STEMCELL TECHNOLOGIES INC

Evaluation of STEMCELL’s Conflict Resolution
Training Program and Methods

2016

Masters of Arts in Dispute Resolution

Maryam Fejvai Nejad

A Project Submitted in Partial Fulfillment of the Requirements for the Degree of Master of Arts in the
Department of Public Administration.

University of Victoria

All rights reserved. This project may not be reproduced in whole or in part, by photocopy or other
means, without the permission of the author.



Table of Contents
Title Page

QL= Lo (=30 ) SO 1 (=T o | RS TRURR i
ACKNOWIBAGEIMENTS ...ttt b ettt e b et et e e e e s iii
EXECUTIVE SUMMIBIY ..ttt bttt b et et b et hb e bt e bt et et e s e e s iv
L0 I ¥ o o [T 4 o o USSR 1
IO S I = 1YL = USRS 1
1.1.1 Three Main DePAITMENTS ......cc.viiiieiieiii ettt en 2
1.1.2 Corporate OpPerations IMEELING. .........ueiuiiuieiieiii ittt 3
1.1.3 Executive COMMILIEE MEEBLING ......oiviiiieiieiit et 4

L 104 IMIANAGETS eeeieeete ettt ettt etttk e et E e e R et e et e e et e e e e e e e e e 4
1.1.5 Current Conflict ReSOIUtION MELNOMS ..........cccviiiiiiiiiiie e 4
1.1.6 Leadership SKIHIS ........oouiiiiiiiiiii ettt 5
1.1.7 General Conflict Resolution MEthOAS ...........cceiiiiiiiiiie e 6
1.1.8 Why ConfliCt RESOIULION? .......oiiiiiiiiii it 7

A O 11T o | PR P PR TPR PRSPPI 8
1.2.1 Human ReSOUICeS DePartmeNt .........cuuvieiiiiiieee it e e sttt e s ssiire e e s sstae e e st e e e s sntae e s s snsaeeessnneeeesnnes 8

1.3 Problem DEfiNITION ........oiiiiiiiiie ittt ettt rne e 9
L4 PAFAIMELELS .....eiei ettt etttk ettt ettt b et ekt e e a bt e e et bt e e kbt e ea bt e e eE bt e e eR bt e e bb e e enb e e e nb e e e nreean 10
LLA. L INEEIVIBWEES ...ttt etttk b ekt ekt ekt e st et ekt e e sttt e bt e st e et e bt e e b e e s 10
1.4.2 Defining Dispute and CONFHCE...........ccveiiiiiii e 10
1.4.3 NOIth AMEIICAN FOCUS ...eivviiiiieiiieiiie ettt sttt sttt ettt nb e enes 11
1.4.4 Needs Of STEMUECELL ......ccouiiiiiiieiie ettt 11

1.5 RESEAICN QUESTION ...vvviiiiiiiiei e ittt ettt e et e e e et e e s s bb e e e s ettt e e e s st beeeesbbeeeesebbaeeesnbeeeesansees 11
1.6 How will the project address the Research QUESLION? ........ccovvviiiieiiiii e 12
2.0 CoNCePtUAl FramBWOIK .......c.oiiiiiii ittt e e st be e et e e arte e e abaeesneeeennes 13
O\ [=1 1 gToTo (0] (oo Y ARSI 14
3.1 LILEIAtUIE REVIBW ....viiiiiieiie ittt ettt ettt ettt et et e st e et e e bt e e st e e s bt e enbeebeenneenneeens 14
KT 1] (=] A T PR PR U RTPPRTR 15
TR I ol (14401 | PR PR TSP PRI 15
3.4 THE PArTICIDANTS ...viiiiiie ittt e e e st e e e st e e et b e e s abe e e stbeeeabeeessbeeessbeeeaneesnbeeesneeeas 17
3.4.1 Data Analysis MELNOUS .........cooiuiiiiiei i et be e e sre e e sareeans 18

3.5 Position of the Researcher in the COMPANY.........ccccooiii i 19
3.6 CONTIABNTIAIILY ....vviiece et e e st e e e st e e e be e e st e e e s tbeeesaeeesnbeeesraeeas 19
3.7 Strengths and Weaknesses of the Methods ..o 20
3.7.2 ImMplementation LIMITS .......c.oooiiiiiiiie ettt e et e e aee e sneeeenneeeens 20
3.7.2 Methodological LIMITAtIONS ..........ccueeiiiieiiiee et e e e e 21



A0 LItBIaAtUIE REBVIBW ... eiieeeieee ettt ettt e ettt ettt e e ettt e e eeee et ee s s e e eeeeeeeesas e neeeeeeeennnes 23

4.1 Defining Organizational Conflict/CONFlICT.............ccooiiiiiiii e 23
4.2 The Importance OFf CONTIICT .........cuviiiiii e 23
4.3 Adequate and SUItADIE CRIMS.........ocuiiiii e 24
4.4 CharacteristiCs OF @ CRIM ..ottt e e et e e et e e snaaeenneees 25
4.5 CRM and Employee PerformanCe ...........oiiieiieiiiiii ettt 26
4.6 CRM N DIffErent COUNTIIES . ...ciiiviiii ittt ettt ettt e e et e e e s et e e e e sbre e e e snreeeeeennees 27
4.7 CURUIE INCONTIICE ..eeie it e et e e st e e st e e etaeeateeesnseeennneeans 27
4.8 What an Organization Can DO0...........ccuiiuiiiiiiiiii et 28
4.9 What Managers Can DO ..........oiuiiiiiiiiiieiti ettt 29
I B 7 W = U | SRS 30
5.1 EMEIGENT TNEIMES ....iiiiitiitieitie ittt ettt et b et b ettt et e e st et e s s e e nbeesneennneens 30
I O 1 (=T (o] =X PSPPI SURRPPPRTR 32
5.2.1 The Categories EXPIAIN ........ooiiiiiiiii i 32

5.3 C0o0ES aNA SUD-COUBS ...ovviiiiiiiieiii ittt ettt s et e e et e e e s etb b e e e s sbbe e e e sebbreeeesbaeeeeaans 35
5.0 RECOMMENUATIONS ....eiiiitiiei ettt ettt s e e et e e e e et e e e e sbbr e e e s etbbeeessbbeeeesaabaeeeesnsbaeeesnnes 44
6.1 Re-attending Conflict ReSOIUtiON TraiNiNg ........cceoiiiieiiiee i 44
6.2 Reference or CRM Cheat SNEEL.........couiiiiiiiii i 45
6.3 CONFlCt RESOIULION COUISE ...ttt ettt ettt ettt e e e sneeenne e 45
6.4 Cost and Benefits Of @ NEW COUISE .......oiviiiiiiiiiii ettt 46
6.5 External Consultant for Conflict RESOIULION ............coiiiiiiiiiiiicice e 47
6.6 Researcher’s Recommendations ... 47
L0 o4 1od 11 S]] PP P PO PPR PP 49
RO =T o] 100 ] = 1o 1Y 51
oA o] 1< g To Lo =TSSP 54
Appendix A: STEMCELL Mission, Vision and Values and FY 2016 GoalS ..........cccccovvveiieiinniiiennnn. 55
Appendix B: STEMCELL Executive Organizational Chart ............cccccvviiiieiiniienie e 56
Appendix C: STEMCELL WOrId MaAP ...ccvviiiiieiii ettt st st 57
Appendix D: STEMCELL HR Organizational Chart ............ccccoiiiiiiiiiiiic e 58
Appendix E: Conceptual FramMeWOIK ............coiiiiiiiiiiii ittt sre e e enreeeaes 59
Appendix F: Sub-Conceptual Framework ...........cccviiiiiiiiiic e 60
AppendixX G: INErVIEW QUESTIONS .......uviiiiie ettt sttt e st e st e e s abe e e sta e e s stee e sabeeenrreeeanes 61
Appendix H: Data ANalYSiS RESUILS .........ccviiiiiiiiiee ettt et e e sareeeans 63



Acknowledgements

This project would not have been possible without the dedication and the help of many people
both at the University of Victoria and at STEMCELL.

To my supervisor who was available for questions and assistance at any time of the week to
match my work schedule. My sincere thank you for working so hard in the last two months of
this project to help me finish!

To my co-workers both in my department and those in other departments who read my paper and
helped me ensure that the information | was utilizing was accurate.

To my client, the current vice president, who came to STEMCELL once my project was already
approved and in addition to taking on a new position agreed to assist me with this project. She
gave me the assistance and most of all the time to get this done. Thank you.

To all of the managers and executives who took the time to respond to my interview request. To
all of those employees who agreed to take an hour out of their busy days to be interviewed, thank
you. Without your assistance and comments, this project would not be possible.

Finally to my family and friends who have spent the last few years encouraging me to continue
and making it possible for me to work and realize my dream of finishing this program.

To anyone else that | may have missed, thank you!



Executive Summery

STEMCELL Technologies Inc. is a multinational biotechnology company with over 750
employees in eleven countries. The Vice President of the Human Resources department, the
client, was interested in knowing how managers and executives were utilizing the current
conflict resolution methods and what their opinion is on the training they received. The current
conflict resolution methods are a compilation of techniques taught to supervisors, managers and
executives. The following methods are taught; interest-based negotiations, the Thomas-Kilmann
Mode of Conflict Resolution, and leadership training. Training begins as soon as an employee is
promoted to a position and each role has its own unique training program.

The purpose of this project was to analyze the current conflict resolution training methods and
training program in place at STEMCELL Technologies Inc. to understand manager and
executive perceptions of their preparedness to deal with disputes as part of their daily
responsibilities. The interviewees for this project also provided an assessment of received
training and whether they had any recommendations for the further development of the conflict
resolution training program.

The researcher used a literature review to provide an academic overview of the topic, along with
analysis of interviews with users of the existing conflict resolution training methods and training
program to form recommendations for client consideration based on available company
resources.

The project had some key parameters. The study focused on disputes rather than conflicts and
only on disputes that the interviewees faced. Interviewees consisted only of employees who were
located at the VVancouver B.C head office branch. The interviewees were all experienced
managers who were managing large groups, as they would have had a greater chance of dealing
with disputes between their direct reports. A total number of fifteen employees were interviewed,
twelve managers and three executives.

The interview questions were aimed at understanding the managers’ duties and responsibilities,
whether they had dealt with any disputes, what actions they took, whether or not the issue was
resolved, whether their training was efficient, and finally whether or not they had any
recommendations. The data was gathered and analyzed with an emergent coding technique, and
the codes and sub codes were categorized and put into themes and quantified. Data analysis
revealed several key findings that shaped a number of recommendations.

The recommendations are based on the resources available, the feedback and suggestions made
by the interviewees and the researcher’s own findings and assessment. The client can implement
at least two initial changes that will ensure that employees are able to refresh their memories on
the training they had received. Those who have attended the training more than three years ago



can be invited to audit their conflict resolution training again when they have time. This, along
with a reference sheet, will ensure that managers are able to refer to the material whenever they
need to. These two steps should assist managers in remembering their training material and in
being prepared to deal with issues that come up in their day-to-day activities.

Another two recommendations could be implemented. These are more expensive; they are also
the ones that require a longer commitment to be made by the client. Creating a conflict resolution
course and employing an external consultant to administrate the conflict resolution program are
an alternative two options. Both will require extensive research to be done by the client to find
suitable candidates that can work in the company or to provide adequate support as a consultant.
However both these options would address the concerns over support to managers during
disputes/conflicts and will provide the specialized conflict resolution training to which some
managers would like to have access.

Overall, this research project is aimed at providing the client with an overview of one small part
of the general training and development program. Having provided this information, the
researcher encourages the client to consider the options and to seek further analysis of the
program as necessary.



1.0 Introduction

1.1 STEMCELL

STEMCELL Technologies Inc. (STEMCELL) is a leading research-oriented life sciences
company based in Vancouver, British Columbia (BC) focused on tissue culture media and cell
separation products. The company is a private corporation started by Dr. Allen Eaves in 1993 as
a spin-off of the Terry Fox Laboratory at the British Columbia Cancer Agency. Dr. Eaves is the
sole shareholder through the Eaves Family Trust. STEMCELL’s operations support three broad
product lines:

e culture media for stem and progenitor cell research
cell separation systems for isolating various cell lines
other products and services such as antibody production, a contract assay service, and
cytokine distribution

STEMCELL’s vision as outlined in this project is:

To have STEMCELL products in all research labs around the world, facilitating
discoveries in life sciences.

STEMCELL’s mission as outlined in the project is:

To advance the pursuit of scientific knowledge by supplying high quality, innovative
reagents, tools, and services that enable life science research.

Innovative: We nurture creativity and drive innovation

Quality: We strive to meet the highest standards

Responsive: We move quickly to advance basic and clinical research
Integrity: We are truthful and ethical in all our dealings

Collaborative: We work with researchers to advance scientific knowledge

A list of corporate goals underlying the company’s vision and mission appears in Appendix A.

While Dr. Eaves is the sole shareholder of STEMCELL, an executive body manages the various
departments of the company. Appendix B provides an overview of the company structure and the
different vice presidents and directors. At the time of writing the company had ten departments,
each of which is headed either by a vice president or director depending on its size. Executive
team members are responsible for all issues that occur in their particular departments, and work
together to coordinate all interdepartmental processes. The executive team reports only to the
president. More importantly, executive members receive regular updates from their managers
regarding any disputes or conflicts that arise.

The company has grown exponentially since its founding, and currently has offices in eleven
countries worldwide and over 750 employees. A STEMCELL world map is included in
Appendix C, which outlines all of the international locations of the company. Since its inception



the company has enjoyed a 20 per cent yearly growth rate, with the exception of 2012 due to the
global economic downturn. In addition to hiring full time, permanent employees, STEMCELL
also employees consultants, co-op students three times a year, and summer students once a year.

STEMCELL offers its employees a very diverse workplace that includes various cultures as well
as gender equality in most departments. Of STEMCELL’s eleven offices worldwide, the
headquarters in Vancouver, British Columbia is the most culturally diverse. Among the more
than 600 employees who work in VVancouver BC there are people from the United States, South
America, Europe, Africa, and Asia. The main reason for this culturally diversity is that all
employees are hired first and foremost based on their qualifications. Managers and the Human
Resources department actively seek suitable candidates from all over the world. Many positions
are posted worldwide, and some candidates for senior positions are flown into Vancouver to be
interviewed by a panel. The company also provides assistance with immigration needs to ensure
that employees are able to work in Canada for the long term. These efforts are essential if the
company is to gather the best minds in pursuit of its mission, and remain competitive in the
international biotechnology community.

1.1.1 Three Main Departments

STEMCELL currently has ten departments that can be categorized into two groups: those that
produce, manufacture, and sell products, and those who provide services to employees (Human
Resources, Finance, and Information Technology). In order keep this project manageable and
relevant, the researcher will focus on the three main departments that employ the largest numbers
of people: Research and Development (R&D), Operations, and Sales. Currently there are 188
employees in R&D, 194 employees in Operations, and 102 employees in Sales.

All three of these departments work together to ensure the company remains competitive and
credible in the biotechnology community. Managers at all levels must be able to work with all of
the employees who directly report to them, or their direct reports, and with other departments to
reach the goals set by the Executive committee. More importantly, executive committee
members must be able to work both with their respective departments and with the heads of other
departments. The continued growth and wealth of the company requires collaborating,
compromising, and negotiating, among other things. For this reason, managers enrol in various
training programs concerned with conflict resolution, which prepare them for their
responsibilities.

The mandate of the R&D department is to provide every lab in the world with cutting-edge
technologies and products that forward stem cell research into various diseases. The department
includes tissue and platform teams that research new product developments. There are currently
twelve platform teams, each consisting of one senior scientist and a team of scientists, research
technologists, and associates. The goal of each team is to provide a full complement of reagents
and tools spanning the entire laboratory workflow for both academic and life sciences customers
in accordance with overall company strategy and planning. Meanwhile, the product marketing
teams conduct strategic market analysis to provide the scientists with direction on what products
to produce and what new areas to begin researching. The R&D department also includes a



business development section that takes care of intellectual property rights and licensing patents
for all new products.

The Operations department is responsible for the end-to-end supply chain, which encompasses
developing new and scaled-up manufacturing processes (Process Development), sourcing and
procuring raw materials (Procurement), managing manufacturing schedules and inventory levels
(Planning), manufacturing and packaging products (Manufacturing), testing to ensure quality
standards (Quality Control), and receiving, preparing, and shipping orders (Customer Service
and Distribution) around the globe. Members of the Operations team focus on delivering high
quality products and services to both internal employees and external customers in a fast-paced,
collaborative environment.

The final department examined here is Sales, where employees work to fulfill STEMCELL’s
mandate to have STEMCELL manufactured products in every lab both in Canada and globally.
All Sales representatives must have a science degree, and receive training in all STEMCELL
products. Twice a year Sales reps meet during a “Sales Week” in either VVancouver, Europe, or
the Asia Pacific region to discuss new products, strategies, and training, and to share ideas and
experiences. Not only do these training sessions ensure that representatives are up-to-date on all
new products but also that there is continued sharing of information between representatives and
managers. As the frontline ambassadors for STEMCELL Technologies, sales Representatives
engage daily with leading scientists from all around the world to help push ground-breaking
research forward with STEMCELL’s products.

1.1.2 Corporate Operations Meeting

As STEMCELL continues to grow and accumulate more employees, maintaining clear and open
internal communications becomes more and more important. Due to the size of the company, the
President is no longer able to directly supervise, control, and maintain each department and
therefore must rely on senior managers and executives to provide information. Two meetings
take place every week to facilitate information sharing.

First, the Executive team meets weekly with the president and all operations managers. This
Corporate Operations meeting allows the group to review processes currently in place, explore
strategies to increase productivity, review new corporate goals for each fiscal year, consider
updates on revenues, and discuss the future direction of the company. The various department
teams give updates on the direction their group is headed. For instance, senior R&D scientists
share the new products and scientific discoveries that they have made with the greater group.
Each presenter has a slide template that they fill out with their portfolio, revenues, activities,
challenges, issues, and any successes and advances. This is an especially important meeting
because it gives the tissue teams an opportunity to share new products they have been working
on and allows them to create new interdepartmental teams to achieve other goals set by the
company. The purpose of this meeting is twofold: to ensure open communication between all
departments so that everyone in the company is aware of changes, issues, and other operational
challenges; and to keep all departments accountable to the greater group for their actions. All
decisions are made in executive committee meetings.



1.1.3 Executive Committee Meeting

While a single shareholder owns STEMCELL, company decisions are rarely made without
consulting the executive team. The Executive Committee, consisting of the president, vice
presidents, and directors, meets once a week after the Corporate Operations meeting to review
any issues that arise, and to review and sets corporate goals. This meeting also serves a fact-
finding function for all attendees. For example, the Vice President of Human Resources brings
job requisitions to the committee for approval. Information discussed during this meeting is
strictly confidential and not shared with the greater company until such time as a decision has
been made. While the Executive Committee meeting is democratic in the sense that all members
can voice their opinions, the president has the right to make final decisions.

The purpose of this meeting (and of the Corporate Operations meeting) is to ensure that
information is shared, and that all executives (and managers) are on the same page with goals
and policies to maintain the continued growth of STEMCELL. During these meetings,
STEMCELL’s Conflict Resolution Model (CRM) is assessed and changed. This process will be
discussed in the conceptual framework section of this project.

1.1.4 Managers

The next level of employee below the executive team is the manager. STEMCELL has a large
number of managers in all departments and at all levels, but they are not always responsible for
the same tasks. For instance, some managers approve vacations or deal with the administrative
needs of their employees, while others oversee several employees and are responsible for
leading, managing, coaching, developing, and evaluating through regular one-on-one and team
meetings. For the purpose of this project, the researcher interviewed managers who directly
supervise five or more employees for reasons addressed in the methodology section.

1.1.5 Current Conflict Resolution Methods (CRM)

An adequate and suitable CRM is essential for a growing company for several reasons. First, a
suitable CRM ensures that age, gender, culture, religion, etc., are understood and taken into
consideration when conflicts arise between parties. As STEMCELL grows and accumulates
employees from many different countries company diversity will increase. Second, a suitable
CRM directly affects all STEMCELL employees, but especially those in North America, the
largest number of whom is located in VVancouver. Here, new and experienced managers are
trained for their roles and given the necessary skills to deal with all kinds of issues that may arise
in their jobs, including how to resolve disputes and conflicts. Third, proper training in CRM
ensures that managers and executives can pass on their knowledge to other employees, and more
importantly, set the tone for how STEMCELL as a company deals with conflict.

Like all multinational companies, STEMCELL faces disputes and conflicts, both internally
between employees or departments and externally with outside parties. As the company
continues to grow, the number of executives will also grow both through internal promotion and
external hiring. As more individuals join the team they will bring their own opinions on how
disputes and conflicts should be managed and resolved. Therefore by having and continuously



maintaining a CRM and training program STEMCELL is ensuring that all managers and
executives deal with conflict in a uniform manner.

The current training program that teaches managers and executives how to deal with conflict in
the workplace has also evolved over time. In the beginning, conflict resolution was a minor topic
taught to managers as part of the larger training program offered to STEMCELL employees. As
the company has grown, the training program has changed to meet the evolving needs of the
company. The training and development coordinator in the Human Resources department has
implemented more courses and options for managers and executives. While conflict resolution is
still not a stand-alone course, the training program has evolved to provide managers with a more
in-depth approach to resolving disputes and conflicts in the workplace.

When an employee is promoted to manager, they are enrolled in a manager’s training program,
which is taught over several months. This program instructs managers in on a variety of issues
that they will face in their roles as leaders, such as recruitment, onboarding, leadership, and of
course, conflict resolution. All managers have the option of approaching the human resources
department any time they are faced with a difficult situation that they cannot resolve on their
own.

STEMCELL’s current conflict resolution methods are the following; interest based negotiations,
the Thomas-Killman conflict modes and leadership skills. All three of these techniques are
taught to every manager, supervisor, and executive during their initial training program. For the
purposes of this study, and to make it easier to refer to how conflict is resolved at STEMCELL,
the researcher will refer to these skills together as a conflict resolution methods or CRM.

1.1.6 Leadership Skills

First, the CRM is partly leadership skills training where managers are encouraged to use open
dialogue to discuss issues so that employees can voice their concerns. In this way, managers can
deal with disputes before they become deep-rooted or turn into open conflicts. The following is a
list of steps that managers are taught to take when confronted with a dispute:

e Convey seven habits (abundance mentality, think win-win, seek first to understand, then
to be understood, synergy — frame the ‘conflict’ as an opportunity)

e Lencioni Model — healthy conflict leads to commitment, accountability, and results

Tuckman Model — forming, storming, norming, performing

e Consider the Killman Conflict Modes of the parties — remind yourself of ways you can
structure conversation so each person can fully participate

e Assess levels of trust (convey character/style competence)

e Imagine yourself facilitating an energizing debate!

e Have a conflict resolution method in mind

In essence, managers are taught to manage disputes through actively listening and techniques
like acknowledging feelings, using open-ended questions, probing, paraphrasing, and
summarizing. While such techniques are utilized to settle disputes, should a conflict arise
managers are encouraged to bring it to their superior’s attention. The definition of dispute and



conflict will be discussed in later sections, however for the moment we will categorize a dispute
as being a small disagreement between two parties that can be easily resolved and a conflict as a
deep rooted issue that requires further analysis and a more comprehensive solution. If the
conflict were to escalate further, the manager could approach an outside person to assist with
resolving it. The mediator or third party could be a senior manager or vice president, or an
external person hired to assist with resolving the conflict. It is important to note that currently no
issues have arisen at STEMCELL that have required external intervention.

1.1.7 General Conflict Resolution Methods

The first method that managers are taught is interest-based negotiations. This method is derived
from the book Getting to Yes by Roger Fisher and William Ury. Figure 1 illustrates the interest
based negotiation model that is shown to attendees during the conflict resolution training classes.
Managers are asked to look beyond positions and issues to discover underlying interests that the
parties have in common. Managers are not expected to read this book. Rather, an instructor
provides a brief overview and PowerPoint presentation followed by an exercise to practice the
technique.

Stage 1 POSITION A POSI FION B
VA
5
£ / \\ /
4.\ /
Stage 2 // Issucs \'~\ Issues "L\
A

Stage 3 / 1
ag ] ,/ Interests

Options Coiiiiioin [ Options X
fi 3, A h
Stage 4 A o Ground \ s N
Agreement / R Agreement \
, 7 - AN e

Figure 1: Interest Based model of negotiations

The second method of conflict resolution taught to STEMCELL managers is based on the
Thomas-Kilmann conflict mode instrument. Figure 2 illustrates the model that is shown to
attendees during the conflict resolution training classes. Participants are asked to answer thirty
questions in order to identify their “conflict handling mode” (Schaubhut, 2007) out of five
categories. Each mode is explained in the presentation. Since managers and executive are
expected to begin their new duties and responsibilities right away they have no extra time to take
any exams prior to attending their training. They do have the option of taking the test at a later
date, but they are not required to discuss the results with the instructor. The only information that
trainee managers receive is what each category means and how it interprets their conflict
resolution style.



Competing Collaborating

The goalis The goalis
“to win® “to find a win-win solution’

Compromising
The goal is
‘to find a middle ground’

Avoiding Accommodating

The goal is The goalis
‘to delay’ ‘to yield’

attempting to satisfy own concerns
unassertive «——— assertive

uncooperative « » cooperative

attempting to satisfy others’ concerns

Figure 2: Thomas Kilmann Model

The final training on conflict resolution that managers receive comes from an external,
Vancouver-based consultancy called Kwela Leadership and Talent Management. New managers
are invited to attend one of two sessions that take place either on a Monday or Friday. The
instructor spends two hours with a group of 10-12 managers, and reviews the material from the
last class before starting the new material. Managers are able to ask questions about issues they
may be facing and about the material from the previous workshops. This training is only offered
to managers who are responsible for managing other managers, namely executives and directors
and all senior managers. Supervisors and lower level managers do not receive this training.

For instance, in one training session the instructor dealt with negotiating win-win outcomes and

dealing with conflict. During this presentation, managers were shown the two graphs, which the

instructor explained, followed by several exercises. These activities are designed to teach active

listening, paraphrasing, and four competencies; managing conflict, empathy, self-awareness, and
patience.

1.1.8 Why Conflict Resolution?

Conflict resolution is by no means a new phenomenon. While conflict resolution is primarily
referenced in the legal field, it is becoming more and more popular as a conceptual device in the
workplace. In the beginning of the 1970s, employers turned to alternative dispute resolution,
particularly mediation and arbitration, to resolve workplace disputes (Lipsky & Avgar 2006).
These new approaches were welcomed as less adversarial ways of dealing with conflict. They
ensure that relationships are not broken or damaged beyond the point where people are no longer
able to work together. Furthermore, conflict resolution of this sort is less expensive than the
traditional court method of settling disputes. Companies can now spend less time waiting in
court and less money on legal fees. Finally, conflict resolution methods often look past the issues
and attempt to understand the attitudes, cultures, and values behind a conflict. This perspective is

7



extremely important, because understanding underlying issues often helps to explain a person’s
rationale for dealing with conflict in the way they do. Moreover, with growing companies now
recruiting foreign employees, understanding the different values and cultures that people bring

with them will be very beneficial to managers and human resources departments.

1.2 Client

The client for this project is the Vice President of Human Resources (VP of HR) at STEMCELL.
She has the ability to research the CRM and bring any findings before the Executive Committee
for suggestions/approval. The client has been interested in analyzing the current CRM, however,
she has not been able to allocate any time to this project due to other priorities. This project will
give the VP of HR a chance to investigate whether the current CRM is sufficient for the needs of
the company. While there is no pressing issue with the current CRM that this project needs to
address, after engaging with managers in a variety of departments, Human Resources employees
have come to realize that not all managers utilize their training, and some do not find it
beneficial. Therefore, this project will offer the client a chance to better understand the impact
that the current CRM has on company employees and whether there are ways to improve the
methods or the training.

1.2.1 Human Resources Department

The Human Resources Department at STEMCELL is focused on providing all employees with
the tools necessary for a healthy work environment. Business Partners, senior members of the
HR team, provide training, hold performance meetings with managers, work with departments to
recruit employees, and take care of confidential employee files. For this current year, the HR
department aims to continue these tasks and provide additional administrative support while
creating policies, processes, and programs that align with its vision, mission, and corporate goals.
These are as follows:

STEMCELL HR Vision:
e To build the greatest place on earth to work for people passionate about life sciences
STEMCELL HR Mission Statement:

e We know our business and partner across STEMCELL to attract, align, develop, and
engage a team that lives our STEMCELL values

When this project began, Shelley McCloskey was vice president of Human Resources.
McCloskey holds a Masters of Psychology degree from the University of British Columbia and
had been working at STEMCELL for five years. Since her appointment, McCloskey saw vast
growth at STEMCELL and implemented many changes to ensure the HR department provided
support for the needs of the company. These needs included basic administrative requirements,
advertising employment opportunities both internally and externally, onboarding new
employees, training new managers, and providing support for managers dealing with disputes



and conflicts. Unfortunately, she left the company to join another business venture in December
2015.

In December 2015, Helen Sheridan joined STEMCELL as the new vice president of Human
Resources. Ms. Sheridan began her career at Crystal Decisions in Vancouver, where she spent
seven years as HR Director during an accelerated growth period. More recently, Sheridan was
Global Head of Talent Management at Finning International, a parts and service supplier for
heavy equipment and engines with over 14,000 employees globally. She has a Bachelor of Arts
degree from the University of Victoria and a Masters degree in Leadership and Organizational
Development from Saybrook University. At STEMCELL, Ms. Sheridan plays an instrumental
role in leading the HR team as well as working closely with the senior management group as
they continue to expand both within VVancouver and globally.

An organizational chart of the Human Resource department is included in Appendix D.

1.3 Problem Definition

The researcher is a Human Resources administrator responsible for all of the administrative
needs of the HR department in addition to assisting the vice president.

This project resulted from the researcher’s discussions with the HR team regarding the methods
that managers utilize to deal with disputes and conflicts. Through discussions of case studies
during team meetings it became clear that there were many small disputes within the company,
some of which had the potential to escalate into conflicts if not addressed. However, the
researcher’s primary concern was whether managers felt adequately trained to deal with issues as
they arose within their teams; whether they felt a need for more internal and/or external training
to deal with the issues they faced. She was interested to understand the complexities of
relationships between departments, and how conflicts between departments were addressed.
Finally, she wanted to know managers and executives’ opinions of the existing training program,
and whether they had any recommendations for improving it. These questions form the
parameters of the current project.

To achieve these aims, the researcher studied the current CRM, including the managers’ training
program, attended several management tutorial sessions, completed a literature review on the
subject of CRM, and interviewed fifteen employees at the company to understand the current
CRM’s impact. The literature review encompasses the necessity for, and effectiveness of, an
adequate and suitable CRM, the role of culture in conflict, and steps that other companies have
taken to resolve disputes and conflicts. This work forms an especially important knowledge base
for making recommendations to STEMCELL for the future of its CRM.

In order to understand the impact and use of CRM and conflict resolution training the researcher
conducted interviews with managers and executives with several years of experience. Over the
course of three weeks, fifteen employees were contacted (twelve managers and three executives).
The interviewees were given the chance to express their opinions on the training that they
received, any conflicts they had faced during their time at STEMCELL, and whether they had



any suggestions for the CRM program. These interviews revealed several interesting trends that
are discussed in the data analysis section.

1.4 Parameters

There are several parameters of this project that need to be noted. First, the literature review
displays a North American focus. No articles from any other continent are reviewed for reasons
given and discussed below. Second, the researcher only interviewed employees in managerial
and executive roles. Service level employees rarely deal with conflict and are not expected to
deal with conflict, therefore, interviewing them would not help to answer the research questions.
Third, the project distinguishes between dispute and conflict in its focus on company disputes.
Fourth, to ensure the scope of the project remains manageable, the researcher focuses on the
Vancouver, BC location of the company. Finally, this project is geared towards meeting the
unique and practical needs of this very young company rather than making broader ideal-world
recommendations.

1.4.1 Interviewees

As managers and executive members are trained to deal with disputes and conflicts, it is
expected that they would be the best group to judge whether the current CRM is adequate and
suitable. Therefore, this project focuses on their experiences in order to understand how the
CRM can be improved to reflect the conflict resolution challenges these two groups have. This
parameter, along with how interviewees were selected, is further discussed in the methodology
section of the project.

1.4.2 Defining Dispute and Conflict

For the purposes of this report, it is important to draw a distinction between a conflict and a
dispute, because these terms have very distinct definitions. A dispute is defined as a short-term
disagreement that can be easily resolved by dealing with the specific issues of concern. A
conflict, on the other hand, is a long-term disagreement that is serious and sensitive in nature and
requires a solution that addresses deep-rooted issues (Spangler and Burgess 2012).

It is important to emphasize that this project will focus on strategies for resolving disputes within
the company rather than conflicts, because at the time that this project was written STEMCELL
did not have any outstanding conflicts either within the company or with external parties.
Regardless, in order to ensure the scope of the project remained manageable, the researcher
focused on daily disputes that the interviewees faced and not conflicts. Many of the issues that
the company faces, however, can be categorized as disputes. These include performance issues,
manager-employee disputes, and process-based disagreements and interdepartmental
disagreements on a variety of subjects that will be discussed in detail below. Therefore, the
company utilizes the current CRM more as a dispute resolution mechanism than for resolving
conflict. The model is nevertheless used to train managers and supervisors on how to deal with

10



disruptions ranging from basic, small-scale disputes all the way up to large scale conflicts that
may require the involvement of other managers and/or an external expert.

Even so, whenever a dispute becomes a conflict the matter is brought to the attention of senior
levels of management and even the executive member. In such cases, the manager is no longer
solely responsible for handling the conflict. The group (manager, employees, HR members, and
the executive) will utilize the same CRM to resolve the issue.

1.4.3 North American Focus

This project focuses on the North American operations of the company for several reasons. First,
STEMCELL was established in VVancouver, BC and is, therefore, a Canadian registered
company. The executive and the president are located in Vancouver, and all business decisions
regarding the company’s growth, expansion, and well-being are made there. Therefore, any
changes to the CRM will be decided in Vancouver and applied to the current management
training program there and then to the other locations. Second, each STEMCELL office located
in a different country would require a CRM and a training program tailored to local cultural and
legal needs. The researcher has not looked at how disputes and conflicts are resolved at any other
location, and therefore the project findings are not applicable to any other location. Third, as the
researcher is Canadian and only has knowledge of North American CRMs, the project does not
focus on any other locations.

1.4.4 Needs of STEMCELL

STEMCELL Technologies is a unique company that requires a uniqgue CRM and training
program. The reasons are twofold: (1) STEMCELL is a new international company attempting to
establish its own culture and business ethic; (2) the client is seeking practical and readily
applicable solutions for its CRM and training program needs.

Currently, STEMCELL is twenty-three-years-old, and the vast majority of its employees are
relatively new hires. Being a new company, STEMCELL lacks the historical foundations that
many other companies enjoy. As a result, it has a fairly new work culture that the president and
the executive team are attempting to maintain and promote amidst near constant change. This
culture is one of openness, communication, and collaboration in the pursuit of STEMCELL’s
vision and mission. While this culture will eventually become more permanent and well-known
both domestically and internationally, for now there is much work to be done to enforce and
promoting it. This need, combined with the fact that the company is growing globally and at an
exponential rate, makes its requirements unique.

1.5 Research Question

The purpose of this project is to analyze the current conflict resolution methods that STEMCELL
utilizes and recommend improvements to better serve the organization with a view to addressing
the following questions:
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1. Isthe existing CRM adequate for a company that is growing both in Canada and

internationally? Does it reflect the values and business practices of STEMCELL?

What do managers and executives think of the current training program?

3. What recommendations do managers and executives have for improving the current
CRM and training program?

N

1.6 How will the project address the Research Questions?

STEMCELL is a growing company that is investigating practical business changes that can be
implemented over a short period of time. This project provides STEMCELL with exactly what it
is seeking — an overview of the current CRM. The following project illustrates the
interdependence of the three largest departments in the company, and the complexities and
responsibilities of each. These qualities dictate the importance of maintaining a productive and
supportive work environment, and therefore the need to provide managers with effective tools to
address disputes and conflicts.

The project addresses the research questions through an extensive review of existing conflict
resolution methods (literature review) and in-depth interviews with company employees. Once
completed, the researcher transcribed the interviews for analysis. An emergent coding was used
for this project, and a variety of codes and sub-codes were found. Through data analysis, the
researcher found several themes that are discussed in the results portion of the project below.
Furthermore, these data were used to make recommendations that are categorized according to
the resources that their implementation requires.

While the current CRM assists managers and executives with dispute resolution, this project
aims to provide some solutions to several outstanding issues. Therefore, the researcher makes
several recommendations for amending the CRM. These recommendations take into
consideration the time and resources needed to carry out these changes. They also consider the
suggestions of interviewees, and while they take into view ideas drawn from the literature
review, they are driven primarily by these suggestions. As managers and executives are the
primary users of the CRM and are trained to deal with any conflicts that arise, their opinions are
essential for any changes to occur.
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2.0 Conceptual Framework

The original conceptual framework for this project relied on a top down approach to the
implementation of a CRM in a private sector corporation, within which the executive committee
must approve of any new CRM prior to any changes being made. This approach ensures
communication between different levels in the organization and even across the organization, so
that everyone is aware of the issues/challenges/ideas related to improving the current system.

In Appendix E, a flowchart illustrates the hierarchy of STEMCELL. The president is ultimately
responsible for providing the direction of the company, and his decisions set the tone for all
employees, from members of the executive team to the hired research associates. Decisions on
policies and procedures are made by the president in consultation with the executive group, and
then introduced to the rest of the company. Managers are expected to implement any changes,
and to utilize their training to report on flaws and issues they witness, and suggest further
changes to the executive committee. The framework allows both groups to be involved, and have
the opportunity to voice their opinions on significant matters.

However, midway through data analysis the researcher recognized a subsection to this
conceptual framework that illustrates the use of the CRM, the tools and materials the
interviewees would like to have, and the issues they face. Therefore, the researcher decided to
add this framework as a subsection to the original, because it explains the cycle within which the
CRM is created, used, and changed according to the employees who use it the most.

Appendix F shows where this the sub-framework fits within the organizational structure of
STEMCELL beginning with the company’s culture that dictates what the CRM looks like, who
is trained in it, and the resources that are available to employees. The remainder of the cycle
illustrates how managers utilize the CRM to resolve disputes and what kind of supports they
need or would like to have at their disposal. Finally, the cycle ends with CRM user
recommendations and how these suggested changes help further change STEMCELL’s CRM to
better suit its needs.

The two charts can be viewed in Appendix E and F.
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3.0 Methodology

The research strategy for this project relies on two qualitative methods, a literature review and
in-depth interviews with managers and members of the executive team.

3.1 Literature Review

Academic articles on biotechnology companies and conflict resolution models form the
backbone of the literature review. The researcher used the University of Victoria library’s online
database as well as and academic books to provide the necessary reference information on North
American and international companies and their conflict resolution models. Search terms
including “conflict resolution,” “dispute resolution,” and “organizational development” were
used to gather articles. Further keywords such as “biotechnology companies” narrowed the
results down to ensure appropriate articles were found. Finally, the researcher checked all
reference lists in the articles to find further resources. This final step was very useful as it
ensured that all articles were appropriate to the project and helpful.

As a result, the literature review surveys academic knowledge on conflict resolution and focuses
on the definition of conflict within organizations. There is an extensive literature on the subject
that discusses how companies like STEMCELL can define, understand, and find resolutions to
their conflict challenges. While this project focuses on disputes, it is important to understand
where and how conflicts begin, because many conflicts are the result of unresolved disputes.

This literature review also focuses on prevalent conflict resolution methods used in international
companies with specific focus on North America. As STEMCELL is a Canadian owned and
operated company, it is important to compare it to other North American companies to see how
its CRM fairs. CRMs are becoming more and more popular as companies like STEMCELL
realize the necessity of providing their employees with mechanisms to use when faced with
disputes in the workplace. However, while CRMs are created and implemented with the
intention of assisting employees, not all CRMs are created equal, and the literature shows the
qualities that make a CRM successful.

Articles on non-North American companies provide alternative CRMs that may be more suited
to STEMCELL. These articles are utilized in the recommendations section of this paper.

Furthermore, the literature review explains the concept of cultural fluency and the importance of
understanding the different points-of-view that people bring with them into disputes/conflicts,
and how conflict resolution involves learning and understanding these cultural influences
(Bercovitch & Foulkes, 2012). The literature review provides a basis for understanding why a
conflict resolution model is important and beneficial to a company’s success. Overall, it provides
a stepping stone for investigating STEMCELL’s current conflict resolution model and potential
improvements to it.
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3.2 Interviews

The interviews aimed to understand the current attitudes of employees at the management and
executive levels to STEMCELLSs existing conflict resolution model. Managers and members of
the executive team were given the opportunity to express their views on the challenges they face
in their work and on disputes/conflicts to which they have been party.

The organization is structured such that there are ten members of the executive team and more
than 58 managers throughout the company. While there are approximate seven hundred and fifty
employees worldwide who carry out STEMCELL’s daily operations, this project focuses on the
executive and managerial level at the VVancouver head office.

Another purpose of conducting interviews was to understand whether managers and executives
were capable of, or assumed that they were capable of, dealing with disputes and conflicts.

Though executives and managers perform different tasks, both are ultimately responsible for any
disputes and conflicts that arise in the company. Each group has immense responsibilities both to
the company and to its employees. Each provides guidance, training, and direction in line with
company goals. Please note, all other service level employees are not responsible for, nor are
they expected to deal with, any of the above.

The number of interviewees was limited due to two factors. One, since all policies, procedures,
and decisions are made at the Vancouver headquarters the interviewees were selected from the
employees located here. This also ensured that the project kept its North American focus.

Second, this project has not received any funding from the client, and needs to be completed in a
timely fashion. The number of interviews must, therefore, remain small and focus on those
managers and executives who have the most experience with the CRM. To ensure that the scope
of this project remained manageable fifteen employees were interviewed.

3.3 Recruitment

The number of interviewees also depended on how many managers were willing to participate.
Managers were selected based on their experience and the number of employees they supervise.
Consideration was given to those who supervise five or more employees based on the
assumption that a larger group would be more diverse and therefore there to experience disputes.

Human Resources provided a list of managers from all departments who supervise a minimum of
five people. The managers on the list were contacted via email to set up times and places for
interviews. The researcher arranged to meet participants at STEMCELL’s Vancouver location
most convenient for them (1618 Station Street, 570 West 7th Avenue, and 750 Pender Street).
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Participants were divided into two groups — those with experience and those without — because
those with experience were more likely to have developed their own methods of resolving
conflicts. In many cases, those without experience were new to their positions and had only
recently gone through conflict resolution training, but had no experience settling disputes
between employees.

The organizational structure of STEMCELL includes a total of ten vice presidents and directors
who are in charge of its numerous departments, three of whom were interviewed for this project.
Executives were approached for interviews based on the size of their department, the nature of
their work, and the diversity of their employees. For instance, the R&D department hires
scientists from around the world based on skills and research, and therefore has significant
cultural diversity that may affect conflict resolution. The Sales Department is one of the highest
stress environments in the company since it is responsible for generating revenues year after
year. Finally, the Operations Department is one of the largest, including a variety of different
departments gathered together. Many of its employees are new graduates just starting their
careers in the biotechnology industry. Cultural, generational, and gender differences are high in
each of these departments, and therefore it is assumed that all three will experience high numbers
of disputes/conflicts.

Human Resources’s list of potential interview candidates included 25-30 managers out of which
twelve were selected, thus eliminating the chance of interviewees being recognized based on
their answers. The researcher contacted each candidate to request assistance. No one, neither the
vice president nor other members of the HR team, know who was on the final list of interviewees
for the project. The vice president of Human Resources understands the necessity for
confidentiality. The raw data were not shared with her so that interviewees could feel free to
describe their experiences without fear of exposure.

Each interview lasted 30 to 45 minutes. The researcher ensured that the managers selected for
interview had adequate experience, and also that there was adequate cultural, gender, and age
representation among the candidates on the final interview list. As the existing literature reveals,
a person’s conflict resolution style is influenced by their age, gender, and ethnicity (Hillman,
2014). Therefore, it was important that the candidates were not only selected for their experience
but also for these other influences that could factor into how they managed disputes and
conflicts.

Final interviewee numbers also depended on which managers were able and willing to
participate. As time is valuable, interviews were at the convenience of the participant, and the
researcher made every effort to ensure that the process was quick and confidential. The list of
interview questions is provided in Appendix G. They were designed to gain perspective on:

e a manager's duties

e whether a manager had been involved in resolving disputes among their subordinates

e what managers remembered of the original conflict resolution training they had received
as part of their training and their opinion on the CRM

e whether they found this training helpful/useful or not when dealing with conflict in
practice over the course of their employment
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e their perspectives on the existing CRM and its application as part of their employment
duties

e any suggestions for change/adjustments to the CRM and the CRM training

e any comments or questions they had regarding the project

The interviewer gave the participants the chance to express their views on how they believe
STEMCELL’s CRM should change. This opportunity was important because any changes would
require the assistance and approval of the people who utilize the CRM. The Human Resources
team at STEMCELL is just one group in a vast organization, and therefore the input of other
employees is needed to change the existing CRM or even create a new one tailored to the needs
of employees. A suitable CRM is one that is learned and constructively utilized by employees as
opposed to learned and forgotten.

Both the recruitment email and the participant consent form outlined the steps taken to ensure
that interview answers would not be made public at any point. Participants were also reassured
that their continued employment was not contingent on their participation, and that this project
was purely to analyze the current CRM and not their performance.

The in-person interviews were conducted once the University of Victoria Ethics Board granted
approval.

3.4 The Participants

The following provides a general description of the participants interviewed for this project.

First, every attempt was made to interview an equal number of men and women, however, due to
scheduling conflicts the final count was five men and ten women.

Second, the participants represent a variety of ages. For instance one interviewee was 65-years-
old and another only 27-years-old. The ages of managers were more diverse than those of
executives, ranging between 30 and 60-years-old. In the executive group all three of the
interviewees were above the age of 40.

Third, participants came from a variety of departments. In the managerial group an attempt was
made to interview managers from as many different departments as possible. Three interviewees
came from the R&D department, four from the Sales department, and at least one from each of
Marketing, Quality Control, Manufacturing, Product and Scientific Support, and Supply Chain
Operations. Managers in other departments such as Business Development, IT, and Finance were
also contacted, however, they were unable to find the time to participate.

Fourth, the interviewees had diverse work experiences. Approximately interviewees had been
employed at STEMCELL for twenty years. On the other hand, one interviewee had only been
with the company for two years and had been recently promoted to the managerial level. The
remainder of the interviewees had been with the company anywhere from 4 to 18 years. In the
case of the newly promoted manager, the researcher decided to include an individual who was
both young and ready for the responsibilities of managing a team in order to provide a point-of-
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view different from those of other interviewees who were older and more experienced. The
researcher believes it is important that a broad spectrum of opinions appear in the research.

Because it was unclear what issues participants would raise in the interviews, an emergent
coding system rather than an a priori coding system was utilized to quantify that data (Flick,
Metzler, & Scott, 2014). The interviews were both taped and transcribed by hand.

In February of 2016, a total number of eighteen interview candidates were contacted for
interviews and fifteen responded. In the beginning the recruitment email was sent to six people,
however, there were few responses and the researcher had to make a few adjustments. The
researcher changed the recruitment process slightly by approaching the remaining employees
individually about participation in the project. A suitable time was set for both the parties to meet
at either the Station Street, West 7th Avenue, or West Pender Street locations. It took
approximately three weeks to conduct all fifteen interviews.

The majority of interviews were conducted either early in the morning or later in the afternoon.
At the beginning of the interviews, candidates were shown a copy of the participant consent
form, and the researcher explained the process and purpose of the project to them. They were
then asked to sign the consent form and were given a copy to retain for their records.

As time was of the essence, the interview was constructed to take less than one hour. However,
an hour was given to each participant to allow for the chance to elaborate on any
recommendations that or to ask questions.

3.4.1 Data Analysis Methods

Once concluded, the interviews were first reviewed and transcribed. Extra care was taken to
ensure that they were transcribed to the best of the researcher’s ability, and that no information
was left out. The researcher also consulted her interview notes to ensure the accuracy of the
transcriptions. Members checking, or asking interviewees to validate their responses, did not take
place primarily because the transcriptions were not being quoted or attributed (Flick, Metzler, &
Scott, 2014).

Second, the transcriptions were read and reread in order to identify codes that had significance
for the project at hand. Codes were selected based on the following criteria; keywords or phrases,
attitudes towards conflict, word repetition, feelings and behaviours, strengths and weaknesses,
and experiences. The following are just some of the codes identified during the interviews:

company culture,

conflicts that arose,

training received,

interpretations of situations,

behaviour of managers and employees,

steps taken to resolve conflicts,

strategies and practices,

relationships between peers and direct reports,
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interactions between departments,
results of steps taken,

reflection on previous conflicts,
recommendations

Third, all the interviews were coded, and the researcher began the process of finding patterns
among the codes. Many of the initial codes were dismissed as having little relevance to the final
material or the purpose of the project. These codes came from managers explaining conflicts that
they either resolved or had been a part of. However, since these codes neither explained the
actions they took nor the outcomes of conflicts, they were discarded. The remaining codes that
were relevant to the purpose of the project were quantified alone or grouped together with other
more explanative codes in a process called hierarchical coding.

Hierarchical coding was also done, as many of the codes were in fact examples of, settings for,
or causes of another code. For instance, under the code “right tools” are seven sub-codes ranging
from “active listening” to “face-to-face meetings.” These sub-codes define what the term “right
tools” stands for. In some cases sub-codes represent further steps an employee took to address an
issues, for instance being “objective” and “avoiding emotions.” Where a code was adequately
explanatory on its own, no sub-code was created. For instance, the four codes relate to “causes of
conflict” were important enough, and provided sufficient explanation of what the interview
material covered, that no sub-codes were needed.

The data was then measured by recording the number of times interviewees repeated each code.
Each code and sub-code was entered into an excel spreadsheet, and the total number of times it
was used is listed in column E. Column F of the spreadsheet provides a percentage calculated by
dividing the number of times a code appeared by the total number of interviews and converted
into a number out of 100. This step was taken to show the frequency with which each code
appeared throughout the interviews. Refer to Appendix H for the complete list of themes,
categories, codes, and sub-codes along with the calculations.

Finally, the codes were brought together under the categories and themes that the researcher
believes best represent the purpose of the project.

3.5 Position of the Researcher in the Company

At the time at the interviews were conducted, the researcher was human resources administrator
at STEMCELL. She was in charge of ensuring that all administrative duties of the department
were taken care of. She was also assistant to the director of corporate affairs. As such, she took
care of any internal corporate events and communications.

Neither of these roles, however, placed the researcher in a power-over relationship with any of
the interviewees. The researcher did not have any direct reports, nor did she manage any teams.
She was not in any position, therefore, to have any influence over the participant’s careers, and
she did not communicate with her direct managers regarding this project.
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3.6 Confidentiality

Participants were assured that their answers would remain strictly confidential. Answers were
not shared with either the client or the project supervisor at the University of Victoria. In the
final report, participants cannot be identified whether they are a manager or an executive. All
raw data has been locked in a drawer in the researcher’s office, and will be confidentially
disposed of when the project is complete.

To protect confidentiality, no manager or executive will be mentioned or quoted when the results
of the data analysis are presented. Rather, responses to question have been grouped together
according to assigned codes. For instance, if five managers find the current CRM training
unsuitable for dealing with conflict, this data are mentioned as a percentage of the total number
of employees interviewed.

While the researcher attempted to capture the perspectives of different age and gender groups,
doing so did not compromise confidentiality. When disseminating the information, the researcher
ensured that responses were grouped together according to age or gender within a given

question.

3.7 Strengths and Weaknesses of the Method

The limitations of this project are both methodological and implemental, and the following sub-
sections discuss the details of every limitation. This project was undertaken in the hope that
should the research reveal any issues with the current CRM, the client will have the ability to
continuing to research and to initiate any suitable changes to the CRM. On the other hand, should
the research reveal no issues with the current CRM then this project contributes to academic
knowledge on successful CRMs.

3.7.1 Implementation Limitations

The first implemental limitation is the company’s budget, and whether implementing a new
CRM can be justified at the current time. While this research was completed at no cost to the
company, any change in the CRM will require an investment of money to arrange additional
training for managers and HR team leads.

A second limitation is time and the resources available to make the recommendations made later
in this project. Developing and implementing a revised CRM takes time, commitment, and other
resources, often through a stepped process that allows for continuous learning and adjustment.
This project starts this process by identifying through literature and empirical research some
conceptual problems and associated initial concrete ideas for improvement. While time and the
scope of this project limited the number of interviews and amount of research that could be done,
the findings nevertheless begin the process of addressing whether the current CRM is sufficient
for the company’s needs. The next step that remains is whether STEMCELL is able to find the
resources needed to make the changes.

20



Marketing Gap Analysis

Communication Buziness Requirements
Training User Requirements
Search Benchmarking

Change Management Social Media Readiness

Adoplion & Participation

Development Strategic Planning
Integration PROJEET Govermnance
Project Management . METHODOLOGY Functional Planning

Business Case
Information Architecture
User Experience {Design)

endor Management
Content Development
Content Migration

Technology Audit
Functional Specifications
Solution Evaluation
Wendor Selection
Implementation Roadmap

Figure 3: Cycle of Implementation

Figure 3 shows the cycle of assessment, planning and implementation that the client will have to
go through with any of the recommendations made by this project. As with any policy change
this cycle requires money, time and commitment on behalf of the client.

The final implemental limitation extends from the fact that this is a single case analysis and,
therefore, no generalizations can be drawn from this project. As a privately held manufacturing
company in the field of biotech, STEMCELL is a unique company with a unique structure. There
are a limited number of similar companies in the international community, and even fewer
located in British Columbia. Furthermore, while the literature review is very general and focused
on a variety of issues regarding the definition of conflict, organizational conflict, and conflict
resolution models, the empirical research methods that have been utilized in this project are
unique to the needs of STEMCELL. They were designed to answer the particular set of three
research questions related to whether the current CRM is adequate to this company’s needs.

3.7.2 Methodological Limitations

There are many methodological strengths and weakness to the current research. The first is the
narrow scope of a project meant to provide a quick analysis of what the client feels is an
important issue for the future of STEMCELL. The project interviewed a variety of people at
different levels within the company only to understand whether there is an issue with the current
CRM. It is important to note that while this project does not focus exclusively on employee
experience, further study in this area is important. The importance of having a working CRM is
paramount, and should the company decide in the future to further investigate this matter, it
would be well worth the effort.
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A second limitation is the brevity of the interviews and questions that are not as in-depth as they
need to be to understand the full impact of the CRM. As this is not a high priority project, the
interview questions are short and precise, and so do not delve too deeply into opinions and
recommendations.

The final methodological limitation comes in emergent codes that were all subjectively chosen
by the researcher. Because the researcher did not set any codes prior to beginning the data

analysis, the codes that emerged were all selected. Another researcher may well have identified
different codes. In fact, the findings of two different researchers may show little or no overlap.
Therefore, the results of the research would differ should another person review the same data.

On the other hand, one of the strengths of the chosen research method is that it gives the
researcher the flexibility to find the right approach to suit the purposes of the project. Once the
interviews were complete and transcribed, the researcher was then able to read through the raw
material and decide that emergent coding was the right research method for this project. Not
having pre-set or a priori codes allowed the researcher the freedom to extract all the material that
was important and relevant from the transcribed interviews. Going through the raw data, the
researcher was able to pick up on unexpected phrases, words, and behaviours that were important
to how the material was interpreted. This flexibility, in turn, allowed the researcher to use the
codes to test frequencies and rank the importance of each one.
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4.0 Literature Review

The literature review for this project involves a variety of articles on conflict resolution models
from Canada and the United States. The following sections outline why CRMs are important and
the qualities that make an adequate CRM. First of all, defining conflict, and in particular
organizational conflict, helps to establish why an adequate and suitable CRM is necessary for
STEMCELL. Disputes will not be discussed in this section as they are not detrimental a
company’s well-being like conflicts are. Second, it is important to explore why companies are
putting more effort into creating and implementing suitable CRMs. Third, the literature outlines
how CRMs contribute to improved performance, leadership, and managerial growth for
employees. Fourth, the literature review provides an overview of non-North American CRMs
that provide alternative models for how STEMCELL can address deficiencies in its own CRM. It
offers a different CRM that STEMCELL can implement in its international offices, should the
company ever need/want to take that route.

4.1 Defining Organizational Conflict/Conflict

For the purposes of this project the following definition of both conflict and organizational
conflict is used. While conflict is generally understood as people fighting with each other, a more
suitable definition describes a condition in which people experience a clash of opposing wishes,
wants, or even needs (Prause and Mujtaba 2015). Organizational conflict, on the other hand,
occurs specifically in companies with many different departments, teams, and groups. It refers to
the discord that can arise when the goals, interests, or values of different individuals or groups
are incompatible, and those individuals or groups block or thwart one another’s attempts to
achieve their objectives (Ibid).

Both of these definitions apply to STEMCELL, a company comprised of ten different
departments and over 700 employees. Employees have their own goals, needs, and values in
addition to the goals, needs, and values of the particular department they work in and
STEMCELL as a whole. Many occasions arise for these values and needs to clash and lead to
conflict. A CRM allows each manager and department head to understand the reasons behind
employee actions, and to utilize these differences to create lasting solutions.

4.2 The Importance of Conflict

While conflict is generally understood to be disruptive to the productivity of an organization, a
moderate amount of conflict is necessary to attain optimal organizational effectiveness (Kwahk
and Kim 1998). In any organization, too much conflict can be detrimental to the overall health of
the company and too little conflict will result in no change. However, the right amount of
conflict, if managed properly, can drive new developments in an organization (Flink 2015).
Conflict forces organizations to open dialogue between different departments and employees in
order to address a variety of issues.
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The main players in organizational change and conflict are managers. They deal with disputes
and conflicts continuously. Good managers aim to recognize and understand conflict, and then
use that information to develop the organization. They can turn conflict into an advantage,
something that allows disagreements to be aired and fixed before they become bigger problems
(Flink 2015). As Claude-Hélene Mayer and Lynette Louw (2012) argue, managing conflict in the
workplace involves the diagnosis and analysis of organizational conflict, and the development of
effective intervention techniques and methods to resolve it. In many cases, these analyses
provide feedback on what processes are working and whether or not change is needed.

Therefore, without a degree of conflict organizations may never change their processes and thus
how their companies are administered.

It is important to note that despite the benefits that conflict may have for an organization, most
conflict management recommendations still focus on reduction, resolution, or minimization,
because of the negative impact conflict can have on organizations or individuals (Mayer and
Louw 2012). Depending on the size of the organization, continuous or large-scale conflict can
occupy valuable resources such as time and expertise. In a large organization such as
STEMCELL, this expense may be less of an issue, because there are a sufficient number of
employees who can devote their time to resolving conflicts (Flink 2015). Continuous conflict
nevertheless lowers employee morale and decreases productivity.

There are a variety of ways in which an organization can address conflict and organizational
conflicts. Strategies range from manager training to developing new processes and bringing in
external help in the form of a mediator or facilitator. Conflict resolution models that some
organizations like STEMCELL have implemented are growing in popularity. Conflict and
organizational conflict can be detrimental to the health of an organization. While change can
mean that an organization is getting better, it might also mean that new types of conflict arise
among different groups (Bendersky 2013). However, change is less detrimental if there are
processes in place to deal with conflicts that arise as a result of change.

4.3 Adequate and Suitable CRMs

This section discusses that having a suitable and adequate CRM is paramount because it provides
managers with the tools to deal with conflict effectively and efficiently without damaging
working relationships. CRMs help managers to recognize and manage conflicts, and provide
feedback to their superiors about needed changes. Using the established hierarchy, managers can
bring important issues to the executive team by providing feedback through the chain of
command.

The literature on dispute resolution reinforces the necessity for companies to have adequate and
suitable conflict resolution models. An adequate CRM addresses a dispute before it becomes a
conflict, and resolves it while ensuring that workplace relationships are not damaged beyond
repair. Prior to the introduction to this alternative form of dispute resolution, employees had
unions to protect and fight for their rights. However, with the decline of unions, employees who
wish to address a conflict must file grievances or speak to their Human Resources department to

24



file a complaint. In many cases, these complaints are not viewed or addressed, and if they are
addressed, the chances of resolving the conflict peacefully are not always high or even a
possibility. A good CRM can ensure that conflicts are addressed with speed, flexibility, and
understanding, as opposed to traditional forms of dispute resolution such as conciliation,
adjudication, and arbitration (Roche and Teague 2012).

Research shows that both employees and employers prefer to use Alternate Dispute Resolution
(ADR) led conflict management systems, because they associate these systems with higher
productivity, lower conflict-related costs, more adaptive organizations, and higher organizational
morale and commitment (Ibid). More importantly, CRMs have the capacity to resolve potentially
destructive conflicts — a great asset especially in larger firms. Companies have been quick to
adopt ADR processes such as open door policies, Omsbudspersons, peer review, employment
arbitration, negotiation, and mediation (McKenzie 2015). As David Brubaker et al. (2014) argue,
many large organizations, particularly corporations, governments, and universities, have
incorporated organizational ombudspersons to assist members in choosing and pursuing one or
more of the conflict management options available. In fact, the more such organizations adapt
CRMs, the more schools and universities begin to offer programs to train students in conflict
management.

4.4 Characteristics of a CRM

There is much discussion of what makes a CRM suitable for an organization, and what
characteristics a CRM must possess. To begin, CRMs must reflect the goals that an organization
has for dealing with disputes and conflicts. Some organizations prefer to train their managers and
allow them to deal with any issues. Others prefer to bring in a third party to deal with disputes
and conflicts.

Corrine Bendersky (2013) argues that organizations typically use three methods to deal with
conflict. First, they rely on a third party to determine the outcome of a dispute based on laws,
contracts, or standards of behaviour. This process may include arbitration, peer review, or formal
investigations. The second method involves a third party neutral mediator or facilitator who
assists with resolutions. Third, the individual disputant may resolve the conflict without seeking
external aid. While each one of these methods may successfully resolve a conflict, no one
method is superior to another. Choosing the right method depends on the type of conflict, the
resources available, and the culture of the company. For instance, a company may be able to
resolve a dispute without third party aid. On the other hand, a deeply rooted conflict that involves
several employees or even multiple departments may require a mediator or facilitator to assist
with resolution.

The first two options are available to the organization in case it is unable to resolve the conflict
internally. This research project concentrates on how organizations can use the third method to
deal with disputes and conflicts. CRMs are designed to give managers the ability to identify
conflict and use their leadership skills to facilitate a conversation internally between the parties,
and to resolve the issue by identifying common interests. While resolving a conflict is important,
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it is perhaps more important to first define that conflict. Levi and Benjamin (1977) argue that
doing so allows the participants to focus on the main issue rather than the surrounding
arguments. This step is especially important in interest-based negotiations and solutions,
because it allows managers to understand what kind of conflict they are dealing with before
proceeding to possible solutions.

Perhaps the most important aspect of a CRM is its training program, which teaches managers to
do more than just resolve disputes and conflicts. Through conflict resolution training, managers
develop three valuable skills. First, they learn to work towards win-win solutions by adopting the
viewpoint that cooperation is the most effective means of handling conflict, because it leads to
better quality outcomes for all concerned (Feeney and Davidson 1996). Two, they learn to
actively listen to the participants in a conflict in order to gain greater cooperation from them.
Three, they learn to use the interests they discover in their conversations with the participants to
brainstorm creative solutions. Once training is complete, managers will tackle problems using
the integrative problem-solving process outlined in the CRM, thus, resulting in more win-win
solutions (Ibid).

4.5 CRM and Employee Performance

Perhaps the most beneficial aspect of a CRM is the opportunity to train managers in
understanding workplace differences. One challenge that managers must deal with is the rise of
generational differences that can lead to disputes and conflicts. Hillman (2014) argues that
different generational preferences in the workplace lead to conflict, and therefore conflict
management should treat each generation differently (Hillman 2014). According to Hillman, the
current workplace includes four generational cohorts: Traditionalists, Baby Boomers, Generation
X, and Generation Y, each with its own values and assumptions about the other. These attitudes
shape how the generations interact, and in turn deal with conflict. Hillman (2014) suggests that
in order to have a successful CRM, managers need to,

examine why and how differences between the generations affect
competencies, behaviours, attitudes, and other attributes to ensure their
recruitment, management strategies and practices appropriately address
the differences and do not lead to unintended consequences, such as
exacerbating conflict in the workplace.

Historically, managers were older than the people they led, and became managers by virtue of
seniority and tenure with an organization (Standifer et al. 2013). In contemporary companies
such as STEMCELL, employees often work alongside co-workers who may or may not be of
similar age or culture (Ibid). In fact, in some cases there is minimal or no age difference between
managers and employees. When managers understand generational difference (whether there is
one or not), they can implement generationally sensitive policies that can increase employee
productivity.

Perhaps the most important reason for a sustainable and adequate CRM is its ability to motivate
people to continue performing at high levels, especially in companies that rely on revenue from
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sales. At STEMCELL, while scientists create new and improved materials from research, it is the
Sales team that has to generate high revenues from the sale of products worldwide. Research
shows that a salesperson’s ability to manage their emotions in high stress situations is an
important element of successful performance (Mulki et al. 2014). Thus, organizational success
depends on a healthy and constructive work environment (Ibid). An adequate and suitable CRM
designed to deal with conflicts is essential for creating such an environment. Below a thorough
analysis assesses how STEMCELL’s CRM affects the Sales department, but for now it is clear
that reducing levels of work-related stress is very beneficial.

4.6 CRM in different countries

While the United States is considered the birthplace of ADR (Alternative Dispute Resolution),
and subsequently CRMs, other countries have been quick to adopt ADR practices (Roche and
Teague 2012). However, each country has its own interpretation of how to implement ADR and
what constitutes a CRM. In the case of Australia, the push for ADR and CRMs has not been the
same as in the US or UK. Australian companies use public agencies that were established under
statute to assist them with resolving workplace disputes. The Australian government provides
considerable autonomy to employers and trade unions to shape their own relations, but at the
same time has public dispute resolution agencies to help the parties (Roche and Teague 2012).
While these public agencies differ from US-style ADR, they do in fact practice many similar
ADR techniques such as conciliation, mediation, conferencing, assisted resolution, and
arbitration (Forsyth 2012).

Meanwhile, New Zealand regards ADR as highly interventionist, and requires a neutral third
party to work actively to reach a settlement. In fact, New Zealand has managed to combine
arbitration and mediation into one process, despite the fact that they are incompatible (Roche and
Teague 2012). This practice is rare, however, and does not apply to other countries. While every
country is different in how it adopts and implements ADR, CRMs are becoming more and more
commonplace because they help to resolve disputes in a constructive manner.

One of the goals of this literature review is to allow the client to decide whether they wish to
develop one culturally-sensitive CRM for the entire the company (at all locations), or tailor the
current CRM to the specific needs of each of its eleven locations. The executive and managerial
groups are culturally diverse and therefore include people with varying views on how to manage
conflict. At STEMCELL all managers and executives are trained to use the CRM, however, this
training does not mean that these individuals do not have a priori ways of managing/dealing with
conflict. Understanding a manager’s background is key to understanding how they might deal
with conflict. Therefore, it is necessary to recognize the role background plays, and that it may
affect answers provided in the interviews.

4.7 Culture in Conflict

One important factor that affects how individuals perceive and deal with conflict is culture. To
understand why culture is so important we must first define it. While there is no agreed upon
definition of culture, the following statement serves the purposes of this project. Culture can be
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broadly defined as the collective programming of the mind that distinguishes the members of one
group or category of people from another. This definition can apply to an individual's gender,
ethnicity, place of residence, and even educational background, with the result that one
individual can have several cultures with which they identify. Moreover, it is important to note
that culture is variable, actor specific, and shapes human behaviour and cognition. Altogether,
culture plays an important role in influencing both individual and social behaviour (Bercovitch
and Foulkes 2012). In short, culture is the lens through which we view the world, make
decisions, and more specifically, understand disputes and conflicts and their resolution.

As Bercovitch and Foulkes (2012) argue, culture plays a large role in determining a party’s
behaviour in conflict and most other social situations. Therefore, it is important for anyone
dealing with conflict to understand that all parties bring with them a set of beliefs and values that
are determined by their culture. For instance, a manager attempting to settle a dispute between
two employees will find that the cultural background of each person involved will dictate how
they approach the conflict. Additionally the culture of the organization and that of the manager
also plays a role in how the conflict is viewed and resolved. Suddenly, solving the dispute
becomes very difficult. The inability of the manager to understand cultural differences can
seriously jeopardize resolution efforts (Tinsley 1998). Therefore, any attempt to understand,
create, and implement a CRM must first consider the role that culture plays in disputes and
conflicts.

While culture is prominent in conflict and its resolution, existing literature gives little thought to
cross-cultural management. Many of the articles surveyed in this literature review were
published quite recently, which leads the researcher to assume that culture has only recently been
recognized as an important topic in conflict resolution (Sanchez-Runde, Nardon, and Steers,
2013). Indeed, as the number of multinational organizations grows, and people interact more and
more across boundaries and cultures, understanding the role of culture becomes increasingly
important in conflict resolution literature.

4.8 What an Organization Can Do

Thus, when an organization decides to implement a new or revised CRM, it must consider
culture as an important factor. Doing so involves the following steps: (1) ensure the CRM takes
into consideration the various people who will use it; (2) managers must be aware that they will
come across cultures that may be quite different from their own.

Different CRMs focus on different goals. In the case of STEMCELL, the current CRM is based
on a leadership program that teaches managers and executives to practice active listening, team
building, and interest-based negotiation, among other techniques. As an organization that
employs individuals from a variety of backgrounds and cultures, however, STEMCELL may find
that not everyone is comfortable with using a single CRM. Catherine Tinsley (1998), in a paper
on different CRMs used in Japan, Germany, and the United States, found that Japanese managers
prefer a status power model, German managers prefer a regulations model, and American
managers an interest-based model. As a Vancouver-based organization, STEMCELL may be
more inclined to rely on interest-based negotiations, however, doing so might be difficult to
implement given the cultural diversity within the organization. Therefore, the company has to
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ensure that managers trained in the current CRM not only understand and are comfortable with
cultural diversity in the workplace but also understand the organizational culture of STEMCELL.

4.9 What Managers Can Do

Managers play an important role in how any CRM is implemented and used within an
organization. However, they also need proper training to understand the effect of culture on how
disputes and conflicts unfold. Research suggests that managers should consider subjective factors
such as the perceptions, expectations, values, and aspirations of those involved (Bercovitch and
Foulkes 2012). For instance, behaviour considered acceptable by one party may be interpreted by
another party as incompatible with their interests, thus resulting in conflict (2012). Managers
need to be aware that when they deploy the company’s CRM, they deal with their own values
and beliefs as well as those of the parties in conflict, who may also misinterpret each other in the
resolution process. To combat misunderstanding, managers need to try to understand the
disputants’ backgrounds and how they interpret conflict. With this information, they can educate
each party about the other in an attempt to promote cultural awareness. This is a necessary step
for managers regardless of whether they are resolving a dispute or a conflict, because in some
cases long standing disputes become conflicts if not properly dealt with. Managers can stop
disputes from festering by educating their team on cultural awareness, which in turn will help
employees to work better together.

29



5.0 Data Results

As outlined in the methodology, emergent coding was used to analyze the data generated for this
project. These codes were then used to identify categories and themes. This section discusses the
general themes that emerged and explains the categories and codes. The intention is to provide a
broad view of the findings before narrowing them down to the codes in order to make final
recommendations for the company and the client.

5.1 Emergent Themes

Twelve categories were identified under four themes: Company Culture, Approaches to Conflict
Resolution, Support, and Opportunities for Change. These themes are listed here in an order that
sees all four work together to ensure that STEMCELL’s current conflict resolution model
constantly evolves to adapt to the growing needs of the company. The excel spreadsheet in
Appendix H outlines how the twelve categories fit within these themes.

Company Culture

The first theme encompasses two categories: STEMCELL culture, and specialized conflict
resolution (CR) training. STEMCELL’s company culture is a major theme in this project because
it dictates policy for conflict resolution training. Like all companies, STEMCELL has a culture
that it cultivates, preserves, and teaches. Those who have been with the company long enough
know the culture and carry on traditions established when the company was founded. They teach
this culture to new employees and provide any necessary support. The manner in which
STEMCELL chooses to teach it’s supervisors, managers, and executives to deal with conflict
sets a precedent for all future employees and defines how the external world sees the company.

Approaches to Conflict Resolution

The next theme includes all of the categories that define how a manager or an executive prepares
for, approaches, and deals with, conflict. While the previous theme set the tone for conflict
resolution training, this theme reflects how that policy is applied.

As we will see below in the two sections that discuss the codes and categories, managers and
executives are essentially the drivers and users of the CRM. They are trained in the culture of the
company and expected to push that concept out to all employees with whom they have direct
relationships. They carry out this mandate through face-to-face conversations with their direct
reports, and by consulting with their peers and the HR department on correct strategies to resolve
conflicts. Finally, they are expected to attend training sessions and to utilize the new skills they
learn in their day-to-day activities. Executives and managers also provide feedback on whether

the company needs to make any changes to its CRM. Therefore, the Approaches to Conflict
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Resolution theme reveals managers and executives as the main drivers and users of the CRM and
their importance in the change and implementation of new policies is paramount.

Support

The third theme, Support (discussed extensively throughout this project report), includes the
categories of “coaching,” “support,” and “training materials.” While support may mean material
assistance, for the purposes of this project its definition also includes the assistance that
managers need to deal with conflict. This support may come in the form of materials, training,
and/or third party assistance.

In many ways, support refers to what managers and executives need to fully utilize their conflict
resolution skills. At any stage in conflict resolution, managers may require support. They will
require support to understand their role and how to deal with their direct reports. At some point
in the process, they may find that they need the support of a third party neutral person. On the
other hand, they may find they only need a few additional materials in order to perform at an
optimal level.

This theme is closely related to the previous themes, Approaches to Conflict and Company
Culture, both of which dictate whether or not, and what kind of, support is necessary. The
company’s culture dictates its approach to conflict, and together these themes will determine
whether managers and executives have the necessary tools to deal with conflict.

Opportunity for Change

The final theme this project identifies is Opportunities for Change. This theme is perhaps the
most important because it can force company culture to change. The categories that fall within
this theme are “issues,” “advantages of conflict,” “causes of conflict,” and “recommendations for
change.”

All four of these categories highlight how every roadblock and issue that arises offers an
opportunity to change conflict resolution methods and the training program. Preliminary research
using the gathered data showed an emphasis on how conflict is not detrimental but beneficial to
the well-being of companies. For example, in the case of STEMCELL, conflicts and disputes
created the opportunity for this project to take shape and to recommend improvements and make
changes to the current CRM.

The interviews revealed many opportunities to make changes to the current CRM program.
Managers’ willingness to explore underlying issues and to understand the root causes of conflicts
signify they are well aware of the importance of the current CRM and the training program.
Their opinions are so important to the future of the CRM and training.
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5.2 Categories

In order to organize the vast amount of data collected, the codes and sub-codes identified group
into twelve categories: coaching, conflict resolution (CR) techniques, issues, management styles,
advantages of conflict, preparedness, causes of conflict, recommendations, specialized conflict
resolution training, STEMCELL culture, support, and training materials. The categories are
listed in the cycle that is illustrated in the sub-conceptual framework in Appendix F.

The purpose of creating these categories is twofold. First, the categories group the codes together
and assist in the analysis of the data. The title of each category roughly explains the codes that it
encompasses and attempts to reflect the importance of those codes. For instance, the category
“coaching” includes the following codes and sub-codes:

Number Total

Themes / of times number of
Concepts Categories  Emergent Codes Sub-codes used participants
Guidance for
Support Coaching Managers 1 6.67%
Leadership/Teamwork 2 13.33%
Peer Level
Training 4 26.67%
Training other
Managers 5 33.33%
Note Swapping 3 20.00%
Constructive Feedback 7 46.67%
Collaborating 2 13.33%

Second, their purpose is to help answer the research questions by showing how the coded
concepts work together to define and create the conflict resolution model used at STEMCELL. A
complete chart that shows the links is provided in Appendix H, the explanation of which is
provided in the paragraphs below.

5.2.1 The Categories Explained

To make explaining the categories easier they will be discussed according to the order that they
appear in the sub-conceptual framework.

The first category in the cycle is Company Culture, because this category defines and dictates the
company’s approach to conflict resolution. The training that employees receive during their time
at the company is an extension of the company culture and how senior management wishes to
deal with conflict. While employees may have their own approaches to conflict resolution, they
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are expected to follow the company’s policy and use their training to address any issues that they
may face. STEMCELL ensures that this culture is preserved by having all managers attend
company training.

Preparedness, coaching, and management styles are placed in the same area together because
they shape how a manager approaches conflict. “Preparedness” refers to the training a manager
has had in conflict resolution, and how prepared they believe they are to deal with the conflicts
they may face in their daily activities. One of the important questions that this project aims to
answer is whether managers are satisfied with their training. As the next section will show, 100
per cent of participant stated they were satisfied with their initial training, and so there is little
cause for concern in this section.

“Coaching” refers to the assistance managers receive from their managerial peers and superiors.
Many participants outlined the importance of providing assistance to each other and their direct
reports. They described assistance in the form of receiving constructive feedback and swapping
notes to assist each other with improving their conflict resolution skills.

Finally, “management style” encompasses how a manager’s personality and style of work
dictates the approach they take to conflict. Many managers prefer to have individual and
confidential face-to-face conversations with the parties involved. Others prefer to bring the
parties together and facilitate a conversation that they hope will clear up any misunderstandings.
While a manager’s training provides the tools for conflict resolution, it is ultimately personal
management style that sets the tone for conflict resolution and the specific methods used.

The categories “conflict resolution techniques” and “support” follow the previous group of
categories. They include the training tools that STEMCELL provides to its managers. Under
“conflict resolution techniques™ are the tools managers have to address the issues they face. They
can ask questions and communicate honestly in face-to-face meetings with their direct reports.
These techniques are taught in all training programs STEMCELL provides.

On the other hand, “support” outlines the assistance that managers have at their disposal when
they believe they are not dealing with a conflict effectively. 33 per cent of the managers
interviewed stated that they would like there to be an experience-sharing mechanism to support
managers. Meanwhile, many managers would prefer support from either the HR department or
an external third party experienced in dealing with conflicts. This latter preference partly comes
from the fact that some conflicts involve confidential information that cannot be disseminated to
managers within the company.

Inevitably, even managers who use the training and the resources available to them to deal with
conflict will face difficult issues. Therefore, the “issues” category refers to those things that
contribute to conflicts, as well as current conflict resolution training and the resources available
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to managers. Managers face issues both in their use of the CRM and their training on a daily
basis, such as trouble ensuring confidentiality and a lack of trust, which are not only detrimental
to the well-being of the company but also hinder a manager’s ability to deal with conflict. These
issues are reflected in the interviewee’s recommendations for the conflict resolution program
discussed below.

The next category in the cycle outlines some of the causes of conflict at STEMCELL. While
short, the list nevertheless highlights two key issues: (1) managers at STEMCELL do not deal
with large-scale conflicts that require extensive changes to the current training program; (2) the
training that managers receive is currently sufficient to assist them with the issues they face.

The next category encompasses recommendations and training materials. While there is some
overlap between the two, there are two separate category divisions for several reasons. First,
under “recommendations,” interviewees were quick to state that they wanted changes made to
the conflict resolution training. For instance, they stated that they want more frequent training
sessions, because managers have to wait months for the next cohort. They also want revision
courses to be offered so they can update their knowledge.

The category of “training materials” covers the materials that managers would like to have at
their disposal when they deal with conflict. For example, managers would like to have books, a
cheat sheet, and case studies that outline the steps to conflict resolution. They would also like
short videos and demos for managers to consult in their spare time. Such training materials
would give managers the ability to update their knowledge on the CRM on their own time, and
also access to tools when they face a potential conflict situation.

The penultimate category in this cycle is “specialized training in conflict resolution.” While this
category could also be classified under “recommendations,” it is important enough to warrant its
own category. Interviewees showed high support for the current training to be made more
specialized. The interviewees stated that the current training is too generic and lacks specificity.
In fact, many managers would like to have both department-specific and cross-functional
training in conflict resolution. In addition, 66 per cent of interviewees want to have conflict
resolution taught as a single, stand alone topic, as they feel that two hours is not a sufficient
amount of time to learn all that they need to know. More importantly, with no follow-up
revisions, the interviewees argue that they have difficulty remembering their training despite
having attended the sessions.

The final category, “advantages of conflict,” falls in the center of this cycle because it affects
changes within the CRM and the training program. While conflict can be disruptive and
counterproductive, it is also one of the major drivers of change in companies. Often conflicts
reveal underlying issues that need to be addressed through changes to company policy,
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processes, and even training. “Advantages of conflict” appears in the middle of this chart
because it affects all other steps of the cycle.

The cycle of revision is completed with changes made to STEMCELL’s corporate culture. This
cycle can be repeated a number of times to ensure constant revision of conflict resolution
training. In other words, using these categories the company can constantly adapt the program to
meet its changing needs.

5.3 Codes and Sub-codes

As section 5.1 outlined, an emergent coding system was utilized for this project. The excel
spreadsheet provided in Appendix H outlines all thirty-eight codes and thirty sub-codes that were
found and categorized. Column E shows how many times interviewees used a code or sub-code.
Column F provides the same number as a percentage of the total number of interviews (15).

It is important to note here that the researcher was concerned with whether interviewees used a
certain code rather than the number of times the code was repeated in their transcript. The
purpose of the project was to understand how many of the interviewees used a certain code to
gage its importance rather than evaluate the importance based on one person’s responses.

To make discussion of the codes and sub-codes easier, they are listed according to the categories
above.

Company Culture

Several managers indicated that STEMCELL’s culture and company policy were important
factors in conflict resolution. 26.6 per cent of interviewees agree on the need for a common basis
upon which all managers can perform their responsibilities. In fact, a company-wide conflict
resolution training program provides that common ground for everyone in the company.
Furthermore, 13.3 per cent of the interviewees believe that the training reinforces STEMCELL’s
culture both for newly promoted and newly hired managers.

Ultimately, the sub-code ‘company policy’ was created because STEMCELL culture also
dictates the company’s policy towards conflict resolution. Any change to the CRM will first
require the company to make a change in its policy.

Preparedness

Under this category, the most interesting result was that 100 per cent of those interviewed
expressed satisfaction with their initial training in conflict resolution. All interviewees were
satisfied that the training was clear and easy to understand and the instructor was informative and
knowledgeable on the subject.

Meanwhile, only 20 per cent of the interviewees had prior training in conflict resolution, which
indicates that the training these employees received at STEMCELL was their first exposure to
CRM:s.
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Furthermore, it is important to note that only 13.3 per cent of those interviewed felt their prior
training in conflict resolution helped them prepare for conflicts. Therefore, the researcher can
assume that STEMCELL’s conflict resolution training program is doing a better job at preparing
interviewees for disputes than training received elsewhere.

Management Style

In 46 per cent of the interviews the phrase “different management styles” was mentioned as a
deciding factor in how a manager reacted to and dealt with conflicts. While training can only
provide a basic knowledge to managers on what to do in conflict situations, a manager’s own
style often dictates how they approach a situation and what method they use to resolve it.

While only 6.6 per cent of interviewees stated that they changed their management style due to
the coaching and support they receive, the researcher believes this to be an important piece of
information to include. As the sample population was very small in comparison to the number of
employees, the researcher believes that other managers and executives may be using similar
styles but they were simply not interviewed for this project.

On the other hand, 86 per cent of the interviewees stated that they had very large groups to
supervise. While these interviewees will most likely be in the senior management and executive
groups, the larger the group they supervise the more complex the issues they may face.
Therefore, they require more CR training and support.

Finally, the sub-code “manager-to-manager interactions” showed 6.6 per cent of interviewees
stated they had to deal with this relationship in their role. Since 86 per cent of those interviewed
stated that they manage large groups of people, the assumption is that more managers do deal
with manager-to-manager interactions but they did not explicitly state this in their interview.
This discrepancy could have been a result of the researcher not asking clear questions in the
interviews with regards to peer level interactions. Or the interviewees could assume that manager
to manager interactions are inherent in their role and therefore they did not mention it.

Coaching

The idea that managers and executives require some sort of assistance from other managers
within the company was well expressed during the interviews. Coaching codes are separate from
the support category because they represent the assistance that managers require from their peers
and superiors within the company. For instance, 26 per cent of the interviewees wanted to be
trained with their peers (rather than their superiors), and a further 33 per cent wanted to be
trained with managers from within their own department.

The code “guidance for managers” includes the sub-code “leadership/teamwork,” as
interviewees reported leadership as a type of guidance that managers wanted to have from other
managers or their superiors. Only 6.6 per cent of interviewees express an interest in having a
guidance system for managers, and 13 per cent of the interviewees specifically want some sort of
leadership or teamwork in the workplace. Both of these codes are included here because as the
next paragraph will outline that managers require some assistance with regards to conflict
resolution just not in the form of leadership/teamwork.

36



“Training other managers” was further divided into sub-codes for a number of reasons. First, 20
per cent of the interviewees want to be able to swap notes with other managers to see whether
they had handled a situation properly or had used the correct techniques to approach a situation.
In fact, 46 per cent of the interviewees want their peers to offer them constructive feedback,
meaning that managers trust their coworkers enough to ask for their assistance and guidance
when they require it.

Finally, the code “collaborating” was included despite just a 13 per cent usage, because
collaboration is one part of conflict resolution. Managers and executives are required to
collaborate with one another and with their direct reports if they wish to maintain a fully
functioning workplace. The low percentage for this code indicates either that the interviewees are
not collaborating or that they failed to mention their collaborations in their interviews.

Conflict Resolution Techniques

This category encompasses important steps that managers need to take when they have to deal
with conflict. While 20 per cent of the participants stated that they needed the right tools to deal
with conflict, others were quick to state the exact tools they require.

The following sub-codes under “right tools” represent those tools that managers and executives
use to deal with conflicts. 40 per cent of the participants said they use “active listening” and
“face-to-face meetings” to deal with conflict, while 33 per cent of participants stated that they try
to remain “focused on the issue” to avoid allowing conflicts to escalate. One of the most
encouraging results revealed 66 per cent of participants use “communication” as a tool to deal
with conflict. This shows that not only do managers utilize the techniques they are taught but
they also see value in using these skills in their day-to-day activities.

The code “objectivity in conflict resolution” was created to reflect remaining neutral in a
conflict, which is one of the key techniques that managers should exhibit. Even so, this code only
applied to 6 per cent of the interviewees, meaning that 94 per cent did not refer to objectivity in
their conflict resolution. A possible explanation for this could be that the majority of
interviewees deem objectivity an unspoken rule. Another possible explanation is that the
interview questions did not cover objectivity in conflicts, thus the interviewees failed to mention
it. Either way, it is difficult to draw a conclusion from this result without further research.

Finally, 33 per cent of interviewees believe that “avoiding emotion” is important during conflict
resolution. This result shows that some managers understand the importance of focusing on the
issue rather than allowing emotions to make the situation worse and damage relationships.

Support

The codes grouped under this category represent both the assistance that managers have
available to them and the external support they would like to have for more complicated
conflicts.

First, 33 per cent of the interviewees indicated that they use “sharing experiences” as a method
of getting help when they face a difficult situation. It should be specified that for reasons of
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confidentiality these managers could only consult other managers within their own departments.
In fact, for more sensitive issues they are only able to consult with their direct supervisors as they
cannot divulge any information to another person in the company.

For this reason, 46 per cent of the interviewees said that they would prefer to use “HR support”
when dealing with a confidential issue, and 46 per cent stated that they would prefer to use an
“external third-party resource.” All together, then, 92 per cent of those interviewed were
prevented by confidentiality from approaching their peers for help. This result shows that
managers and executives would appreciate having the option of consulting someone who would
understand the issue of confidentiality. Furthermore, these codes assisted in shaping the
recommendations that these interviewees had for the conflict resolution program outlined below.

The final code and sub-code in this section are “external training” and “more
assistance/training.” While interviewees supported having refresher courses in conflict
resolution, they were less inclined to have more training in the same material. Many felt that
studying the same techniques that they learned in the internal training would be time consuming
and redundant. These codes, however, had to be included since 26 per cent of the interviewees
felt that the option of external training should be available to them.

Issues

The interviews revealed that managers and executives understand that there are many issues that
both create and inhibit their ability to deal with conflicts. For instance, 33 per cent of those
interviewed would look at “exploring underlying issues” to understand the root of a conflict.
This result is encouraging because it indicates that participants are using their initial training to
understand the best approaches to conflict resolution. It is important to note that 13 per cent of
the interviewees blamed business decisions for conflicts, showing that they understand that some
decisions are out of a manager’s control. Therefore, the solution to a business decision conflict is
neither easy nor within the manager’s ability to enforce.

The researcher decided to include the sub-code “who gets training?” as a valid question raised in
interviews. At the current time, managers, supervisors, and executives get different levels of
training in conflict resolution. However, 6 per cent of the interviewees suggested that perhaps the
training program should be extended to all employees at STEMCELL so they too have an idea of
the conflict resolution processes currently in place. The decision to change this policy is in the
hands of the executive and the president.

Managers related a number of issues with the conflict resolution training itself. One major issue
was confidentiality. 26 per cent of the interviewees stated that they felt uncomfortable sharing
conflicts that they had been a part of because of confidentiality. In fact, confidentiality is the
main reason that 46 per cent requested an external third party with whom they could consult on
conflict resolution.
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The remaining codes in this category arose from interviewees’ complaints regarding the training
program in general. 13 per cent of the interviewees argued that the training does not cover
“managing difficult issues,” and another 6 per cent stated that the “class was too large.”
Meanwhile, one of the bigger issues they identified was forgetting the training due to “lack of
use.” Some of the recommendations below aim to address this issue by suggesting the company
provide managers with the option of updating their knowledge.

“Trust” is also included as a code despite only 6% of interviewees referring to it as an issue,
because it is a fundamental requirement of conflict resolution. Again, the low percentage might
be the result of a lack of inquiry by the interviewer or the fact that trust is an unspoken rule that
all managers and executives follow. Nevertheless, it is difficult to draw a conclusion from this
code and further inquiry is needed.

Causes of Conflict

This category includes four codes repeated enough times throughout the interviews to stand on
their own without any sub-codes.

The first code is “misunderstandings.” 20 per cent of interviewees cited misunderstandings as a
cause of conflicts. As STEMCELL includes many different nationalities, cultures, and religions,
misunderstandings are bound to arise among coworkers. Many of the conflicts that managers and
executives deal with on a regular basis result from misunderstandings that arise between their
direct reports.

Second, 33 per cent of managers stated that they deal with conflicts related to “performance
issues,” which means that managers have to cooperate with their direct reports to ensure they are
working to the best of their ability. At STEMCELL, performance reviews are done bi-annually,
and the HR department is always available to assist managers and executives who need to
address employee performance.

Interdepartmental issues are a third cause of conflict reported by 20 per cent of the interviewees.
These issues are especially troublesome for senior managers and executives as they deal with
more cross-departmental concerns than do lower-level managers. Therefore, further specialized
training may be needed for these higher level managers in order for them to deal with cross-
departmental conflicts. The recommendations below discuss this option, providing a sense of the
support that specialized training has among the interviewees.

Fourth, 40 per cent of the interviewees stated that “inexperienced employees” were a cause of
conflict. This result is understandable as twice a year STEMCELL employs a large number of
co-op students, and also hires a large number of new university graduates who have little or no
work experience. While the company makes an effort to train these young employees, many of

39



them experience some degree of conflict while adjusting to working life. More importantly,
many students lack experienced in working with colleagues, which inevitability means that they
experience some level of conflict in the first few months of employment.

It should also be noted that the lack of serious conflicts at STEMCELL indicates that none of
these causes are beyond the abilities of managers and executives to deal with. This is a positive
sign.

Recommendations

Some of the most important codes and sub-codes found in the interview materials fall into the
recommendations category. The recommendations discussed here are for the conflict resolution
training program. Training materials recommendations are discussed below.

“Frequent training,” “hotline for employees,” and “freedom to attend classes” each appear in 6
per cent of the interviews. The researcher decided to include them in the final results because,
despite their low support, they are viable recommendations that can be implemented at various
times according to the resources the company can allocate to the conflict resolution program.

The only recommendation that received a higher percentage of support was “Lunchtime Classes”
at 13 per cent. One executive recommended such classes because they have little time to attend
classes during other times of the day. The researcher believes despite low interest in these types
of classes, they would be beneficial to the company.

Only 13 per cent of the interviewees were in favour of changing the format of the training. As
previously mentioned, 100 per cent of interviewees are satisfied with their initial conflict
resolution training and see no need to change it.

While the interviewees were divided on their recommendations for the training program, 80 per
cent agreed that they would like to re-attend the conflict resolution portion. Despite the fact that
some of the interviewees had only recently gone through this training, there was still a high
consensus that retraining was not only necessary but should be mandatory. Because many
managers do not use their conflict resolution training on a daily basis they forget the techniques
and the material. Therefore, they would like to have the opportunity to review some of the
basics.

The only training issue on which there was no consensus pertained to format. Interviewees could
not agree on whether they wished to have lunchtime classes or more “frequent training” sessions
they could audit when they have the time. With resource restrictions it might only be possible to
offer one of these options. As the company grows, however, both options can be implemented to
allow managers the ability to choose how they want to be trained.
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Training Materials

This category encompasses all of the tools and materials that the interviewees would like to have
when they face a conflict situation. The codes and sub-codes express the specific tools
interviewees would like to have for their use, with the exception of the first code and sub-code,
which refer to the items that the interviewees would like the training materials to cover.

The code “steps to CR” captures the 20 per cent of interviewees who stated that a step-by-step
approach to conflict resolution is important. An additional 33 per cent of the interviewees argued
that they make an effort to understand different points-of-view in order to address conflict
constructively.

The sub-codes “case studies” and “cheat sheet” form the main focus here, and will also be
discussed in the recommendations section of the project below. Both of these sub-codes appeared
in the interviews at a higher percentage compared to other codes and sub-codes. While 73 per
cent of interviewees want to review more specific case studies during conflict resolution training,
one complaint was that instructors focus too much on case studies that students bring to class.
Although this strategy allows participants to bring forward any issues they are dealing with,
attendees felt restricted due to confidentiality. Meanwhile, 46 per cent of the interviewees want
to have some sort of cheat sheet that they can refer to prior to dealing with conflict situations.
The recommendations section below discusses the costs and benefits of providing such a cheat
sheet to employees.

The final sub-code the researcher includes in this section is “books on CR,” despite its low
support at just 13 per cent. Currently, STEMCELL has a small library that houses a number of
books on management, leadership, and business, but only one book on conflict resolution,
Getting to Yes by Roger Fisher and William Ury. Despite the low demand for books, the
researcher believes that more employees would read about conflict resolution if more materials
were available to them. Books would give employees the option to study the subject on their own
time instead of using valuable work time to understand conflict resolution. Especially since
books are a cheap alternative to more training!

Advantages of Conflict

Perhaps one of the most important categories is how advantageous conflict is to a company.
Conflict is generally viewed as disruptive to day-to-day activities, yet it also provides an
opportunity to change policies that are no longer beneficial or efficient.

33 per cent of interviewees state that conflict is an “opportunity for growth.” This code was
created because several managers stated that although frequent and long-term conflict is
counterproductive, some conflict provides an opportunity to address changes that needed to be
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made. However, they were quick to admit that the opportunity for growth could come in the form
of more proactive and interactive training. Both of the sub-codes, proactive approach to CR and
interactive training had 20 per cent support from the interviewees.

Both of these sub-codes come from interviewees requesting sufficient training to approach
conflicts more proactively. More importantly, they want to have training sessions that are more
interactive and less instructive. They want to be able to practice the techniques they learn and
receive feedback from the instructor. Each sub-code appears in 20 per cent of the interviews,
indicating that interviewees had some knowledge of what those changes entail.

Specialized CR Training

Finally, this category encompasses the codes and sub-codes that emerge from interviewees’
suggestions for changes they would like to see to the conflict resolution training program. While
this section is very similar to the recommendations category, it specifically pertains to training in
conflict resolution rather than changes to the training program. However, the interviewees could
not agree on what a specialized training program should look like. The following is a breakdown
of the different suggestions and their levels of support.

20 per cent of interviewees agreed that they would like to have department-specific conflict
resolution training, because not all the material they are taught is applicable to their position. On
the other hand, 40 per cent of interviewees felt they had not received adequate training for their
position, and therefore wanted the conflict resolution training revised to be more cross-
functional. While these requests may oppose one another, together they mean that managers and
executives would like a more tailored conflict resolution training program.

53 per cent of the interviewees agree that more situational training is needed in the company,
meaning that the material taught should be tailored to a manager’s specific level and possibly to
their department. At the current time, training is very general. Every class includes managers and
executives from a wide range of departments. However, not all managers deal with every
department, and therefore not all managers should be required to take sessions that do not
concern them.

On the other hand, 40 per cent of the interviewees believe a cross-functional approach is better.
Because many managers deal with cross-department issues, they require a little extra help to
understand the functional relationships in the company. This training is especially important for
those managers who are new to STEMCELL and unaware of the company’s interaction patterns.

Perhaps the most interesting finding is that 66 per cent of the interviewees agree that conflict
resolution needs to be taught as a topic separate from other training programs. Although
STEMCELL is a biotech company and therefore in the business of scientists helping scientists,
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managers and executives are nevertheless interested in taking a specific conflict resolution
course because they believed it is essential to their management skills.

Additionally, just 13 per cent of interviewees want selective attendance, and a further 13 per cent
want special training only for the executive team.

In conclusion, it is evident from these codes and sub-codes that the interviewees are indeed
interested in changing the current training program to better emphasize conflict resolution.
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6.0 Recommendations

The following recommendations draw on both the results of the data analysis and the time and
cost involved in implementing changes. During the interviews, participants were eager to stress
that while their training was informative, it was not sufficient and repetitive enough to ensure the
material became habitual. Therefore, the following recommendations are designed to ensure that
managers are exposed to conflict resolution methods on a regular basis and in ways that will help
them to retain the information better. The recommendations are divided into two sections, short-
term and long-term changes, and the cost associated with changes. While both short- and long-
term changes require the company to invest a certain amount of time and money, the cost of not
making any changes at all will be much higher over the long-term.

6.1 Re-attending Conflict Resolution Training

The first recommendation is that the company allow managers who both have and have not
attended either the supervisory training or the manager of managers training programs to review
the training material. Those who have attended the program within the last three years can be
removed from the list of managers who need training in conflict resolution, while those who had
training prior to 2013 can be asked to re-attend the training. The latter can join newly promoted
managers and audit the conflict resolution training again.

The purpose of this step is twofold. First, the research shows that managers who went through
their training more than three years ago no longer remember what was taught. Furthermore these
managers have been with STEMCELL for more than three years and have only gone through one
class on conflict resolution. Few were able to recall any details from their training other than that
they received it from an external instructor and there was discussion about conflict. They could
not remember what was taught in detail, even the conflict resolution techniques that the
interview questions covered. Therefore, a refresher course may help them to remember the
material whenever they need to use it.

The second purpose of asking managers to attend the training again is that the material has
changed. Over time, the program has evolved to cover more information both on conflict
resolution and management skills to assist managers with their day-to-day needs. If STEMCELL
continues to grow at its current rate, more and more managers will need to deal with their direct
reports on a growing number of topics, issues, and business decisions. Therefore, refreshing their
conflict resolution skills will ensure that they are able to effectively manage their teams.
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6.2 Reference or CRM Cheat Sheet

The interviews show that managers who face conflict on a less frequent basis often forget their
training, compared to managers who have to deal with conflicts more regularly. Therefore, the
second recommendation is for a reference or “cheat” sheet for managers.

The purpose of this sheet is simple as it gives managers easy access to materials that they may
need at any time. As the data show, disputes tend to arise on a daily basis and many times
managers are faced with situations that they are unprepared for. While the HR department is
always available to assist with any difficult conversation and provide support to both the
employee and the manager, a cheat sheet would provide assistance if/when managers face small
issues that do not require additional assistance. This sheet will review some of the basic steps
that managers can follow in their meetings to ensure -that their employees feel heard and fairly
dealt with.

The sheet will cover several issues such as options on what an employee can do when faced with
a conflict, questions that a manager can ask in one-on-one meetings to assess the situation, who
should be involved in the meetings, whether an HR presence is necessary, and how to address the
concerns of the parties involved in a calm and proactive way. The sheet should be placed in an
accessible location, most likely on Stemweb (the company’s intranet), and should be part of
managers’ forms so that all managers have access to it.

6.3 Conflict Resolution Course

At the current time, conflict resolution is part of the larger training program that educates
managers on how to perform their new responsibilities. However, the interviews reveal that there
are several issues with the current structure, ranging from a lack of sufficient case studies and not
enough department-specific topics, to not enough emphasis on conflict resolution training within
the larger program. Therefore, this section suggests that conflict resolution be offered as a course
separate from other training programs.

The interviewees suggest they would like to have a whole course dedicated entirely to conflict
resolution. A re-designed management training program would remove conflict resolution from
the larger course and make it independent. Managers will attend this training program early in
their new roles, along with any other training programs that are available to them. The course
could still be taught by an external person, possibly from the same institution that does the
current training program, Kwela.

The second issue ties into the first in that the current course is not in-depth enough and does not
provide enough case studies. Having attended the managers of managers training program on
conflict resolution, the researcher has witnessed that the course is not long enough to address
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some of the more serious questions that attendees have. The current course gives a very brief
overview of some of the techniques that managers can use to address conflicts, and gives them a
brief opportunity to practice what they have learned with their peers. In an independent course,
managers would get a much more comprehensive look at how to address disputes before they
become conflicts, how to use active listening correctly, and when interest-based negotiation is
best used. More importantly, participants would have the chance to examine real case studies and
practice scenarios with their classmates.

The third issue that an independent training course would address is managers and executives
receiving training at the same time. As the data analysis shows, managers and executives deal
with different issues in their respective roles, and would prefer to receive training separately. In
many cases where executives and their direct reports (who are managers) attend the same
courses, both groups find speaking about the issues they face uncomfortable. In short, attending
and participating in the training program becomes a test of their ability to deal with conflict
rather than a learning experience.

Finally, the current training program brings together employees from different departments,
which causes an issue when managers wish to discuss department-specific issues. As explained
in the methodology, STEMCELL has many different departments that work together to ensure
that work is completed and customers’ needs are met. Therefore, different departments deal with
different issues that lead to conflict. For instance, Manufacturing is a team-orientated department
in which all employees are divided into groups to carry out tasks. Employees need to be in
constant communication and work together while dealing with a heavy work volume. Therefore,
managers in Manufacturing will need a different kind of assistance than managers in IT and
Sales would need. With specific conflict resolution courses managers from similar or the same
departments can attend classes together rather than have to be grouped into one large class.

6.4 Cost and Benefits of a New Course

As the previous paragraphs show, the benefits of an independent, stand-alone course on conflict
resolution are numerous. First, managers have the opportunity to engage with their instructor for
a longer period of time to cover issues that concern them. Second, managers can study more
cases covering a wider range of issues, rather than focus on just the high level material that is
currently covered. Third, employees can be grouped together to ensure that the material covered
is tailored to their specific needs. Senior managers can meet at one time and executives at
another to ensure each group covers the issues important to it. Fourth, an independent conflict
resolution course will ensure that managers and executives are fully trained whenever they face
any kind of dispute or conflict.
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On the other hand, there are several disadvantages to an independent conflict resolution program.
One is cost. Creating such a course would require either an external organization (i.e. Kwela) or
an internal employee to create, instruct, and administer it. Thus, an independent course would
require extra monetary resources. Second, an extra course demands that managers be away from
their duties and responsibilities. Currently, newly hired/promoted managers are expected to
assume their new duties within a few days and need to be ready to begin their new positions right
away. Thus, they will need to balance their new duties with any training they have to attend over
several months. However, as conflict resolution is not a top priority for new managers, adding a
new course to the current program may not be beneficial.

6.5 External Consultant for Conflict Resolution

Over the course of the interviews, several of the senior managers and executives suggested they
would like a neutral third party whom they could approach when they face a conflict. Therefore,
the fourth and final recommendation of the current research is that STEMCELL contract an
external person, either a consultant or an employee, to administrator the conflict resolution
training program. This person would be an expert in dealing with conflict in the workplace.
He/she would develop the training program and keep track of managers’ attendance, and would
assist in answering questions from managers and executives, sit in on negotiations between
employees, and advise and coach employees in order to help deal with any disputes and conflicts
that may arise. He/she would be seen as neutral and therefore able to step into any conflict at any
time to provide assistance. This individual would need to be very experienced in such a role so as
to be able to provide executives and managers with the knowledge and expertise they require in a
conflict situation.

While such an individual would be ideal for any company, the option is also the most expensive
of all the recommendations here. STEMCELL would either have to hire an individual on a full-
time basis to work in the company, or contract with a consultant from an external organization
that offers these services. Both of these options would involve large sums of money spent on
recruitment and interviewing potential candidates. Therefore, this is not an option that the
researcher feels would benefit the company or its current needs.

6.6 Researcher’s Recommendations

Rather, in this final section, the researcher recommends two courses of action that would most
benefit the company. First, implementing a cheat sheet to assist managers and executives would
perhaps be the fastest and most cost effective way STEMCELL could change its conflict
resolution training program for the better. It would offer employees unrestricted access to help
any time they need it. It would also ensure that managers are better prepared to deal with
conflict, and no longer need to consult their training binder to access information.

47



A cheat sheet would be easy to create and include information on how managers should
approach conversations, how they should manage emotions in a conflict, and what resources are
available to them. More importantly, the company would not need to contract with an external
organization to create this cheat sheet as the information that would be included is already in the
training binders given to employees.

Second, the researcher recommends that those managers who attended conflict resolution
training prior to 2013 refresh their training by auditing the current conflict resolution material.
As section 10.1 shows, many managers would benefit from the chance to do so. Some managers
and executives do not recall what they learned the material, so this revision will be most
beneficial to them. Furthermore, having managers re-attend conflict resolution training would be
virtually cost of free, as they would be auditing a course that is already offered to new managers.

Further analysis of alternative conflict resolution training methods options should be considered
by the client in the context of deeper company needs.
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7.0 Conclusion

In July 2015 the researcher began this project as a way of understanding how disputes and
conflicts are dealt with at STEMCELL Technologies Inc. STEMCELL Technologies is a
multinational company with an aim to help further the researcher on stemcells for cancer
research. The company employs over 750 employees across eleven countries. The company
researches, manufactures and sells its products around the world. Each department is dedicated
to ensuring STEMCELL’s products are utilized in every research lab around the world. Amongst
other goals, the company also values continually educating its managers to better carry out their
duties and responsibilities. Hence the training and development department works hard to ensure
that managers are adequately trained for all issues they face including disputes and conflicts.

The researcher was the Human Resources Administrator and as a result of her interactions with
other members of the HR department she began looking into whether managers and executives
felt that they were adequately trained to face and deal with conflict. Despite the researchers
interest in how conflicts are dealt with and the reference to conflict resolution methods, this
project mainly focuses on disputes as the company does not have any active conflicts.

In order to answer the research question this project has provided the client with an outline of the
current conflict resolution methods and the training program, completed an extensive literature
review, and interviewed twelve managers and three executives to make some recommendations
for the improvement of the current program.

The researcher began with the current conflict resolution methods. While each group has a
different level of training according to their specific responsibilities, the current CRM is a
combination of techniques that are taught to all supervisors, managers and executives. At the
current time once an employee is promoted to a managerial position they must attend several
hours of training in order to take on their new responsibilities. As this research shows, the current
conflict resolution program is taught within another, larger program designed to train managers
to take on their new roles and responsibilities. Managers are taught a variety of techniques to
listen, understand and create suitable resolutions to disputes and conflicts. They are also taught
how to use interest based negotiations and the Thomas-Killman model of conflict resolution.
These two techniques along with leadership skills form the core of the CRM.

The interview questions were then designed to understand whether interviewees understood the
material, found the classes helpful, whether they utilized the tools they were taught and finally
any recommendations that they had for the future of the program. Managers and executives were
chosen for interviews as they are the main users of the CRM. During their time at STEMCELL
they are expected to know and use the methods taught during their initial training. Thus they
were the best candidates for this project.
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The method that was utilized to analyze the interviews was emergent coding. Codes that were
significant to the purpose of the project were found and categorized under headings that best
described their purpose. These categories were later combined under four themes, Company
Culture, Approaches to Conflict Resolution, Support, and finally Opportunities for Change. The
categories were also used to create a sub-conceptual framework that explained how the CRM
was created, used, and changed to reflect the values of STEMCELL.

Another important function of the interviews was to gather information on the kinds of
recommendations that managers and executives had for the CRM and its training program. They
were given the opportunity to express their concerns and how they believed STEMCELL could
change to accommodate them. Their suggestions and comments were also taken into account
when the researcher provided the client with the final list of recommendations.

In addition to researching the CRM and conducting interviews the researcher also conducted an
extensive literature review to illustrate the importance of conflict resolution methods and models
in the work place. The researcher used the University of Victoria’s library online data base to
find academic articles that focused on different conflicts, cultural fluency in conflict resolution
and how different countries deal with conflict in the workplace. The purpose of the literature
review was to show the client the importance of having and maintaining its CRM and training
program.

Finally the project ends with recommendations that are categorized according to the resources
that their implementation would require. The researcher combined the suggestions of the
interviewees along with her own suggestions for the program to create four recommendations.
The client can choose to create a cheat sheet for employees to use, to provide more frequent
training so that new managers can attend classes right away and more experienced managers can
revise their knowledge on the CRM. Perhaps the most substantial recommendation is the creation
of a position of in house conflict resolution specialist. The details are outlined and the researcher
provides the strengths and limitations of each recommendation. Using this information the client
can make the right decision for STEMCELL’s future.
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