's My Preferced -,
i Confiict-Handling Style?) and answer the fallowing questions.
1
l 1. Judging from your highast score, what's your primary canflict-handfing style?
! 2. Do you think vour styie varies, depending on the situation?
E 3 Wauld you like to change any aspacis of your conflict-handling style? i
g 7 -
A Definition of Conflict

‘ff’ T T I T There has been no shortage of definitions of CG?’lﬂiCt2 Despite thC.

Af{ Define confiict i divergent meanings the term has acquired, several common themes

esto

j

) underlie most definitions. Conflict inust be perceived by the parti



]
k]

fuman i

confiict

confiict

first parny

Was e Trat

AR
HENs

A process that begins when
one party perceives that another party that all conftict is harmful and must he
has negziively affected, oris ahout 1o '
negatively affect, semething that the

cedres about,

Transitions in Conflics Thatght Bt

v whether or not conflict exists is a perception issue. If no ane is aware of 2
contlicy, then itis generally agreed that no conliict exists. Additional common-
Aiifica e delinitions are opposition or incompatibility and sonme o of

mieraction. These facters set the condiuons that determine the heginnmng
,»um(}i the confhct process.

\\c can define conﬂ!m then, as a process that begins whew one party et
ceives thar another party has negatively affecied, oris Dottt to 11“‘)&1.1\(:?} e
soe llnno Wal the first party cares about.! This definition is purposely hrowd. It
describes that poinl il any ongoing actvity when an interaction TCrosIes v
1 become an meipaity Ccanthct It encompasses the wide range ol contlicts
that people xpm"wnce in mgdmzauons——mc *patml’w of goals, differences
cver mierpreations of facts, disagreements based on behavioral expec LaLi(l’ﬂ'&
and the hi lmzm, GUr clatwmm is flexible eviongh w cover the full range of

3 S bitte formns of ulba‘ TeCTnohiL

e

eroanc VIGIeT alls i

ely appropriaie to say theve has been conflict over the rale of
- conflict In oxoups and organizations. One school of thounghn Tas
o aigued that conflict must he avoided—ihat il indicates a m-l]funuic;;:—
mg within the group. We call this the traditional view. Another schoal of

‘m,uffhl the human relations view, argues that conflict Is a patuzal andd
¥ j"t])](_ ourcome in any group and [ha{ it need not he evil but rather
has the potential to be a positive force in determining group performance. The
dvind, 2nd mest recent, perspective proposes riot only that conflict can he a pos-
irfive for e in a group but explicitly argues that some conflict is absolnicly neces-
sy for a group W perform efrectuely We label this third schoot the
mierachonistview. Let's take a closer took at each of these views.

.
.| [ad
s

e s LS

fhe Traditions] Yiew of Conflict

The carly upproach to conflict assumed that all conflict was bad. Confhotwas
viewed m—,g:m\ei), and it was used synonvmously with such terms as wlenice,
despruction. and wrrationality to reinforce its negative Connotation. Conflict, hy
definition, was harmful and was to be avoeided. The traditional view of conflic
was consistentt with the atitudes that prevailed about group behavior in thic
19905 and 1940s. Conflict was seen as a dysfunctional outcome resulting from
poar communication, a lack of openness and trust between peeple, and the
fuilire of managers to be responsive o the needs and aspirations of their

crnploy

T
H

<

Tl:e view that all conflictis bad certainly offers a stimple approach to looking
at ithe hehavior of people who create conflict. Because alt confhict is o be
avoided, we need merely direct our attendon to the causes of conflict and cor-
rect thase malfunetions te improve group and orgamizational performance.
Although research studies now provide strong evidence to dispute that this
approach to contlict reduction results in high group performance, many of us
still evaluace conflict situations using this outmaoded standard.

tralitional view of conflict  The bekief

avoided.
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The Human Relations View of Conflict

The human relaticns view of conflict argued that conflict was a natury) ocey 2
rence in all groups and organizations. Because conflict was inevilabie thr“ .
}'1u111a11 relations school advocated acceptance of conflict. Proponents rati;né;
rzed (s existence: [t cannot be eliminated, and there are even times whep Con
tlict may benefit a group’s performance. The human relations view dominggeg
conflict theory from the late 1940s through the mid-1970s, '

o The Interactionist View of Conflict

Whereas the human relations view accepted conflict, the interactionist View
conflict encourages conflict on the grounds that a harmonious, peacefyl,
quil, and cooperauve group is prove to hecoming static, apathetic, and noy;
sponsive 1o needs for change and innovation.” The major contribution of th
mieractionist view, therefore, 1s encouraging group leaders to maintain 4
ongoing minimum level of conflict—encugh w keep the group viable, seifcriticy)
and creative. :

The interacuonisi view does nou propose that all conflicts are good. Rather
some confiicts suppory the goals of the group and improve its lﬁerforman
thesc are functional, consiructive, forms of contlict. In addition, there are o
tlicts that hinder group perfermance; these are dysfunctional, or destructive;
forms of conflict. What differentiates functional from dysfunctional conflict
"The evidence indicates that you need to look at the #ype of conflict. Speciﬁcaﬂy
there are three types: task, relationship, and process.

Task conflict relates to the content and goals of the work. Relationship con!
flict focuses on interpersonal relationships. Process conflict relates to how the
work gets done. Stuglies demonstrate that relationship conflicts are almos:
atways dysfunctional.” Why? It appears that the friction and interpersonal hos
ulines inherent in relationship conflicts increase personality clashes and
decrease mutual understanding, which hinders the completion of organi
tional tasks. Unfortunately, managers spend a Jot of their time resolving P
: sonality conflicts: one survey indicated that 18 percent of managers’ time
| spent rying to resolve personality conflicts among staff members.®
! Unlike with relanionship conflict, low levels of process conflict and low-to-
moderate levels of task conflict are funcional. For process conflict to be p
ductive, it must be kept low. Intense arguments about who should do whi
become dysfunctional when they create uncertainty about task roles, increa
the time to complete tasks, and lead to members working at cross purposes
Low-to-moderate levels of task conflict consistently demonstrate a positive
effect on group performance because it stimulates discussion of ideas thas
helps groups perform better.

of

The Conflict Process

N ) The conflict process has five stages: potential opposition or incompati

j bility, cognition and personalization, intentions, behavior, and out
comes, The process 1s diagrammed in Exhibit 15-1.

Cutline the conflict process.

9

Stage I: Potential Opposition or Incompatibility

The first step in the conflict process is the presence of conditions that creal
opportunities for conflict to arise. They need not lead direcdy to conflict, bu
one of these conditions is necessary if conflicl is to surface. For simplicity’s 52{1__“3
these conditons (which we can also loek at as canses or sources of conﬂ“?‘_)l ;




ry

e Lt i et 5 i AR

e (o Mlcf Proc

srbia) opposivion
ar incompaiibility

Thie Conflict Provess 233

Stage i Stage il Srage 1V Stnge V ‘
Cogniiion and Intentions Bohavior Quicomes ‘
persona alization |
!
) Conficihandling lncreased !

Perceived igtaniions Overt confl groug

confiict ™y . Compefing ; ¢ Farty's 7 performance
‘ s Colleborating  —#-  behaviar e .
zol: /7’ o Compromising , o Other's Decragsed
conflic ¥ A\o%d'mg w reachion group g :
- Au_ommodmmd i - e performgpce 4 :

Tave been condensee 1o three g crierdl culegories: COTNIIUNICALON, Stricie,

and personal variables.
Lommunication  Deepa bad wor ked in supply-chain management at Bristol
Hlorei for 3 vears. She enjoyed her wark in large part because her! hoss, Ranjan,
was & great guy o work for. Then Ranjan got prom ated 6 months ago, and
Vijay Lok his place. Deepa says her job is a ot more frustraiing now. “Ranjan
anel T were on the same wavelength, IUs not that way with Vijay. He tells me
something and I do it Then he tells me [ did itwrong. [ tunk ke means one
thing but says something eise. It's been like this since the day he armved. |
dan't think a day goes by \-\hc‘n he isn't yelling at me for something. You know,
there are some people vou just fnd it easy 1o communicate with. Well, Vijay
isi't one of those!”
ﬂpppd s comments illusirate that con"!nunication can bW source of con-

flict.” Thev vepresent the opposin;r forces that arise from sewnantic difficulties,
mis Admctandn os. and “nolse’” in the Communlcanion ch mnels. Much of tis

discussion can l:e 1<fla.tcd to OUr comments on commuricaton in Chapier

& review of the research sugpests that differing word connolations, jargon,
insufficient exchange of informarion, and nowise in the communication channe]
wre all barriers o cormmunication and potential antecedent conditions o con-
flicl. Research has further demonswaled a surprising finding: The potentiad for
conflicl increases when either oo little or oo much communication takes
wlace. Apparcntly, an meorease in communication isrfuncrional up 1o a point,
whereupon it is possible to overcommunicate, with a resaltant mcrease mn the
potendal for conflict,

Structure  Mecra and Rubina bath work at InStvle—a large discount furmni-
cure retailer. Meers is a salesperson on the floor, and Rubina is the company
credit mavager. The two women have known each other for years and lave

human relations view of conflict  The
belief that confiict is a natural and
inevitabile vutcome in any group.
interactionist view of conflict  The
belief that confiict is not only a positive
forca in a group but that itis also an
cessity fora group to

functional conflict  Conflict that
supports the goals of the group and
improves its performance.
dystunctional conflict  Conflict that
hinders group performance.

task conflict Conflict over content and
goals of the work.

refationship conflict Confiict based on
mterpersona} refat.'onshrps

process contlict Conflict aver how
work gets done :

conflict process A4 process that has
five stages: patential opposition or -
incompatibility, cognition and
personalization, intentions, behavior.
and outcomes.
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Personal variables such as
personality differences can be the
source of conflict armong coworkers.
Yo reduce conflict resulting from
personality differences, Vertex
Pharmaceuticals teaches employees
how to identify other peopie’s

Col - parsonality types and then how to
commuricate effectively with them.
! At Vertex, innovation is critical to the
! company’s mission of developing
v drugs that treat life-threatening
diseases. By training empioyees to

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

much i common: They Hive within two blocks of each other, and thej, Ol'd’l
daughters attend the same middle school and are best friends. [n realin
Meera and Rubina had different jobs, they might be best Friends thems R
but these two women are consisienily fighting bawles with each
Meera's job is to sell furniwure, and she does a heck of a job, But mogt of h
sales are made on crecit. Because Rubina’s job is to make sure the Compﬁ
minimizes credit losses, she regularly has to twrn down the credis applicat,
of a customer with whom Meera has just closed a sale. It's nothing persey
between Meera and Rubing; the requirements of their jobs just bring th;zmn
into conflict. P

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

elvés
oth

structure 15 used, 1n s context, o nclude vanables such as size, degre
specialization 1n the tasks assigued 10 group members, durisdictional ¢ay
membet-goal compatibility, leadership siles, reward systems, and the degréé
dependence hetiween groups. :

Rescarch indicates that size and specialization act as forces to stimulae ¢
flict The larger the group and the more specialized its activities, the g[‘eatef”t__lj
likelihood of confhct. Tenure and couflict have been found to he inverggi},;
related. The potential for conflict tends to be greaiesi when groap membe
ave younger and when wrnover is high.

The greater the ambiguity int preci
actions lies, the greater the potential for contlict to emerge. Such Juris
tional ambiguities increase intergroup fighting for contro! of resources
territory. Diversity of goals among groups 1s also a major source of conflig
When groups within an organization scek diverse ends, some of which—1ik
sales and credit at InStyle—are inherently at odds, there are increased op‘ﬁo‘
wanities for conflict. Reward systems, too, are found to create conflict whe
one member’s gain is at another’s expense. Finally, if a group is dependent o
another group {in contrast to the two being mutually independent) orifin
dependence allows one group to gain at another’s expense, opposing for
are stimulated.!?

ely defining where responsibility*

o
o
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Personal Variables Have vou ever tuetsomeons o whom vouw reok e
diate dislikingr You disagreed with most of the oplipuns they expresascd, bven
insignificant char 1ctcr15hc>—thc sound of thew vaice, the smick when diey
Shitl L;(L their personality—annoyed you Wove a Ul et people Yk that. When
o have 1o work with such individuals, there is ofters the potentiad for conflic
Our last category of poLemial sources of condlict s pevsanal vaiables, which
include pummlm emotions, and values, Evidence indicates that certn
personality types—for example, ndividuals who are highlyv authoriiwtan and
duommcghaﬂ 1o poetential conflict. Frmotovs can also cause conthet For
e “unpl(' an emplovee who shows up to work lrate from her hectic morning
commute may carry that anger with her o her 9 axt.meeting. The problem: Her
weer can annov ber colleagues, which may lead 1o tension-filled weeting!!

Stage i Cognition and Persona alizating

it 1he conditions cited i Stage ! pegativel affect something that onre pety
rares about, then the po ruma! for oppositon oy meomparnibibiv hecories achie
alized in the second stage

Aswe noted it our dehnition of conflict, perceplimi s tr.,)n,!}w:e'i. T herefove,
one or more of the parties must be aware of the exastence of 1he antecedent
canditions. However, because a conflict is perceived conflict does nol moan
thai it is personalized. In other words, “A may be aware that Band A ave i seri-
O dmafrwemmt Cbur it may not make A tense or anxious, and 1 nay have
no cifect whatsoever on A's affection toward £ It is at the felt condlict level,
when individuals become emotionally tnvolved, that parties experience anxiety.
tension, frustration, or hostihity.

Keep in mind two points. First, Stage I is moportant because 1t's where con-
fiictissues tend to be defined. Thisis the place in the process where the parties
decide what the conflict s about.™ in ture, this “sense making” Is critical
hecause the way a conflictis dehned goes a long way toward csr.lbhahmﬁ the
wort of outcomes that nught settle it Fov mnstaiice, 1’1 define our salary dis
AUTEEMENT A 4 7€r0-SUm situation (thar is. if vou get the lnerease 1 pay vou
want, there will he hust thal ameunt less for me) [am geing o be Ly less willing
L COMProinse Llun if I frame the conflict as a potential win/win sttization {that
is, the dollars in the salary pool might be increased so that boily of us could zet
the added pay we want). So the definition of a conflict s importnt becase it
typically delineaies the set of possible seulcruents. Our second point is that
emotons play a major role in shaping perceptions. M For exasnple, negative
crmotions have heen found o produce oversimphfication of issues, reducuons
in trust, and negative interpretations of the other party’s behavior ™ In con-
wust, posttive feclings have been found to mcrease the tendency to see potenuul
relationshins among the elements of a problent, o take a broadaer view of ihic
sitnation, and to develop more innovative solutions.1?

Stage lil: Intentions

Intentions intervene between people’s perceptions and emotions and their

overt behavior. These intentions are decisions 1o act 1 a given w;:y.”
Luentions are separated out as a distinct stage because you have to inder the

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

perceived cuqfllct Awareness by one felt conflict  Emotions] involvernent in intentions Decisions to actin a
Sor mers purties of the existence of a conflict that creates anxiety, given way.
- eonditions that create opportunities for tenseness, frustration, or hostility.

Leonflict to arise.
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Dimensions of Conflict-Handiing Intentions
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Scurce: K. Thomes, “Confict ond Megatiation Pracesses in Orgonizations,” in M D. Dunnzie and L. M. Hough {eds ), Handbeak of ’m‘wh-iai
ardl Organizational Prychology, 2nd ed. val. 3 (Pals Alte, Ch. Consulting Paychologists Prass, 19921, p. 668 Used with permission,

are escalated merely by one party ataibuting the wrong intentions to the othg
party. In additon, there is typically a great deal of slippage between intentiont
and behavior, so behavior does not always accurately veflect 2 person’s intention;

Ex<hibit 15-2 represents one author’s effort to identify the primary confli
handling intentions. Using two dimensions—cooperativeness {the degre
P which one party attempts to satisfy the other party’s concerns} and assertiv
k {the degree to which one party attempts 1o satisfy his or her own concern
{ive conflict-handling intentions can be identified: competing (assertive fd
uncooperative), collaborating (assertive and cooperative), avoiding (unasserfy
and uncooperative), accommodating (unassertive and cooperative), a
compromising {(midrange on both assertiveness and cooperativeness).'®

Competing When one person seeks to satisfy his or her own interests, regat
i less of the impact on the other partes to the contlict, that person is compe i
Competing is when you, for example, win a bet and your opponent loses.

Collaborating When the parties to conflict each desire to fully satisfy the ce
cerns of all parties, there is cooperation and a search for a mutually benefic
outcome. In collaborating, the iniention of the parties is to solve a problem
clarifying diffevences rather than by accommodating various poinis of vi
you attempt to find a win//win solution that allows both parties’ goals to be cof
pletely achieved, that’s collaborating. :

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

Accommodating When one party seeks to appease an opponent, that pa
may be willing to place the opponent’s interests above his or her own. In othel
words, in order for the relationship to be maintained, one party needs 10,
willing to be self-sacrificing. We refer to this intention as accommoda
Supporting someane else's opinion despite your reservaiions about 1t 1%
example, would represent accommeodating.

Compromising When each party to a conflict seeks to give up somethif
sharing occurs, resulting in a comprommised outcome. In compromising, ther
no clear winner or loser. Rather, there is a willingmess to ration the object of
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The Confiict Process

conflictand accept a soluton that provides incompiete sausfaction of both par-
ses concerns. The distinguishing chavacterisuc of compromising. therefore, s
that each party intends w give up something.

Tientions are not always fixed, Duving the course of a conflic - they nught
chaiige because of ¢ cuncqnualumon or because of an mmumml reaction Lo
the ])d wavior of the other party, However, research mdlrauw that pcuple have
an wnderiving disposition L » handle conflicts in certain ways.1? Specifically, indi-
vidialy have preferences ameng the five conflict-ha himo intentions just
duvsenlfed; \IILSL prefevences tend to be relied on quite Lommtnﬂ\ and a per-
015 NTENTONS can be pl’c(ll(tud rather well from a combinadon of intellectual

ok PUTSaGE thl» characte

e e an AL D
SRS V) nenavior
When mios [wm‘w ik of confiict qi‘;ui-uimzé ti'ltv teid 1o focus on Swage 1V
hecuuse s 13 where conthics become visible, The behavior stage includes the
SLlenDs, actions, and reactions made by die wnri' g partes. These con-
Hict Dehaviors are wenally overt attempts w impleiient ffuLll parnys insentions.

these beloviors have cstmulug gualiny that wseparais [rom nentions, Asa

U of miscaloutations or unskilled enactments, overt behavicrs sometimes
20

ale from original renaons.
it helps 1o think of Stage TV as a dvnamic process of interaction. For exam-

VL S : onome, respond by arguing, you threaten wie, 1
CALET VO har k, and so on. ]:,Xhlbl[_ 15- pm\jdm a way of visualizing conflict
behavior. Al conflicts exist somewhere a'onﬂ this continuum. At the fower part
of the caniinuum are conflicis characterized by subtle, indivect, and highly con-
wrotled formes of ension. An illustration might be a studernt questioning in class
a point the tnstwactor has just made. (Jonfhct intensities escalate as they move
upsard slony the continwam untl chey beconmie highly destructive. Swrikes,
ricts. and wars clearly fall in this upper range. For the most ‘_p:i:'L, vou should
assume thar conflicts thar reach the upper ranges of the continuum are almios

Conflict-Intensity Continuum J

Atmi‘:i\o?my — Owen elforts o desiroy the ather pariy
conflict

! L Aggressive physical aftacks
¢ 4. Threats and uliimatums i
f ;
B - Assertive verbal aftacks
+  Overt queshianing or chc\leng'mg af oihers
: - tnor disagreements or misunderstandings :
- No conflict L :
i
. e ot a1 e s At s . — e __/-
Source Based on § 7 Robbins, Managing Organizational Conflict: A Nentrsditiono] Approach [Upper Saddie River, IN): Srenfice Hall,
¥ 3 274), pp. 93-97; and F. Glasi, “The Process of Canflie! Escolofian and the Roles of Third Parties,” in G & J Bomers and R Petersen {eds |,
T E ot Managemen: and' Industeiol Relotions (Baston: Kluwer-Nithoff. 1982], pp. 115-140
e
3 |
r - N . . .- . . e . . :
E:nmpetmg 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 conflict is wiiling to
the other ict. : T i ] i
. ! othe Paﬁy te the conflict accommedating  The willingness of give up something.
" collaborating A sitaation in which the one party in 3 conflict to place the

‘Parties to a conftlict each desire to

opponent’s interests above his or

satisfy fully the concerns of alil parties. her owr.
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Conflict-Management Techniques.

Conflict-Resolution Techniques

Problem solving
Superordinate goals
Expansion of resources

Avoidance
Smoothing
Compromise

Authoritative command

Altering the human variable
Alftering the st.ructur:al variables

Conflict-Stimulation Technigues

Face-to-face meeting of the conflicting parties for the pu“rp.ose of ident—\:fj;ing theprgt;;gr;‘;‘-
resolving it through open discusssion. nd

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

Whgn a conflict is canjnsed by the scarcity of a resource—say, money, promotion, CPpOrtunitieg
office space—expansion of the rescurce can create a winfwin solution. -
Withdrawal fram or suppression of the conflict.
Playing down differences while emphasizing common interests between the confiicting Paf"tie;
Each party to the conflict gives up something of value.

Management uses its formal authority to resolve the conflict and then communicates its
desires to the parties involved. _
Using behavioral change techniques such as human relations training to alter attitudes ang.
behaviors that ause conflict,

Changing the formal erganization structure and the interaction patterns of conflicting Part.ies
through job redesign, transfers, creation of coordinating positions, and the like.

Communication

Bringing in outsiders

Resiructuring the nrganization

Appointing a devils advocate

Using smbiguous or threatening messages to increase conflict levels.

Adding employees to a group whose backgrounds, values, attitudes, or managerial styles -
differ from those of present members,

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

Designating a critic to purposely argue against the majority positions heid by the group.

Saurce: Gosed o0 5. P Robbins, Manuging Orgonizationa! Conflict: A Montraditional Appreach [Uapsr Saddle River, BJ: Prantice Hell, 1974), pp. 59-B%.

always dysfunctional. Functional conflicts are typically confined to the lo
range of the continuum. :

If a conflict is dysfunctional, what can the parties do to de-escalate 1¢? Or,
versely, what options exist if conflict is too low and needs to be increased?’
brings us to conflict-management technicques. Exhibit 15-4 hsts the major resd
tion and stimulation techniques that allow managers to controt conflict levi
Note that several of the resolution techniques were described earlier as conflict
handling intentions. This, of course, shouldn’t be surprising. Under ideal cond¥
tions, a person’s intentions should translate into comparable behaviors.

r

Stage V: OQutcomes
He-

The action-reaction interplay between the conflicting parties results in co
quences. As our model (see Exhibit 15-1) demonstrates, thesc outcomes ma)"b{ff
functional in that the conflict results in an improvement in the group’s perig
mance or dysfunctional in that it hinders 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 viglent aggres
sion could be functional. But there are a number of instances in which it's p&*
sible to envision how low or moderate levels of conflict could improve the gffEC
tveniess of a group. Because people often find it difficult to think ofinstan_cﬁ,}?
which conflict can be constructive, let’s consider some examples and thél
review the research evidence. Note how all these examples focus on task ant
process conflicts and exclude the relationship variety. o

Conflict is constructive when it improves the quality of decisions, Stlm‘}l?&
creativity and innovation, encourages interest and curiosity among grot.l:
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membiers, provides the medium through which problems can be aived and ten-
sions released, and fosters an environment of self-evaluation and change. The
evidlence suggests that contlict can improve the gquality of decision making by
allowing all pbints, particalarly the ones that are unusual or held by a mmonity,
to be weighed in importarnt decisions.?! Conflict is an antidote for groupthink.

I daesn’t allow the group w passively “vubberstamp” decisions that may be

ased on weak asswinplions, inadequate consideradon of retevant adlicynan
Conflic
creation of new ideas, promotes reassessment of group goals and aciivitics, aud
inceeases the prabability thar the group will respond o change.

For an example of a company that sulfered because it had too e funce-
ttonal conflict, you don’t have to leck further than automob:le hehemoth
General Motors.™ Many of Gh’s problams, from the late 198is ro the present
day, can be traced to alack of funcdonal conflict. GM hired and proma ted indi-
viduals who were yespeople, loval to GM to the point of never gquestioning
company actions. Many, like investor Kitk Kekorian, fault GM management’s
conllict aversion for its acceding to the UAW's demands for generous health
care and pension benefits, (GM's labor costs average $73.26 per hour, which is
much Ingher than for Bis Japanese competitors.) In farness to GM, Chrysler
and Ford also approved similar benefits, but they've siruggled mighiily as well.

Conflict aversion is not Jimited to the awtomakers. Yaheo!'s former CEO
Tim Koogle was so conflict averse thata sense of complacency settled i that lelt
nmmigcré afraid to 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 functonatity of conflict.
Consider the following findings. Conflict can also positively relate to productvity.

3

hallenges the sizias auo and therefove furthers the

Dnﬂict 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 2roups, performa,. .
tended to improve more when there was conflict armong members thay ‘\q}*f"
there was fairly close agreement. The investigators observed that when o
analyzed decisions that had been made by the individual members of that gm'n‘,'t:
the average improvement among the high-conflict groups was 73 Perce;‘]i}'f
greater than that of those groups characterized by low-conflict (:Unditiongj';‘t
Others have found similar resuits: Groups composed of members with diffe-re'n
interests tend to produce higherquality solutiuns 1o o variety of problems i
do homogeneous groups.* P

The preceding leads us to predict that the mcreasing cultural diversi.t}, Df-tﬁz}:
workforce should provide benefits to organizations. And that's what the & ;
dence mdicates. Research demonstrates that heterogeneity among group";ﬁig
organization members can increase creativity, improve the quality of decisiijﬁ"
and facilitate change by enhancing member Hexibiliy.? For examp}
researchers compared decision-making groups composed of all-Cancasian md;
viduals with groups that also contained members from Asian, Hispanic, ap;
black ethnic groups. The ethnically diverse groups produced more effeg
and more feasible ideas and the unique ideas they generared tended o Bé_-'uf
higher quality than the unique ideas produced by the all-Caucasian group.

gTGlipv

d

Dystunctional Qutcomes The destructive consequences of conflicy ona
group’s or an organization’s performance are generally well known. A reag&fﬂ;
able summary might state: Uncentrolled oppositon breeds discontent, which
acts to dissolve common ties and eventually leads to the destruction of tr'e
group. And, of course, there is a substandal body of literature to document how
conflict—the dysfunctional varieties—can reduce group effectivenesid
Among the more undesirable consequences are a retarding of communicatiin;
reductions in group cohesiveness, and subordination of group goals to the pri:
macy of infighting among members. At the extreme, conflict can bring g
functioning to a halt and potentially threaten the group’s survival.

The demise of an organization as a result of too nmuch conflict isn
unusual as it might first appear. For nstance, one of New York's best-known;
firms, Shea & Gould, closed down solely because the 80 partners just couldy
get along.?” As one legal consultant familiar with the organization said: ©
was a firm that had basic and principled differences among the partners o
were basically irreconcilable.” That same consultant also addressed the paftel
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 view
toward conftlict, what can they do (o encourage [unctional conflict in theil
organizations?®® :

There seems to be general agreement that creating functional confhict’
tough job, particuiarly in large U.S, corporations. As one consultant puttt
“A high proportion of peopie who get w0 the top are conflict avoiders. Thﬁ)’
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’t irritate people
on the way up.” Another suggests that at least 7 out of 10 people in U.S. busing¥
hush up when their opinions are at odds with those of their superiors, allo
basses to make mistakes even when they know better.

Such anticontlict cultures may have been tolerable in the past but are no n
today’s fiercely comnpetitive global econotny. Qrganizations that don’t en,c:(_{?%
age and support dissent may find their survival threatened. Let’s look at SO
approaches organizations are using to encourage their people to chaltenge
systern and develop fresh ideas.
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HewlewPackard rewards dissenters by recognizing go-against-the-grn
. pes. or people who sty with the ideas they believe in even wher those idess
. v A z'n;ji:(:u:(.l hv maragement. Herman Miller Inc,, an office furniture yandaes
o Ger has a formal system in which employees evaluare and criticize thelr
o hosses, 1BM also has a formal syste that encourages dissension. Evoployees can
. guestion their poss with tnpunity. if the disagreement can’t he resolved, the svs
P ¢ tesm provides a third party for counsel. Anheuser-Busch builds devil’s advocates
Lo into the decision process. When the policy commitiee considers a major move,
sich s geting LG or out of a business or making a major capital expenditure,
it oficn assigns teams to make the case for each side of the question. This
process freqﬁenﬂy cesuits in decisions and aliernatives that hadn't been consic

ered previously.

i g
s ] Ope common ingredient in organizations that successiully create func-
o Vol conflict ie that they reward dissent and punish conflict avorders. The
T real chullenge for managers, however, is when they hear news they dontwant
i to hear, The news may make their hiood boil or their fopes collapse, but they
e can’t show it. They have to learn o take the bad news without {linching. No
of tirades, no tightlipped sarcasm, no eyes rolting upward, no gritting of tecthy.
Pather, managers shouid ask calm, even-tempered questions: “Can you telb me
maore about what happened?” “What do you think we ought to do” A sincere
ERR “Thank you for bringing this to my attention” will probably reduce the likel-
m- hood that managers will be cut off from similar communications m the
cho future.

Having considered conflici—its narure, causes, and consequences——we NOw
wrn to negonation. Negotation and conflict are closely related hecause nego-
dution often resolves conflict.

up N P
Negotiation

L goliall

111“1 1 £ Negodation permeates e interactions of alinost everyone m gronps

b A }i and orgarizations. There's the obvicus: Labor bargains with manage-

w4 - o= ent. There’s the not-so-obvious: Managers negotiate with emnployees.

peers, and hosses; salespeople negotiate with customers; purchasing agents

e negotate widh suppliers. And there’s the subtle: An employee agrees Lo answer
a colleague’s phone for a few minutes in exchange for some past or future ben-
efit. In today’s loosely srruciured organizations, in which nmiembers are increas-

o inglv finding themselves having to work with colleagues over whoru they have

Leir no direct authority and with whom they may not even share a common boss,
negotiation skills become critical.

A We can define negotiation as a process in which 1wo or more parties

Cit, exchatngc goods or services and attempt to agree on the exchange rate for

hey them.? Note thas we use the terms negotiation and bargaiming inte rehangeabiy.

s, In this section, we contrast two bargaining strategies, provide a model ol the

negotialion process, ascertain the roie of moods and personality waits on bar-
gaining, review gender and culural differences in negotiation, and take a hrief
look at third-party negotiations.

negotiation A process in which two or

- more parties exchange goods ac
services and atternpt to agree on the
exchange rate for them.
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Distributive Versus integrative Bargaining

Bargaining
Characteristic

Distributive
Bargaining

Goal
Motivation

Focus

Interests

information sharing

Get as much of the pie as
possible

Win/lose

Pasitions ("] can't go
beyond this point on this
issue.”}

Opposed

Low (sharing information
will only allow other party

Integrative
_ Bargaining

Expand the prlre 50 tham
parties are satisfied

Win/win

interests ("Can you explain why -
this issue is so important to your

Congruent

High (sharing information wiy
aliow each party to find ways to

to take advantage) satisfy interests of each party) -

Duration of relationship  Short term Long term

Y

Bargaining Strategies

ey There are two general approaches to negotiation—distiibutive barga
3 Contrast distributive and integrative | ingand inlegrative bargaining. 30As Exhibit 15-5 shows, distributive ant
bargaining. I integrative bargaining differ in their goal and metivation, focus, ing
J ests, information shalmg, and duration of relationship. We now defy

distributive and integrative bargaining and illustrate the differends
between these two approaches.

Distributive Bargaining You see a used car advertised for sale in the newspa
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 wan
e to pay that much, The two of you then negotiate over the price. The negotiatin,
i strategy you're engaging in is called distributive bargaining. Its most identifyin
feature is that it operates under zero-sum conditions. Thatis, any gain [ mak
at your expense and vice versa. In the used-car examptle, every dollar you't
get the seller to cut from the car’s price is a dollar you save. Conversely, ev
dollar mare the seller can get from you comes at your expense. So the esse
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 15 only a
amount of goods or services to be diwied up. Therefore, fixed pies are ze
sum games in that every dollar in one party’s pocket is a dollar out of th
counterpart’s pocket. When parties believe the pie is fixed, they tend to barg
distributively.

Probably the most widcely cited example of distributive bargaining is in labO
management negotiations over wages. Typically, labot’s representatives comet
the bargaining table determined to get as much money as possible out of man
agement Because every cent more that labor negotiates increases rnanag
; ment’s costs, each party bargains aggressively and treats the other as an opp!
i neni who must be defeated.
i The essence of distributive bargaining is depicted in Exhibit 15-6. Parties,
| and Brepresent two negotiators. Each has a target point that defines what he;
she would like to achieve. Each also has a resistance point, which marks the Towest
outcome that is acceptable—the point below which they would break oft neg
riations rather than accept a less-favorable settlement. The area hetween these
two points makes up each one’s aspiration range. As long as there is some 0¥
lap between A's and B's aspiration ranges, there exists a settlement range
which each one’s aspirations can be met.
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Staking Out the Bargammg Zone
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When cngaged in distributive bargaing. one of the best things vou can do
is to make the fllbi offer, and to make it an aggyessive one, Rese: areh consisie nth
shows that the best negotiators ave thosc hho make the fvst oiler, and whose
initial offer has very Fam()labl(: terms. Why 1s this so? One reason is that making
the st offe :hows power; re earch shows that individuals 1 power are much
niore Hkely 1o make inital otfeas speak first at mee lings. and theveby gain the
advantage. Another reason was mentioned in Chapter 5. Recall that we dis
cnssed the anchoring bias, which is the iendency for people to fixaic on el
information. Once that anchoring pmnt s set, people fail to adequately adjust
it hased on subsequent information. A savvy negotater sels an atchior with the
imiial offer. anrd scores of negouanon stadies shou that such anchors greatly

favor the person who sets it.”

For example, say you have a job offer, and your prospective emplover asks
vou what sort of starting salary you'd be looking for. You need to realize tha
vou've just been given a great gift—you have a chance to set the anclior, mean-
mg that you should ask for the hwhcst salary that you think the cruployer could

raasonabl\ offer. For most of us, asking for a million doflars is only going 1o
make us loel ridiculous, which is why we suggest being on the high "'ul ol what
vou think 1s res asonable. Too often we err On the Sidf‘ Of CAntia, h(—‘lh“ alraid of

caring off the emplover and thus settling for o linle, Iy i5 possible to scave off
an LmrJloﬁ cr, and it's true thalemp oyers d(m tlike candidates 1o he assertve in
salary negotatons, but liking isn’t the same as respect or doing what 1t akes 1o
hire or retain someone.>? \ ou should reatize that what happens much more
often is that we ask for less than what we eould have gotten.

Another distributive bargaining tactic is revealing a deadine. Gonsider the fol-
fowing example. Sandhva is a human resources manager. Shie is negotiating sdary
with Anuj, whoisa hwhl\ sought after new hive. Because Aiyj k}l(’\\b the company
needs him, he dec 1(165 to play hardbali and ask for an exwaordinary salary o
rany benefits. Sandhya tells Anuj that the company can’t meet s ree prirements,
r\!]UJ tells Sandh‘,a he is going 1o have to 1think things over. Worried ihe compum
is going to bose Anuj to a compertitor, Sandhya deadcs to tedl Anug thanshe s ancler
time pressure and that she needs to reach an agreement with him imme ciatcly, o
shie will have o offer the job to another candidate. Would you consider Sandthya to
be a savvy negotiator? Well, she 1s. Why? Negotators who reveal de acdlines speed
CONCEsSSIONNS trom thelr negotiating counterparts, making therm reconsicer then
position. And even though negotators don't think L}ns tactic works, in reandity
negotators who reveal deadlmes do better3?

fixed pie  The belief that there is only

sanks Lo divide up a fixed amount a set amount of goods of services to

be divvied up between the parties.
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Conflict and Negotiation

strategy is better.

"ihis staternent is false. That might surprse you, given
that we just reviewed avidence on anchoring bias,
which would seem 1o suggest that if I'm sslling soms-

thing in an auction, | should set the intial bid 85 Tigh as pos-

sible. Research shows that, white this generally is true, for
auctions, this would be a mistake. In fact, the opposite

Analyzing auction results on eBay, a group of researchers
found that Jower starting bids generated higher finai prices.
As just one exarnple, Nikon digital cameras with ridiculously «
low starting bids {one pennyl sold for en average of $312,

whereas those witn higher stariing prices went for an aver.
age of $204 3

What explains such a counterintuilive result? The.
researchers found that low starting bids attract mare bidders,
and the increased traffic gencrates mere competing bidders
so thatin the end, the price is higher. Although this may seery
irrational, negetiation and bidding behavior aren't always ratio:~
nel, and as you've probably expenenced firsthand, once yoy

start bidding for something. vou want to “win,” forgatting °
that for many auctions, the one with the highest bid is often
the loser {the so-called winner's cursel.

B _—

United Auto Workers President Ron
Gettelfinger (left} shakes hands with
Ford Motor Company txecutive
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
pensians that will boost Ford's
competitiveness with lapanese
automakers.

Integrative Bargaining A sales representative for a women’s sporiswear m; =
ufacturer has just closed an INR 1.5 million order from a smal} clothing retail
The sales represematwc 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 me
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
an uncollectible debt. The two openly review their optons. After considerabl
discussion, they agree on a solution that meets both their needs: The credi
manager wili approve the sale, but the clothing store’s owner will prowd
bank guarantee that will ensure payment if the bill isn’t paid within 60 day
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This salescredit negotiation is an example of integrative bargaining. I contrast
{0 distributive bargaining, integrative bargaining operates under the assumyp
tion that there are one or more setlements that can create a win/win solutwon.

[1 terms of intraorganizational behavior, all things being equal, inten anve
bargaining is preferable to distributive bargaining. Why? Because the formen
builds long-term relationships. It bonids negotiators and allows them tw leave
the bargaining table feeling that they have achieved wvictory. Distributive bar-
gaining, however, leaves one party a loser. Tt tends o build animosities and
deepen divisions when people have to work together on an ongoing bass.
Research shows that over repeated bargaining episodes, when the “losing” party
feels positive about the negotianon outcome, he 1§ much more Iikely 10 bargam
cooperatively in subsequent negotiations. This poinis to the imporant advan-
tage of integrative negotiations: Even when you “win,” vou want your opponent
w0 feel positively about dhe negotiation ¥’

Why, then, don’t we see more integratve bargaining in organizations: The
answer Yes in the conditions necessary for this fype of negonation to succeed.
These include parties who are open witl informaton and candid abous their
concerns, 3 sensitivity by both parties 1o the other's needs, the ability to trusi
one another, and a willingness by both parties to maintain flexibility.™ Because
these conditions often don't exist in organizations, it isn't surprising that nego-
fiations ofien rake on a win-atany-cost dynamic.

There are some ways 1o achieve more integrative outcomes. For example,
individuals who bargain in teams reach more integrative agreements than those
who bargain individually. This happens because more ideas are generated when
more people are at the bargaining table. So iry bargainingin teams.”” Another
way to achieve higher jointgain setdements is 10 put moie issucs on the table.
The more negotiabte issues that are introduced int0 a negotiation, the more
opporiunity there is for “logrolling” where issues are traded because of ciffer-
ences in preferences. This creates better ontcomes for each side than it each
issue were negotiated individually *

Finally, you should realize that compromise may he vour werst eneiny i
uegoUating @ win/win agreemoint. This is because compromising reduces the
pressure wo bargain iniegratively. After all, if you or your opponent caves M Cis-
ily, it doesn’t require anyone to be creative to reach a setdement. Thus, people
end up setding for less than they could have obtained if they had been forced o
consider the other party’s interests, trade off issues, and be creative.® Think of
the classic example where two sisters are arguing over who gets an orange.
Unbeknownst 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 s
ply capitulates 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 sotution: They could each have the orange because they want clit-
ferent parts of it!

The Negotiatioﬁ Process

process

: e e Exhibit 15-7 provides a simplified model of the negotiation process. It
Apply the five steps of the negotiation 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 problemn solving, and (5) closure and implementation.*”

" that seeks one or more settlements

“integrative bargaining 'Negori.arri_o"n_'

that can create a win/win solution. -
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parties will undoubtedly need 10 make concessions.

Preparation and Planning  Before you start negotiating, you need to doy
homework. What's the nature of the contlict? What's the history leading up
this negotiation? Who's invelved and what are their perceptions of the conf;
What do you want from the negotiation? What are your goals? If you're a sup
manager at Dell Computer, for instance, and your goal is to get a sigmﬁc‘p'
cost reduction from your supplier of keyboards, make sure that this goal g3
paramount in your discussions and doesn 't get overshadowed by other isspeg
often helps to put your goais in writing and develop a range of outcomes—frg,
“most hopeful” to “minimally acceptable™—to keep your attention focused,
You also want to prepare an assessment of what you think the other par
goals are. What are they likely to ask for? How entrenched are they likely to b
in their p05ition? What intangible or hidden interests may be importantt
them? What might they be wiiling to settle on? When you can anticipate y¢
opponent’s position, you are better equipped to counter arguments with th
facts and figures that support your position.
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 5
they will respond to any given situation. As part of your strategy, you shol
determine yours and the other side’s best alternative io a negotiated agreeme
(BATNA).4! Your BATNA determines the lowest value acceptable to you for
negotiated agreement. Any offer you receive that is higher than your BATNA is:
better than an impasse. Gonversely, you shouldn’t expect success in your neg
tiation effort unless you're able to make the other side an offer they find moré
attractive 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.

Definitien of Ground Rules Once you've done your planning and develop
a strategy, you're ready to begin defining the ground rules and procedures with
the other party over the negotiation itself. Who will do the negotiating? Where
will it take place? What time constraints, if any, will apply? To what issues wi
negotiation be limited? Will there be a specific procedure to follow if an
impasse is reached? During this phase, the parties will also exchange theiri
tial proposals or demands.

Clarification and Justification When initial positions have been exchange
both you and the other party will explain, amplify, clarify, bolster, and justi
your original demands. This needn’t be confrontational. Rather, it’s an oppo!
tunity for educating and informing each other on the issues, why thev ar
important, and how each arrived at their initial demands. This is the point 2
which you might want to provide the other party with any documentation thz
helps support your posttion. :

Bargaining and Problem Solving The essence of the negotiation process
the actual give-and-take in trying (o hash out an agrcement. This is where bo

Closure and Implementation The final step in the negotiation process ¥
formalizing the agreement that has been worked out and developing 3}1}7
procedures that are necessary for implementation and monitoring. For m3j
negotiations—which would include everything from labor-management nego'
tions to bargaining over lease terms to buying a piece of real estate to negotiating
a job offer for a senior management position—this requires hammering Ol_lt.fllc
specifics in a formal contract. For most cases, however, closure of the negotial!
process is nothing more formal than a handshake.
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individual Differences in Negotiation Effectiveness

Are some people better negoLiators than others® Though the answer 6
this question might seem obvious, as it turns out the answers are more
complex than youmight think. Here we discuss three factors that influ
ence how effectively individuals negotate: personaliry, mooel /e

o o e — i

tions, and gendenr.

Personality Traits in Negotiation Can vou predict au OppeNeEnt’s neaoiiit-
g tactics if you know something about hus o1 her personality? It's enipiing 1o
answer “ves” to this question. For mstance, you might assume that high-risk Lak
ers would be more aggressive bargainers who make tewer CONCESSI0NS.
Surprisingly, the evidence hasn't alwavs supported this intuition.*?

Assessments of fhe personali-negotiation relationship have beens that per-
sonality trais have no significant direct © fect on cither the bargaining proces
or the negotiaion OUCOMES. However, recent research has started (o « HesLOn
the theory thai personality and the negotiation process aven’t connected, in
fact, it appears that several of the Big Five traits are related to negotialion vul-
comes. For example, negotiators who are agreeable or extraveried are notvery
cuccessiul when if comes 1o distributive bargaining. Whye Because extraveris aic
outgoing and fiiendly, they tend to share more information than they shouid.
And agreeable people are more interested in finding ways to cooperate rather
han buit heads, These waits, while shightiy helpful in infegrative negotiations,
are liabilities when interests are opposed. So the best distnbutive bargainer
appears to be a disagreeable in troverl—that is, someone who is interested in his
arty and having a pleasant social

1 o

ne the athe

own oltcornes versus pleasing the oiher p
exchange. Research also suggests that intelligence predicts negotiation eftectve-
ness, b, as with personality, the effects aven’t especially strong *

Though personality and intelligence do appear to have some influerce on
negotiation, it's not a sirong effect. In a scnse, that's good news because 1t
means even if you're an agreeable extrovert, you're nol severely disaclvariia ged
whetr it comes lime 1o negotiate. We alt can learn to be better negotialors.

Moods/Emotions in Negetiation Do moods and emotions influence nogerii-
ation? They do, but the way they do appears 1o depend on the type of negota-
sion. Lu distributive negotiations, 1t appears that negotiators who show angel
negodate betier ouicomes, because their anger induces concessions from iheir
opponents. This appears o hold true even when the negotiators are instructed
to show anger despite not being truly angry.

In integrative negotialions, in contrast, positive moods and cmotions
appear to lead to more integrative agreements {(higher levels of join Quir).
This may happen because, as we noted 1n Chapter 5, positive mood s related
Lo creativity.

Gender Differences in Negotiations Do men and women negotiaie differ-
ently? And does gender affect negotiation autcomes? The answer to the first
question appears Lo be no.# The answer to the second is a qualificd ves

A popular stereotype is that women are more cooperative and pleasant in
negotiaions than are men. The evidence doesn’t support this belicf. However,
men have been found to negotiate better outcomes than women, although the
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Respecied for herintefhigence,
Fident negetiating skills, and
ful outcomes, Christing
Lagarde was appointed by French
President Nicholas Sarkozy to the
nowerful positien of minister for the
ecanomy, Tinance, and employment.
As the first female finance minister
of a G-8 naton, Lagarde brings to
her new posT experience as the

r=de minister of France, where she
used her negotiating skills in
hososting Frendy exports by 10
mercent. Before that, Lagarde was a
noted labor and antitrust lawyer for
the global law firm Baker &
McKenzie. Among her tasks,
Lagarde must negotiate with
Trance’s trada uniops to change the

"
[
s}

country’s labor faws, induding 4
szising the 25-hour workweek, to

heip boost the nation's sluggish
eLonomy.

Negotiation

difference is relatively small. It's been postulated that this difference might
due to men and women piacing divergent values on outcomes. “It is possiﬁlt
that a few hundred dollars more in salary or the corner office is less impor
to women than forming and maintaining an interpersonal relationship."¥
The belief that women are “nicer” than men in negotiations is probably
10 a confusion between gender and the lower degree of power women typical
1old in most large organizations, Because women are expected to be “nice” an
men “tough,” research shows that, relative o men, women are peralized wheh™
they initate negotiations.*s What's more, when women and men actually 9
conform to these stereotypes—women act “nice” and men “tough”—it becomes
a self-fulfilling prophecy, reinforcing the stereotypical gender differences;
between male and female negotiators.* Thus, one of the reasons why negotia:
tions favor men is that women are “damned if they do, damned if they don/i%E
Negotiate tough and they are penalized for violating & gender stereotypéig
Negotiate nice and it only reinforces the stereotype (and is taken advantageo

>

WHAT'S MY NEGOTIATING STYLE?

In the Saif-Assessinent Library (available onhinel, take assessment L6 {What's My Negotiating
Styie?})

fn addition to the other party’s attitudes and behaviors, the eviderice al
suggests that women’s own attitudes and behaviors hurt them in negotiatiof
Managerial wormen demonstrauﬁ& less confidence in anticipation of negotiamlg/hi
and are less satisfied with their performance after the process is complete, €v
when their performance and the outcomes ihey achieve are similar to those f
men.50 This latter conclusion suggests that women may unduly penatize themt
sclves by failing to engage in negotations when such action would be in lhﬂf
best interests.

3G
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iCultures

wiatie outcome N a
s part depend on
aeterieles Of your
stuly of negotiators in
5 Ching, and Japan
dliers alays an impof-
ful nagotistion.

_overall, nego-

“agoistic’ o *jon and & nigh
oal ieve! farad the best overall

4 negotistors with an

o Torasacial’ orentation
Cimvel i oher words,

sosithion, wherg one is

sas the roles and functions of T

mediater A neuvtral third party who
< facilitates @ negotisted solution by

vsing reasoning, persuasion, and

suggestions for alternatives.

own cutcornes, caupled with a
strong dasire te obtam the bestout-

from China and Japan because
Amnerican negotiators tend to be

s combining a seif-serving

more cancerned with their own out-
cames, someatimes at the expenss
of the other party.

Though this study suggests that
being self-serving can be benaficial
in some sliuatians, negotiators
shouid be wary of being too seli-
serving. U.S. negotiztors may bene-
£t from a self-serving negotiation
position and & high goal level when
regotiating with individuals frorn
China or Japan, but being oo self-
serving may resuit in damaged rela
tionships, leading 10 less favorable
auicomes in the long run.

cames, led to the most favoreble
negotiation 1esuits.

However, the degres ta which
this particular strategy resulted in
batter outcormnes depended on the
negotiatihg partnar. The results
showed that being seli-serving and
having a high negotiation yod! level
resuited in higher outcomes'(in this
case, orofits! only when the negati-
atng apponant was other-serving.
Negotiators from the United States
are more likely to be seli-senving
and have high goal leveis; In China
and Japan, however, there is &
greater likelinood thatnegotiators
are pther-serving and thus are more
concerned with others’ outcomes.
Consaquently, negotiators from the
United States ars likely to obrain
hetter autcomes for themselves
when negotiating with individuals

Source: Based on Y. Chen, E. A Mannix,
and T. Okumura, "The Imporance of ¥Who
You Meet: Effecis of Seif- Versus Qther
Concerns Among Negotiators in the United
States, the Peoplé's Republic of China, and
Japsn,” Journa! of Experimental Social
Psychology, January, 2003, op. 1-15.

Third-Party Negotiations

To this point, we've discussed bargaining in terms of direct negolia

hird. | tions. Occasionally, however, individuals 0T group represrilalives

| reach a stalemate and are unable to resolve their differences through
i direct negotiations. In such: cases, they may tarn o a third parwy o help
them find a solutdon. There are four basic third-party roles: mediator,
arbitrator, conciliator, and consultant.”! :

A mediator is a neutral third pariy who facilitates a negotiated solution by
using reasoning and persuasion, suggesting alternatives, and the like. Mediators
arc widely used in labor-management negotiations and in civil cowrt dispules.
The overall effectiveness of mediated negotiations is fairly impressive. The
setilemens rate is approximately 60 percent, with negotator satsfaction at about
75 percent. But the situation is the key to whether or not mediation will succeaod:
the conflicting parties must De motivated to bargain and resolve their confiict. In
acldition, conflict intensity can’t be too high; mediation is most effectve under
nioclerate Jevels of conflict. Finally, perceptons of the mediator are important
e be effective, the mediator must be perceived as neutral and noncoercive.

An arhitrator is a third party with the authority to dictate an agreement.
Arbitration can be voluntary (requested by the parties) or compulsory {torced
on the partes by law or contract). The ng plus of arbitration over mediasion is

e

Y

arhitrator A third party to 2
negotiation who has the authority to
dictate an agreement.
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N Fumarelli, 50, was an urbane profes-
“dional used to high ﬁnance in New York - -
. and Paris: Behause the orgamzatlon was,
] ‘_strugglmg, wath anxmus employees who :

“Marriage Counseling”
for the Top Bosses

That the nrvo top executlves of a

company conflicted with one- another s

no surprise. What's surpnsmg is what
they did about it.

When Watermark‘ a strugg!mg make.' '

- of kayaks and car racks, bruughtm a-
new executive team, the topiwo execu-

tives came from very diffgrent back-
grounds. CFQ Jim Clark; 43, was an avid
‘hunter and outdgorsman. CO0 Thomas

.

that it always results in a settlement. Whether or not there is a negative si
depe‘ms on how “heavy-handed” the arbitrator appears. If one party is left feel
ing overwhelmingly defeated, that party is certain to be dissatisfied and unlikels
to gracxousiy accept the arbitrator’s decision. Therefore, the conflict may resur

: Fuma;elh 1 he hns eyes and ears‘for
_ _the companya

Conflict and Negotiation

o 'were playmg them off ane another, the
two execu‘uves knew their differences -
* U'were likely to overwheim them. So they
" headed off personalsty com‘hcts atthe

pass with 2 ¥ years of jomt executwe-
coachmg sessions.
Although such jmnt coachmg ses-

'smns are hlghly unusua] both Clark
-and Fumarelli {it was hIS idea) cred:t

Lhe weekly sessions for heipang them

work through the::dlﬁerences__ Itwas s
hke marnage counsegling

“You get alt the 1ssués n: thetable

Early.on, the. coa ches ‘asked Clark’ 3
and Fumarelh what. thev needﬂd from

another. Ctark saad that he needed

face at a iater time.

A congciliator is a trusted third party who provides an informal communicatior
link between the negbtiator and the opponent. This role was made famous b
Robert Duval in the first Godfather film. 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 difficult 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 impartal third party who attempts to facilitate’]
problem solving through communication and analysis, aided by a knowledge of -
contlict management. In contrast to the previous roles, the consultant’s role i
not to setile the issues, but, rather, to improve relations between the conﬂ:cﬂng
parties so that they can reach a settlement themselves. Instead of putting forward ;
specific solutions, the consultanyries 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.

Global Implications

y Describe cultural differences in
negaotiations.

Conflict and Culture

Although there is relatively little research on cross-cultural differencesin
conflict resolution strategics, some rescarch suggests differences between

- After getting this outin the open Clar

“said Clark;.- - - we knew we were gmng to be steppmg\,,u(_.

.. ongach Other's toes.” Clarksaid. %&F

B hought Watermark, both leftthe compan

U.S. and Asian managers. Some research indicates that individuals in *

how fMuch tine they should spen
ious corporate activities. Both Ciark
Fumare!l:thoughtthatdevelopme ‘of
annlial budget was hig respons

rezlized the budget should prtmarrly
Furnarell: s responsmlhtv Very. earl

When a private equttv compan

But even then, the wo used coa ch
handie what they called thei
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Summary and Implications for Maragenrs an

Jupan and in the United States view conflict differently. Compared 1o Japanese
negotators, thewr U.S. counterparts are more likely to see ofters from thelr conn
terparts as unfair and 1o reject them. Another study revealed that whereas 105
managers were more likely to use competng tactics in the face of conflicis conr-
promising and avoiding are the most preferred methods of conflier munagement
in China

Cultural Differences in Negotiations

Coempared (o the research on conflict, thereuis a lot more research on how
negotiating styles vary across national cultures.® One sudy compared UL.S. and
Japanese negotiators. These researchers found that the Japanese negouatons
tended o communicate indirectly and adaprt their behaviors o the sitwavon.
A follow-up study showed that whereas among U.S. managers making early
offers led to the anchoring effect we noted when discussing distributive negoti-
ation, for Japanese negotiators, early offers led to more informaton sharing
and betrer integrative outcomes.”;

Another study compared North American, Arab, and Russian negotiaior $. 55
North Americans tried to persuade by relving on facts «nd appealing to logic.
They countered opponents’ arguments with objective facts. They wade small
concessions early in the negotiation to establish a relationship and usually reei-
procated opponents’ concessions. North Americans treated deadlines as very
important. The Arabs tried to persuade by appealing to emotion. They conn-
tered opponents’ arguments with subjective feelings. They made concessions
throughout the bargaining process and almost always reciprocated opponents’
concessions. Arabs approached deadlines very casually. The Russians based
their arguments on asserted ideals. They made few, if any, concessions. Any con-
cession offered by an opponent was viewed as a wezkness and almost never
reciprocated. Finally, the Russians tended to ignore deadhnes.

Another study looked at verbal and nonverbal negotiation tactics exhibited by
North Americans, Japanese, and Brazilians during half-hour bargaiming scs-
sions.”® Sorme of the differences were partcularly interesting. For mstance, the
Brazihians on average said "no” 8% umes, compared o 5 iimes for the japancse
and 9 times for the North Americans. The Japanese displayed more than ) peri
ods of silence lasting longer than 10 seconds during the 30-minule sessions. Norrh
Americans averaged 3.5 such periods; the Brazilians had none. The Japancse and
North Americans interrupted their opponent about the same number of umes,
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 half houn.

Summary and Implications for Managérs

Many pecple automancally assume that conflict is related to lower group and
organizational performance. This chapter has demonstrated that this assump-
uon is frequently incorrect. Conflict can be either constructive or destructive 1o
the functinning of a group or unit. As shown in Exhibir 153-8, levels of conflici

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 facilitate creative problem
opponent o

: solving through communication and
analysis. .- SR
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[High

Unit Performance

Level of Conflict

]
i P low) -

_':'Sifuq_}ion:'.

can be either too high or too low. Either extreme hinders performance, An op
mal level 15 one at which there is enough conflict to prevent stagnation, stimulat
crearivity, allow tensions to be released, and initiate the seeds for change, yet ot
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 intenton will always
be best! You should select an intention appropriate for the situarion. The fO
lowing are some guidelines;®’

& Use competition when quick, decisive action is vital {in emergencies}, 0B
important issues, where unpopular actions need to be implemented {in cost
cutting, enforcing unpopular rules, discipline), on issues vital to the organ
zation’s welfare when you know you're right, and against people who tak
advantage of noncompetitive behavior,

®  Use collaboration to find an integrative solution when both sets of conceri$
are too important to be compromised, when your objective is to learn, tos
merge insights from people with different perspectives, to gain commitment
by incorporating concerns into a consensus, and to work through feeling§ '
that have interfered with a relationship.




]
p]

Sumimary and Implications for Managers

e Use quordance whern an issue is wivial or when more important jssues are
pressing, when you perceive no chance of satisfving vour concerns, when
potential disruption outweighs the benefits of resolution, to let people cnol
down and regain perspective, when gathering mformation supersedes
immediie decision, when others can resolve the conflicy move effectivels.
and when issues seem tangenual or sympiormatic of other issues. .

= Use accommodation when you find that you're wrong and to allow o better
position o be heard, o learn, and e show your reasonablencess; when
issues are more important to others than to yoursclf and to satsly others
and maintain cooperation; to build social credits for hater issues; to mini-
mize loss when you are cutmatched and losing; when harmony and stabiiisy
are especially importany; and to aliow emplovees to develop by lewoning
from misiakes.

= Use compromise when goals are important but not worth the effort of poten
tial disrupnen of more assertive approachies; when opponents with equal
DOWET are comniitied to muually exclusive goals; 1o achieve Temporary sci-
tlements (o complex issues; fw arrive at expedient soiutions under dme pres
sure; and as a backup when collaboration or competition is unsuccesstul,

Negotiation is an ongoing activity in groups and organizations. Distnbutive bar-
gaining can resolve disputes, but it often negatively affects the sausfacion of
one or more negctiators because it is focused on the short term and because 1t
is confrontational. integrative bargaining, in conuast, tends 1o provide oul-
comes that satisy all parties and that build lasting relationships. When engaged
in negotiation, make sure you set aggressive goals and try (o find creative ways
ta achieve the goals of both parties, especially when you vahie the long-tenn
relationship with the other party. That doesn’t mean “giving in” on your sell-
interest; rather, it means trying to find creative solutions that give bath parties
what they really want.

i
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5«) the grganization: B .

e Cenflict is 2 means to solve problems and bring about radical
change. It's an eMective device hy whsch management can

drastically chanue the exrstmg power structure current |nterw_
_action patterns, and entrenched attrtudes lfthere is nu cenﬂrct L

it means the real prublems aren tbemg addressed

e Conflict facilitates - gmup cnhesweness. Whereas cunflrct .
-increases hustihty betwaen group externa! threats tend to :

‘cause a group to pulf tagethe
- group brings together thuse

cahesion is:a critical resuurce that-gmups dravw:on-in g d and-

- especially in bad tmes.
¢ Conflict improves group and organlzatmﬂal‘

apathy, stagnation, gruupthmk and uthe debslstating dlseases In

fact, mare organizations probably fait because they have roo tietle E
canﬂlct not because they have toa’ much Stagnation 15 ‘the
biggest threat to urganizatmns But' since jtoccurs slewly, its il -
effects aften go ennoticed until its'toe-late: Confhct can: break. e
complacency---thaugh most afus donﬂrke cnnﬂrct rt uften Is the B

lasi best hope af sa\mg an organrzahon"

6U5 Driefly review how stlmuianng Guntict can prowﬁe banems a

effecnveness, -
Groups ar urgamzatmns devmd of cenf[rct are fikely 1 suffer from B

canflicts with his board of directars. It's passible they're ca ;
placent, but we think it's more likely because Berkshi

avoiding canflict as a result.
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j wnot 15 aontliot?
8 izt are the differences among the traditional, human
N ) . . . N -
: reigTi[){TE,c‘H‘._i irteractionist views of conflict?
wihet oo thie steps of the conflict process?
.J} Wi s n=gotiation?
r’
3 What
jntegiaiive

ara the differences between distributive and

sargaiming?

Think and Do

_ ] vt vroblems might Indians have in negotiating with
peopie from collectivist cultures like China and Japan in
= comparison to negotiating with Americans?

. g . . . . . . -
: ,2 “Partizipation is an excellent method for identifying dif-
" ferences and resclving conflicts,” Do you agree or disagrea?
- Discuss.

o) From your own experience, deseribe a situation you

T were invohesd in, where the conflict was dysfunctional.

A NEGOTIATION ROLE PLAY
‘j;{/‘\ i 3 3 ! 3
shifi

aed (o het sou develop yowr negoliating
< on to dveek vite pairs. One person will ploy the

L R

y
Fine tqf

Bl €

Niteaitooe,

e Nowottalion, " and then therr vole ondy.

o b

The Situation

Kapoorand O fowark for Adidas in New Dethi. Kapoor
suprryizes wresearch laboratory, C L is the manager of
aiet developinent. Kapoor and CJ. are former
colicge runners whe have worked for Adidas for mere

(2] has been Rapoor's hoss for 2 years. One
of hapror s emplovees has gready impressed Kapoor. This
emplosco s Mrinaling, Mrinaling was hived 1 months ago.

TSl 1

than & e

She s Zivewrs ald and holds a master’s degree in mechan-
ical cnwineening, Her entry-level satary was INR 240,000
Ber v bagaoon tald her that, in accordance with corpo-
Fatione palevoshe would receve an initial performance
vl o Gonenthe and a comprehensive review after

Povenr <hou her performance recovd, Mrinalin was

j
4
S

o

pE1Y
>

Experiential Exercise

R

What are the five steps in the negotiation process?

2

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

[ . .
(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 pssume a Canadian had to negotiate a contract with
someone from Spain. What problems might come up?
What suggestions would you make to help facilitate a
settlement?

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

Kapoor’s evaluation of Mrinalini after 6 months was
very positive. Kapoor commented on the long hours
Mrinalini was putting in, her cooperative spirit, 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 greatly. Kapoor, for
instance, has a base salary of INR 540,000, plus cligibitity
for a bonus that might add another INR 150,000 to
300,000 a year. The salary range of the 11 department
members 1s INR 200,000 to INR 380,000, The individual
with the lowest salary is a recent hire with a hachelor’s
degree in physics. The wo people whom Kapoor has
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rated above Mrinahini earn basc salarics of INR 300,000
and INR 380,000. They're both 27 years old ane have
been at Adidas for 3 and 4 years, 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
depzartnent. You don’t want to tose her. More impor-
tantly, she knows in general what other people in the
deparunent are carning and she thinks she’s underpaid.
The company typically gives 1-year raises of 5 percent,
although 10 perrent is srot unusual, arnd 20 to 30 percent
increases have been approved on occasion. You'd like to
get Mrinalini as large an increase as C.J. will approve.

C.J.’s Role

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

thical Dilemma

)
—

IS IT UNETHICAL TO LIE, DECEIVE, OR COLLUDE DURING NEGOTIATIONS?

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

It's been said that the whole notion of negotiation is
built on ethical guicksand: To succeed, you must deceive.
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 ncgotiations if they were not directly asked
about the issue. Why do you think these numbers are so
high? The research on negeuation provides numerous
exainples of lying giving the negotator a strategic
admntage.f’9

We can probably 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 thar are often
necessary to best an opponent.

Source: Based on R. Cohen, “Bad Bidness,” New York Times Magazine, September 2, 2006, p. 22; M. K. Schweitzer, “DeceptiOﬂi
Negoliations,” in S. J. Hoch and H. C. Kunreuther (eds), Wharton on Making Decisions (New York: Wiley, 2001), pp. 187-200; an
M. Diener, “Fair Enough,” Entrepreneur, [anuary 26062, pp. 100-102.

:nut your boss wants (6 keep a lid on costs, He wants you g
keep ruises for recent hires generally in the 5 t0 8 percen; -
range. In fact, he's sent a memo to all managers and sy
sots saylng this. He also said that managers wiit be evaluatey
on their ability to maintain budgetary control. However, yg
boss is also concerned with equity and paying people “ha[
they’re worth. You feel assured that he will support any
recommendation you make, as long as it can be justifieq,

four goal, consistent with cost reduction, is to keep salary
increases as low as possible.

The Negotiation

Kapoor has a meeting scheduled with C.J. to discuss
Mrinalini’s performance review and salary adjustment;
Take 2 couple of minutes to think through the facts in-
this exercise and to prepare a strategy. Then vou have
to 15 minutes to conduct your negotiation. When your:
negotiation is complete, the class will compare the vari-
ous strategies used and pair outcomes.

During negotations, when is a lie a lie? Is exaggeradngs
benefits, downplaying negatives, ignoring flaws, or sa
“I dor’t know” when in reality vou do considered iying
declaring “this s wy finai offer and nonnegotiable™ (e
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 savwy.

Or consider the issue of colluding, as when two bidders
agree not to bid against one another in an (concealed
effort to keep the hids dewn. In some cases, such collusio
is {liegal, but even when it isn’t illegal, is it ethicai?

Questions _
When are deception, evasiveness, or collusion outc'):
bounds?

2. Can such tactics be legal and still be unethical?

3. Isit naive to be completely honest and bare your soul $ils,
during negotiations?

4. Are the rules of negotiations umique? Is any tactic
that will improve your chance of winning acceptable.
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simiiarly regretizd rhe hmpasse. He saud, "Yes. we apoio-
Though the repeccusstons to the league

gize to the fans.”

and its players are obvious, canceling the seasen also huad
ramifications on a broader level,including lost rovennes
for local businesses and NHL game merchandise sales.
S0, why did Beuman cancel the season? The primary
issuc was a satary cap, but Goodenow said, “IThe players
never asked for more money. They didn’ twant to he locked
out. Gary owes e apology. He stared the tockout. We've
done an awiul ot w0 Fair vesclution.”

iy Lo get to a

According  reports. negotiations began when the feagae
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attempted to lower the average salary from $1.8 million
per year to $1.3 milhon pet year—a 28 percent decrease.
The league's reason? Although the NHLU's total revenue
tiad reached $2.1 billion a year, players were paid 75 per-
cent of this revenue. According to ithe lcague, this high
percentage kept the league from being profitable and
directly contributed to the ieague’s Toss of $479 million
aver the past two seasons, The player’s union then coun-
tered with an offer 1o reduce salaries by 24 percent rather
than the 28 percent the league wanted. Bettman then
iried an alternative solution: to persuade the union to
accept a salary percentage of no more than b5 percent of
league revenues. Instead of reducing pay to an average
fevel, this proposal would link players’ pay to the leagues’
cevenues, which could fluctuate up or down. The league's
players opposed both ideas until Betunan and the NHL
rearm owners offered 2 salary cap that did not link payroll
and revenue. At this poing, negotiatons 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 mitlion. But the players wanted & cap
of $52 milkion per team and then lowered their proposal
1o $49 million. Although the dollar difference in this
round of negotiations amounted 10 only 6.5 million, nei-
ther side could agree, negotiations stopped, and the sea-
son was cancelled.

Said Goodenow, “Gary gave us a final offer, a take-itor-
leave-it offer. We made a counterproposal and events
ground to a halt.” A reporter asked both sides whether
they would have accepted a compromise of around $45
million per team. Such a compromise may have saved the
season. Bewman 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:
“I'he whatifs aren’t for real.” ‘

So how did the wo sides eventually get the plavers
back on the ice? They agreed to a B-year deal that set a

Souree: Based on J. Lapointe, and R. Westhead, “League Cancels Hockey Season ta Labor Pattie,” New York Times, Februar

2005, p- Al
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Main Topic

Sub-Topic

Marks
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1

Intelligence &
Surveillance

Definition, Aim, Scope and basic principle, types
and process of intelligence at various stages, tvpe 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

Occasions 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 & Nuctear/

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

Ilicit trafficking of radioactive materials

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

H

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.



