Conflict i i
S an int : -
organisation. We often sg’ral part c. gveryday life of an individual or of an
car people saying “There is conflict in his mind” or “They

h sl :
b g8 s | ave CO'l‘lﬂl(,tlng Views™ or “They are in conflict”. Wh is i i
action  there o 1s conflict, Accordjng to W.Wrigley Jr o e et

one of them is unnecessary.”
performance and :

: “When two people in business always agree,
satisfactmncz?ﬁwt has considerable influence on the behaviour,
B oTtabla Svents o elljployefas. A manager often faces his most

S when he has to deal with conflicts or differences among people

or grou ;

wai Tis 0? pEO]-)]C. at work. Presence of conflicts complicates his job in so many
; sl erelore, 1t 1S very important that the manager should understand the concept

of conflict fully and try to handle it effectively.

'c.Ol’lﬂlCt cz?n be defined in many ways and can be considered as an expression of
hostility, negative attitudes, antagonism, aggression, rivalry and misunderstanding. It
is also associated with situations that involve contradictory or irreconcilable interests
between two opposing groups. A few definitions of conflict are as given below :

“A simple definition of conflict is that it is any tension which is experienced
when one person perceives that one’s needs or desires are or are likely to be thwarted
or frustrated.”

Follett simply defines conflict as,

opinions, of interests.”
Chung and Megginson define conflict as, “the struggle between incompatible

or struggling needs, wishes, ideas. interests or people. Con.ﬂict.arises ‘wr&gn
" individuals or groups encounter goals that both parties cannot obtain satisfactorily.

i According to Lavid L. Austin, "It can be Fieﬁ“?d as a dlSagl'eeme'm betwee‘n
 two or mure individuals or groups, with eactt‘ individual or group trying to gamn
Wy of its view or objectives over others.” | » |
R. Pondy has given a Very compreheqswe Qeﬁmuon of C()flﬂlcl.
| Iltolhim the term conflict is used in four ways in the literature (0 dcanbe !
‘ conditions of conflictful behaviour such as scarcity of

licy differences :

“the appearance of difference, difference of
c HIErence 0]

- resources 0r

£
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B <Mt can camse hugh level of tensions among he
vidual llmiﬂﬂiﬁjrﬂn)cumbMal'mmm‘-.

o Management 1o resolve the conflicts This will resalt s amusety.  frostrateom,
& uncertainty and hostiliry anwmg the members

Wl'lotinllh.w;u:wu, lhna" “. Conflict will ressht m dicontentment 10 the losing party.
tussle will result in k\\Pf“‘nﬂ_un,:;, 1o setthe the score with the winning purty. All fhes

concentration on the job and as & reselt, the productivity will
suffer.

4. Climate of Distrust. Conflict often create a climate of distrust and saspicion
among the members of the group as well the organisation. The degree of
cohesiveness will be less as the discords will be more The concerned people will
have negative feelings towards cach oth~ and try 10 avoid interaction with each

other.

5, Personal Vs Organisational Goals. Conflicts may distract the aneaton of
the members of the organisation from organisational goals. They may waste thew
time and energy in finding ways and tactics 10 come out a5 winners in e confiict
PefSonal viclo bét_;(rxin;cy_ryorp important than the organ 1sabonal poals
: ‘ 6. Conflict as a Cost. Conflict 1s not necessanly a cost for the indivwcuals. Bot

the conflicts may weaken the organisation as a whole. if the management is not able
to handle them properly. If the managemen! tnes o “_’ﬁ“'“ confhicts. they may
m gigantic proportions in the laier stages. And if the managemeel dnc- m
interfere in the earlier stages. UnNECessary lmubks may be v ied af the later stages.
i is a cost 10 the organisation. because resignalions of personnel weaken the

~ organisation. feeling _of distrust among members have negstive mpact on

- productivity and 50 1.

it hle limits, thus, serve, several useful purposes

. ined within reasonable 7 : E

flicts contal dividuals, groups and ) the imstitulion. m: if
LR

'lmv functional for in .ontrol, it could tend

()i ) LY
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I The conflict in indjy: T .
.= —— Widuals is ¢aq obadil
il I - sed b 1 7 ; % 'y
B 1. Ummpmiuty o 5C Dy the followmg fdctors;\< Mafﬂ gl
Every indiviq \ it 7
L. ut - 4
and percepti 4al has a knowy acceptable g ni @ li
ptions, Since the g, plable alternative in terms of his dwn goals J
“hative preferred by the organisation is not satisfactory

accept it. Ung MR el 4
nacceptability is subjective because the alternative

acceptable alternative continues

acceptable alternative. But sometimes, repeated failure to discover

s leads to a redefinition of acceptable.

2. Incomparability

able']t?getz:]lz:zzl::ilo E"E:"C:lhe probabijity distribt{lion of the alternatives but he is not
2 _ se the outcomes are incomparable. When the results are
. not comparable, no decision could be taken. Similarly, an individual is.also unable to
make EOPCI' comparison of alternatives. Comparison requires clarity, technigue of
comparison_including assigning weights to_different components, rationality in
3 attitude and behaviour and_the competence to perform the fask. The procedure of
- comparison depends also on the clarity and decisiveness of the individual regarding
the minimum standard of achievement. If the individual does not have much clarity
as to the expectancy, he will not be able to make comparison. The state of

incomparability causes lot of tension and conflict to the individual.

3. Uncertainty

2 I_;“ Individuals are uncertain about the environments within and outside the
JH’-"" isations. If the environment could be properly depicted, the behaviour of the
e : ili i d efficacy of the alternative cowd
- people regarding acceptability of the alternative anc ¢ icacy of t
o bg‘-'agce rtained with certainty. In a state of uncertainty, the individua! feels frustrated
= DE asc ; . i
' which is ultimately reflected in conflict
" Within an individual there ar¢ usually
s, an individual experiences three types O

(@) Frustration

() Goal conflict and

 Role conflict -

i ation. When an individua ®
it < the highest

s 1s generally caused W
o feaches his goal. These blocks may be

in turn, leads to defense

a number of competing goals and roles.
f conflict within hin self :

unable to do what he wants (O do, he

Jevel of dissatisfaction which, in turn,
hen the motivated

LI c
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lict fgr an individyg in
- goals. This type of Conf

onflict occurs when ty, or
le ‘to take decision abOmE
features existing i the grgy
auses a lot of conflig in e
have been identified. T,

h arises when an individe
€ ive goals. He !




O STRENGTH OF RESPONSE < |

DISTANCE FROM GOAL

The decisi
On could be taken to resolve the conflict

avoidance and approach e] by looking at the gradients of

ements i
beyond the equilibrium point Km?' If the gradient of any one of them is steeper
» It means the other one will be over it. Hence the

goal is accepted bec ,

above the avpoi Ga E::Z:iitzl:ri EPPFOQCh h‘d\{lng positive elements is less steep and is

because beyond eqUiTibriUm 7 Sving Hegauve element. In fig. (2) the goal is avoided

Biher words. the avoid. e g_radlam of approach is steeper than avoidance. In
3 ance overweighs approach, hence, the goal is rejected.

Fd This type of goal conflict is very relevant for organisational behaviour.
£ (III) AVOIDANCE-AVOIDANCE APPROACH

Av01dan.ce~Avoidance conflict arises when an individual has to choose between
two altemlwmcﬁ_with negative aspects. Both the alternatives are equally
unattractive. [For exampli. a person may dislike his present job but the alternative of
__#€Signing and looking for another job may be equally unattractive. Ordinarily il both

~ the goals are unattractive it is comparatively easier to resolve confiict by avoiding
both of them. But, in certain situations, it may not be possible to avoid both the

goals. In such a situation, 0al hay
: ich a situation

the goal having comparatively lesser negative element may

be retained and the other abandoned. Avoidance- Avoidance is not an easy task
though both have negative elements.
"~ In the above conflict situations, the individual will feeli dissati§ﬂed. with the
organisation as his expectations are not met by the orga‘msauon. Th}S wxll lead .to

~ incongruence between individual gouls' and .those .ot the organ1§gtloni While
g Approach- Approach conflict may be mlldl‘y distressing for t.h‘e ‘mdmdua ; oth.cir
3 iggéal- conflicts may be quite dysfunctional for both the organisation as well as its
in _Aw‘lidual members. The general approach for the management should be to resolve

i conflicts by building compatibility not conflict between personal and
ational goals.
LE CONFLICT

s ber of role o
orson plays a pum ol it
pel'S ples A he brings into the orgamsatl i e
T S al role is most jmportant 1n the stody of OFgAMISE l
r. his mgmsg}nqll S anisation i expected to behave .1.n a- particular
very individual 10 ﬁ'ﬁ grole When the expeeted fuic 13 different or
) ; Sfic W

s in social and organisational situations.
on are relevant to his

- idual in that role, role conflict
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- Niﬂ'rﬁsiven time, when 100 many role expectations are communicated 10 2

~ Managers may cr ‘

R y create overl - i

f&wumcaﬁon. When valuub]ond for their subordinates when they rely on % %

 managers are ot 16 o ositio e feedback from the subordinates is mot there lh);
position to learn when or why a subordinate is expericr;cing

r
B SLESS.
~ Role conflicts depend on :
(Sl.)) awareness of role conflict
ii) acceptance of conflicting |

¥ icting job pressures

(I‘H) ability to tolerate stress ' :

(iv) general personality make up
beha%_ogﬁrzonﬂlct can create tensions among individuals
A c;l e z;;iversely. It can be resolved apart from the
. fai\:1 ;1 by playing the role according to conviction an

play. He will play the role in accordance with standardised and

pattern of expectation in relation to himself and by others.
(I1) INTERPERSONAL CONFLICT
individuals and is

onflict involves conflict between tWO or more
ost recognised conflict. All conflicts are pasically
lve conflict between d

onflicts invo
her person in other organisation Of a
! e of action and

alt
anisation itself creates

_ Every individual has 2 5D
group. Eve individ as a'sepa_‘r'a_t,g accepl
es. The org
placed in conflict situations. This may
ting for limited

different individuals P :
| st ations in which tyginggngual_s are 2d
involve conflict, for example. between (WO managers who are compe
 capital and manpower e Another type of interpersonal conflict can relate 10
N -'disagreement over goals the organisation. These conﬂicts: are
. 1b'i‘gh]ighted when they @ . ons rather than facts. Opinions are highly
e and may lead 10 criticism and disagreements. These conflicts

" pcr-sonal and subjective
are often the result of personahty clashes.
and Cameron there are@:ources of 'mterp@

According 1© Whetten

~ conflict

E% (1) personal piffersnces ‘ .
g, - -"‘:.( Personal differences can be @ major source of confli
idual differ bec? one’s upbringing. cultu
oround education Q@g}fﬁ’_@g | values.

and affect their attitudes and

factors enumerated above by

d the norms of justice
objective

4 Interpersonal ¢
: probably the most com
interpersonal contlicts
person in one organisation or

because most of the ¢
a group and anot

ct between individuals.

ral and family (raditions, family

3) Informatio :
K of information ¢ of interpersonal conflict. This type of
. ﬁﬂn feSllltS from co gamsatlon.
"compat'lb‘luty o
Ak hsntnal conflict can be role in compatibility. In today’s
, many managers have functions and tasks that are
| oers. may be 1M gﬁble._

an be another source

mmunjcation breakdown in the or
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cordingly, adequate, compe and
ool orderly completigp

. Process modej 0
he calls 5 o _._ .M””_nﬂ.“”_.,mwmz
Latent conflicy 7R
Perceived conflict

Felt conflict

Manifest conflict

Conflict aftermath.

f conflict which s v

R it

| aspect of conflict arise, out
sped , les values and perceptions ang
A oughts and fee s aspect of conflict are :

This model is portrayed in the fo

s conflict between the gods

“ MANIFEST
| needs of the individual, , _

, arise due to the structurdl

Let us discuss these stages one by one :

1. Latent Conflict. Latent conflict is the stage in which factors exist in the
Situation which could become potential conflict inducing forces. Four basic rypes of
latent conflict are :

(i) Competition for scarce resources
(i) Drive for autonomy
(iii) Divergence of goals

(iv) Role conflict {
2. Perceived Conflict. Conflicts may somefimes ansc even if no conditions

percer likel
latent conflict exist. This is the stage when one party ves the i_ﬁ B_..”_ -.L
Bg frustrate his or her goals. The case i which conflict is perce!

.. o.. .Za_ﬁ_::.na_é%:m Bn..

latent conflict arises, is said to result f

| be the chances of

source of conflict is the

‘rwu.“ nisation.
ng process IS
they wil

a cause
| show
f




2

when nﬂ IWO parties engg,,
‘The most 0bvious of (he,,
1 and perfect obedience |,

d extreme labour unreq
ves towards violence ma,

_may have positive or
n how the conflict i
sfaction of all participants,
. or the participants in their
nt conflicts not previously

‘merely suppressed but

ed and explode in 2
isode is called ‘conflict

the figure to elucidaie
nflict resolution style

isational conflict ()

entive measures: the

ctional aspects of
Give in nature: i

| efforts should e

ied as follows *

anagement can Lake 0 manaEe e

, {
B s ment ©
on for the develop

P . ong
case of conflict 4™

= necessarily bring agreement, g.:
- recognised superior authority of high

 predictable and it is

always be increased. Th best :
. Thus, th
o e possible alternative is optimum allocation of the
4. Trust and Communication.

: The greater the among the members
unit, the more open and honest the communication ”M__m_ﬁvo E.&m‘\iﬁw and ol
. Indi
groups

should be encouraged to i

! : communicate openly with
misunderstandings can be removed and they are ..5 “. 82.495_. onﬂ.._.nnuu!_. il 2
problems of each other when necessary. . =

m.. Coordination. After communication, th

coordination. Properly coordinated mnms.masq.n.%n“ h M_SMH ,m,__ﬁ_.n_awn aﬂdavn.
problems in coordination, a special lizison office should be established to deal L-M
these problems.

6. Exchange o Another method of reducing and managing conflict
is that personnel of conflicting groups may be exchanged for a specified period.
Exchange of people is very similar to role reversal. It is aimed at greater
understanding between people by forcing each to present and defend the other’s
position.

7. Use of Superior Authority. If conflict cannot be resolved by two
onmmumunmo:m_ members or by two groups, it may be referred to a common superior,

who will resolve the conflict by giving a decision. Such a decision may not
it will usually be accepted because of the

ranking official.

8. Reorganisation of Groups. A

~ conflicts by reorganisation the groups.
~ will be placed in on¢ group. Becal
~ see things in the same perspective:

Because of something ;
to have common !
: The behaviour
in much the same way. - flicks.

’ ch problems
g F casy for the manage
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- s permed neither ohodt
- *% When e
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carefal oot o &
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and enbance ther own o =

I CoOpCTalIvemess. A perwm
approach w0 confhct mumag
Em'n,h_:’r ¥ concern may kead o lack

‘and lack of commutment 0 § possion. A € ‘
i who puts expediency above prmciple or b welks shant

E cooperativeness. This svie i rorae <M Sk o0 amertivenews e fow o
“WIN-LOSE™ straseey (o .:rn. e =3 .q. KL “,..._Mﬂn.ﬁ.ﬂh oafhcl @ e of 3

§ Or coore other partes e cond . e 4}‘4... »ﬁﬂ,i T Y ASppersy e

| mecessary when a quick. decisne s b :wyn mpcimg dyle may be
courses of action mey b tken I ackd =i U bt enpeopade

Thus, whake £ ct ' t
<ty veran testues. people have t be

with “Yeu Man™ and not w fosaer ignoemce amd
P o on they mode cam

) themset
LA O e thest powes mERT
CH s e organsation s effectivenem

(2) Accommedating. The o

Commmodating 2yle 1 low @ nseriveness mnd hgh

FTodanng vl w0 the prumary
wing Wo lile concorn S personal
of milarace aad recogratcn. i moams
0 e conflct proventing b o ey

WD Wy a8

MEmErTe T My he W

that conflicts et resobved withost cach parny
view in a forceful and meamsegful wa
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(@) & confix: e s more mportant |
(D) anmother stvie s diuatvamtases cotweigh those of e xcomsniisting Wyle

v oot

the ofhey pervon

{c) maintamnng harmony

(@ It is advantageons W allow the other perwn the expenencr of »omramy Ml
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oan vy Gl Gew = -
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B o
10 .‘Tbuw._ﬁ,,? d competitiop 1 h
i
‘may appear (o have g
nay reflect a failure (o
I when there is a need take 5
{ from the conflict and 4 readineg;
/nhm._.‘.;mmll_:m 18, G—F—m. ﬁﬂe_wmmzm in the
= [ i -
ol down, so that they regain g,
e T . ~
hich, the tension may be handled g,
!

Alug g
uaa:..ma

ake a good decision.
\flict more effectively.
c.ﬂp flicts 18 symptomatic of another
B L ;
mp! ine to resolve the surface issue
._hn--._ y

npt to work with the ofher
oth parties. The collaborating
‘possible only if the partics o
ob nE solving approach requirs
ct, That is, the parties to
oblem rather than defeating

of all parties arc accepted &
constructive role. .
Eeu.,,n“.b make @ constru ,_M_
, hips if the 15sU° is E.._”_a
X { k- a
c :sw e in which opinions
gest that manage
parties 10 confli
five conflict :
2d disadvantag®>
yntingency ap

Minimisin
Establish i

Shand maingg;
7y N alow contlict, low
Isolate each sigmifj
1Ssues. Don't gee
focus on a concre

> Stress climate, with Cooperation
. cant co; )
s b o X 15806 of family of
i€ : MIES but insist (hy 3
Help the v:zuma_“wu,“,rv:n "_Ea IS rational elemens. ! the. prowagonisis
i ~15 4pply a ration; oy
10 the issue, go for 4 workahle r,ca_“_oﬂ”va_ra solving mode or procedure

It has been pointeqd out

earlier thay .
necessary and desj under

. Cenain cirecums
rable in order 10 circumst;

S ances, conflict is
ST : . € changes . " s withi
O—..mw:_mn_.soz. In such 1tuations, management ,_.;m_..r_: e rrub._nnm.,nv Within the
stimulation 50 that i SNCoury 5:;%&:.2 h: woles _vo__nu. o ool

: tet gt : 0L and innovation, So
techniques workout during conflict gy suggested by S.P. Robhins “Hn PalEaedi

L. Appoint Managers whq Support Change, Some hi : iati
B e an v i i _ s Be. Some highly authoritative

. : ) I Wark out and tend 10 be of pppasi
Jare . , sin,
1_ns€o_=r!. \..Fnsa:._m_v. ange oriented managers should be appointed Ezu. ﬂ__mnow
in such positions whic! encourage innovation and change in Status Quo

J - s ~ e . : :

2. munw_:.»wn Competition, Competition managed properly can enhance
conflict which would be beneficial 1o the organisaiion. Such competition can be
created by tying incentives to performance, recognition of efforts and status
enhancement. Such competition would result in new ideas regarding improvin~
productivity. ¥

3. Manipulate Scarcity. Let the individuals and groups compete for scarce
resources. This would cause conflict and make the individugls and groups do their
best in order to fully utilise such resources

4. Play on Status Differences. Sometimes ignoring the senior staff members
and giving visible responsibilities to junior staff members can canse a co.flict
requiring senior members (o work harder to prove that they are better than the jumior
staff members.

Key Points _

‘considerable influence on behaviou

15 associated with situations that involve contradictory or irreconcilable interest between two

srformance and satisfaction of employees.

ble limits serves useful purposes and can be functional for
26 and to the institution. However, if conflict is allowed to develop be nd control, it
e destructive resulting in dysfunctional behaviour.

; . of creatvity, hi
M be an optimal level of conflict that is very useful for the development of creativity, high

| conflict. group level conflict ani
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