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PREFACE

Conflict is unavoidable in any human endeavour as no two indi-
viduals (identical twins not excepted) are so exactly alike as to act
in the same way and agree on everything to the same degree. Thus
conflicts are acommon occurrence in any human institution. Even
more productive of conflict is the academic environment where
one can possibly find a complex set of individuals and groups
ranging from the most eccentric to the most ordinary.

When we set out to write this Manua to meet the needs of manag-
ers of tertiary ingtitutions, we were mindful of the complex nature
of the academic environment. We initialy thought that one manua
would serve our purpose. Following further consultation and re-
flection, we agreed that, to make for clarity and focus, we should
have two, one emphasising preventive and the other curative as-
pects of conflict management and resol ution.

This volume is in two parts. Part | expounds on the nature of
conflict and what can be done to prevent or minimise them. Among
issues discussed include: the nature and sources of conflict, con-
flict prevention and methods of resolution as well as post-conflict
issues aimed at preventing a re-occurrence of the particular con-
flict. Part Il of this volume is devoted to the discussion of various
models of negotiation.

Effective learning is facilitated by practice. A number of role plays
and exercises have, therefore, been provided to help managers of
tertiary institutions to evaluate and improve their conflict man-
agement and resolutions skills. Also included in this volume are
useful tips on conflict management and resolution.

We are grateful to the Carnegie Corportation of the US for the fi-
nancial support for the writing of this Manual and the organisation
of workshops for the leadership of tertiary education institutions.



Our thanks aso go to the National Council for Tertiary Education
(NCTE) for providing additonal support and encouragement.

We owe a debt of gratitude to Mrs. Mary Asaah of the Faculty of
Law, University of Ghana as well as secretarial daff of the NCTE
for typing this manual.

Findly, we wish to acknowledge the contributions of colleagues,
friends and our families for helping in several ways to create this
find product. We would, however, like to emphasise that we take
respons bility for any mistakes in the Manual.

HenriettaJ. A. N. Mensa-Bonsu
Paul Effah



INTRODUCTION

The effective functioning of every tertiary education ingtitution
depends largely upon the manner in which participation of
the leaders of the various constituencies represented on the
campus is fostered. These condtituencies, al of which are
volatile, are made up of the following: students; teaching S&f;
adminigtrators; non-teaching academic; and non-academic
support deff and the ease with which their leaders interact
determine to a large measure the peace and stability needed
to achieve the purposes of the ingtitution. Such interaction
produces cooperation between and amongst the leaders and a
willingness to collaborate on difficult issues, thereby
facilitating the day-to-day running of the institution.
Cooperation, however, does not occur by accident, but is
achieved by the adoption of proper attitudes and policies that
assure every constituency of respect and equitable treatment.
It is thus of some importance that leaders of such institutions
be encouraged to cultivate attitudes that are productive of
peaceful co-existence.

Conflict is inevitable in human affairs. This is because no
two human beings are so exactly alike that they can think
and act the same and agree on everything dl the time. Thus
with differences in human beings come the inevitability of
disagreements. Fortunately, most human beings can be
persuaded to work out any differences that might arise and
keep their relationships on course. This reality
notwithstanding, it is aso afact that the way and manner in
which differences may be addressed can create a lot of
difficulty for any individua or group having to work through
a conflictual situation.

Dispute resolution involves the use of various mechanisms,
some pre-emptive, others pre-ventive and still others
curative, to avert confrontation or to quickly bring problems



to an end in as efficient a manner as possible when they do
occur. The principa mechanisms in this area involve not
just the usua negotiation and mediation, but also the
development of policies that assure equitable alocation of
resources, respect for everyone's interests, equitable
treatment of al interest-groups, as well as the ingtitution of
grievance procedures that are efficient and produce equitable
outcomes. The development of skills in consensus-building
and consultation are aso important in ensuring that
consultations take place regularly and issues are developed
and/or resolved by consensua methods. Thus, the possession
of such skills can make dl the difference between effective
leadership and chaotic leadership and between a focussed
leadership and a distracted leadership.

The mechanisms to which leaders will be exposed in this
Manual would be the main ones of negotiation and
mediation. However useful tips would be given on how to
nurture a culture of peace and collaborative problem solving
attitudes. The Manua will also use the word "conflict” rather
than "dispute” for reasons that will be made clear below.
This is because "conflict" is much more descriptive of the
various situations that confront leaders of complex
institutions such as educationa institutions on a day-to-day
basis. However, the comments would be equaly applicable
to dispute situations as well.

Negotiation is an important mechanism by which disputes
can be resolved peaceably to enable an institution to function
smoothly. As with every skill associated with the governance
of every ingstitution, effective negotiation can be learned.
Sometimes parties to a Situation of conflict hope that the
matter would resolve itsdf if left alone. However, it is an
unsafe attitude for a manager to adopt since the situation
could deteriorate if not given attention at the appropriate



time. Negotiation is an important tool for ensuring peaceable
co-existence because it enablesthe parties to create solutions
that are responsive to their particular circumstances.
Although it is not every problem that is amenable to the
process of negotiation, a vast number of problems that face
managers of dl kinds are amenable to negotiated solutions.
On its part mediation involves the use of aneutra third party
to facilitate the dialogue between parties in dispute such that
they are able to achieve understanding leading to aresolution
of the dispute. It is, therefore, true to state that a mediation
consists of a series of negotiations achieved with the
assistance of a neutral third party. A propern institutions have specia

problems on account of the kind of persons they are required
to manage. Apart from the g, the age-range of the students
is such that peer conflicts are rampant. In addition, thereis a
large body of young people with the ability to question

authority and demand accountability from institutional

managers. This body thus constitutes a potentialy volatile
force whose energies must be defused by appropriate grievance
procedures. Consequently there is the need to introduce such

institutional managers to methods of Alternative Dispute
Resolution (ADR) s0 as to encourage them to appreciate the
conflict profile of their particular institutions. Such

appreciation would in turn lead to the adoption of mechanisms
that best respond to their peculiar needs. It is also important

to sharpen the skills of such managers so that they themselves
would be able act appropriately when confronted with conflicts
that require their input for resolution.



PART |
UNDERSTANDING CONFLICT

WHAT IS CONFLICT (OR DISPUTE)?

Conflict occurs when parties in a state of interdependence
perceive a divergence of interests or believe that their
aspirations/goals cannot be achieved simultaneously and
such scarcity can generate unhealthy competition for
domination or control. The degree of perception of
incompatibility generates a corresponding level of
competition that manifests in negative feelings of hostility.
During this stage a general situation of unease develops and
is described as one of CONFLICT. The negative fedlings
being experienced by the parties may in turn produce
negative attitudes such as verbal attacks, backbiting and even
violence. Thisisthe stage a which the problem may manifest
itself in public and attracts attention athough it may be
difficult to identify the exact cause of the state of unhappiness
that may be fdt in atangible way.

A dispute is essentially a conflict that produces distinctly
recognisable issues that can be adjudicated or at least
identified and isolated for resolution. Therefore, every
dispute is born out of conflict produced by differences of
one kind or another.

THE NATURE OF CONFLICT

The existence of conflict is not in and of itsdf a negative
phenomenon. Indeed, itisasign that the relationshipisalive.
It, however, carries the potential to be negative and even
destructive if not properly handled.



1. Some conflicts create social consciousness and

awareness e.g. the fight against "Trokos' has exposed
the existence of other outmoded cultural practices and
demonstrated a need to tackle them as issues affecting
national development.

Some conflicts create group cohesiveness - people
come together to find solutions and thus redefine their
common interests and emerge with a more cohesive
vision of the importance and value of their relationship
Some conflicts end up improving the lives of the people
in general.

However, conflict can bepositive or negative.
Conflict is positive when:

1

2.
3.
4.

It is a symptom of discontent;

It produces change for the better;

It produces gains, innovations and new idesas;

It fosters unity and understanding and clarifies the
nature and value of the interdependence.

Conflict is negative when:

1

2.

3.

it escalates and produces accusations and threats which
damage the existing relationship;

it leads to stress, hostility and fear. This can result in
physical illness such as headaches;

it is suppressed. Where a situation which amountsto "
Give in or give up" develops, or when unexpressed
emotions result in underground behaviour such as
moodiness, rudeness, loss of productivity, non-
cooperation, incessant complaining, sabotage, back-
stabbing, display of contempt etc.

These clearly are negative effects that every organisation
must avoid.



Conflict replicates the life-cycle of living things. It is born
of human interaction, can grow (or escalate), stagnate as
well asdie (or terminate). After aconflict comes into being,
it can take on a life of its own. It can escalate as a result of
the conduct of the parties or the interference of third parties
or by being fed by existing conflicts. It may remain stagnant
although impossible to eliminate because the parties are
unwilling to do anything about the Stuation (stalemate) or
the conflict may be simply irreconcilable (intractable).
Northup (1989) maintains that conflicts earn the tag
"intractable” once they reach a stage when it is extremely
difficult for the parties to reach an agreement of any kind.
This find stage occurs when the following characteristics
manifest themselves:
1. Strong sense of threat to a group's (or a person's)
centra commitments,
2. Thedistortion of one another's position because of the
sense of threat;
3. A hardening of positions so that central assumptions
about the conflict become fixed for both parties; and
4.  The development of fixed patterns of response which
assure the conflict a central and going fact.
Conflicts that do not make progress beyond this stage cannot
be brought to an end by resolution.

A conflict may, however, terminate either dowly or quickly,

by reason of any one or a combination of some of the

following means: (Pruitt, Dean & Rubin, Jeffrey: 1986)

1. The object which is the source of the conflict may
disappear, depriving the combatants of a cause;

2. There may be victory for one of the parties;

3. The parties may agree to compromise their rights in
the interest of peace; and

4.  Conciliation may enable the parties work through their
difficulties and reach settlement.



An intractable conflict may not terminate even though the
object of the conflict may have disappeared or died. When
people or groups get into the habit of disputing, it may become
such an integral part of their lifestyle that they will not give it
up for any other form of relationship. Indeed, some conflicts
are inherited, and carried on with great ferocity even though
the original cause may long have been forgotten.

WHAT ARE THE SOURCES OF CONFLICT AND
WHY DO CONFLICTS ARISE?

Disputes may arise out of one or more of the following sources:
information; values; resources; individual behaviour/
personality clashes; relationships struggling to co-exist in the
same space; and inter/intra organisationa issues.

INFORMATION

1.

DATA (Information)

There can be conflict over information.

ad  New Information - this can be the source of conflict
because it challenges old ideas, e.g. bief in witchcraft
VS. science as to causes of diseases.

b)  Contradictory information - this can create conflict if
people are not sure what to believe.

c) Disinformation - Deliberately mideading information
can generate a lot of conflict. Indeed, the am of
disinformation is to create doubt and uncertainty and
thus generate conflict between different parties.

d) Incomplete information - This may manifest itself as
competing versions of information. Information that
partially answers people's concerns is bound to create
conflict eg. officid versions of events can sometimes
contradict personal observations. This may in turn
generate doubt and even anger.



VALUES

Conflicts can arise by reason of differencesin vaue or belief
systems. These are some of the most difficult conflicts
because our belief systems define who we are, and it is not
easy to persuade people to abandon their value system, or
their sense of right and wrong, or their faith; etc, viz conflict
between Christians and Moslems, Students and the
administration, etc. Conditions that violate people's sense
of justice, etc. can never be accepted by them.

RESOURCES

Competition for limited resources can create conflict.
Resources could be mineral, intellectual, natural, economic
etc. It tendsto be very focused and intense, but also resolvable
once a formula for sharing is devised which answers the
concerns of the parties. For instance, conflict over funeralsin
Ghanaand conflict over succession etc., are usualy resource-
based. It isin the same light that the demonstration of chiefs
of the Wassatraditiona areain the Western Region of Ghana
in full chiefly regalia against surface mining in November,
1996 must be understood. The protest was ostensibly against
the environmenta degradation of their land by surface mining,
but acloser look would revedl that it was more aprotest against
inequitable distribution of resources generated by mining
activities on their lands than otherwise, for, after al that was
not the first year in which surface mining was being done.
Had the resources been fairly shared, and the less labour-
intensive surface mining not put several able-bodied men out
of work, they would have accepted the degradation as a
necessary evil and supported the programme wholeheartedly.

BEHAVIOURAL
This is usualy generated by an individual's behaviour. An
individua whose conduct violates other people's belief



systems, or who makes unreasonable demands on others can
be a great source of conflicts e.g. people who lie or spread
unkind gossip about others, or who steal from others or show
no respect for the rights of their neighbours. It is within
common experience that communities that have individuals
with such character-traits know no peace.

STRUCTURAL/ORGANISATIONAL

This relates to institutional set-up e.g. Governments,
Institutions, Court systems etc. Any magor institution
undergoing change faces structural conflict. The reason is
that the question "How are we going to organise things
around here from now on?" can €licit contradictory answers
dictated by people's own value systems, personal goalsetc.,
current political situation; move from dictatorship to
congtitution has generated its own levels of conflict. The
number of cases in the courts as aresult of the adoption of a
new constitution speaks for itsdf. Competing versions of
congtitutional interpretations, can create a multiplicity of
conflict. Even laws can be the source of conflict, and laws
enacted to resolve conflict can themselves be the sources of
conflict e.g. Intestate Succession Law. In the same manner,
the upgrading or merger of ingtitutions may generate conflict
as people struggle for power to control the new institution
and shape its development.

RELATIONAL

The way people or ingtitutions relate to one another can be a
source of conflict. On occasion relationships that must co-
exist within the same space, compete to occupy the spaceto
the exclusion of the other one. For instance, in an educational

institution, the teaching body believes itsdlf to be the most
important group in the ingtitution and yet it takes only afew
days of industrial action by the support services to



demonstrate how fasetheclam is. In like manner unionised
members of saff may also have an exaggerated opinion of
themselves, but it takes an ineffective industrial action to
expose how fadse the claims are. In respect of personalities,
relational conflict takes theform of personality clashes. This
occurs when persons who must cooperate in order to achieve
mutually important goals cannot work through the
relationship in order to develop necessary hedthy relations
to achieve peaceful co-existence. Such persona animosities
can get so bad and destructive that they can even sacrifice
the red interests of the combatants just for ataste of victory.
However, often there is no real winner or the victory can be
apyrrhic one.



DIAGNOSING SOURCES OF CONFLICT

WHAT'S WRONG WITH US?

Joe is the Chairman of the Welfare Committee of Department of
Hospitality Works on secondment from Hospitality Consultancy
Limited. Having once worked in a multinational company with
good training policies, he realizes that there was the need to train
the workers on emerging socid issues that impact upon their work.
In particular, he has found that some of the institutional
arrangements in-house are unprogressive and archaic and require
re-thinking and change. Joe has therefore planned an elaborate
programme for welfare training.

At yesterday's meeting of the Committee, a hot argument
developed between Joe and Opoku, a senior officer of the
Department and amember of the Committee. Opoku, who dislikes
the new-fangled ideas of the younger Joe, feelsthat using the money
that way would be a waste of resources and that Joe wants to
introduce ideas into the Department which are good only for private*
companies. Instead, Opoku believes that the ¢3 million could be
used to buy rice and sugard.



Joe has asked Mr. Sam, the Head of Department, to intervene and
let the people know the benefits of training. Mr. Sam likes Joe's

ideas, but is unwilling to antagonize Opoku who was his classmate
but now his subordinate.

1. Diagnose the source(s) of the conflict. List the sources in
order of importance towards resolving the conflict on

attached Workshest.
2. Compare it with the Group diagnosis.
DIAGNOSING SOURCES OF CONFLICT

SCORE SHEET

My Diagnosis Group Diagnosis

1. Information-based

2. Resource-based

3. Vaue-based

4. Behaviour-based

5. Structural-based

6. Rdational-based

7. Other

12 Conflict Resolution



CONFLICT PREVENTION

ISSUES

(a)

Importance of prevention

Conflict prevention is the most effective mode of insuring
one's sdf against the ravages that conflicts can cause. When
conflict begins, it may have one source, but as it develops,
other streamsrun into it till it becomes an unstoppabl e torrent.
For instance, a dispute between two Disciplines as to who
should have priority access to a particular lecture theatre
would start off as a dispute over resource-allocation or
competition for institutional resources. However, it could
degenerate into adispute about comparable worth of various
Disciplines by being fed by one Discipline's existing fedlings
of constantly being treated as an inferior Discipline. Other
Disciplines which claim to suffer like discrimination at the
hands of the administration could be drawn into the dispute.
Persons with persona grievances against the head of the
institution would grab the opportunity to settle scores and
fulfill their own politica agenda. Soon the conflict would
balloon into an ingtitution-wide protest, causing avoidable
rancour and bitterness in the ingtitution. Such adevelopment
may create wounds which might take many years to hed
and destroy institutional harmony. Therefore, preventing it
from starting in the first place, is the most effective weapon.

As the above illustration shows, not only are the sources of
conflict varied, but they adso change in the course of adispute.
Consequently, a knowledge of what can produce conflict
should enable preventative measures to be developed and
instituted. As dl conflicts share commonalties, so dl modes
of prevention share commonalties too. Therefore, the
knowledge that competition over scarce resources can



produce conflict a dl levels of human endeavour should
empower any ingtitutional manager to develop equitable rules
for the sharing of resources within the ingtitution to reduce
the degree of competition and thereby eliminate the
opportunities for disputing. To this end, rules must be
developed in advance and applied fairly and evenly to
eliminate fedings of inequitable treatment, etc.

(b) Communication
Communication is an effective tool for eliminating as well
as addressing problems. Therefore, ingtitutional managers
should open and sustain effective channels of communication
within the institution. This is of absolute importance since
tertiary education institutions contain various constituencies
that are made up of adults. Democratising institutional
wconll chanopeee comTj O Tc (r) Tj) 0.894 Tw -0.-emocr.






Dealing with difficult problems

Any person in aposition of leadership faces critical moments
of decision as whether to confront an issue or leave matters
as they are in the hope that they would resolve themselves.
The following are issues on which persond judgement has
to be exercised at critical times:

@
(b)

(©

Do you need to take a stand? Is the issue important
enough?

How far will you go and how hard will you "fight"? If
you take a stand, you must be consistent and see the
fight through, otherwise your backing down will be
taken as a sign of weakness. Once you back down,
you would have "conceded territory" which would be
difficult to reclaim and the other party would have
won a psychologica victory that would be difficult to
overcome.

When will you "fight", and when is the proper
psychological moment?

Therefore, in taking the decision to take a stand, be mindful
of the following:

GO wWwDdNpR

o

Isit ajust cause?

Do you have the right motives?

Is there a reasonable chance of success?

Will success improve the current situation?

What psychological weapons do you have at your
disposal?

Will there be collateral damage, and how much? - i.e.
will third parties not involved be affected and to what
extent?

If third parties will be affected, will the resulting
adverse "public relations exposure” be worth the fight?
In other words can you afford the price of a victory?
For instance, if several pensioners and other old people



would be adversely affected by avictory on your part,
there are bound to be accusations of lack of fedling
and compassion for the old, etc which could taint the
victory with immorality and create a reputation that
would be difficult to live down.

Addressing perceptions
The fact has aready been stated that conflict is essentially
caused by a perception that goal's and aspirations of opposing
parties cannot be met



CONFLICT RESOLUTION

(a)

" Conflict resolution is ... " an outcome, in which the issues
in an existing [Situation of conflict] are satisfactorily dealt
with, through a solution that is mutually acceptable to the
parties." (Mitchell & Banks: 1996) It is thus a product of
exertion on the part of those affected by the particular
disagreement or the mode of its expression. What then are
the pertinent issues in assuring a wholesome "product”?

Diagnosis

Conflict usualy presents in a particular way, athough it is
propelled by an underlying cause. Diagnosing the main
cause(s) of the conflict would be the key to finding the
appropriate means for resolution. The cause of the conflict
may not be the obvious reason for the eruption, but may lie
beneath the surface of the problem. Like a health condition,
the way it presents may be only the symptom of an
underlying disease. Therefore, for the same reason that
merely treating the symptom of a disease would not be a
cure for it, so would the adoption of a solution that merely
attacks the symptom of the conflict not be a permanent
solution. For instance, aconflict stemming from afeeling of
not being respected as an important constituency in an
institution may play out as a conflict over not having been
included in aconsultative process as aprimary stakeholder.
This conflict may rage so fiercely that everyone would
wonder what was so special about being included on the
consultative committee, and everyone would fed frustrated
when in a bid to end the conflict an offer to include a
representative of that constituency were made and got
rejected. Although it would be natural to fed some frustration
at people who had rejected what they had supposedly
campaigned for, that frustration would have been occasioned
not by the unreasonableness of the people concerned, but



by a failure of Management to appreciate the need for that
constituency to feel appreciated and respected. Such a
complete misreading of the situation would in turn fue
negative feelings about the leaders of that group as mere
rabble-rousers and affect relations between them and
Management, but this need not have happened if the red
reason had been diagnosed at the outset. It is thus of absolute
importance that a proper diagnosis of any conflict isdonein
order to unearth the real causes so that appropriate responses
may be developed.

Process

The appropriate processes for the resolution of a conflict are
related to the nature or cause of the conflict as well as the
nature of the parties involved. The process adopted for
resolution must accord with people's sense of right and
justice as well as their sense of equitable treatment. There
must be opportunity for parties to ventilate their feelings
and so come to terms with the need to resolve the problem
and move on. A lack of opportunity to ventilate feelings
would produce alingering sense of injustice and unhappiness
that would continue to smoulder and fud a future round of
conflict. This overhang of emotion and feelings of
dissatisfaction, known as conflict aftermath, is the greatest
cause of the lack of permanence of any solution found to
conflict. Therefore, to avoid conflict aftermath, it is important
to ensure that persons in conflict are satisfied with the process
for resolution. It is said that, "the art of dealing with conflict
liesin finding the narrow path between useful expression of
emotions and destructive polarization” (Mayer, 2000: 1)

Where parties to a conflict are a part of the design of any
process that is adopted to find a solution to the problem,
they are more likely to participate in the process in good



faith. Such participation would aso give them a sense of
ownership of the process and encourage them to accept the
outcome, whatever it may be. For instance, if the preliminary
decisions as to the procedures to be adopted to resolve a
dispute are taken in consultation with the parties, they are
unlikely to fed that whatever comes out of it has been an
imposition on them.fn preliminary d



ROLE PLAY
BAD BUSINESS

General instructions to ail parties

These are two role plays in one. The general information is
for al parties Amu, Baku and the Third Party
Intervenor.(TPI)

AsAmu or Baku you have to make acase to the TPI. Make
up your own arguments to persuade the TPI. Each role play
lasts 20 minutes.

Each party is to make notes on how he/she fedls abouit:

a) theprocess - which do you prefer and why?

b) the result - Were you happy with the result? If not,
why not?

Amu decided to go into business for himself running a
Secretarial Agency. He managed to rent premises and
acquired afew items of furniture. He installed his weather-
beaten typewriter in the office, but anyone who contacted
him for business got put off by the typewriter.

Amu discussed the problem with his friend Baku. Baku
decided to lend him his computer so that he could work better.
He aso gave him ¢5 million to help him pay the typist he
had hired. Soon business began to boom and three years
later the business had become very profitable. The business
is now worth ¢500 million and employs ten people.

When Baku broached the subject of dividend, Amu got
annoyed and decided to cut links with Baku. He offered to
buy Baku abrand new computer and to return the ¢5 million



with 30% interest so that Baku would have been pad off.
Baku has refused the offer, insisting that what he put in
capitalised the business so he had equity shares in it and
was not a mere creditor.

Role Play |

The third party intervenor has power to make a definitive
decision in favour of either party and does so after hearing
the parties.

Role Play Il

The third party Intervenor has to encourage the parties to
resolve the conflict and decide how their interests may be
met, such that the result would be a consensua one.

METHODS OF RESOLUTION

1.

Basicaly the methods of conflict resolution can be grouped
into four types:

COMPETITION (POWER or DOMINATION)
This involves the methods that result in one party being right
and winning, and the other party being wrong and losing.
One party may dominate by use of physical strength or power
derived from law to overcome the other party. After such
competition, one party usualy feds dissatisfied with the
result and thus experiences a substantial amount of conflict
aftermath. Consequently, a solution found through the use
of thismethod is not durable and remains only aslong as the
power behind it lasts. Thus, the durability of those backed
by state power, such as litigation and arbitration, often give
the misleading impression of the permanence of those
methods whilst those achieved by sdf-help methods that
depend on persona power, tend to unravel when the balance
of power between the parties shifts.



2.

COLLABORATION/COOPERATION

Methods that depend upon the collaboration or cooperation
of the parties depend upon the goodwill of the parties. When
parties to aconflict agree to cooperate or collaborate in order
to find a solution to the problem, they become active
participants in the search for and development of appropriate
solutions. This may involve discussions with or without third
party intermediary neutrals who may assist the parties by
facilitating the discussion. These methods are Negotiation,
Mediation/Conciliation, Facilitation, etc.

3. COMPROMISE

This method involves the parties adopting a half-way house
approach in order to achieve peace. It may or may not
produce satisfactory results depending upon the subject
matter of the conflict. There are conflicts that do not lend
themselves to such amethod. For instance, adispute over a
pair of shoes cannot be resolved by each party agreeing to
accept ahalf-pair each. Soon after they discover that neither
can use the half-pair, the solution would be rejected.

AVOIDANCE

As the name implies, one party to the dispute figuratively
"flees’ the conflict arenain order to avoid engaging the other
party in aresolution effort. It may or may not be negative
depending upon the subject matter of the conflict, but it has
a tendency to postpone the time of engagement until a
confrontation - often a violent one - becomes inevitable.
The nature of the eventual confrontation may exacerbate the
conflict, compound the difficulties of the resolution effort
and make it difficult for the relationship between the parties
to be restored to the status quo ante bellum.



Avoidance or "symbolic fleeing" of the arena of conflict
occurs in various forms. Mayer (2000: 31-32) suggests
modes of avoidance which are characterised by the
expressions that follow.
a  Aggressive Avoidance
"Don't gtart with me or you'll regret it" The person
pretends that it is in the other person's interest not to
seek engagement as that person would be the worse for
it. In actua fact, there is an unwillingness to engage.

b.  Passive Avoidance
"I refuse to tango” or "l don't have time to waste."
The person refuses to be drawn into adiscussion that
might lead to an engagement on the issues.

Cc. Passive Aggressive Avoidance
"If you are angry with me, that's your problem" The
person refuses to acknowledge his or her part in
engaging the other to attack the issues in conflict
thereby defusing the anger the other is experiencing,

d.  Avoidance through hopelessness.
The person adopts a "What's the use" position and
thereby pretends that since nothing would be achieved
by engagement there was no point in such engagement.

e.  Avoidance through surrogates.
"Let you and them fight." The person shifts
responsibility to others to "fight" out the dispute,
thereby attempting to escape engagement

f.  Avoidance through premature problem solving
"There is no conflict, | have fixed everything." This
scenario represents the one who is unwilling to accept



that there are issues to be worked out,



INDIVIDUAL MODES FOR DEALING

WITH CONFLICT
Each person has a tendency to use one of the above modes
of dealing with conflict, more often than any other, with the
result that leadership styles and other relationships are
thereby affected. "Man, Know Thyself is an admonition
that all leaders must take to heart and actively pursue. If one
is conscious of one's own predilections during conflict, the
awareness would result in a knowledge of what work one
has to do on one's sdf, in order to improve one's conflict
resolution style. The Thomas-Kilman Conflict Mode
Instrument is agood test of one's own predilections (Thomas
and Kilman 1977). This instrument seeks to test an
individual's own manner of responding to a Situation of
conflict. By completing the questionnaire and entering the
scores onto a score-sheet, one can get a good sense of one's
own style of dealing (or not dealing) with conflict.

A leader whose style is predominantly competitive may get a
lot accomplished in the short term, but over the long term
there would be many broken relationships around that
individua which would become aburden. The person would
acquire an image of one that cannot be crossed lightly, and
this may produce competitive behaviour in the opposing
parties as constituents are bound to copy the leadership style.
Such leadership style may in turn make; cooperative dispute
resolution an unfashionable mode for dealing with the leader.
Consequently, aggressiveness may become the acceptable
mode for resolving conflict within that ingtitution and thus
create atendency for aggressive confrontation whenever any
issue, however minor, isin dispute. The inevitable harvest of
such leadership style is an atmosphere of tension, escalation
of any conflict that occurs, and generd unease within the
ingtitution leading to disruptive and destructive behaviour.



A leader who isan avoider also creates problems of adifferent
variety. Since an avoider seeks to dodge confrontation,
constituents and other subordinates experience frustration
as the leader prevaricates on every issue. Issues that require
sorting out are left unattended till they manifest in physically
disruptive behaviour that can no longer be ignored.
Eventualy constituents learn to adopt surviva strategies that
trandate into the adoption of unofficid channels thereby
effectively by-passing the officid leadership, or forcing the
hand of the leadership by piling undue pressure. Such
strategies inevitably include "street-tactics" such as protests,
demonstrations and other acts of physica aggression in
expression of frustration. However much people appreciate
the genial nature of their leader, such otherwise positive trait
can become negative if the outward genidlity is, in fact, a
cloak for avoidance tactics. No one likes a leader who is
indecisive and evasive when problems occur.

POST-CONFLICT

ISSUES
Whenever conflict has occurred and been resolved, there
would still be outstanding issues that require attention. The
parties would have to make an effort to put the past behind
them and to move into the future. This can, however, be
difficult as the nature of the conflict may have destroyed the
pre-conflict relationship. Things may have been said which
cannot be unsaid even if apologies have been rendered, and
feelings may have been so badly bruised that it would be
impossible to go back to the pre-conflict relationship. Despite
these redlities, the relationship of interdependence between
leader and constituents would be such as to make it
impracticable not to attend to these issues. Short of resigning
from the position and leaving the scene, the head of an
institution that goes through a mgor industrial dispute or



student agitation would have such issues to deal with, as
the struggle might have been very bitter. Therefore, a new
relationship would have to be developed after the
resolution effort.

RESTORING POST-CONFLICT RELATIONSHIPS
The new relationship would have to be re-negotiated and,
new ground rules set. This would require various analyses
first of the nature of the pre-conflict issues that may have:
contributed to the scale of disruption that occurred, then of
what issues would require attention for the future
relationship.

(& What caused the breakdown?

(b) How can broken trust be restored?

() How can the wounds that were opened up - particularly
by use of hurtful language or hurtful behaviour - be
healed?

(d) How can the parties re-position themselves vis-a-vis,
each other to avoid recurrence?

(e) If an agreement was reached, how can compliance be
monitored?

(f) What early-warning systems must be established
within the ingtitution to prevent a recurrence?

(9 How doyou ded with "collaborators' of the congtituents
e.g. members of gaff who openly sided with the students
or workers against the administration?

These would require honest self-assessment and honest
answers in order to build on the experience and "grow".

Post-conflict measures should aim at returning the institution
to normalcy as soon as practicable. In the long term, peace-
building efforts would have to be undertaken to prevent a
second round of conflict and eliminate tensions that might



linger for along time afterwards, (Mensa-Bonsu: 1998). To
this end, attitudes of personal maturity would need to be
cultivated, as some of the answers produced by the
recommended analyses would require a high level of
maturity to accept. For instance, answers that point to one's
own fault in the development or escalation of the conflict
require honesty and maturity to accept. Hurt fedings inflicted
on account of blame unfairly levelled at one's person must
be acknowledged and worked out of one's system. Asfar as
possible, the leader should avoid attacking non-supporters
and beginning a process of victimisation that would create a
negative atmosphere within the institution. Such
victimisation would produce a vendetta that would cause
needless casualties; distract the |eader's attention from other
important matters; cause division within the ingtitution; and
consume needless physical energy.

The manager as leader, should aso make an effort not to
develop a siege-mentality as this would trandate into undue
suspicion of everyone and would thereby be counter-
productive. It is indeed the case that if daff, students and
other personnel in an ingtitution were forced after such
hostilities to "declare their loyalty" to the administration or
risk being classified as "opposition”, the institution would
lose a valuable opportunity for candid introspection and sdf-
assessment. A policy of "He who is not with me is against
me" would be unwise as it has a tendency to create an
atmosphere that would convert "reformers” into "opponents’
and opportunists into "obvious allies’ and spawn a new
industry of fawning, gossiping, back-biting and back-
stabbing - thus destroying the congenia atmosphere that may
have existed in the past.



The destruction of the congenial atmosphere would have
serious repercussions for the well-being of the ingtitution.
Morale would be adversely affected and the gaf, usually
the good ones, who cannot function within such an
atmosphere of unease and suspicion might "withdraw" from
the institution or move out of that ingtitution, causing gaff-
replacement problems in the process. Again, within such an
atmosphere, genuine criticisms would not be proffered and
appropriate remedial action to address the problems that
caused the upheaval in the firgt place, leading inevitably to
arecurrence of the conflict - this time in more vicious form
with heavier casualties than the first one. On occasion, the
head of the ingtitution has aso been a casualty as he or she
has had to be removed as a condition for the restoration of
normalcy within the institution. Therefore, unhealthy post-
conflict tactics may amount to the proverbial cutting of one's
nose to spite one's face and must be avoided.

The Manager of an ingtitution, therefore, has to appreciate
al the matters raised above and institute reforms. Some of
them would be preventative mechanisms such as proper
consultative processes, whilst others would be the creation
of better channels of communication and improvements in
existing channels and till others be the development and
maintenance of effective grievance processes and
procedures. There should be more openness in the
administration whenever possible so as to dicit support from
well-meaning constituents and eliminate "whispering
campaigns" of wrong-doing and financial misconduct
indulged in by persons with improper motives.



PART I
NEGOTIATION

WHAT IS NEGOTIATION?

"Negotiation” is defined in general terms as "a shared effort
to solve a problem™. It is more specificaly defined as "the
process which affords the disputants an opportunity to
exchange promises and make binding commitments in an
effort to resolve their differences.” (Colos & Berkeley, 1992
:3) It involves a voluntary exchange of promises and
commitments that occur when parties with a problem agree
to collaborate to work out a solution. This exchange demands
the sharing of information and good communication and,
therefore, is aparticularly useful mechanism when adispute
is multi-sided or when it involves a large number of people
as the parties are able to talk out their differences and achieve
peace. The initiation of a negotiation is, however, subject to
two mgor pre-conditions:(l) the parties must be willing to
resolve the problem; and (2) they must be willing to resort
to that mechanism to resolve the dispute. In the absence of
either pre-condition, the process cannot even start as no one
can beforced into anegotiation since it involves the voluntary
participation of dl parties.

The firgt precondition sounds obvious enough but can be
complicated in real terms since it is not every party to a
dispute who wishes for the problem to be resolved. Some
derive political capital out of the state of conflict and are
unwilling to bring the Situation to an end. Some desire to
prolong an unpleasant state of affairs in order to force the
hand of the officids involved. The second precondition is
dictated by the very nature of the process. Since it is a
voluntary process, it requires al partiesto show commitment
that they want to use it as the mechanism for achieving peace.



If they really want to use the process, they will have to
approach it in good faith and be willing to abide by whatever
agreements arereached at the end of it. Thisrequirement which
appearsto beitsweaknessis more of astrength becauise parties
who wish to use the process give themselves an opportunity
to arrive at a solution of which they can fed an ownership.

Negotiation remains the method of dispute resolution that
has the potential for resolving the conflict and avoiding
conflict aftermath. Traditionally, negotiation has been
thought of as the use of one of three methods: Hard
negotiation, Soft negotiation, or Reciprocal Bargaining.
However, these are not the only methods. There is afourth
option of Principled Bargaining.

Models of Negotiation

SOFT BARGAINING

If aperson enters abargaining process and comes out feeling
cheated because he or she was required to merely accede to
whatever propositions were made by the other side, then the
person is described as having engaged in soft bargaining. A
person who engages in soft bargaining may fed exploited
and devel op negative fedings towards the party who "forced"
him or her to keep yielding ground. Such a person would
salve his or her conscience by explaining away the result of
the process by alleging that his or her good nature was taken
advantage of, and was abused. These negative fedlings would
drive the dispute underground, and manifest itself in negative
behaviour such as backbiting, name-calling, malingering,
foot-dragging, back-stabbing, etc. Worst of al, the person
would be unlikely to perform whatever obligations were
considered "wrung" out of him or her and thus defest the)
purposes of the bargaining process.



Soft bargaining has other strong disadvantages in addition
to those set out above. In particular, it does not hold up well
against aggressive bargainers since they take advantage of
the concessionary posture to escal ate demands. It should not
be used by representative bargainers, as it can create
suspicion of corruption as they appear too soft and yielding
with the other side. When soft bargaining works, it works
because most peopl e respond to warmth and kindness. Where
the stakes are low in everyday transactions, it is useful but
when usedsyt



(5) when one gets locked in positions, it is more difficult
to change positions and consider other options;

(6) it can endanger on-going relationships as parties appear
unreasonable to each other;

(7) itincreasesthe possibility of failure to reach agreement;

(8) it eadly becomes acontest of wills and therefore breeds
resentment and bitterness when one party is forced to
givein;

(9) it isunsuitable for complex negotiations as it wrecks
the process of multi-party consultations;

(10) it increases the temptation for each party to wreck the
process by driving a hard bargain;

(11) the party who tried to protect the relationship by
yielding gracioudy feels exploited and is unwilling to
ever again deal with the "tough" party.

All these downsides suggest that it is astyle that is unsuitable
for long-term relationships.

Union negotiations tend to involve hard bargaining because
of the very nature of the Unions and the power structures
within it. In Ghana, many workers do not have an
appreciation of the community of interests between the
employee and the employer. Therefore the two parties are
perceived as being in an antagonistic relationship and there
is constant pressure on the leadership of the Union to
maintain a "proper relationship” (i.e an antagonistic
relationship) between themselves and Management. For this
reason, any union or student leadership that appears to be
cosy with Management or authorities, is looked upon with

suspicion as having sold out the workers' or students'

interests. Within an environment of this nature such

perceptions have real implications for the operations of the
Union and their relationship with Management in general.



At collective-bargaining time the expectations fed by these
perceptions determine the negotiating posture of the Unions
and the barely disguised hostility of Management.

Since Union leaders are elected by an electorate that expects
them to display an ability to confront Management, the
selection of leadership is aso influenced by those who
display aggressive attitudes and even promise not to be
"cosy" with the institution's leaders. This often plays out in
terms of uncooperative attitudes by those who wish to display
the necessary distance from Management in order to please
their constituency and guarantee re-election.

RECIPROCAL BARGAINING

("TIT FOR TAT" BARGAINING)
This method involves reciprocating every move made by
the other side - a positive moveisresponded to with apositive
gesture and a negative move with anegative one. Thus, this
functions as a punishment for punishment and reward for
reward formula. When used properly, it reinforces co-
operative behaviour and negatively reinforces uncooperative
moves. (Johnson: 83). It, however, has mgor disadvantages
sinceitislargely reactive. The "wait and see" attitude which
it adopts makes it unable to produce mutually acceptable
results. Consequently, the negotiator does not keep control
over the solution as the resulting agreement may only have
been produced as aresult of "tit for tat".

PRINCIPLED BARGAINING
(THE HARVARD NEGOTIATION MODEL)
In negotiating with an attitude described as "hard", one party
adopts a position of "winner-takes all" and bargains without P6ith thosuge os 0o awat the s



cheated afterwards and may be unwilling to perform

whatever obligations were thus imposed. The eventud result

is that whatever relationship existed between the two parties 1

would be destroyed or at least reassessed. If the party who

loses out has a choice he or she would notd267Tj0.053 Tw-0.212 Tc( th) TjO Tc(o



For, once a pattern of competitive behaviour has been
established, it is not easy to abandon it in favour of
collaboration since that requires a little more effort to
achieve. Therefore, Principled Negotiation is time-
consuming and requires elaborate planning, but in the end,
it produces more satisfying results than otherwise.

Principled Negotiation is based on four aspects and four
maxims at every stage of the negotiation : (1) People:
" Separate the peopl e from the problem”; (2) Interests: "Focus
on interests not positions”; (3) Options: " Generate avariety
of possibilities’; and (4) Criteriaz  "Insist on the use of
objective criterid’.

PEOPLE

I. A principled negotiation proceeds on issues
independently of trust or whatever relationship of trust
that exists between the parties. It is said that "A man
who says 'trust me' is a man who cannot be trusted".
Parties at a negotiation should focus on the problems
before them, not on the persondlities at the table. They
are urged to be hard on the issues and soft on the people.
Even if one does not like the opponent, it should still be
possible to reach agreement on the problem without
letting it get entangled with one's persona emotions.
Remember that dl the emotions one is experiencing
may probably be experienced by the other party aswell.

[I. Perceptions
Perceptions are the product of conclusions that are
arrived a by use of dl the senses of a person. They
are influenced by experiences people have had,
knowledge they possess, etc. Therefore, perceptions
are very important and must be addressed with



seriousness- especially if they are negative and
unfounded. If one party does not appreciate the other's
position, it may be because the party perceives the
issues differently. Since the dispute may be the result
of this wrong perception in the first place, conscious
effort must be made to address the issues as perceived.
One ought not to be so persuaded by thejustness and
reasonableness of one's own cause as to be unwilling
to consider that there are other aspects of the problem,
that other people see differently and with good reason.
Treating other people's perceptions as the product of
an unsound mind is a sure recipe to failure in
negotiation. In respect of perceptions, it is importanTw-0.171 Tc( mad-0.169 Tc( t



A leader must never dismiss perceptions
(especidly negative ones) held by sections of
that constituency as unreasonable, and unworthy
of attention. Since a perception gets formed by
people as a result of their persona experiences
and interpretation of events and facts, they
represent reality for the persons who hold them
and will determine their subsequent attitudes and
actions. Conscious effort must be made to
address them and lay any negative perceptions
to rest.



FAMILY FEUD

INFORMATION FOR ALL PARTIES
Joe decided to go into business to produce pots for indoor!
gardening. He had no money and so he approached his cousin!
Tom for assistance. Tom, believing the plans to be sound,
decided to invest in the business.

He advanced ¢14 million to Joe for the initial costs of setting
up the business. Subsequently, he added ¢6 million to enable®
the business to take off. There was no documentation on the
transactions nor any discussion of payment terms. In the
course of the business Joe frequently made gifts of beautiful

pots to Tom's wife.

Now Joe thinks he isin apostion to refund Tom's money but
Tom believes he is part owner of the business since he gave
the money on trust to Joe. Joe ingists that his cousin lent him
the money and that he is the sole owner of the business.

Joe's mother and sisters have taken to making Tom's mother
miserable in the family house. In consequence, Tom has
removed his mother from the family house and has indicated
hisintention to rent the room in the family houseto astranger.
The family is upset about this, arguing that if Tom's mother
does not need the room any more, it should go to one of
Joe's sisters who hasjust been evicted by her landlord.

Every time the parties meet to discuss the matter, the meeting
ends after nasty comments are made by Joe on Tom's
disabled father and ugly wife.

Discuss what is wrong with the arrangements they made
How may the dispute have been avoided?



2.

INTERESTS

These are the red reasons that motivate people to adopt certain
positions. Interests manifest themselves as issues that are of
concern to the parties. The nature of the issuesin turn dictates
the positions that parties adopt. Therefore, to redlly resolve
conflict, one must identify the underlying interest that is
motivating the parties to adopt their positions. Focussing on
interests would ensure that whatever agreement is arrived at
would be satisfactory in terms of addressing the underlying
interest which motivated the conflict in the first place.

Interests are essentially derived from the hierarchy of human

needs. They are the hopes, fears and desires that motivate

human actions. According to Abraham Maslow (Maslow:

1954) the hierarchy of human needs is as follows:

1. Physiologica needs - food, shelter, etc.

2.  Sdfety/security, protection, dependency

3. Belongingness - the need to love and be loved. Love
of family and friends

4. Sdf-esteem - value of sdf

5. Self-actualization - fulfillment of abilities and
realisation of career goals.

6.  Needtoknow (curiosity) education, understanding, etc.

7. Aesthetic needs - beauty, etc.

These needs can be re-ordered depending upon the situation
but they are never negotiated away. The interest is hardly
ever put on thetable, but it is what would determine people's
positions. Therefore, anegotiator must evaluate the interests
and get them acknowledged and addressed. If one hits a
brick wal or reaches an impasse during a negotiation it first
means that amgjor interest isthreatened. When this happens,
the offer must be withdrawn and re-crafted to meet the mgor
interest or the negotiation would fall.



There are a few occasions, however, when it would b|
necessary to focus on the issues. These are when there are
underlying conflicts of values or ideology. These underlying
conflicts would make agreement difficult since neither part

would agree to abandon the position. Therefore, the

resolution must focus on the issues causing the immediate
difficulties.



EXERCISE:
INTERESTS/NEEDS IDENTIFICATION EXERCISE

TIME TO CHOOSE

You are a 42 year old citizen of Brownland and a middle-
level officer in Public Trust Ltd. Your hometown is in East
District and have lived there virtually dl your life. You
attended both primary and secondary school at the East
Digtrict Educational Complex, but further education took
you away to South Didtrict for afew years. After schooling
in South District, you returned to East District and found a
job in the Public Trusts Ltd.

Your spouse, who is aso from East Digtrict has family living
closeby, and dso hasagood job. Your children have, therefore,
grown up with lots of aunts and uncles who dote on them.
They adso attend school at your alma mater - East District
Educationd Complex - where they are doing you proud.

East Didtrict is located in the forest belt of Brownland and
therefore enjoys nice cool weather and good lush vegetation.
Your main hobby is gardening and so the climate in the forest
belt is excellent for your hobby. Your house is full of lovely
roses, and life could not be better.

At Public Trust Ltd., you are the officid responsible for
designing the structures that keep Public Trust Ltd. in
constant communication with the local community. You get
on well with your colleagues, and your boss trusts your
judgement absolutely. Your position at Public Trusts Ltd.
has made you powerful in East District, with the result that
you have aready served two terms at the East District
Assembly as the Presiding Member. Approaches have been
made to you by the All Brownland Party (A.B.P.) - theruling
party to contest the next general elections asits Parliamentary
Candidate for East Didtrict.



You have been approached by Private Investments Ltd., a
Multi-National Company, to become the Director of its
Community Relations Unit. You are thrilled that the Multi-

national giant has recognised your merit and has offered you
ajob forru



OPTIONS

Negotiators are urged to generate various scenarios in advance.
These scenarios would have to be carefully thought through
S0 asto ensure that they meet the party's interests. It is difficult
to generate such possibilities when the negotiation isin session
- particularly when it is a multi-sided dispute and every
scenario must be worked through in order to ensure that the
interests of al coalition members are met.

This effort at consensus-building must not stop when
negotiations actually begin. Before reaching agreement,
consider possibilities that are mutually advantageous. Shared
interest produces good agreements. If concessions are to be
made parties are to look for items that are of low cost to
their sde and of high benefit to the other side. This would
enable the process to flow smoothly. Where it is a multi-
sided dispute, this process of protecting everyone's interest
becomes a very complex exercise, but it must be done or
else the coalition would fdl apart.

CRITERIA

Various external criteria impinge upon a negotiation, and
may be used to facilitate the crafting of an agreement or to
designitsterms. For instance, if there is a statute that forbids
aparticular kind of agreement, then the parties risk entering
into acontract which is unenforceable at law. Other external
criteria may frustrate the efforts of the parties unless they
research them and design agreements that do not violate those
criteria. These external criteria can also be used to design
agreements that receive instinctive support and. approval
because they appear objectively reasonable. Some of such
externa criteria or standards are: market value, expert
opinion, government-prescribed standard, custom, etc.
Indeed , a useful method of wearing down intransigence is



to appeal to some external standard such as the minimum
daily wage. The resort to such a standard has the dua effect
of making the person resisting the proposal |ook
unreasonable, and also, presents the eventual solution as a
far andjust one.

However, there are also some disadvantages with reliance
on externa] standards. The standard must be reliable. If
unreliable, more harm than good would have been done.
There are also occasions when the standards are considered
obsolete or offendgve to a party's sense of equity or when
the standard is even not available for use. Existing standards
may favour one party more than the other, and therefore,
reliance on them can be a disadvantage since it has a
tendency to limit options and reduce the favoured party's
desire for innovation and fresh thinking on an issue. For al
the above reasons, it is good policy to ensure that both parties
accept the standard and agree that it is ill relevant for their
purpose before using it as abasis of agreement.

MAKING DURABLE AGREEMENTS

The essence of any method of collaborative dispute resolution
is that a durable solution be found. It is thus of absolute
importance that the agreement that is reached must be
durable. However, it can be so only if the parties accept that
they have had agood deal. Consequently, the need to satisfy
the parties is critical in assuring their compliance with the
terms of the agreement.

In order to obtain a durable agreement, there is a threefold
level of satisfaction that must be achieved by every party:
procedural, substantive and psychological satisfaction. The
achievement of these levels of satisfaction is ascertained by
the following tests:



(1) Procedural satisfaction (a) Did every one fed apart
of the process? (b) Did it measure up to people's sense
of propriety, fairness, etc. (c) "Would the parties use
the process again regardless of the outcome?"

(2) Substantive Satisfaction (b) Were al the issues
addressed? (b) Did dl receive satisfaction of their
interest? (c) Is there enough interest-satisfaction to
guarantee that they would implement the agreement?

(3) Psychological Satisfaction (&) In the context of dl
things considered, do we fed better that we have
achieved this agreement since "agood ded is a state
of mind?'

To achieve the respective level of satisfaction, one has to

pay attention to certain aspects of the process.

PROCEDURAL SATISFACTION

The achievement of procedural satisfaction depends upon
the following: (l)advance negotiation of the mode of
proceeding so that the parties agree to the procedure;(2)
Developing clear "rules of combat™ to achieve severa things:
(8 giving asense of order and the progress of the negotiation,;
(b) helping to reduce conflict over modes of proceeding at
various times, e.g. agreements on time of meeting, those to
be invited to the meeting, location of meeting, who will
provide a draft, who gets to make choices first, who gets to
decide firg, etc.; and (3) Ensuring that the parties fed an
ownership of the process.

Successful negotiation of these issues of procedure and
reaching agreement between the feuding parties would build
ahistory of success and aso provide a sense of equity for dl
parties. The process can aso help to reveal what is on the
minds of some of the parties - particularly if there are any
hidden agenda - as an unwillingness to help fashion out
appropriate procedures for the process may be indicative of
difficult times ahead.



2. SUBSTANTIVE SATISFACTION

When agreement has been reached, it must be written out
such that even persons not involved in the negotiation would
understand it. The agreement must be clear, precise, specific
and unambiguous; vague expressions such as "with dl

deliberate speed” should be avoided since they can be the
source of future conflict. Dates and times must be set out
clearly. Quality should have specifications and should not
be described with expressions such as "satisfactory”

"acceptable’, etc.

3. PSYCHOLOGICAL SATISFACTION

This describes the genera state of good feeling that one
experiences after an interaction that one finds satisfactory
and even enjoyable. Psychologica satisfaction is achieved
by ensuring that there is procedural satisfaction and
substantive satisfaction. If one fedsthat dl things considered,
one has had a good deal then that positive feeling would
mean that the agreement had been psychologically satisfying.:
The achievement of this satisfaction is important in
maintai ning commitment to the agreement thereby ensuring
voluntary compliance during the life of the agreement.

CONCLUSION
In this manual, every effort has been made to set out the
important issues in conflict management and dispute
resolution. The nature of conflict itsdf, the stages through
which it travels, as well as the processes for resolution have
all been given attention. Information-flow on campus must
be improved and efforts must be made to reintroduce popular
participation into student-governance. This would limit
opportunities for persons with hidden political agenda to
exploit the information vacuum to feed lies and half-truths
to mgor constituencies . Perceptions must be addressed



without delay, and accurate and complete information on
every issue in the public domain must be given out promptly
before the rumour-mill fills the vacuum.

It must constantly be borne in mind that though a conflict
can be produced by one source, it can get complex asit grows
and sets fed by existing streams and malicious people with
their own political agenda. Therefore, the best policy is to
develop and adopt mechanisms and early-warning systems
that would decrease the incidence of conflict and aert the
authorities to possible problems on the campus. Adequate
grievance procedures should be put in place so that problems
between individuals do not grow to engulf the entire campus.
It is the hope that every ingtitutional manager would invest
sometime and effort in creating and keeping open channels
of communication with each constituency as well as
maintaining an open-door policy.

Twenty-five tips to keep in mind as one seeks to do effective
conflict prevention, management and resolution have been
st down below to make it easy for institutional managers to
remember and apply on a regular basis. This should help
promote an atmosphere of peace on the various campuses
so that effective academic work can proceed and thereby
ease the stress that managers of tertiary education institutions
experience on thejob.

TWENTY-FIVE USEFUL TIPS
1. Be on the lookout for behaviour such as rudeness,
incessant complaining, sabotage, back-stabbing, etc,
as they are definitive signs of conflict that has "gone
underground".
2. Noonewill accept an agreement that threatens amagjor
interest. Therefore when a negotiation hits a brick-



10.

11.

13.

wall, it would, be indicative of a mgor interest thai
has been threatened.

The world runs largely on self-interest. Therefore
parties must be made to see issues in terms of their
own enlightened self-interest.

A proper diagnosis of the source of any conflict hold
the key to its eventual resolution.

No attempt to resolve a conflict must be made without
first making aproper anaysis of the motivation of the
parties.

"Separate the people from the problem” is a useful
method of dealing with issues on campus.

Every institutional head must ensure that the
constituent groups on campus create and maintain
democratic structures to enable their leaders to
represent the group interests appropriately.

Pick your battles carefully. There is no need to take a
stand on an insignificant issue and needlessly expend
the goodwill that will be needed in situations of crisis
An ingtitution should not be administered as if it were
the private property of the head. Such a styleis bound
to alienate everyone and expose the leader to
unnecessary attacks and "whispering campaigns'.
Avoid the temptation of taking decisions only because
of afdt need to prove one's sdf or to show the extent
of one's power

Bargaining in bad faith is never good policy for parties
in an on-going relationship.

Perceptions are red to people who form them and must
never beleft unaddressed, however unreasonabl e they
may appear to be.

"Nature abhors a vacuum" and so inadequate
information from official sources will be "made
complete" by the rumour mill.



Good communication isessentia to effective negotiation
Develop good grievance-procedures and mechanisms
to provide an outlet for redressing grievances.

Put in place early-warning systems to alert the
adminigtration to initiate preventive action.
Congtantly assess your position and the stage of the
conflict and modify your strategy accordingly.
Student-leaders play the dua role of proteges for
academic purposes and equa partners for governance
purposes. Therefore every effort must be made to
respect the dud roles as any attempt to underminetheir
authority would be fiercely resisted as being
disrespectful of the group they represent.

Develop clear and equitable rules of procedure when
meeting with constituents in order to give a sense of
order to the meeting and save time.

Ensure that al parties feedd an ownership of the
processes that are adopted to resolve any disputes.
An effective negotiation must proceed on issues
independently of trust or whatever relationship of trust
that exists between the parties. It is said that "A man
who says 'trust me' is aman who cannot be trusted".
Avoid granting concessions only because you could
not say 'No' to aparticular person

Parties a a negotiation should focus on the problems
before them, not on the persondities at the table. They
are urged to be hard on theissues and soft on the peopl e.
Ensure that agreements that are reached are set down
in clear and concise language in order to avoid future
conflict on the real meaning of the terms. Dates, times,
etc must be set out clearly without ambiguity.
Parties to an agreement must be able to tell themselves
that, "All things considered , we got a good deal” as
this would ensure their adherence to, and compliance
with the terms.
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