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Abstract

Conflict is an inevitable normal part of life that occurs when the things individuals care about
appear incompatible. It may arise from a misunderstanding between co-workers or poor
communication within a department. No matter the cause, you can deal effectively with
conflict in the workplace. Nonetheless, the outcome of poorly managed conflict can take an
enormous economic and emotional toll upon an organization and its members. The main
objective of the study is to identify the differenttypes, causes and outcomes of workplace
conflict in Wonji Sugar Factory. The study employs explanatory research design to
investigate the outcomes of workplace conflict on organizational performanceThe primary
data was collected using close ended questionnaire. The secondary data was collected using
books, articles, journals and other published materials. This study involves 307 sample
respondents. The questionnaires were distributed to the sample respondents of Wonji Sugar
Factory, which are selected using stratified systematic sampling. The Data collected were
analyzed using descriptive and inferential statistical tools such as factor analysis and
hierarchical cluster analysis. The results obtained from the analysis shows that Interpersonal
and Intergroup conflict are the major types of conflict in the organization.It also reveals that
personal factor, communication factor and structural factor as the three major sources of
conflict. From the three factors, personal factor is found to be the major source of conflict.
With regard to outcomes of conflict, it shows that conflict has an impact on the employees’
physical and mental well-being as well as on their social relationships. Finally, the
researcher recommends that to minimize conflicts caused by these different factors,it will be
better if the organization improves its activities regarding employees’ relation with
colleagues and managementas well as improve the communication system and overall reward

system.

Key words: Interpersonal Conflict, Intergroup Conflict, Personal, Communication and
Structural Factors
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CHAPTER ONE: INTRODUCTION

1.1. Background of the Study

Conflictoccurs whenever disagreements exist in a social situation over issues of substance or
whenever emotional ‘antagonisms create friction between individuals or groups (Jhon et al.,
2002: 127).Wherever there is social interaction between individuals or groups, conflict will
oftenexist. Conflicts are inevitable part of organizational life due to the fact that the goals of
different stakeholders such as managers and staffs are often incompatible (Jones, George and
Hill, 2000). It is an unpleasant fact in any organization as long as people compete for jobs,
resources, power,recognition and security.Conflict-free company has never existedand never
will exist. Antagonisms, tensions, aggressions, stereotypes, negative attitudes and the
frustrations of perceived conflicting needs will always bepresent wherever people are forced
to liveand work together (Pace, 1983: 59). According to Henery (2009: 17),organizational
conflict can be regarded as a dispute that occurs when interests, goals or values of
differentindividuals or groups are incompatible with each other. Thus,it emerges as an

outcome of interdependencies and interactions between and among people.

Different scholars have defined the term conflict in different ways. But the most commonly
used definition that all can agree up on is: Conflict is the situation in which one party
perceives that its interests are being opposed or negatively affected by another party which is

in the same group, in another group, in the same organization or in another organization

(Mulatu, 2007: 1).

In present corporate environment conflict has become very common phenomenon(Kondalkar,
2007: 160).As stated by Nye (in Mayer and Boness 2010: 34), managing conflicts within
organizations can be defined as the art of appropriate intervention to achieve conflict
settlement. Team leaders and members can spend a considerable amount of time dealing with
conflicts; sometimes they are directly involved and other times they act as mediators or

neutral third parties to help resolve conflicts between other people (Jhon et al., 2002: 127).



Thomas and Schmidt (1976: 164), states that ‘managers nowadays spent most of their time
trying to find a way to solve conflict that arises in their organization’. Upon 30% of typical

managers time is spent dealing with conflict(Thomas and Schmidt, 1976).

Obasan (2011: 44)believes that irrespective of the factors resulting conflict, it has been
observed that industrial conflict produce considerable effect on organization and should be

consciously managed as much as possible.

Conflict has both positive and negative outcome in the parties involved and in the
organization in general. Robbins (1996: 504). argue that not all conflict is bad. Some conflicts
support the goals of the group and improve its performance; these are functional, or
constructive, forms of conflict. Additionally, there are conflicts thathinder group
performances; these are dysfunctional, or destructive, forms of conflict. Almusdy(2007: 2)
beleievs that, Conflict has a negative outcome on the individual and the organization, unless

properly managed’.

Specifically, organizational conflict can be the source of several benefits. It mayimprove the
quality of organizational decision, it may bring out problems that previously have been
ignored or avoided, motivate people to appreciate each other’s positions more fully,
encourage people to consider new ideas, thereby facilitating change. Conflict also has
negative or dysfunctional output in the employees and the organization such as; decline in
performance, physical and mental problems, effect on relationship among colleagues,

increasing turnover and the like (Robbins, 1998: 505).

According toAbubaker and Mohamed (2005: 721), understanding organizational conflict and
the role it plays in influencing employee behavior and work outcomes is now more important
than it ever was. Because, conflict can easily occur in multinational or multicultural
situations, basic differences in language, norms, personal styles, and other cultural

characteristics hinder effective communication and set the stage for conflict.

The conflicts faced in organizations may be viewed as stemming from a variety of
causes,including both peoples interaction with other people and with the organization itself.

Conlflict triggersinclude ambiguous jurisdictions (unclear job boundaries); competition for




scarce resources; statusdifferentials; time pressures; personality clashes; unreasonable
standards or rules; communicationbreakdowns; and unrealized expectations(Schermerhorn et

al., 2010). Here are just a few of the most common sources oforganizational conflict

Rahim (in Obasan, 2011: 44)stated that, conflict may be interpersonal or intergroup, with
Interpersonal conflicts occurring between a supervisor and his subordinate or between two
individuals at the same level of the organizational hierarchy. Inter group conflicts often occur
between two departments or between management and workers while attempting to

implement the policies and program of the organization.

Therefore the main purpose of the study is to identify the type of conflict that frequently exist,

to identify the major causes of conflict and their dysfunctional outcome in Wonji/Shoa Sugar

Factory



1.2.Background of the Organization

WonjiShoa Sugar Factory (WSSF)is located in Eastern Shoa Zone of Oromiya region within
the central rift valley of Ethiopia. It is 110Km South east of Addis Ababa within the general
boundaries of 8° 31 N and 39° 12 E. Wonji/Shoa Sugar Factory (WSSF) is a public sugar
manufacturing enterprise, represented by a general manager directely reporting to the
Ethiopian sugar corporation. WSSF has4674 employees each grouped under four categories;

permanent, Permanent Pies Labor (PPL), seasonal, and contract.

The development of sugar industry in Ethiopia is connected to the establishment of Wonji
/Sugar Factory which started production in March 1954 and produced 26,614 quintals of cane
sugar during its first campaign period. As already stated, in March 1954 Wonji Factory was
inaugurated and started producing Ethiopian’s first bags of sugar. The initial capital of the
company was Birr 17,617,000.According to an explanatory note prepared by the Ethiopian
Sugar Corporation in August 1984E.C the company had to do a lot of promotion work among
the public before going into full scale production of sugar. After having secured encouraging
public demand for sugar the company was able to increase its production every year to meet

the growing demand.

Because of the auspicious move of the sugar industry in Ethiopia, which was based on the
high yield of the land and the rising public demand for sugar, H.V.A international was
motivated to further develop the industry by changing the private company to a share
company. Accordingly the private company H.V.A. International was transformed to a share
company and was named H.V.A. Ethiopia as of September 1, 1958. As a result, the capital of
the company was raised to Birr 28,000,000 as of March 1, 1959 by selling 5,600 shares at Birr
100 each as per the decision of the share holders' special meeting held on December 2, 1958.
According to the Ethiopian Trade and Economic Review of 1967 - 1968 out of the total
capital of Birr 28,000,000 Birr 5,600,000 was owned by nearly 2000 Ethiopian share
holders.(WSSF Annual report, 2004).



1.2.1. Mission, Vision and Values

Vision
To be one of the leading low cost producer in the sugar industry
Mission
WonjiShoa Sugar Factory as an agro industry striving to increase stakeholders’ satisfaction
through core business activities including:-

e Expanding and optimizing sugar cane plantations of own and out growers cane to
meet its own requirement, creating income for the out growers, and sufficient
employment opportunities in its plantations.

» Producing and marketing sugar and downstream products.

. Participating in the renewable energy sector through the integration of the national
portfolio of cost efficient bio fuel and bio energy assets.

Values

Team work brings individual and organizational growth.
Objective of the Factory

According to the council of ministries regulation N0.89/1992 the objectives of Wonji/Shoa

sugar Factory are the following: -

1. To grow sugar cane & other sugar yielding plants
To process and produce sugar, sugar products and sugar by-products

To study, plan and implement various sugar development programs.

= et

To carry on scientific, industrial and agricultural research and survey to enhance its

program.

5. To posses and develop agricultural lands in the country when it is deemed develop
fulfill its purposes.

6. To distribute and sell locally and export sugar and similar products including non-sugar

products from its farm & factories.

7. To engage in other activities, conductive to the attainment of its purposes.



1.3. Statement of the Problem
The saying goes “No person is an island”.Some time or another, even loners must coordinate

their efforts with others to get things done. Indeed, working together with others is a critical
aspect of organizational life. However, this doesn't always occur, as smoothly as it should.
There are, of course, times when peoples help each other, but there are also times when work
against each other, or even go out of their way to purposely harm one another(School of Art
and Management, 2008: 76-7)

In spite of the ability of top managements’ leadership or his or her management style,
regardless of how well planned the organization structure is certain amount of conflict will
exist in an organization.Conflict is a normal and natural part of any workplace.Anytime

people work together, conflict is a part of doing business.

Unresolved conflict represents the largest deducible cost in many businesses, yet it remains
largely unrecognized (Dana, 1999: 44). Lots of managerial time is consumed while dealing
with conflict. According to Watson and Hoffman (1996: 84), 42% of a managers’ time is

spent dealing with conflict in the workplace.

There are different causes of conflict identified by different researchers which affects the
performance of organizations either positively or negatively. Constructive conflictscan be
taken as valuable asset for an organization in general.lt can beadvantageous for an
organization for better improvement of its activities; it can also be an opportunity to enhance
creativity, teamwork and development. Nevertheless this doesn’t mean that conflict doesn’t
have any negative outcome, indeed it has, but the problem is not that the conflict exists, the
consequence came when the management fall to deal with it and when they become unable to

resolve it.

Most of the times managers rush in providing resolution measures without knowing what the
root cause for the conflict is. In order to resolve conflict, individuals or group resort to
conflict management instruments without first determining what causes of conflict are, a key
element in developing appropriate conflict resolution strategy (Havenga 2004: 88). Mayer
(2008: 8) argue that if the causes of conflict are known and understood, a conflict map can be

developed, which could guide conflict resolution process.Jordaan (in Tonder, Havenga and



Visagie, 2008: 374)states that, ‘it is useful to note that the cause of conflict can be linked and

collectively regarded as prerequisite for conflict management’.

This research identifies the causes and dysfunctional outcomes of workplace conflict on
organizations, which is not yet deeply studied in Ethiopia even though the degree of conflict
is increasing through time. Some researchers have conducted a study regarding conflict, for
instance, Obasan (2011), has conducted a research on the impact of conflict management on
corporate productivity: in the case of First Bank of Nigeria which emphasizes in identifying
the main sources of conflict in the bank.Hotepo et al., (2010) has also conducted a study on
the effect of conflict on organizational performance in some selected service areas in Lagos,
Nigeria focusing on listing the major sources of conflict and its outcome on the selected
service areas. Mulatu (2007) has undertaken a study on the assessment of conflict
management practice in the case study of Admas University collage which shows the major

sources as well as,employee’s attitude towards conflict.

However, most of the researches emphasize on identifying the causes of conflict on
organizations and employees attitude towards conflict. Apart from this most of the studies
focus on service industries such as universities, banks, airlines and other service providers.
Hence, the study tried to fill this gap by providing insight in both the causes of conflict and
the dysfunctional outcome that exists on the organization.The other justification is that, this
study provides basic information and special attention to the causes and outcomes of conflict
in the manufacturing industry. Having the constraints and gaps in mind, this study has showed

the causes, types, and outcomes of workplace conflict in Wonji/Shoa sugar factory.

1.3.1. Research Questions
Therefore this study has investigated the types, causes and dysfunctional output of workplace

conflict on Wonji/Shoa Sugar Factory by raising the following research questions:
1. Which types of conflict frequently arises in WonjiShoa Sugar Factory?
2. What are the causes of conflict that arise in WonjiShoa Sugar Factory?

3. What are the major outcomes of conflict inWonjiShoa Sugar Factory?



4. What are the structures and coherence of dysfunctional outcomes of conflict?

1.4. Objectives of the Study

The general objective of this study is to identify the types, causes and outcomes of workplace

conflict on organizations performance.
This study also hasthe following specific objectives to attain:
» Examine the types of conflict which are common in the organization.
» Identifying the major causes of conflict in the organization.
» Examining the outcomes of the conflicts confronted by the organization.

> Assess the structure and coherence of the outcomes of conflict

1.5. Scope of the Study

The study was conducted in Wonji Sugar Factory to overcome the existing problem regarding
workplace conflict. The study basically has focused oninvestigating thecauses andoutcomes of
conflictthat adversely affect (dysfunctional conflicts) the performance ofthe
organization.Other related areas of conflict such as, the resolution of conflicts, the trade union

conflicts and conflict management models are beyond the scope of this study

1.6. Significance of the Study

This study is intended to provide the following significances:

Understanding causes of conflict in any organization can enable the management and
employees to improve their performance in order to reach their organizational objectives.The
study provides information to the management of the organization regarding the major causes

that exist in the organization which will lead to dysfunctional output.



It also provides the major outputs that a dysfunctional conflict creates towards the
performance of the organizationand hasprovided basic recommendationswhich will help the

organization to look into its mistakes and make improvement on its performance regarding

conflict and its outcomes.

This study helps to form the foundation for the formulation of professional programs or
designations regarding conflict and its outcome such as, core teachings, skills and research in
this field. It also opens the door for more empirical studies regarding conflict. It also provides
an insight that serves as a reference for other researchers who intend on undertaking an in-

depth study on this area or other related areas.

1.7. Limitation of the study

The study was conducted to investigate the causes and outcomes of conflict in Wonji/Shoa
sugar factory, as a result of this; the study is limited to generalize about the situation for all
types of organizations. Since most of the employees of the organization are machine operators
and agricultural field workers, the researcher was unable to undertake an interview. Therefore
the research is limited to carry out interview as a data collection technique. The research is
also limited to incorporate the third shift (4:00 P.M.-12:00 A.M) workers of the organization
this is due to, the organization do not allow all individuals other than employees to stay in the
organization’s premises after 12:00 P.M local time. This has limited the researcher to

investigate causes of conflicts that arise while working in the night shift.

The study was also limited by the lack of researches conducted on this topic, especially in the
county’s context in which this study is undertaken.Lack of sufficient finance and time is the

last limitation of the study.

1.8. Organization of the Study

This research report has five major chapters. The first chapter is an introductory chapter
which consists of Back ground of the study, Back ground of the organization, Statement of the
problem, Objectives of the study, Significance of the study, Scope of the study, Limitation of

the study, and Organization of the study. The second chapter reviews literature that is related
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to this study. The third chapter incorporates the methodology of the study which deals about
what methods and materials were used. The Analysis, presentation and summary of the data
collected from respondents constitutes the fourth chapter. The last chapter
incorporatesconclusion and recommendation. Other supplementary parts of the research are

available after the fifth chapters.
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CHAPTER TWO: REVIEW OF RELATED LITERATURE

" 2.1. Theoretical Literature

A lot has been said regarding conflict by different scholars in different times.According to
Pink (1963: 413-414), there has been no shortage of definitions of conflict. Despite the
differing meanings the term has acquired, several common themes underlie most definitions.
Additional commonalities in the definitions are opposition or incompatibility and some form

of interaction. These factors set the conditions that determine the beginning point of the

conflict process.

Robbins (1996:505)definesconflict, as ‘a process that begins when one party perceives that
another party has negatively affect, or is about to negatively affect something that the first
party cares’.According to Jhon et al. (2002: 127),‘conflict occurs whenever disagreements
exist in a social situation over issues of substance or whenever emotional antagonisms create

frictions between individuals or groups’.

Conflict is also defined by Rashid & Archer (1985: 177) as,"The pursuit by two different
persons of goals that are incompatible so that gains by one person must inevitably come about
at the expense of the other’.Conflict must be perceived by the parties to it; whether or not
conflict exists is a perception issue. If no one is aware of conflict, then it’s generally agreed

no conflict exists. (Robbins, 1996: 504)

According to Jeffrey et al. (1994: 7), it is defined as a ‘perceived divergence of interest, or a
belief that the parties' current aspirations cannot be achieved simultaneously’. Disputes, on the
other hand, are manifest disagreements, often following legal or quasi-legal or otherwise
confrontational procedures (such as complaints, charges, grievances, and lawsuits). Conflict

embraces all the differences between persons, whether or not they become disputes.

This definition is deliberately broad. It describes that point in any ongoing activity when an

interaction “crosses over” to become conflict. It includes the wide range of conflicts that
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people experience in groups and organizations such as; incompatibility of goals, differences
over interpretations of facts, disagreements based on behavioral expectations, and the like
(Robbins, 1996: 505).

2.1.1. Views of Conflict

It is entirely appropriate to say that there has been "conflict" over the role of work in groups
and organizations (School of Art and Management, 2008: 77).The different schools of thought
or approaches to conflict have been presented in the following. However, it can be possible to
briefly compare and contrast them. Thus, One school of thought has argued that conflict must
be avoided, that it indicates a malfunctioning within the group. This is called the
traditionalview. Anotherschool of thought, the humanrelationsview, argues that conflict is a
natural and inevitable outcome in any group and that it need not be evil, but rather has the
potential to be a positive force in determining group performance. The third, and most recent,
perspective proposes; not only that conflict canbe a positive force in a group but explicitly
argues that some conflict is absolutelynecessaryfor a group to perform effectively,this third

school is labled as the interactionistapproach.

2.1.1.1. The Traditional View

Thetraditional view was consistent with the attitudes that prevailed about group behavior in
the 1930s and 1940s. Conflict was seen as a dysfunctional outcome resulting from poor
communication, a lack of openness and trust between people, and the failure of managers to

be responsive to the needs and aspirations of their employees(Robbins, 1996: 506).

The early approach to conflict assumed that all conflict was bad. Conflict was viewed
negatively, and it was used synonymously with such terms as violence, destruction,and
irrationality to reinforce its negative connotation. They believe that conflict, by definition,
was harmful and was to be avoided. Conflict is dysfunctional, destructive and irrational
usually caused by poor communication, a lack of trust, or a failure to be responsible to the
needs of others. Mullins (2002: 813) claims that Peter Drucker, the renowned Austrian

management theorist, was a leading proponent of this view, which holds that ‘conflict is seen
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as a dysfunction outcome and can be explained, for example, by poor communications,

personality clashes or the work of agitators’.

The traditional view of conflict, as a problematic condition always requiring reduction or
elimination and whose conditions or outcomes can be predicted, is incompatible with a

complex adaptive systems view of organizations.

Conflict is frequently viewed as a problematic condition usually between two people or
groups that needs to be reduced, eliminated, or overcome (Rahim, 2002: 210), so

thatorganizational stability is not threatened (Pondy, 1967: 301)

The view that all conflict is bad certainly offers a simple approach to looking at the behavior
of people who create conflict. Since all conflict is to be avoided, we need merely direct our
attention to the causes of conflict and correct these malfunctioning in order to improve group
and organizational performance. Although research studies now provide strong evidence to
dispute that this approach to conflict reduction results in high group performance, many of us
still evaluate conflict situations utilizing this outmoded standard(Schermerhorn et al., 2010:

233).

2.1.1.2. The Human Relations View

Since the late 1970s, a new perspective has emerged which is thehumanrelations (Ducker,
2007: 1). The human relation argued that conflict was a natural occurrence in all groups and
organizations (Robbins, 1996: 506). This perspective is, more properly, an interdisciplinary

series of views which oppose the traditional one (Ducker, 2007: 1).

Since conflict was inevitable, the human relations school advocated acceptance of conflict.
Proponents rationalized its existence: It cannot be eliminated, and there are even times when
conflict may benefit a group's performance. The human relations view dominated conflict
theory from the late 1940s through the mid-1970s(Robbins, 1996: 506).Ducker (2007: 1)
argues that conflict is either neutral (rather than intrinsically bad) or can be manipulated to be
either good or bad. According to this reasoning, “conflict in itself is neither good nor bad,

right nor wrong, it is the way we react to conflict” that is the issue (Palmer 1990: 6).
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2.1.1.3. The Interactionist View

While the human relations approach accepted conflict, the interactionistapproach encourages
conflict on the grounds that a harmonious, peaceful, tranquil, and cooperative group is prone
to becoming static, apathetic, and nonresponsive for change and innovation. The major
contribution of the interactionist approach, therefore, is encouraging group leaders to maintain
an ongoing minimum level of conflict enough to keep the group viable, self-critical, and
creative(Robbins, 1996: 506). Under this new view, some go further to argue that conflict
performs a positive function, for example Avis (1992: 120) claim that conflict is ‘not only
inescapable, but indispensable’and Townsend (in Mullins 2002: 814) argues that ‘conflict is

the sign of a healthy, not dysfunctional in organizations’.

According to Robbins (1996: 506) to know whether a conflict is good or bad depends on the
type of conflict. Specifically, it's necessary to differentiate between functional and

dysfunctional conflicts.

2.1.2. Functional and Dysfunctional Conflict

Conflict in organizations can be upsetting both to the individuals directly involved and to
others affected by its occurrence (Jhon et al., 2002: 128).There are two kinds of conflict. The
first is functional which are constructive by nature that supports the goal of the group and
improves its performance. According to Jhon et al.(2002:128), functional conflict results in
positive benefit to the group.The other is dysfunctional or distractive conflict that minimizes
or hinders group performance.lt works to the individuals, groups, or organization’s
disadvantage. It diverts energies, hurts group cohesion, promotes interpersonal hostilities, and

overall creates a negative environment for workers (Jhon et al., 2002: 129).

Robbins (1996: 507) argues that conflict can be valuable for the group. The demarcation
between functional and dysfunctional is neither clear nor precise. He believes that no one
level of conflict can be adopted acceptable or unacceptable under all conditions. The type and
level of conflict that create healthy and positive involvement towards one group’s goal today

may, in another group or in the same group at another time, be highly dysfunctional.
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2.1.2.1. Functional Conflict

When conflict is functional, it is generally task oriented and focused onjudgmental differences
about how best to achieve common objectives Brehmer; Cosier& Rose; Jehn; Priemé& Price;
Riecken; Torrance (in Amason, 1996: 129). This type of conflict is called cognitive conflict
(Amason&Schweiger, 1994: 342). Cognitive conflict is inevitable in top management teams
because ‘different positions see different environments’ (Mitroff, 1982: 375).However
functional conflict should not adversely affect group goal and performance rather it should

enhance group commitment and understanding.

2.1.2.2.Dysfunctional Conflict

When conflict is dysfunctional, it tends to be emotional and focused on personal
incompatibilities or disputes Brehmer; Cosier& Rose; Jehn; Priem& Price; Riecken;
Torrance(in Amason, 1996: 129). This type of conflict is called affective conflict
(Amason&Schweiger, 1994: 247). Affective conflict seems to emerge in top management
team when cognitive disagreement is perceived as personal criticism (Amason 1996: 123-
148). Brehmer (1976: 986) argues that such misinterpretation can cause “purely cognitive
disagreement to turn into full-scale emotional conflict”. It is likely that the criticism and
debate necessary for cognitive conflict could be interpreted as political gamesmanship, where

one team member tries to gain influence at the expense of another(Finkelstein, 1992: 517).
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2.1.3. Conflict Process

Conflict follows a series of steps until it is visible to the parties involved and others around
it.Pondy (in Kondalkar, 2007:167) developed a conflict process model, which is useful to
understand how a conflictstarts. He has delineated five steps that he calls as ‘conflict episode’.
These are latentconflict, perceived conflict, felt conflict manifest conflict, conflict resolution

andconflict aftermath.The process is explained in Figure 2.1.below.

Figure 2.1: Episode of conflict

Latent Conflict
conflict aftermath
A
Perceived Felt Manifest Conflict
conflict conflict conflict resolution

A. Latent Conflict

It is a first stage of conflict when conflict-promoting situations appear on the scene between
individuals and groups. Jhon et al., (2002: 130) called it conflict antecedents.In this stage
potential conflict inducing forces exist.According to Schermerhorn et al., (2010: 236),in this
stage it establishes the conditions from which conflicts are likely to develop. For example
demand for various resources by departments when some may get and be satisfied and others
may not get and be dissatisfied. Hence there may exist a situation between two groups. At this

stage the seed of dissatisfaction has been sown.
B. Perceived Conflict

This is the second stage of conflict. It starts when one party frustrates the desire of the other
party, people perceive that a confluctualconditions exist. When the antecedent conditions
become the basis for substantive or emotional differences between people or groups, the stage
of perceived conflictexists (Schermerhorn et al., 2010: 236).For example sales manager may

need additional budget for promotionalactivities which financial manager may not release.
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The sales manager may attribute lackof finance as potential cause for fall in sales. Thus a

conflict between the two may brew. Atthis stage the conflict does not surface.

C. Felt Conflict

At this stage, the conflict is actually felt and cognized. As Jhon et al., (2002: 130), when
conflict is felt, it is experienced as tension that motivates the person to take action to reduce
feelings of discomfort. As stated earlier, the funds are notreleased by the finance manager and

the problem is being surfaced and there is a likelihood of confrontation.
D. Manifest Conflict

In this stage, there is not only recognition or acknowledgement of conflict but also
manifestation of conflict by covert or overt behavior. It is a stage of open dispute.Jhon et al.,
(2002: 130), define it as manifest conflict is when conflict is expressed openly in behavior, it
is said to be manifest. He also states that a state of manifest conflictmay be resolved by
removing or correcting its antecedents. Bothparties devise their strategies to face each other.
In the above example sales manager maymake his point for additional funds for promotional
activities especially during festivalseason. Finance manager may openly turn down the
request since he might have allottedadditional funds for procurement of better raw material
for production department. Salesmanager may argue that better raw material has no meaning
unless the facts are broughtto the notice of customers, which can only be done through

promotional campaign. Thedebate may be unending and frustrating.
E. Conflict Aftermath

Once the conflict is resolved between the two parties, there is always a party, which islooser
because the resolution is the outcome of win — lose or the compromise strategy, astage is set
for subsequent conflict episodes. A party, which feels defeated, may start preparations and be
on the lookout for the assault to take the revenge. Conflict resolutionhas been added as an
additional box in the figure to elucidate that conflict aftermath is adirect function of the results
of the conflict resolution style adopted and exercised in anygiven situation, Pondy (in
Kondalkar, 2007: 168) .Thus, any manager should besensitive to the influence of conflict

aftermath on future conflict episodes (Jhon et al., 2002: 130).

17



2.1.4. Sources (causes) of Conflict

Different scalars mention different sources that will lead to conflict. According to Jones &
George (in Obasan, 2011: 45), there are many sources of organizational conflicts categories

with each category having its unique characteristics.

Figure 2.2: Causes of conflict
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According to Robbins (1996: 508),sources of conflict are categorized in three major divisions
the first one is a personal factor, the second is structural factors and the last one is
communicational factors. Nelson and Quick (2001: 425-428) categorizes source of conflict as
personal factor, those that develop from within the organization and originates from the
manner in which work is organized, and secondly personal factors, which emerges as a result
of individual differences among employees. Communicational factors can also be considered
as a potential cause for a conflict even though much attention is not given to this factor.
(Ritzer 1972: 53; Robbins 1998: 247; Vecchio 2000: 177) argue that communication is

infrequently considered as a source of conflict.

In general, these authors suggest that causes of conflict can be classified under 3 main

categories these are, structural factors, personal factors and communicational factors.
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2.1.4.1. Structural Factors

The very nature of organizations as hierarchical systems provides a basis for conflict as
individuals and teams work within the authority structure(Schermerhorn et al., 2010: 237).
Vertical conflict occurs between levels and commonly involves supervisor, subordinate and
team leader. Team member disagreements over resources, goals, or performance results and
reward system.Horizontal conflictoccurs between persons or groups working at the same
hierarchical level. These disputes commonly involve goal incompatibilities, resource
scarcities, or purely interpersonal factors. And, line-staff conflictinvolves disagreements
between line and staff personnel over who has authority and control over decisions on matters
such as budgets, technology, and human resource practices(Schermerhorn et al., 2010: 238;

Nelson and Quick, 2001: 427).

2.1.4.2. Personal Factors

Personal factors are also among one of the potential source of conflict. They include each
person’s individual value system and the personality characteristics that account for
individualidiosyncrasies and differences.Certain personality type, for example, individuals
who are highly authoritarian and dogmatic, and who demonstrate low self esteem lead to
potential conflict. Most important, and probably the most overlooked variable in the study of
social conflict, is differing value system. Value difference for example, are the best
explanation of such diverse issue as prejudice, disagreements over one’s contribution to the
group and the reward one deserves. (Robbins, 1998: 509). As Azamosa (2004: 13), observed
conflict involves the total range of behavior and attitudes that is in opposition between

owners/managers and working.

In a professional workplace setting, bad attitude can affect everyone and cause conflict among
employees(Brehmer, 1976: 988). Business owners looking for ways to improve worker
productivity can start by evaluating the attitude their employees bring to the job each day. A
positive or negative attitude affects how workers approach their jobs, and attitudes can have a

ripple effect on those around them. In some cases attitude problems are able to be ignored by
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the majority of employees and a productive employee with a slight attitude problem is not a
distraction(Mayer and Boness, 2010: 37).A manager needs to learn how to identify escalating

attitude problems in the workplace to prevent them from becoming a distraction(Roseman,

Wiest and Swartz, 1994: 209).

Over the past ten years, increasing attention has been givento how workers express emotion in
a Varity of work settings (Sutton, 1991: 249-50; Wharton and Erickson, 1993: 485).
Middleton (1989: 188) hasdefined the conflict between emotions genuinely felt and emotionto
be displayed in organization as “emotional dissonance”. Workers may experience emotional
dissonance when the emotions required by the organization clashes with their inner or real
feelings. Sutton (1991: 250) believes that to individuals who are highly emotional are more

likely to enter in to conflict.

2.1.43. Communication Factor

Communication can be source of conflict. It represents those opposing forces that arise from
semantic differences, misunderstanding and noise in the communication channel. One of the
myths that most carry around is that poor communication is the reason for conflict: “if we
could just communicate with each other, we could eliminate our differences.” Such a
conclusion is not unreasonable, given the amount of time each of us spends
communicating.Lenore and Arthur (1977: 541) found that communication skills play an
important role in determining a happy relationship among individuals. But, of course, poor
communication is certainly not the source of all conflicts, although the problem in the

communication process acts to retard collaboration and stimulates misunderstanding.

Semantic difference, insufficient exchange of information and noise in the communication
channel are all barriers to communication and potential antecedent conditions to
conflict(Robbins, 1998: 509-10). Specially, semantic differences arises as a result of
difference in training, selective perception and inadequate information about others. Conflict
can arise when having to little or too much communication. An increase in communication is

functional up to a point, whereupon it is possible to over communication, with a resultant
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increase in the potential for conflict. So, too much information as well as too little can lay the

foundation for conflict(Robbins, 1998: 510)(Nelson and Quick, 2001: 430).

Further, the channel chosen for communicating can have an influence on stimulating
opposition. The filtering process that occurs as information is passed between members and
the divergence of communications from formal or previously established channels offer

potential opportunities for conflict to arise(Robbins, 1998: 510).

2.1.5. Types of Conflict

As man developed himself into a hunting society, there are proofs of feuds among tribes for
cattle, precious stones and women. Feuds also existed within the tribe, between clans. Over
several thousand years man evolved into agrarian society where the feuds took place for land
and water. In Indian epics there are several instances quoted of having conflict especially in
Ramayana and Mahabharatha. In modern industrial society, in organizations we come across

several kinds of conflicts sprouting out of number of sources (School of Art and Management,
2008: 75).

There are different types of conflict based on the parties involved in it. The following

classification is the commonly accepted ones.

2.1.5.1. Intrapersonal Conflict

At one time or another, every employee experiences conflict within himself or herself. A
person may have conflicting goals. He or she may lack the required ability for a particular job.
His or her path may be blocked by other people, lack of facilities, rules and regulations, etc.
Regardless of the source, these conflicts can cause a person frustrations, tension and anxiety.
There is in fact no such thing as “the perfect job” there is no job which provides total
satisfaction. All jobs entail some degree of stress and in fact, some tension may be considered
desirable. However, if the tension, anxiety and frustration are too great, serious personal harm

may follow.
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According to Jhon et al. (2002: 128), intrapersonal conflict occurs within the individual

because of actual or perceived pressures from incompatible goals or expectations.

2.1.5.2. Interpersonal Conflict

The second basic type of conflict that we consider is that which occurs between one
individual and another or between an individual and the group to which he or she belongs.
Jhon et al., (2002:128), argues that, interpersonal conflict occurs between two or more
individuals who are in opposition to one another. Most employees are concerned about their
position, status, power, etc., within the organization and resent any encroachment of them.
Also, they are often competing with each other for recognition, approval, and promotion.
Quite often, interpersonal conflicts are also interdepartmental for example, between a
manager of one department and a manager of another, or between one department and
another. Many people find interpersonal conflict stimulating and challenging. But not all do,
particularly the losers.Sometimes, to promote his or her own interests, or through foolishness,
an individual will break the norms of the group to which he or she belongs. For example, a
person may work too hard, ignore a strike call, or informal on a colleag