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[bookmark: _Toc132281767]INTRODUCTION

This report will look at the impact of power and culture at Crown Post Office organisation particularly in terms of management and leadership. power struggles within organizations can create conflicts and is a significant factor that can affect an organization's operations. 
To explore these issues, the report will analyse a case study of the Crown Post Office conflict, which resulted in a dispute leading to employees going on strike to demanding a pay rise in line with inflation and influencing other Post Office employees. The report will investigate the types of power employed by both parties, namely the management and the employees. The report will also consider how work culture can impact the style of organizational conflict and identify conflict resolution techniques like Ting-Toomey theory that could be utilized to settle disputes effectively and use Lewins 3-Step theory to implement change.




















[bookmark: _Toc132281768]1. CRITICAL EVALUATE HOW POWER IS MANIFESTED IN ORGANISATION CONTEXT TAKING INTO CONSIDERATION THE ROLE OF CULTURE

The following section aims to analyse the role of power and culture in organizational contexts. In associations, power is crucial for managing the activities of individuals and groups. Individuals use their power to fulfil their needs, while organizations use power to control their members and employees to achieve their goals.
Power is interpreted through the control or influence of people’s behaviour.  It is also the medium through which conflicts are resolved, therefore a person would need to become influential in the organisation to have power, ie this can be seen through power struggles between departments. Too much power in amongst few people with little accountability is not a good thing (Godlee, 1994).
Olivié and Pérez (2019) state that power is the ability to influence behaviour, redirect events, overcome resistance, and persuade individuals to do things they wouldn’t usually do. This power is measured by the extent to which a manager can leverage their influence to achieve desired outcomes. It is not inherently good or bad but rather a reflection of the nature of the relationship between the manager and other stakeholders.  
[bookmark: _Toc132281769]1.1 Types of power:
Heap, Black, and Rodgers (2022) state that there are five types of power in an organizational setting. 
The first type is formal power, which depends on a person's position in the company and is divided into three subtypes: reward power, coercive power, and legitimate power. The second type is informal or personal power, which stems from a person's exceptional qualities or knowledge and has three subtypes: referent power, expert power, and information power.
In this instance the management at Crown Post Office is using coercive power to enforce a pay freeze (Lunenburg, 2012). Coercive power involves using threats to compel compliance from those being influenced and can be expressed through social, spiritual, physical, political, or economic means. As this is an industrial conflict; third parties are used like the CWU union.  The employees use their formal power, represented by the Communication Workers Union (CWU), to fight for their rights and utilizing informal power (Maliwanag, 2019) as it is only 114 out of 11,000 branches striking that are trying to sway public opinion and get sympathy to pressure the Post Office management and ruin their image to agree to a pay rise that matches the increase in the cost of living instead of the original 2% they offered (Timmins, 2022).
The Post Office management's legitimate power arises from being directly owned by the company. The strike will have significant effects on the Post Office, including negative impacts on the local economy, businesses, and workers. It can also strain business relationships, lead to production and economic losses, and damage consumer confidence (Adensamer, Gsenger, and Klausner, 2021).

[bookmark: _Toc132281770]1.2 What is culture?

Culture also affects power as it affects how different parties approach power and how power is perceived. Culture affects how people behave as it is the shared values, goals and beliefs that effect organisations and employees’ actions and behaviour (Coe et al, 2019).
Some of the main influences of organisational behaviour which effects the output are:
•	Organisation climate
•	Organisation culture
•	Motivation
•	Group norms
•	External influences
•	Management style
•	Organisation structure
•	Processes

Geert Hofstede developed a theory in 1980 called Hofstede’ cultural dimension which consisted of 4 dimensions that looked at the differences in cultural communication and could analyse the values of each culture through individualism/collectivism, masculinity / feminity, uncertainty avoidance and power distance (Hofstede, 2003). Power distance examines how society yield to the hierarchy of power in their country (see table below).  For example, countries like the UK and US are low in their acceptance of unequal power distribution.  This is true of the employees at Crown Post Office which is why they are fighting for better pay. 

[image: ]
According to Xenikou and Simosi (2006) Cultures differ in how they assign organisational power and status:
Ascription-orientation: Power and status are ascribed according to who a person is, for example, on the basis of age, gender, education or connections.
Achievement-orientation: Power and status are awarded on what people achieve i.e., their knowledge and performance.
In some cultures, power is a big deal therefore there are more hierarchal positions.  CEO’s have more power in these type of tall structure cultures, whereas in a flat structure cultures colleagues are seen as equal, therefore the power is less. Cultural structure is important in an organisation as it effects decision making and the overall success and sustainability of the organisation (Manatje and Martins, 2009).
However, there are limitations to Hofstedes theory as stated by Baskerville (2003) who states that this theory is an oversimplified approach and ‘assumes a single static culture’.  There can also be sub cultures within cultures and organisations which he does not take into account.
According to Mayer and Louw (2012), conflicts can arise in a culturally diverse workplace when individuals or groups have competing perceptions about power, resources, and similarity. The UK's individualistic work culture plays a significant role in the Crown Post Office work environment, and the employees who are striking take advantage of this culture. In the UK’s individualist the work culture; personal achievement and recognition are highly valued, and competition is the fuel of success (Assmann and Ehrl, 2021). Some may argue that, with or without unions, the employees would still unite and go on strike to get their voices heard, which justifies the unitarist perspective of the Post Office management (Kaufman et al., 2021). However, it may be that the employees are leveraging the benefits of the UK's low-context culture (Nishimura et al., 2008) to achieve their goals for the organisation.   In low-context societies, like the US and most Northern European countries, people tend to be direct when communicating and prioritize fulfilling individual needs (Lamb, Cai, and McKenna, 2020). Therefore, the management at Crown Post Office must initiate negotiations with the employees to resolve this serious dispute, in line with the British culture of communication.
In order to enable effective leadership and management, Organisations need to develop good organizational structures and cultures (Tran, 2021).
Leadership development approaches concentrate on recognising and developing people that exhibit truthfulness, integrity and high morals, and use these characteristics to lead people (Akanji et al, 2020).
Organisations can train people to develop leadership skills through training, development and experience. However, some organisations prefer to place people in managerial roles based on their technical abilities rather that their actual leadership skills so they would need formal and informal support to enable them to become good leaders.  This can be done through formal training programmes, coaching and mentoring, job rotation, networking, etc.
According to (Cacciattolo, 2014) even when organisations have good leaders in place their leadership behaviour is affected by factors in organisations like hierarchical structures, management policies and practices and performance management systems. However, these organisational factors like a) Hierarchy and bureaucracy weaken the power of leaders (Al-Tameemi and Alshawi, 2014), b) pressure and focus to achieve short-term goals impede achieving quality, c) Individualism in reward and culpability impede collective working as a team and creates apathy, d) ‘Us’ and ‘them’ attitude hinders the advantages of organisational diversity (Wilcoxson and Millett, 2000).




[bookmark: _Toc132281771]2. REFLECTING ON ANY WORKPLACE CONFLICT OVER THE LAST 12 MONTHS, IDENTIFY THE CAUSE OF THE CONFLICT AND CRITICALLY DISCUSS A CHANGE MANAGEMENT THEORY ASSOCIATED WITH THE CONFLICT

According to CWU.org (2022) Since May 2022, 1,400 post office workers in 114 branches owned by the Government have been striking to increase their pay to align with inflation. Although the other 11,500 branches are not striking, the supply chain and admin staff have involved their union CWU in response to the pay freeze of 2021/22 financial year by the Crown Post Office.  Initially they were offered 2% and a £250 lump sum.  This was later increased to 3% and £500 lumpsum. After further strikes and conflict it was again increased to only 5%
The management of the 114 branches of the Crown Post Office is the main cause of the current problem as they are more focused on power play. The issue is not affordability, as the Post Office has turned over huge profits of £39 million in 2021/22 with managers receiving bonuses of £2million, according to the Union assistant secretary Andy Furey. The employees were the reason for these profits, especially during the pandemic, when they showed dedication and risked their health to keep the organisation running. However, the management is ignoring this fact and only offering a 5% pay rise and a one-off payment of £500, which is insufficient considering the 12% economic inflation.
The employees are using their power in a different way by striking and using the CWU to pressure the management to meet their demands for a pay increase
Organisations needs to be agile and adapt to change (By, 2005).  In the case of crown post office this is the dissatisfaction of employees’ wages not rising with inflation. Depending on the situation there are different approaches that can be used.
Classical theorists of the early 1900’s used a scientific management approach to managing people like Max Weber’s Bureaucracy who looked at how organisations should have clear Structural design, Formal systems, hierarchy and rules to run effectively (Greenwood and Lawrence, 2005).
But the humanistic approaches of the mid 1900’s criticised the scientific approach as it was seen to be too Mechanistic, too concerned with tasks and people were seen as machine parts.
Human relations schools of thought like Elton Mayo focused more on factors like informal systems, group relations, meshing of informal with formal systems and had more of a unitary perspective.  Mayo suggested that employees were more productive and worked towards organisational goals when they were recognised and satisfied (Bruce and Nyland, 2011).
Criticism of the earlier approaches: 
Systems approach: does not examine the individual and their orientation to work
Human relation approach: generalised theories and suggests that all individuals have common needs
At Crown Post Office the position of the management is of a more scientific management way of thinking of putting structures in place instead of looking at the human needs.  Their response is not for the benefit of the employees and what is best for them but they would rather cut down on jobs and pay ie through automation, for them this is more cost efficient and will improve productivity and reduce costs.  They think with the right structure people will improve their performance and will do their work well if they are paid well.  However, employees don’t just want good structure they want a caring organisation, they want more appreciation of their work and better management relationships (Hoogervorst et al, 2004) this is a social technical theory which highlights on the relationship between the social and psychological requirements of individuals and its structural and technological requirements; organisations need to do more; people must be considered as an equal investment along with technology (Appelbaum, 1997).
So organisational change is needed. The process of organizational change and development is a gradual process: not a static or time restricted.  It can be triggered by both external (e.g., PESTEL) and internal factors (e.g., new services and products, new suppliers, new leaders).   
This can be done by Planned Change where importance is place on leadership to take action which is seen as the driving force to bring about organizational change.  This can be done through Lewin’s 3-Step model.

[bookmark: _Toc132281772]2.1 LEWINS 3-STEP THEORY:
Lewin’s 3-step theory was developed by Kurt Lewin; a psychologist born in 1890.  He Completed his doctoral studies from the University of Berlin and Moved to the US in 1933.  There he founded the “Lewin’s Three-Step Model” of Change (Burnes 2020):  
· Lewin states that change is achieved through examining all available options to effectively move the organisation from the present state to the desired state 
· The possibilities of each route must therefore be carefully analysed before being adopted or abandoned. 
· It is unwise to just evaluate the desired future state and adopt the easiest route possible as the easiest route may not necessarily be the best route.  

Two kinds of resistance to change – one is from social behaviours and customs and the other is from creation of an inner resistance to change (Harzing and Hofstede, 1996).
Usually employees prefer to keep to their customs and behaviours and increase their resistance to change when they have to move away from their current values. 
Resistance can be lowered if management works to reduce the value the employees attach to something or changing their values.

Step 1: unfreeze
This is the first stage in Lewin’s change management process. 
During this stage, a way must be found to ensure that employees can let go of any old behaviours that were counterproductive. 
The process of finding this must be interactive, transparent and inclusive (Sarayreh et al, 2013). 
This is the stage where desire for change can be initiated and implemented. 
Individuals will experience and learn from other productive views and in a sense begin to adapt their own views (from counterproductive to productive).
Step 2: change
The stage where the change takes place and feelings of apprehension, transformation and confusion are felt.
Individuals need to adapt to changes in the old processes with a positive mindset and behaviour, to become more productive and the change to be more effective whilst being made fully aware of what is happening to ensure organisational efficiency (Lacey, 1995).
During this stage, the organisation needs to layout clear goals with a gradual change process.
The structure responsible for managing change needs to be developed at this stage and communication between this structure and the employees need to be as transparent.
Step 3: refreeze
During this stage, the changes made are acknowledged as the new standard or status quo. 
the refreezing step is essential to ensure that individuals do not change back to the old processes before the implemented change (Hussain et al, 2018). 
Leadership must ensure that change is made permanent to the organization's culture and upheld as the new way. 
At Crowne Post Office this 3-step process can be used effectively:

FREEZE: 
Restraining factors: union, HR policies, inflation
Driving forces: wages / production levels, customer demands

[bookmark: _Hlk132079353]CHANGE:
Reduce hours and keep same pay or give the 5% pay increase but also give a one-time payment of £1000 as bonus which would be continuous to support inflation. 

REFREEZE:
Keep watching and monitoring.  Can do yearly appraisals to monitor.


[bookmark: _Toc132281773]2.2 LIMITATIONS OF LEWINS 3-STEP THEORY
Limitations: critically this model is too basic and can be ambiguous.  it assumes a linear progression for change and assumes all organisations are the same (Adams and McNicholas, 2007).
However, the advantages of this model is the simplicity allows for it to be applied easily, this is especially useful for small organisations who do not have large resources.


[bookmark: _Toc132281774]3. REFLECTING ON TING-TOOMEY (1999) CONFLICT RESOLUTION MODEL, CRITICALLY EVALUATE THE DIFFERENT CONFLICT RESOLUTION APPROACHES AND SUGGEST THE APPROPRIATE APPROACH FOR RESOLVING THE CONFLICT

Meyer et al. (2007) suggested that there are a limited number of conflict perspectives that can be observed within organizational environments, including:
•	Unitarist perspective: This perspective believes that unions are not necessary in the workplace, as they complicate the situation.
•	Pluralist perspective: This perspective assumes that within an organization, there are groups with their own interests, points of view, and authority. These groups frequently conflict with each other and require management.
•	Interactionist perspective: This perspective views conflict as a positive effect within a group and asserts that a level of conflict is required for them to function successfully.
•	Radical perspective: This perspective considers conflict to be an inevitable aspect of capitalism and endemic in an organization structured around management. It is expressed in terms of power and control, and it is seen as a feature of the conflicting nature of organizational life.

Applying these perspectives to the Crown Post Office case study, the organization's conflict perspective appears to be unitarist, as evidenced by the management's belief that unions are unnecessary and can create a misplaced focus for employees. This attitude has led to inter-group conflict, which involves conflict between opposing forces over goals or shared resources. The strike that occurred due to the pay freeze and the management's refusal to negotiate reflects the clash of power between employees and management, and the employees' decision to strike was a means of demonstrating to the public the unfair treatment they were receiving from the management. According to the CWU, the current salary of less than £24,000 per year is insufficient to keep up with the 12% inflation rate.

[bookmark: _Toc132281775]3.1 Organisational Conflict

Ting-Toomey states that different cultures handle conflict with different behaviours. She came up with her Face-Negotiation Theory to show how people have different faces which is their self-image which they try to uphold when faced with conflict depending on the type of culture they come from (Oetzel, Garcia and Ting-Toomey, 2008).
Most commonly organisational conflict tends to stem from the variances between Individual and Group orientation cultures (Tng-Toomey, 2010):
· In Individualistic cultures, people tend to recognize the source of conflict as being personal.  They believe that resolution can be realised through concentrating on outcomes that will satisfy the individuals as much as possible.
· In Group-oriented collectivist cultures, people see restraint of personal emotions as crucial to protecting face and sustaining long-term relationships.  This is seen as more important than achieving specific goals in the resolution of conflict. They may also feel it is important to protecting the face of others in the group as well as their own.


The table below shows the different behaviours associated with different cultures in their assumptions about conflict:

[image: ]

As discussed in Hofstede’s theory and based on the above table we can see that the UK is an individualist culture as they have strong personal opinions and display their emotions especially at the Crown Post Office where the employees are speaking up and fighting for their pay rise. However, as the conflict has gone to strike this has meant that the Post Office has lost face and with the public as they have not tried to resolve the conflict satisfactorily to the employees.  The conflict has been bought out into the open and feeling of the employees have been shared assertively by going to strike in order to achieve their goal of better pay.






Ting Toomey theory then suggests different approaches which give solutions to save face and resolve the conflict depending on the type of culture as seen in the table below:

[image: ]


From this table we can see that the UK is a low context / high individualist culture so confrontation is currently taking place in this conflict between the employees and management with the unions being ignored.  The problem here is that that escalation is taking place due to the UK culture being confrontational and the employees are being assertive and demanding a pay rise.  The employees have decided the best approach for them is to involve a third party which is their union CWU the advantages of which is to keep the harmony, address the conflict on their behalf and negotiate a better pay in accordance with inflation.   However, the disadvantage of this according to Ting-Toomey is that it could lead to incomplete understanding of the conflict, which seems to be the case for the employees as the strikes are still ongoing and no resolution has been reached as yet with more strikes forecasted.  This could be as this approach is normally for High context, group-orientated and relationship cultures which the Post Office is not.  An alternative approach like ‘Involving the team’ which has the advantage of more and better solutions and the decision is made by a team rather than being authoritarian and the decision is being made by the Government as is the case for the Post Office as the 114 workers who are striking are the few Post Offices’ that are still owned by the Government.  If these post offices were privately owned the management could negotiate better pay rise but they are unable to negotiate anything above 2.5% due to the Government’s cap. The Government knows that other public sectors would go to strike too if they give in to these employees and agree which is why they are not budging.  Another problem for the employees is that as power is in favour of the government, the post office strike isn’t well known and as the government control the media they would be biased towards the government. The disadvantage with the involve the team approach is that loss of face is possible and really critical issues can be avoided in the group.


[bookmark: _Toc132281776]3.3 Dispute resolution:
Organizational dispute resolution refers to the process of resolving conflicts or disagreements among different groups (Takupiwa and Shelfa, 2019). It can be used as an alternative to going to court. In the Crown Post Office, dispute resolution can involve several phases to reach a resolution before resorting to legal action. The negotiation stage involves discussions between the management and employees to resolve the issue at hand. If negotiation fails, the unions can step in as a mediator during the bargaining stage. Mediation involves using a neutral third party to negotiate a resolution agreeable to both sides. Conciliation and arbitration are other methods that can be used to resolve disputes.
In the case of the Post Office, the negotiation stage has already passed, and the unions are involved in the bargaining stage, with employees going on strike. However, there is still time to resolve the dispute collaboratively by involving the HR manager/s and reaching a solution through conciliation. It is essential to avoid going to the Tribunal or Fair Employment stage, as it can lead to significant financial and moral damage. Therefore, it is better for both to find a solution through dispute resolution before it escalates further and reaches a dead end.
Although the UK culture is assertive the approaching shouldn’t be argumentative in resolving the conflict, although confronting isn’t bad, the environment and situation should be understood and approached carefully, i.e. not publicly or being confrontational.  The current situation should be understood and positions clarified. The situation cannot be ignored and trust is important so they need to work together as a team to come up with a conflict resolution.  
Conflict resolution is the method through which an agreeable solution is found to solve a disagreement. In organisations, conflict can arise in various forms, including disputes between colleagues or between managers and employees (Wallensteen, 2018).
The resolution in this case could be as mentioned when discussing Lewins 3 step theory to either reduce working hours and keep the same pay or give the 5% pay increase but also give a one-time payment of £1000 as bonus which would be continuous to support inflation.

[bookmark: _Toc132281777]3.4 Limitations of Ting-Toomeys theory:
This theory does not take into account that cultures in countries do change with each generation and not all people in one culture are the same.

[bookmark: _Toc132281778]3.5 Dealing with conflicts: The Thomas- Kilmann way

In accordance with Schaubhut's (2007) model, conflict is defined as a situation in which individuals have opposing interests. If two or more parties care about things that are incompatible with one another, conflict arises. The Thomas-Kilmann conflict mode (Thomas, 2008) is an alternative model that can be used to resolve the conflict.  It offers five different styles for managing conflicts: avoiding, collaborating, competing, compromising, and accommodating.Top of Form
The Thomas-Kilmann conflict mode (Thomas, 2008) identifies five different styles of conflict management. These are:
1. Avoiding: This style involves avoiding the conflict altogether and delaying resolution. It is characterized by low assertiveness and low cooperativeness, and often leads to an unsuccessful outcome.
2. Collaborating: This style is highly assertive and cooperative, and focuses on finding a "win-win" solution that satisfies both parties. It encourages teamwork and collaboration, and can help maintain positive relationships.
3. Competing: This style prioritizes an individual's own interests over others, and is highly assertive with minimal cooperativeness. It is useful in situations that require quick action or when unpopular decisions need to be made.
4. Compromising: This style involves finding a middle ground and giving up some interests to satisfy others. It is reasonably assertive and cooperative, and aims to find a compromise that both parties can accept.
5. Accommodating: This style involves prioritizing the concerns of others over one's own. It is low in assertiveness but high in cooperativeness, and often leads to a "lose-win" outcome. It can be useful in maintaining positive relationships in the workplace.
Each style has its own benefits and drawbacks but selecting the appropriate style should be based on the circumstances at hand.

[bookmark: _Toc132281779]3.6 Advantages VS limitations of Thomas Kilmann model

According to Hastings et al (2019), people tend to behave assertively when they perceive a threat to their interests, while they tend to act cooperatively when they try to protect the interests of others. These behaviours provide a framework for understanding the five conflict management modes in a workplace. It is important to note that there is no best approach, and managers should adapt their strategies according to the situation.
Additionally, Koley and Rao (2018) highlighted the benefits of Kilmann's approach, which includes a more comprehensive approach to conflict resolution. This method allows for faster conflict resolution and navigation, and promotes a friendly compromise that minimizes harm and reduces future conflicts. However, Garza (2018) pointed out that this approach may lead to counteractions, backlash, or damage to relationships. Moreover, it may not be effective for individuals who are determined or stubborn, particularly in a hierarchical power culture. Finally, this approach may take longer to resolve conflicts than other methods.

[bookmark: _Toc132281780]3.7 Crown Post Office Conflict Resolution- The compromise way

[bookmark: _Hlk132000707]After analysing the case in order to resolve the situation, a compromise is the best approach to take. Initially, the situation was handled competitively, with employees demanding fair pay to match the 12% inflation while receiving the backing of unions. However, management only offered a 5% pay increase and a £500 one-time payment to settle the dispute, which was a "win-lose" outcome. Employees rejected the offer, firmly stating that it was inadequate and that they deserved more. To satisfy the employees' demands and find a neutral ground, management needs to be accommodating and make concessions. The resolution of maintaining the 5% pay increase while increasing the one-time payment to £1000 to support inflation would please employees and save management billions by not exceeding the 5% pay increase, resulting in a "win-win" situation. The situation has now entered the compromising phase, and all parties must concede to end the conflict and find a resolution, resulting in a "lose-lose" scenario. To reach a resolution, it will require the use of competing, accommodating, and compromising approaches.


[bookmark: _Toc132281781]4: Conclusion:

Conflicts that arise within a workplace between individuals or groups can have a negative impact on the organization. Differences in social and personal aspects and culture can cause conflicts between people who work together. Resolving and avoiding these conflicts can increase the effectiveness of work and have many positive outcomes for the organization and its employees. The portfolio under consideration highlights a conflict in which 114 Crown Post Office branches were involved over a pay rise, revealing the power play between employees and management. The report emphasizes how British individualistic culture plays a vital role in conflicts and benefits the workforce of organizations. To preserve their reputation, management must avoid letting conflicts go to court by stopping them at the negotiation or mediation phase. The Ting-Toomey model can be used to find the best approach to end conflicts by encouraging management and employees to compromise in order to reach a resolution.  Management could then use the Lewin 3-Step model to unfreeze-change-refreeze the conflict and solution of reduced hours with same pay or bonuses in line with inflation.
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