Conflict Management
and Dialogue
in Higher Education
A Global Perspective
Second Edition

A volume in
International Higher Education
Fredrick M. Nafukho and Beverly Irby, Series Editors

International Higher Education
Fredrick. M. Nafukho and Beverly Irby, Series Editors
Talent Development and the Global Economy: Perspectives From Special Interest
Groups (2017)
edited by Fredrick. M. Nafukho, Khali Dirani, and Beverly Irby
Conflict Management and Dialogue in Higher Education: A Global Perspective
(2016)
by Nancy T. Watson, Karan L. Watson, and Christine A. Stanley
Governance and Transformations of Universities in Africa: A Global Perspective
(2014)
edited by Fredrick M. Nafukho, Helen M. A. Muyia, and Beverly Irby

Conflict Management
and Dialogue
in Higher Education
A Global Perspective
Second Edition

Nancy T. Watson
Karan L. Watson
Christine A. Stanley
Texas A&M University

INFORMATION AGE PUBLISHING, INC.
Charlotte, NC • www.infoagepub.com

Library of Congress Cataloging-in-Publication Data
A CIP record for this book is available from the Library of Congress
  http://www.loc.gov
ISBN:

978-1-64113-093-6 (Paperback)
978-1-64113-094-3 (Hardcover)
978-1-64113-095-0 (ebook)

Copyright © 2018 Information Age Publishing Inc.
All rights reserved. No part of this publication may be reproduced, stored in a
retrieval system, or transmitted, in any form or by any means, electronic, mechanical,
photocopying, microfilming, recording or otherwise, without written permission
from the publisher.
Printed in the United States of America

Contents

		Foreword......................................................................................... xi
		 Prelude and Book Organization.....................................................xv
		Acknowledgments......................................................................... xix
1 Why Focus on Managing Conflict?.................................................. 3
Useful Definitions.............................................................................. 4
Foundation of Individual Conflict Responses................................. 4
What Are Mental Models?................................................................. 5
A Framework for Understanding the Modes of Behavior
in Conflict.................................................................................... 6
Conflict Responses in Organizations............................................... 8
Change Creates Conflicts.................................................................. 9
Diversity Creates Conflict................................................................ 11
Vibrant Organizations Change and Have Conflicts..................... 12
References........................................................................................ 13
2 Realities About Conflict.................................................................15
Conflict Is Normally Perceived to Be Bad...................................... 15
The Positive Aspects of Conflict..................................................... 16
Conflict Frequency.......................................................................... 18
Conflict Intensity (Escalation)........................................................ 18
Personal Health and Stress Related to Conflict............................ 20
Organizational Health and Effectiveness Related to Conflict..... 22
References........................................................................................ 22
v

vi



Contents

3 Unique Attributes Around Conflict in Higher Education.............. 25
The Focus on Conflict in Higher Education................................. 25
Core Missions of Higher Education................................................ 26
The Higher Education Community—Faculty, Students,
Staff, and Administrators.................................................27
Structures and Leaders in Higher Education.............................. 29
Processes in Higher Education...................................................... 30
Common Problems for Conflict Management in Higher
Education.................................................................................. 31
Faculty Conflicts.............................................................................. 34
Student Conflicts............................................................................. 34
Administrator Conflicts.................................................................... 34
Staff Conflicts.................................................................................. 34
References........................................................................................ 35
4 Personal Skills Required to Be a Good Conflict Manager............ 39
Self-Awareness.................................................................................. 40
Active Listening............................................................................... 41
Body Language................................................................................ 42
Encouraging Others to Engage in Communication..................... 43
Listen for Feelings Not Just Thoughts............................................ 43
Perspective Taking........................................................................... 44
Being Mindful.................................................................................. 44
The Benefits of Mindfulness Are Noted As:....................................... 44
Understanding the Frames Involved in Conflicts......................... 45
Creating Dialogue........................................................................... 48
Intervention Decision...................................................................... 49
Style of Intervention Management................................................. 51
Alternative Dispute Resolution....................................................... 54
References........................................................................................ 55
5 Dialogue As a Conflict Management Strategy................................57
Goal of a Difficult Dialogues Program.......................................... 59
Overview of Modules....................................................................... 59
Module 1—Me With Me: Increasing Self-Awareness......................... 59
Module 2—Me and the Group: Managing Me As a Group
Participant............................................................................... 60

Contents



vii

Module 3—Me As a Facilitator: Facilitating a Group or Team
Using Dialogue......................................................................... 60
Module 4—Reflecting on Organizational Climate............................ 60
Difficult Dialogue Process............................................................... 60
Foundation for Dialogue................................................................. 61
Expectations for Dialogue................................................................ 61
Meaning and Methods for Teams and Individuals Engaged
in Dialogue......................................................................... 61
Impact of Difficult Dialogue on Group or Team Over Time..... 61
Engage in the Difficult Dialogue...................................................... 62
Module 1—Me With Me: Increasing Self-Awareness.................... 62
Conflict Styles.................................................................................. 62
Choosing Your Conflict Management Style....................................... 62
Self-Awareness................................................................................. 63
Minimize Conflicts by Effective Use of I-Statements........................... 63
Self-Reflection of the Participants During the Module
is Important.....................................................................65
Content of a Difficult Dialogue........................................................ 65
Module 2—Me and the Group: Managing Me As a
Group Participant..................................................................... 67
Group/Team Patterns of Interaction................................................. 69
Resisting Change as an Individual.................................................. 70
Avoiding Change as a Group or Team............................................. 70
Self-Management With a Group....................................................... 71
Self-Reflection.................................................................................. 71
Module 3—Me As a Facilitator: Facilitating a Group or Team
Using Dialogue.......................................................................... 72
Facilitating Change......................................................................... 73
Attributes of an Effective Facilitator................................................. 73
Being a Difficult Dialogues Facilitator............................................. 73
Facilitator Skills.............................................................................. 73
Facilitating Effective Communication............................................... 74
A Script for Facilitating a Difficult Dialogue.................................... 74
Self-Reflection.................................................................................. 82
Module 4: Reflecting on Organizational Climate......................... 82
References........................................................................................ 83

viii



Contents

6 Mediation Skills in Managing Conflict.......................................... 85
Mediate and Mediation................................................................... 86
Change Creates Conflict................................................................. 86
Change and the Workplace............................................................. 87
Importance of Managing Conflict................................................. 87
A Brief History of Alternative Dispute Resolution (ADR)............ 88
The Characteristics of ADR Approaches....................................... 89
Informality...................................................................................... 89
Application of Equity....................................................................... 90
Direct Participation and Communication Between Disputants.......... 90
What Necessitates a Mediation Process?............................................ 91
Principles of Mediation.................................................................... 91
The Mediation Process..................................................................... 93
Conflict Intervention Strategies........................................................ 93
The Mediation Process..................................................................... 94
The AWS Model of Mediation.......................................................... 99
Preliminary Arrangements............................................................. 100
Individual Stories With Mediators................................................. 100
Joint Clarification of “True” Stories................................................ 101
Synthesize Into One “True” Story.................................................... 101
Issues and Problems Clarification.................................................. 101
Generating Options....................................................................... 101
Memorandum of Understanding (MOU)........................................ 101
Closure.......................................................................................... 102
Assumptions for Mediation........................................................... 102
Traditional Mediation Model......................................................... 102
AWS Mediation Model................................................................... 102
Example........................................................................................ 103
Traditional Model Beginning........................................................ 104
AWS Model Beginning................................................................... 104
The Mediation Toolkit.................................................................. 105
Getting Ready (Premediation):
(Meeting Separately with Disputants is Optional).................... 105
Introductory Statements: Roles and Rules....................................... 108
Initial Statements.......................................................................... 109
Two-Way Exchanges...................................................................... 109

Contents



ix

Issues and Problems Clarification...................................................110
Generating Options and Finding a Solution...................................111
Writing the Agreement or Memorandum of Understanding (MOU).112
Restate! Restate! Restate!.............................................................. 113
Example of Co-mediator Teamwork (abbreviated script).................. 113
Mediator #1–Agreement/MOU—...................................................114
Mediator # 2–Agreement/MOU—..................................................114
Mediation Checklist........................................................................114
Mediator Skill Checklist................................................................ 115
Characteristics of a Successful Mediation Program.................... 115
References.......................................................................................116
7	Conflict Management in Higher Education: A Review
of Selected Literature...................................................................121
References...................................................................................... 127
8 Conflict Management From a Practitioner Perspective................133
Preparing for Constructive Conflict Engagement...................... 134
Build Trust................................................................................... 134
An Example Conflict Case Study.................................................... 135
Deepen Commitments to Diversity and Social Justice....................... 136
Guideline 1: Be Aware of Your Biases............................................. 138
Guideline 2: Be Aware of Your Mental Model................................. 138
Guideline 3: Be Aware of Your Spheres of Influence........................ 138
Guideline 4: Work to Listen Respectfully and Not Judge................. 139
Guideline 5: Acknowledge Emotions............................................... 139
Guideline 6: Establish Ground Rules for Discussion....................... 139
Guideline 7: Establish Clear Plans for Action and Accountability... 140
Conflicts Involving Bullying......................................................... 140
References...................................................................................... 142
9 Unit Leaders’ Responsibilities With Conflict...............................145
Conflict and Diversity.................................................................... 150
Positively Engaging in Conflict..................................................... 153
Implications for Faculty and Organizational Development....... 153
Faculty Development...................................................................... 154
Organizational Development......................................................... 154
References...................................................................................... 155

x



Contents

10 Conclusion and the Way Forward.................................................159
Skill Sets for Effective Conflict Management.............................. 161
Factors That Contribute to Effective Conflict Management...... 162
Best Practices for Successful Conflict Management Programs..... 162
Creating a Culture of Conflict Engagement................................ 164
The Way Forward........................................................................... 164
Next Steps for Leaders.................................................................... 165
Conclusion...................................................................................... 166
References...................................................................................... 167
		Glossary........................................................................................169
		 About the Authors.........................................................................173

Foreword

N

ancy and Karan Watson and Christine Stanley have written a very important book. During a Foreign Service career in the Middle East, I
learned something about conflict, both political and physical such as the
fights being waged today in that area. I also learned something about negotiations. There are negotiations to end conflicts, to strengthen relations,
to find compromises and sometimes to clarify that in fact no agreement is
possible and that conflict must continue.

When I arrived as a dean at Texas A&M, it did not take me long to figure
out that conflict also permeates institutions of higher education. It may not
be as spectacularly violent as the Middle Eastern variants, but understanding
and managing it are just as important. The authors start with a crucial point.
Whether we watch it on TV or experience it in the workplace, a common
reaction is to see conflict as something negative, something to be avoided.
Not so, we are told. Conflict is itself neither positive nor negative. Indeed,
conflict is often the necessary driver for organizational change. No conflict,
no change. This also holds true for personal growth.
The first chapter lays out the fundamentals. Conflict is part of life—we
all experience it, and we all have our own style of dealing with conflict, even
if we are not aware of it. Similarly, all organizations have conflict and an
organizational culture that defines how conflict is managed. Strong organizations have to evolve, and change means conflict. The key for healthy
organizations and individuals is how conflict is managed, and the book
Conflict Management and Dialogue in Higher Education, pages xi–xiii
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Foreword

makes an important point: not all conflicts can be resolved, but they can
all be managed.
National issues of diversity and inclusion have been much in the news
lately, and they have been highly contentious. No surprise for our authors
who make the observation that diversity creates conflict. Indeed, diversity
requires conflict. Again, the critical factor is how that conflict is managed.
There are many common threads in conflict and conflict management
that are relevant in almost any circumstances. At the same time, organizations have unique cultures that affect how conflict is perceived and managed. Higher education is no exception, and the book devotes a very useful
chapter to a description of who we are, what we seek and how we work, and
how all of that has an impact on conflict and its management.
Moving from the institutional to the individual, the book lays out first
the personal skills required for effective conflict management. It makes
clear that good conflict managers are made, not born. We all can learn to
do this. As so much does in life, it starts with self-awareness, an understanding
of who we are and how we operate, including traits of which we may not be
conscious, such as implicit bias. Speaking of bias, the book plays to one of
mine by underscoring the importance of listening. I discovered long ago that
the most important attribute of effective diplomacy and negotiation is the
ability to listen well.
Having set the stage by defining conflict and identifying institutional
and individual characteristics that relate to it, the book then moves to
a practical discussion of how to deal with conflict situations. The key is
communication. The authors lay out the elements that go into effective
difficult dialogues with some very helpful examples before turning to the
importance of mediation as a key form of conflict intervention, again with
concrete examples.
Of course, no scholarly work on the subject would be complete without
a discussion of the body of scholarship on conflict management, and the
book has this. However, it is a work solidly grounded in the world of experience by three uniquely qualified authors. Nancy Watson is a professional
counselor and mediator who has spoken and written extensively on conflict
management. Karan Watson manages conflict every single day as Provost of
Texas A&M University. Christine Stanley is Texas A&M’s Vice President and
Associate Provost for Diversity. They know what they are talking about.
Anyone with management responsibilities in higher education should
read this book. Its relevance also goes well beyond the academy. Conflict is
universal, as are many of the techniques for dealing with it. I found its analyses and prescriptions as applicable to the world of conflict and diplomacy
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that I left as it is to the one I am in now. It is a major contribution to the
literature on this important subject, but it is also a field manual for the effective management of conflict in daily life.
—Ryan Crocker
Dean, Bush School of Government and Public Service
Texas A&M University
Former Ambassador to Afghanistan, Iraq,
Pakistan, Syria, Kuwait and Lebanon
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Prelude and Book Organization

T

his book includes the important topics of conflict, mediation, and dialogue in higher education. Conflicts are a part of life. Although many
people assume conflicts are negative and, therefore, should be avoided,
conflict is truly neutral; however, how one engages in the conflict is what
can be perceived as constructive or destructive. There are many positive
outcomes for a conflict that is managed well, hence the necessity for this
book. One of the most important reasons for management rather than
avoidance of conflict is some level of conflict drives most change that occurs in organizations. In order to manage change, we must learn, grow,
and develop effective conflict management skills. The conflicts we engage
in our personal lives and in the workplace are essential to personal, professional, and organizational development. However, when managed poorly,
conflicts can escalate to the point where they can harm the health and
vitality of individuals and organizations. As illustrated in this book, the key to
managing conflict is to expect, understand, and embrace conflict in a manner that
allows it to be beneficial to individuals and the organization. The alternative to well managed conflict is not the absence of conflict, but typically the
costly loss of talented personnel, an unhealthy organizational climate, or
even lawsuits. We provide approaches for one of the most recognized and
useful alternative methods of managing conflicts—mediation. Further, we
share important communication tools for addressing conflict and the value
of using dialogue to address social and cultural differences.

Conflict Management and Dialogue in Higher Education, pages xv–xvii
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Prelude and Book Organization

The contents of this book reflect areas of importance addressed in work
at The Center for Change and Conflict Resolution (CCCR) Mediation:
alternative dispute resolution practices, conflict management intervention
options, models of thinking about conflict, the mediation format, and the
skill set needed for a person to be a strong conflict manager and mediator.
We challenge readers to reflect upon personal biases and beliefs that may
negatively impact conflict and the mediation process.
Section I, of this book, Defining Conflict, introduces the framing, realities, and attributes about conflict and conflict management in Higher
Education. This section includes Chapter 1, 2, and 3. Chapter 1 provides
definitions and explanations for our framing of conflict, which is essential if
it is to be managed. This includes when we should expect conflict, whether
conflict is positive or negative, and the need for appropriate engagement
in conflict for individuals and organizations. Finally, we will discuss the
importance of framing conflict and the challenge with conflict to ensure
management or resolution of conflict. Chapter 2, “Realities About Conflict,” shares information related to the multi-faceted consequences of conflict especially when is conflict negative and when is conflict positive, the idea
of management of conflict to promote the positive consequences, and finally how an organization can affect its organizational culture through its
approach to conflict management. Chapter 3, “Unique Attributes Around
Conflict in Higher Education,” discusses the core missions of higher education, the community of higher education, and how leadership and conflict
are often viewed differently than in other work settings.
Section II will focus on details that must be attended to when creating a
conflict management approach for units in higher education. This section
includes Chapters 4, 5, and 6. Chapter 4, “Personal Skills Required to be
a Good Conflict Manager,” provides an approach to personal conflicts,
and how to translate such personal competencies into organizational
approaches. Finally, we will explicitly discuss the molding of a unit’s organizational culture and climate through its approach to conflict. Chapter 5,
“Dialogue as a Conflict Management Strategy,” discusses a communication strategy, Dialogue, as a tool that is useful to support an organization, particularly when there is a difficult process, issue, or conflict to decide
upon or discuss. Chapter 6, “Mediation Skills in Managing Conflict,” focuses
on a specific method of conflict intervention, mediation. As discussed in
this chapter, mediation is a structured conflict management process where
the parties in conflict work to generate solutions to their issues. Mediation is
a useful conflict management intervention strategy in higher education because it gives the power of the solution/outcome to the parties in conflict.
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The mediators are responsible for establishing an environment where the
parties in conflict can have a productive dialogue.
Section III: Scholarship on Managing Conflict includes Chapter 7,
“Conflict Management in Higher Education: A Review of Selected Literature,” presents not only some of the literature concerning conflict in higher
education, but our own scholarly work on conflict management at some of
the institutions where we have worked.
Finally, Section IV: Personnel and Programs in Managing Conflict,
includes Chapters 8, 9, and 10. Chapter 8, ”Conflict Management from a
Practitioners Perspective,” focuses on a specific method of conflict intervention, mediation. As discussed in this chapter, mediation is a structured
conflict management process where the parties in conflict work to generate
solutions to their issues. Mediation is a useful conflict management intervention strategy in higher education because it gives the power of the solution/outcome to the parties in conflict. Chapter 9, “Unit Leaders’ Responsibilities with Conflict,” discusses the unique issues of managing conflict at
an institution of higher education. There are some conflict issues unique
to higher education, particularly ones where there is no one person ‘in
charge’ of faculty. Higher education structures often differ from business
and industry, or even other nonprofit entities, and therefore effective conflict engagement and strategies for engagement differ.
Chapter 10 is the book’s “Conclusion and the Way Forward.” It concludes
with a brief summary and discusses the “way forward” looking particularly at
the areas of conflict management and dialogue in higher education and its
implications for the future.
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