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Conflict and conflict 
m

ediation at w
ork   

M
artin C Euw

em
a 

Today 
1. 

Conflict in organizations: destructive?  
2. Perspectives on conflict &

 m
edation 

3. Task, R
elation and Process conflicts  

4. H
ierarchical conflicts &

 Leadership 
5. Conflict in the team

  
6. Peacem

aking  
7. M

anagerial third party behavior 
8. M

ediation by third parties  
9. M

ediation in top team
 conflicts  

P
rim

ates learn doctors how
 to solve 

conflicts 
.   

The art of reconciliation  
.   
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M
ediation in the conflict 

An exam
ple …

. 

O
f three friends…

…
 

 
 R

unning a consulting business 
  

 7-I m
odel for conflictdiagnosis 

      
Interdependence 

Issues 

Interactie 
Im

plications 

                   
<        Institutions          > 

            
<      Interventions       > 

            

Interaction 
    Individuals 
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7-I m
odel of conflict analysis  

  • W
hat is the conflict about? 

  (Issues) 
• W

hat parties are involved?  
  (Individuals)  

• W
hat is the relation of parties?   (Interdependence) 

• H
ow

 do parties interact?
 

  (Interaction) 
• W

hat are the im
plications?    

  (Im
plications) 

• W
hat is the context? 

 
  (Institutions)  

• W
hat regulation m

echanism
s? 

  (Interventions) 

  
 

 
 

 
 

  
 

 
 

 
 

 
  

Structural aspects  
of  

conflict 

7-I m
odel of conflict analysis  

  W
hat is the conflict about? 

 
 Issues 

 W
hat parties are involved?   

 Individuals  
 W

hat is the relation of parties ? 
 Interdependence 

 W
hat is the context? 

 
    

 Institutions  
 W

hat regulation m
echanism

s? 
 Interventions 

Issues         &
       A

pproach 

 
 

 
 

 
 

  
 

 
 

 
 

 C
om

prom
ising 

 
 

 
 

 
 

 Integrating 
 

 
 

 
  

 
 

 
 

 
  

 
 

 
 

 
 P

rogram
 

 
 

 
 

 
 

 U
nderstanding 

Interests/  
lim

ited resources     

 
Ideology 
(V

ision; 
 G

oals) 
 

Strategy 

Identity 
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Individuals 

G
eneral:  

W
ho are the parties involved? 

W
hat are their characteristics? 

W
hat m

otivates them
 (in the conflict)? 

W
hat differences foster conflict? 

W
hat do they have in com

m
on? 

Individuals 

P
ersonality prom

oting conflict 
 • C

onflict prone personality 
• S

ocial – Value orientation 
• N

euroticism
 &

 D
ogm

atism
 

• N
arcistic personality 

Interdependence 

• The am
ount of interdependence (how

 strong 
linked) 

• The type of interdependence 
o
 

G
O

A
L: com

petitive/ cooperative / m
ixed 

o
 

W
O

R
K

: serial / tim
e/ quality 

• D
ifferences in interdependence (pow

er) 

Interdependence and P
ow

er 

S
ocietal values (pow

er difference; H
ofstede) 

S
ocietal, organizational and group structures

 
  

R
oles 

H
ierarchy 
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S
ources of P

ow
er 

Form
al position 

Inform
ation &

 A
ccess to inform

ation netw
ork 

S
urvival value 

R
eplacem

ent 
S

kills 
R

eference (charism
a) 

R
eputation 

P
ersonal characteristics 

S
trategies of E

m
pow

erm
ent (C

3) 

S
tructural C

hanges 
 change in interdependence 
 separation 
 participation (in decision m

aking) 
P

ersonal C
ognitions 

 Therapy / coaching/ peer support 
 

  to raise self aw
areness &

 personal im
age 

P
ersonal C

om
petencies 

 Training &
 coaching to develop com

petencies 
 C

oaching to develop self-efficacy 
 

Institutions 
• C

onflict im
bedded in organization: organized 

com
petition 

• C
om

plexity 
• H

ierarchical levels &
 coordination 

• R
ole unclarity/ role conflicts 

• S
hared C

ulture &
 Values 

• C
hange(s!) 

• W
orking conditions/ labor relations 

R
ole theory 

• D
ifferent roles 

• S
cripts for role behavior 

• R
ole sender(s); expectations 

• O
w

n role perception 
• C

onflicting roles (internal), identity, com
petencies  

• C
onflicting expectations (betw

een senders) 
• C

onflicts betw
een sender and self 

• R
ole (un)clarity 

• R
ole negotiations 
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R
ole theory 

A 

D
 

B
 

C
 

R
ole theory 

A 

D
 

B
 

C
 

Interventions 

• E
xisting N

orm
s 

 • R
ules and P

rocedures 

• Available Third P
arties   

o
 

w
ithin the system

 (form
al &

 inform
al) 

o
 

O
utside the system

  (f.e. unions, court) 

  
 

 
 

 
 

  
 

 
 

 
 

 
  

Process aspects  
of  

conflict 
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Interaction 

 • W
hat is the strategy of the parties? 

• W
hat tactics do they use? 

• H
ow

 do they respond to each other? 
• W

hat changes in behavior did take place? 
 

Interaction 

 • W
hat is the history of this conflict? 

• W
ho has done w

hat? 
• W

hat w
ere the critical incidents? 

• W
hen did the conflict escalate? 

Im
plications 

    W
hat are the effects of the behavior and 

interaction of the parties? 
o
 

For the developm
ent of the conflict (Issues, parties) 

-  W
hat is the level of escalation? 

W
hat are the outcom

es 
o
 

For the individual parties 
o
 

For their relation (short and long term
) 

o
 

For the system
/ their environm

ent 

D
o (som

e) parties benefit from
 the conflict?    

E
scalation 

 Three stages in conflict: 
 E

scalation : can get on at different levels 
 

 
 tendency to becom

e w
orse 

S
talem

ate:  situation w
here further escalation is 

 
 too costly for both parties 

S
ettlem

ent : ripeness of the conflict; parties 
 

 
 becom

e authentic ready to 
 

  
 constructively solve the conflict
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E
scalation levels 

 
 

 
 

 
 

 
 

 
  

 
      critical incidents

 
 

 
 

 
 

 
  

 
 

 
 

 
 

      critical incidents 

W
in-W

in     

 
Loose-Loose 

 

W
in-Loose 

E
scalation levels (G

lasl) 
1 

 A
ttem

pts for cooperation w
ith frictions 

2 
P

olarization; style of debate 
3 

N
o w

ords, but actions! 
4 

C
are for im

age and coalitions 
5 

P
ersonal attacks; loss of face 

6 
Threatening strategies are dom

inant 
7 

D
estruction of sanctioning-potential of other party 

8 
D

estruction of the other party 
9 

Total destruction and self destruction  
 

E
xercise C

onflictdiagnosis (proces) 

C
hoose one C

onflict. 
  Your aim

 is to m
ake a diagnosis applying the process m

odel 
presented: 

(1) 
W

hat stage of escalation is the conflict in now
 (or ended in)? 

(2) 
W

hat is the sequence of events in this conflict?  
(3) 

W
hat w

ere escalating events and w
hat w

ere de-escalating 
events? 

(4) 
W

hat w
as the actual behavior of parties and w

hat drives the 
behaviors in term

s of perceptions, and (possible hostile) 
attitudes? 

(5) 
W

hat can contribute to a ‘hurting stalem
ate’ situation and 

eventually settlem
ent? 

 
Total tim

e: 45 m
inutes 

E
xercise C

onflictdiagnosis 

C
hoose one C

onflict. 
  Your aim

 is to m
ake a diagnosis applying the 7-I m

odel presented: 
(1) w

hat does the problem
 ow

ner w
ant w

ith the conflict? A
nd expect 

from
 the analysis? 

(2) A
nalyse the conflict issue(s) at stake. 

(3) A
nalyse the level and process of escalation; w

hat critical 
incidents and w

hat actions    (de-)escalated ? 
(4) A

nalyse underlying structural causes; look at the 
interdependence structures. 

(5) Integrate the analysis into a m
odel (picture). 

(6) D
iscuss w

hat helped the problem
 ow

ner and see if you can 
define preferred w

ays of action based on your analysis. 
 E

valuate w
hat m

odels are helpful and/or difficult in the process? 
 

Total tim
e: 45 m

inutes 
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W
hat is essential to know

 in conflict 
diagnosis?   

  
 W

hat do you ask a friend w
ho is telling you his 

conflict? 
   W

hat do you ask yourself w
hen you face a 

conflict? 
   W

hat are for you the m
ost im

portant questions? 
 

 
 

 
 

 
  

 
 

 
 

 
  

H
ow

 to diagnose? 
The art of questioning .  

 
 

 
 

 
 

 
 

 
  

S
teps in diagnosis; 
 - rapport 
 - unfreezing or blow

ing of steam
? 

 - w
hat (im

plicit) social contract do w
e have? 

 - open or directive questions? 
 - (im

plicit) diagnostic m
odels w

e use 
   

 
 

 
 

 
  

 
 

 
 

 
  

The key questions to diagnose 
perspective of one party 

 
 

 
 

 
 

 
 

 
  

 
 

 
 

 
 

 
 

 
  

 
 

 
 

 
 

  

G
oals     

Strategy 

D
one so far? 

R
eality checks 

Four questions  
  

 
 

 
 

 
 

 
  

 W
hat do you really w

ant ? 
 Is this realistic? 
 W

hat is needed to get there? 
 W

hat have you done so far, and w
hat can you do 

from
 here? 
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R
ole theory 

• D
ifferent roles 

• S
cripts for role behaviors 

• E
xpectations of role senders(s)  

• O
w

n role prescriptions  
• C

onflicting roles (internal), identity, com
petences  

• R
ole conflicts  

o
 

C
onflicting expectations (betw

een senders) 
o
 

C
onflict betw

een self and senders  
• R

ole overload  
• R

ole un clarity   

    R
ole theory: interventions 

Individual 
• 

R
ole clarification  

• 
R

ole separation 
• 

R
ole reducation/  rejection  

• 
N

egotiate role presriptions (solution focused ) 
• 

A
ppreciation     (cognitive /em

otionally focused) 
• 

C
om

petence developm
ent  

S
ocial: Team

/group 
• 

R
ole clarification  

• 
R

ole negotiations w
ith role senders  

• 
R

ole negotations betw
een role senders 

O
rganisation 

• 
R

ole descriptions and clarification  
• 

R
eduction internal role conflicts  

• 
C

om
petence- developm

ent / m
anagem

ent developm
ent 

Team
 E

ffectiviness M
odel (D

yer) 
 

M
ission 

 
G

oals 
R

oles/tasks 
P

rocedures 
 

Inter personal relations Environm
ent 

Team
 C

onflict M
odel  

 
M

ission 
 

G
oals 

R
oles/tasks 

P
rocedures 

 
Inter personal relations Environm

ent 
iss

oon
i

on

G
oo

ls
ess

aas
cee

uur

onal r

sssio
sisisssiiiooo

oooaaaaaallllll
ss/////ttttttaaa
eeeddddddduuuuuu

nal
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Team
 C

onflict M
odel  

 
M

ission 
 

G
oals 

R
oles/tasks 

P
rocedures 

 
Inter personal relations Environm

ent 
oonon

issi

G
oo

lls 
ess

aas
cee

uur

onal r

sssio
ssio
sissisiioo

oooaaaaalllll
ss/////tttttaaa
eedededdddduuuuu

nal

s

Envir
Stages in G

roup D
evelopm

ent 
 1 Form

ing: inclusion and dependency (do I w
ant 

to be part of this group? A
m

 I accepted?) 
2 S

torm
ing: open conflict and 

counterdependence  ‘kill the leader!’ 
3 N

orm
ing: developm

ent of productive norm
s, 

rules, role clarity  
4 P

erform
ing: P

roductive team
w

ork 
5 A

djourning: continuance of the team
?  

C
onflict Issues differ in each stage 

 1 Form
ing: w

ho can be part of this group? W
hat 

are the goals and w
hat do w

e w
ant to be?  

2 S
torm

ing: leadership, w
ho sets the norm

s? 
3 N

orm
ing: w

ho takes up w
hat roles, how

 do w
e 

com
m

unicate? S
tandards for perform

ance?  
4 P

erform
ing:  Innovate? N

ew
 challenges?  

5 A
djourning: W

ho continue?  

C
onflict B

ehavior differs in each stage 

 1 Form
ing:   Friendly, covert   

2 S
torm

ing:  O
pen, indirect, coalitions 

3 N
orm

ing:   O
pen discussions and 

com
prom

ising   
4 P

erform
ing: S

olution oriented, shared   
5 A

djourning:  Avoiding  
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1   R
ealistic conflict theory 

 

  C
onflict explained from

 real conflicts on interest 
 

o
 

G
roups have aspirations and claim

s on the sam
e lim

ited 
resources  

o
 

C
om

parison w
ith other groups : ‘they don’t deserve to be 

better of!’ 
o
 

Legitim
ation to fight the perceived injustices 

 

2  S
ocial Identity Theory 

• 
Identity is a personal and social construction 

• 
G

roup Identity can be created and strengthened by both 
internal and external dynam

ics 
• 

W
e are often shifting from

 one identity to another.  
• 

C
reating m

ulti-identities helps to cross group borders 
• 

B
oundary spanners are m

em
bers of tw

o (rivalling) groups, 
creating bridges 

• 
Form

alize this role (for exam
ple in politics) 

2   S
ocial Identity Theory 

• 
S

ocial identities are created easily 
• 

A
nim

al P
arty 

• 
Fight for anim

al rights 

5   Interventions P
reventive 

 C
reate bridges  

 P
revent w

eak ties 
 E

nforce boundary spanners  
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6   Interventies P
reventief/ C

uratief 

 P
rom

ote cooperation and open dialogue 
 C

reate superordinate goals 
 First focus on structural changes (situational/ legal), m

ore than 
cognitieve/em

otional change 
   

6   Interventions C
urative 

C
ognitive  (challenge negative stereotyping): 

 
 P

erspective change, role reversal 
 

 C
reate com

m
on goals &

 com
m

on succes   
 P

roblem
-solving w

orkshops 
  

 


