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Introduction

Change management and conflict resolution are some of the most important concepts in organizational management. All organizations, if they exist long enough, will experience changes in their external or internal environments that will force them to change in the interest of their continued existence. Similarly, all organizations are continually susceptible to conflicts because they comprise people with different interests who can differ on how the organization should be run. Therefore, in order to be good at organizational management, one should be able to lead the processes of change management and conflict resolution. Change management is a collective term for a series of processes inclined towards introducing changes to an organization for improvement and eliminating problems that hinder its progress (Anderson and Anderson, 2010). Conflict resolution is the process of bringing a disagreement between parties to a peaceful end (Fisher, 2017). 
In this essay, applying these concepts will be elaborated using a case study of an organization in the United Kingdom. More specifically, the report will use the national rail organization to apply the concepts and explain how they can be used to solve the problems that exist in the problem. In the first part, the essay will explain the concepts of power and culture in an organization and how they affect organizations. In the second part, the paper will identify the cause of conflicts that cause the strikes in the national rail organization and discuss change management theories that can be applied to the situation. In the final part, the paper will use the Ting-Toomey (1999) conflict resolution model to develop a fitting solution to the problem identified in the preceding part.





The role of culture in the manifestation of power in organizations

Broadly, power can be defined as the ability or capacity to influence the behavior of a person or a group of people with or without their consent. In the context of an organization, power can, therefore, be defined as the ability of an individual to influence the behavior of a section of stakeholders (Alvesson, 2013). There are different types of power that one can hold over others. Broadly, these types are categorized into two categories, namely formal and informal power. Formal power is based on the position of an individual in an organization. One example of formal power is reward power, which is gained by gaining control of rewards that people in the organization want. These rewards can be financial or non-financial such as educational opportunities and employee discounts, among others. Another example of formal power is legitimate power gained by attaining a high position in the hierarchy of power, such as a managerial position. Another example of formal power in an organizational setting is coercive power which is power based on the ability to punish those who resist. Coercive power involves a degree of manipulation and threats of a form of punishment that will disadvantage the subject of such power (Gaski, 1986). Coercive power in an organization can be exercised by threatening a member of an organization with demotion, suspension, or even termination of the contract.
In the informal category of power, an individual gains power through personal characteristics or knowledge. One example of a type of power in this category is expert power, which originates from the expert knowledge in a topic that the organization needs to be knowledgeable about. When one has expert knowledge in such an area, they become powerful as the organization will need them to supply it with the knowledge. Another type of informal power is informational power, where an individual gains power over others because they are in possession of information that is not readily available to others in the organization (Gaski, 1986). An example of informational power is the power that a project manager has because of their possession of information on a project’s requirements. Thirdly, another type of informal power that an individual can acquire is referent power, where they become powerful because of the relationships they form and the admiration he wins as a result. However, information has limited influence and only lasts as long as the information is not available, which can be a short time.
Another important concept that affects organizational management is culture. Broadly, culture is defined as the collection of values, norms, beliefs, and behaviors that the people in a society accept and subscribe to. On the other hand, organizational culture resembles culture on the more significant societal level as it encompasses the values and norms by which people in the organization live. Organizational culture determines the action and behaviors of the people in the organization as it forms the framework of behavior in the organization. Having defined the two concepts of power and culture, it is important to note that they are linked because culture affects power. Different societies have different cultures that dictate how their members behave. The process of how cultures develop determines the perspective from which people in the culture view power and people with power. Cultures can be categorized based on how they ascribe power to individuals.
The first culture category about power is ascription-orientation, where power is ascribed to an individual based on who a person is. In such cultures, one can be attributed power based on age, gender, or social connections. On the international stage, such cultures are mostly found in Eastern countries such as Japan, China, and middle eastern countries. The second category of culture about power is the achievement-ascription culture, where power is ascribed to people based on their achievements (Hampden-Turner and Trompenaars, 1997). Societies that practice this type of cultures are mostly in western countries.  
Based on the above two categories, the power one has in the organization will depend on which prevailing culture. In ascription-orientation cultures, an individual in an organization is likely to gain power based on characteristics such as gender and age. On the other hand, organizations in achievement-orientation cultures are likely to ascribe power to individuals based on the achievements they have. Cultures also affect power because it determines whether organizations practice what Hofstede terms as high or low power distance. In high power distance cultures, the leaders in organizations have extensive powers because people in such cultures accept extreme imbalance of power. On the other hand, organizations in low power distance cultures experience limited differences in power between people in organizations because people in such cultures understand that ability can be questioned (Hofstede, 2011). 
Organizational cultures also affect power because they affect whether an organization will adopt a tall or flat structure. In tall structures, people at the top have more control compared to those below because of the high number of hierarchies that exist between the topmost and the lowest-ranked person. On the other hand, organizations’ flat structures have few hierarchies between the top-most manager and the lowest-ranked people. Consequently, the top managers’ power over the lowest-ranked people is limited (Carzo Jr and Yanouzas, 1969). In summary, the nature of culture in a society and an organization determines how power will be distributed and how people to whom power is ascribed are viewed and treated. Cultures that are ascription-oriented provide an environment where organizations have influential individuals based on personal characteristics such as age. In contrast, achievement-oriented cultures have organizations where people gain power through achievements. 











Conflicts at the Network Rail

In December 2022, a conflict between the rail workers, the Network Rail organization, and the government resulted in a strike where the workers went on strike. The strike affected several commuters as they could not use the railway service when the workers were designated to be on strike. The Network Rail organization announced that the last train on Christmas Eve would operate at 3 PM. For long-distance trains between cities, the organization announced that the later trains would depart from their stations in the morning due to the strike (Network Rail, 2023). The unions representing the rail workers announced that the strikes were the workers’ way of expressing dissatisfaction over issues such as changes to terms and conditions, low pay, and job cuts. The strikes happened mainly because of a difference in interests between the rail workers, the government, and rail companies. The rail workers claimed that the pay they receive does not reflect the current cost of living. The workers claimed that the government and the rail companies effectively reduced their salaries because they failed to update their wages in relation to the rising cost of living (Reuters, 2022). In another grievance, the unions claimed that the job cuts that have been going by the government are inconsiderate. Thirdly, the union workers accused the government of sabotaging the deal between them and the train operating companies by introducing new clauses that require driver-only operations. The workers’ union also accused the rail companies of failing to provide favorable working conditions for the workers. The union representatives claimed that the working conditions at the stations and for drivers are substandard and do not reflect the employment regulations requirements (The Guardian, 2022).   
On the other hand, the rail industry, led by Network Rail, claims that the industry was affected by the Covid-19 pandemic and cannot afford to raise the salaries of workers according to their claims. The organization claimed that the demands made by the unions were unrealistic, given the prevailing economic conditions. Moreover, the industry representatives argued that they could not sustain their wage bill due to the economic impact of the Covid-19 pandemic. As a result, the Network Rail organization, which owns most of the infrastructure, revealed plans of cutting 1,900 jobs. Before the strike, the Rail Delivery Group (RDG), on behalf of train companies, offered the union representatives a deal meant to solve the disagreement. However, the train drivers’ union turned down the agreement because it was “substandard.” The offer had promised to increase the pay by 5% in 2022 and 4% in 2023 (Howie, 2023). The disagreements and conflict of interests between the rail workers and the rail companies, and the government pushed the unions to announce the strike. In addition, the unions also promised to organize more strikes on the third of January, 2023. In brief, the rail industry conflicts between the rail workers, the rail companies, and the government resulted from the failure to agree on each the demands made by the workers and the offers made by the rail companies.















Change Management Theories

Scientific Management Theory Frederick Winslow Taylor developed the scientific management theory with the aim of improving efficiency through scientific means of assessing performance. The theory was designed to help managers deal with the technological changes in the workplace that characterized the beginning of the 20th century. Taylor observed that production problems were prevalent in production processes and sought to solve them using scientific management theory. The theory suggests that a manager ought to engage in a constant process of experimentation and analysis (Taylor, 2004). In observation, the manager notes the effects of a process and how it impacts production. In the investigation, the manager is advised to experiment with different procedures designed to improve the production process. In the third phase of analysis, the manager is advised to analyze the results achieved by the new procedures and determine whether they make the new procedures worth adopting. The three phases, as described above, form the basis of the theory and help managers practice evidence-based management. The aspect of evidence-based practice in scientific management comes from the fact that it leads managers to follow the evidence that their processes are working (Grönroos, 1994). Upon evidence of failure, the theory leads managers to incorporate other production processes better suited for their production.








The Principles of Scientific Management Theory

The theory is governed by principles that help managers maintain a scientific approach in their management practice. The principles affect managers' performance as they enable them to increase their efficiency. The guides are as follows:
Base Choices on Scientifically Acquired 
Evidence
	Scientific management can be achieved if the manager makes choices based on evidence acquired through scientific means. Therefore, before making choices, a manager should carry out experiments that will provide evidence on how a particular process will impact production. Evidence on the suitability of production processes can also be acquired by observing the existing processes and gathering information on how they can be improved (Huang et al., 2013). Having gathered evidence, a manager should choose the most efficient process regardless of the perceived utility of the other methods.    
Assign Tasks Based on Workers’ Skill Set
	The scientific management theory is based on the principle of knowing the workers' strengths and assigning them tasks that match their skill sets. The guide advises that a manager should have good knowledge of the workers and their areas of specialization, then divide labor based on their domain. In doing so, the theory predicts that each worker will contribute maximally to the production’s overall output (Huang et al., 2013). Moreover, the thesis argues that assigning tasks based on workers' strengths minimizes the inefficiency that occurs when a worker is assigned a duty to whom they are not an expert.  
Monitor Workers’ Performances 
	Scientific management also relies on the principle of monitoring workers when they perform their tasks. According to the theory, workers should have expected performance levels that they meet regularly. To know if the levels are met, managers are advised to monitor performances and rectify the situation in cases where they do not meet the expected levels (Huang et al., 2013). 
Divide work Between Managers and Workers.
	The managers in an organization should have clear roles in planning and training, while the workers should have a clear understanding of their duties. The duties of workers should be mostly about implementing the plans made by the managers (Huang et al., 2013).

Goals and Objectives of Scientific Management
	The main aim of the scientific theory of management is to increase efficiency by cutting on waste and maximizing the potential of all those involved in the production process. The other goal of the scientific theory of management is to help managers maximize profits by increasing output through reducing losses in the production process (Pindur et al., 1995).
Limitations of the Theory
	The main limitation of the theory is its disregard for the human side of workers. The theory views workers as tools of production that are used as a means to achieve the end goal of production efficiency. As a result, the theory makes managers show no concern for their workers' emotional or psychological well-being. Another limitation of the theory is that it focuses on the workers’ area of specialization and none of their other skills. Therefore, any input made by a worker in an area that is not his area of specialization is not recognized or rewarded. The third limitation of the theory is the fact that it can lead to monotony and demotivate among workers (Pindur et al., 1995). The repetitive tasks performed by workers in their areas of specialization turn monotonous after a long time, thus causing a loss of motivation.


Kotter’s 8-step Change Management Theory

	Kotter’s 8-step change Management Theory is a theory of managing changes that guides managers who wish to implement changes in their organizations on how to go about the process. According to John Kotter, the process of change can be efficiently achieved if the manager in charge of the changes can follow a list of eight steps (Tang and Tang, 2019). The steps, in theory, are as follows:
Creating Urgency
	In the first step, the manager is advised to create a sense of urgency in the need to make changes. The action can be achieved by highlighting the negatives of failure to change and the potential of improvement in the event of successful changes (Laig and Abocejo, 2021).
Forming Powerful Coalitions
	Having sold the need for urgent change to stakeholders, a manager should move to the second step of forming a powerful coalition of people who support the changes. The step can be achieved by approaching influential and important stakeholders and convincing them that the changes are important and beneficial to the organization (Laig and Abocejo, 2021). 
Developing a vision and a strategy
	The subsequent step involves the development of a vision for how the changes will benefit the organization and a strategy of how they will be implemented. In this step, the manager should determine the core values of the changes, the reasons for change, and the implementation strategy are well written in simple language (Laig and Abocejo, 2021).
Communicating the vision 
	In the fourth step, the manager should communicate the vision of the proposed changes to the stakeholders with the aim of getting them to understand why the organization is going through changes (Laig and Abocejo, 2021). 
Removing obstacles
	Obstacles in implementing changes are issues and people that can act as barriers to change. A manager should take the initiative of removing such obstacles through methods such as promising rewards to dissenters who will support the changes and addressing the issues that make them be against the changes. In extreme cases, removing obstacles can be achieved by the expulsion of unsupported individuals and the elimination of elements that will fight the changes (Laig and Abocejo, 2021).  
Creating short-term wins
	Members of the organization are more likely to be more supportive of the process if they can start seeing positive impacts as soon as possible. Therefore, the managers must ensure that there are wins that are experienced shortly after the process of change begins. In light of this, to make the changes move fast and gain more support, a manager should ensure that they oversee the creation of short-term wins that can be used to provide an example of how the benefits of the entire process will look like. This can be achieved by rewarding contributors as the process takes shape (Laig and Abocejo, 2021).
Consolidating gains
	According to Kotter’s 8-step change management theory, the seventh step in the change management process is consolidating gains, where the manager ensures continuous improvement and adoption of the changes. Whenever a slight improvement is made in the process of implementing changes, the manager should seek to compound more changes and build on the realized gains (Laig and Abocejo, 2021). 



Anchoring the changes in the cooperate culture.
	In the final step of the theory, a manager is advised to ensure the longevity of the changes by anchoring them in the organizational culture. According to Kotter, this step ensures that the changes remain part of the organizational process even after all the individuals that took part in implementing them are gone (Laig and Abocejo, 2021).
How the theory affects Managers
	Kotter's 8-step change management theory provides managers with a way of increasing their efficiency when managing changes in their organizations. The eight steps provided in the theory ensure that managers have addressed all the issues that ought to be addressed in the process of change. Therefore, they make managers improve their efficiency in relation to change management. 
Limitations of the theory 
	The main limitation of Kotter's 8-step change management theory is that it is time-consuming. The theory takes a manager through a lengthy process that requires a great deal of time to complete. As a result, it causes time wastage in the process of managing change. Secondly, the theory is mainly top-down and needs to provide adequate room for the participation of low-level members of the organization. The process can cause dissatisfaction among members of the organization if they feel they need to be better represented in the changes (Galli, 2018).








Ting-Toomey (1999) conflict resolution model

Discussion of the Model
The Ting-Toomey model of conflict resolution is based on the idea that conflicts mostly arise from the differences in culture that exist between the two parties. The model defines culture as “a system of knowledge, meanings, and symbolic actions shared by most people in a society.” The model recognizes that culture informs one’s worldview, beliefs, and ways of interacting with other people. Additionally, it is a culture that informs the same way that one views a conflict and the efforts put in to solve the conflict. Cultural values inform the assumptions that an individual will make when operating in a normal relationship and when operating in a conflict situation. According to the model, cultures also report the orientation of people in terms of individualism and collectivism. Individualism in a culture is the value of a culture to place more importance on individual identity and viewing the well-being of the collective as inferior to that of the individual.
On the contrary, collectivism is the tendency of a culture to value the rights, well-being, and needs of the society highly than the desires of an individual. Intercultural communication has shown that western countries such as Canada, the United States, Britain, and other European countries are highly individualistic. On the other hand, eastern countries such as China, Japan, and Korea have cultures that are collectivist in nature (Ting-Toomey, 2007). 
The Ting-Toomey model of conflict resolution argues that people from individualistic cultures approach conflicts differently from those of cultures that promote collectivism. According to the model, people who approach conflicts from individualistic viewpoints address objective and substantive issues. At the same time, those who approach conflicts from a collectivist viewpoint address go further also to address the relational and social aspects of the conflict. Another important concept that the Ting-Toomey conflict resolution model introduces is that of low context high context communication patterns among cultures. The model theorizes that all human transactions are carried out in the context of common context or high-context communication. A low-context communication pattern involves direct messages with a noticeable use of logic, while a low-context communication consists of using body language and interpretive value. Low-context communications and transactions, according to the model, are practiced in individualistic cultures, while high-context communication and transactions are practiced in collectivist cultures. When negotiating for resources in a conflict, the model predicts that the low context communication from individualistic people will lead them to act based on self-esteem, individual pride, individual pride, autonomy, ego, and personal benefit. On the other hand, when negotiating for resources in a conflict, the high context communication from collectivists is likely to be characterized by group-oriented status and the concern for the well-being of the group (Ting-Toomey, 1999). Finally, the model theorizes that people from individualistic cultures view conflicts as the result of differences in personal beliefs and goals. In contrast, those from collectivist cultures view conflicts as the result of differences in relationship management. When managing conflicts, the people in charge should consider all the cultural differences as they will inform how the aggrieving parties approach the conflict in question.  

Application of the Model in Solving the Conflict
The conflict between railway workers, who are represented by their unions, and the rail companies and the government can be solved by applying the concepts and the principles of conflict resolution discussed in the Ting-Toomey (1999) conflict resolution model. Firstly, before beginning the process of using the model, it is important to understand the parties involved in the conflict from the model’s perspective. The unions that represent the rail workers are a representation of a collectivist culture as defined in the model. The collectivism nature of the unions comes from the fact that they are designed for viewing workers as a community of people with shared values and interests. Moreover, the collectivist nature of the unions makes them only concerned with the greater good of the workers and not the individual benefits of any individual worker. Although the unions represent people who live in a western country with a largely individualistic culture, their collectivist nature represents the cultures found in eastern countries such as Japan. Therefore, in the conflict resolution process, they should be treated as entities that will act and behave as collectivists. 
The rail companies, on the other hand, will represent the individualist party in the conflict resolution process. Their behavior before and during the strikes is typical of individualists as they have continually treated workers as individual workers and not a group of people. For example, their plans to cut down jobs are indicative of a lack of concern for the collective well-being of the workers. The rail companies have also demonstrated individualistic tendencies through their refusal to match the salaries they offer to their workers to the rising cost of living. Such behavior is individualistic because it disregards the well-being of workers and places the financial well-being of their own companies. Their individualism is also demonstrated by the actions of failing to improve the working conditions. The workers complained of terrible working conditions at their workplaces as one of the reasons they decided to strike. Failure to improve working conditions is a sign of disregard for the health and well-being of the workers, which is a characteristic of an individualistic employer. 
Having understood the nature of the two conflicting parties from the cultural perspective of individualism versus collectivism, as advised by the Ting-Toomey (1999) conflict resolution model, the conflict resolution model can further be used to resolve the conflict and ensure that each party feels provided with what they consider to be important to them. When mediating between the two parties in the conflict, I will use one of the basic principles of the Ting-Toomey (1999) conflict resolution model that advocates for knowledge and respect of the different worldviews held by each party. Therefore, the best way to approach the conflict will be to ensure that both parties value their demands and think of their worldview on the matter as the right one. Therefore, one has to ensure that one shows respect to both parties. 
In any conflict resolution process, if one party views the mediator as dismissive of its demands, the process is likely to break down (Burton, 1990). In the conflict between the workers’ unions and the rail companies, the unions value the workers' collective well-being, and this worldview should be respected during negotiations. Additionally, during the talks, the unions will likely place a high value on the joint win rather than short-term individualistic wins. Therefore, the promises and offers made to them should be aimed at elevating the members' collective well-being. For example, the negotiation process should take care to promise the workers’ unions that the working conditions at the train stations will improve. Such a promise will appeal to the unions as it is one that, if implemented, will take care of the workers as a group and improve their conditions. As collectivists, the unions will see this as a gesture of care for society and accept it as it furthers their collectivist interests. 
Another offer that the negotiation process should seek from the rail companies is a raise in salaries for workers to a reasonable figure. The unions are collectivists and view the well-being of their workers the same way cultures in eastern countries would view the well-being of the society. Therefore, salaries that cannot sustain their workers will be viewed as a problem that endangers the collective well-being of the workers. Considering this, negotiations between the rail workers’ unions and their employers should also focus on offering the unions an increase in pay that would be able to cater to their needs during the tough economic times. Finally, according to Ting-Toomey (1999), collectivists view conflicts as a failure in relationship management and are likely to reciprocate good deeds with other good. Therefore, in the negotiation process, the rail companies must be seen to be interested in a good relationship with the unions. The gesture will make the unions appreciate the efforts towards a good relationship and be inclined to reach agreements. Their reciprocation nature, as predicted by Ting-Toomey (1999), will make them willing to give in to some demands by the rail companies if the companies show the same will.
The conflict resolution process also has to value, respect, and take care of the demands made by the rail companies. As a party in the conflict, the companies must be listened to, and their demands negotiated. Given their individualistic nature, the Ting-Toomey (1999) model predicts that they will be influenced by ego, personal pride, and individual success. Therefore, in the negotiation process, offers that appeal to the above qualities should be made. To achieve this, the negotiation process can ensure that the companies have received promises from the workers’ unions to take care of their egos and personal success, for example, in the negotiation process. The rail companies should be promised a wage bill that will enable them to succeed financially. Such offers should include a reasonable rise in the workers’ salaries. At the moment, their main claim is that the economic difficulties mean they cannot match the demands made by unions. To increase the chance of resolving the crime, it is important that the negotiation process also takes care of the personal egos of those negotiating on behalf of the employers. This can be achieved by showing the, and their demands respect, even in the face of disagreements. In doing so, their individualistic nature will feel satisfied by the respect, and they will count it as a win. In summary, the negotiation process can utilize the Ting-Toomey (1999) model of conflict resolution to solve the conflict by understanding the different cultural inclinations of each party. The unions should be understood to be collectivist in nature and should be respected in their views and collectivist opinions. On the other hand, rail companies should be understood to be individualistic and respected. Ultimately, both parties should be brought to an agreement by offering them promises and guarantees that appeal to their worldviews. Moreover, disregard for what each party finds essential in the process and outcome of the negotiation process should be avoided at all costs.   
The suitability of other models
There are other models of conflict resolution that can be used to resolve the conflict. One of the conflict resolution methods that can be applied in the scenario of the conflict described in this essay is the Interest-based Rational Approach model (IbRA). The developers of this model advocate for complete rationality as the surest means to achieving agreements between conflicting partners. In the model, conflict management should be done without the involvement of emotions by separating the people involved from the cause of conflicts. The model also advocates for focusing on the interests of the involved parties rather than the positions they occupy (Codingest, 2020). Applying this model to the conflict between the rail workers and the rail companies can resolve the conflict by taking care of the interests of each party in a rational process. Additionally, the model applies to the scenario described in the essay because it focuses on the problem in isolation. The focus on the problem rather than the people involved in the conflicts increases the chances of arriving at a solution that satisfies all parties.
	Another conflict resolution model that can benefit the situation that the rail industry finds itself in is the transaction analysis model. In this model, the parties that will communicate in the conflict resolution process can play the role of either a parent, an adult or a child. The role of a parent is played by a party that demonstrates controlling behavior and can communicate aggressively. The role of an adult in the peace negotiations process is played by a party that demonstrates logic and focuses on the goal of resolving the conflict without the involvement of emotions. Finally, the role of a child is played by the part,y that demonstrates emotions and poor logic in the process of conflict resolution (Sandler, 2000). The part advocates that the party in charge of resolving the conflict should play the role of an adult and mediate logically between the aggrieving parties. 

Conclusion

Conflict resolution and management are important in organizational management because all organizations are prone to conflicts among the parties they are made of.  The essay has demonstrated that leadership in an organization is informed by cultural practice. In turn, culture affects the power of an organization and the management of its managers in relation to low-level employees. In addition to power dynamics, the essay has also addressed the issue of conflicts in organizations. Specifically, the essay has looked into the conflict in the rail industry that has led to strikes. The conflict was the result of disagreements on the demands made by the workers’ unions, where the rail companies viewed them as unfair. On their part, the rail companies cited economic difficulties caused by the pandemic as grounds for failure to meet the workers’ demands. The conflict presents an opportunity for the application of the Ting-Toomey model of conflict resolution. The model can be applied by using its concepts to study the nature and culture of the two parties. Given their nature, the essay established that the unions represent a collectivist culture while the companies represent an individualistic culture. It is important, therefore, to take into account the two cultures in the process of conflict resolution, as this will increase the chances of success. The essay recommends that the conflict between the rail workers and the rail companies be treated with importance because the effects of rail strikes have profound adverse effects on the transport industry and the country at large. Secondly, it is recommended that the government hires experts in conflict resolution to oversee the mediation process, as this provides the best chance of success.    
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