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ABSTRACT

This study highlights some salient conceptual and theoretical issues in conflict management
in a dynamic work environment. The economy and society are dynamic; consequently, their
social, economic and political structures have undergone series of changes, which in turn
exposes workers to new types of competition and challenges at their differing workplaces. In
social relations of production, labour of different skills and categories interact. Under this
process, conflict is inevitable. What qualifies conflict as good or bad is the approach adopted
in managing it. Poorly and haphazardly managed conflicts could result in damage to an
organization and could erupt into crisis if not checked. Alternatively, properly and effectively
managed conflicts can result in good to the organization as new ways of doing things will be
learned by parties.
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INTRODUCTION

The economy and society are not static but dynamic. Social, economic and political
structureshave undergone seriesof changeswhich* have changed thewhen and where
of work, what of goods and services produced, and the how of organizing work”
(HDR, 2015 ascited in Ojo, 2016). This process has exposed workersto new types
of competition and challenges to traditional forms of collective organization.
Consequently, work environment has been dynamic; and conflictinachanging socid,
economic, political, cultural, and technological environment isinevitable. Conflictis
not all together bad; it sometimesresultsin putting thingsin proper perspectives, if
managed properly.

Onenoticeablething about conflictisthat it doesnot occur inavacuum,; rather,
it occurs between parties. At thefamily level, conflict can occur between husband and
wife, and even among siblings. At theworkplace, it can occur between co-workers,
between employer and employee, between superior and subordinate, between
management and theempl oyees and between [abour union and themanagement. Conflict
can a so occur between the host communities and busi ness organi zations, between
government and the people and so on. When conflict occurs, destruction of property
may follow, and disaffection may likely be created between the partiesinvolved; and
some degree of emotional, psychological damage may ensue. In adynamic work
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environment, innovationsand ideas are bound to change; and with thischange comes
changeinvauesand perceptionsof stuations. Inthisscenario, conflictisinevitable. In
thisarticle, weseek toidentify causesand effectsof conflict inan organization, and the
probablewaysof managing conflict.

Conflict and Its Symptoms

Theword conflict defiesauniversally acceptable definition becauseit canbe seenin
different termsfrom simple disagreementsto violent wars. Someusetheword crisis
and conflict interchangeably. It ishowever proper for the purpose of thisdiscourseto
differentiate between thetwo terms. Anyim (2006) arguesthat conflict istheexistence
of incompatible aims between two groups or persons. Akpan (2006) asserts that
conflictisastuation of incompatibility of interests. Umoh (1996) isof theview that dl
relationship between setsof individuasor groupsthat invol veincompatible objectives
isconflictive. Incompatibility asused by these scholars connotes asituation whereone
party rides on the other party in an attempt to attain its own goals, and where the
interestsof thetwo partiesare mutually antagoni stic. From theforegoing, we can say
that, conflictisastate of disagreement, asituation wheretheinterests, needs, goasof
personsor groupsinterferewith those of theother. Itisastrong disagreement between
people, or groupsthat often resultsin angry argument. Crisis, ontheother handisa
critical gageof argument or disagreement with adistinct possibility of ahighly undesirable
outcome. We can contextually say that conflict engenderscrisis.

Symptomsof conflict, according to Tom (2006), can manifest at threelevels.
Thesearetheperceived level, felt level and behaviour level. At the perceived level
partiesinvolved would redlizethat conflict existsbased on observation onthedifference
intheir goalsand that thereisan opportunity for interference. Consequently, when
thereis passive or activeinference by at least one party, it can be concluded that
conflict at thelevel of expression of behaviour hasoccurred. Atthefelt level, parties
involved would realizethat conflictswould burst dueto stress-laden environments,
ambiguousroutinesof respongbilities, multiplebosssituations. At thebehaviourd leve,
symptomsof conflict include quarrel, fal se allegation against contending parties,
insubordination, lossof interest, poor work performance, poor work attitude, work-
to- rule, and warning strike (Kirchoff and Adams, 1982).

Asadynamic process, conflict issequential in nature. Frominception to the
end, it takes some processes which include the conflict situation, awareness of the
Stuation, redlization of conflict, manifestation of conflict, resolution or suppression of
conflict and after affectsof conflict Situation (Tos, Rozzi and Carroll, 1986).

Typesof Conflict

Varioustypesof conflict have been identified such asfamily conflict, persond conflict,
communal conflict, cultural conflict, religiousconflict, racia conflict, ethnic conflict,
organizationa conflict, occupationa conflict, nationa conflict, armed conflict, social
conflict, gender conflict, regional and continental conflict (Akpan 2006; Ekpenyong,
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2006). Asvaried asconflictis, weshall, for the purpose of thisdiscourselimit our
discussontoorganizationa conflict. At theorganizetiond leve, different formsof conflict
exist. Theseare: peer conflict, employee—employee conflict, employer—employee
conflict, superior-subordinate conflict, management—empl oyees conflict, management—
management conflict, union—management conflict, union-employeesconflict, union—
government conflict.

Any of these conflicts, according to Ugbo (2013), can be classified under four
substructures; intra-persond, inter persond, intergroup and inter-organizationd. While
intra-personal conflict occurswithinan individual who haswork activity to perform,
inter persona conflict occursbetween twoindividua sbecause of persondity differences
or blockage of god attainment of one person by the other. Intergroup conflict happens
betweenformal andinforma groupswithinan organization such asunion-management
or |abour- management conflict; whileinter-organizational conflict usually happens
between one organi zation and the other. Any of these substructure conflicts can be
ether functiona or dysfunctiond.

0jo(2016) arguesthat functiona conflict isahedthy, congructivedisagreement
between two or more persons which can produce new ideas, learning and growth
among individua swithin an organization. Furthermore, thisform of conflictisbelieved
to encourage crestivity, promoteinnovation and lead to increased productivity inan
organization. Functiona conflictisoften cognitiveinorigin, asit sometimesarisesfrom
attempt by someoneto challengeold, ineffective policies. Dysfunctional conflictis
unhealthy, destructive disagreement between two or more personswhich usualy takes
the focus away from the work to be done and places focus on the conflict and the
partiesinvolved. Thisformof conflict drainsproductiveenergy. Itisimpairing.

Reasonsfor any of these organizational conflicts may beremote, situational
(immediate), and structural (ingtitutional). Theremotereasons, asidentified by Inyang
(2007), areinability of employer and employeeto meet collectivetermsof engagement,
therelevance of union membersto bring management to their sense of responsibility,
inability of management to pay reasonablewage dueto economic recession, workers
inordinate desireto be used by loca politiciansto foment troublefor the organization,
animalistic instinct in man which often drives him to putting up deviant behaviour,
unnecessary bureaucracy which providesastagefor workersto display deviant attitude,
and poor communication between |abour and management.

Thesituational (immediate) reasonsfor organizational conflict include: late
payments of workers salariesand entitlements, delays by management to attend to
gaff complaintsand union metters management insengtivity inapplying company policies
toindividua staff, that is, selectivetreatment of staff. Structura (institutiona ) reasons
for organizationa conflictinclude: non-satisfactionin accommodation need of staff,
exposureof employeeto hazardsdueto non-provision of safety and protectivedevices,
poor sdary structure, frustrationin training and devel opment aspiration of employees,
absence of credit facilitiesfor improvement in employee’sliving standard (Inyang,
2007).
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Whenthese conditionsare present in an organization, fegling of discontentment among
employees and union members may swell up conflict. Even when some of these
conditionsaremet, conflict free organization may never beattained for somereasons
other than the onesmentioned above.

Why Do ConflictsArise?

Attheorganizationa and at theleve of government, conflict may arisefor many reasons.
Inthetraditiona theory of conflict management by Kirchoff and Adams(1982), conflict
isassumed to bebad and that it iscaused by troublemaker, andinthat case, it must be
subdued. Onthecontrary, contemporary theory recognizesthat conflict between human
beingsisinevitableand that it emergesasanatural result of choice. Theforegoing
showsthat conflict whether bad or inevitable must occur at some point for onereason
or theother. Flley (1975) identifiesconditionswhich could fuel conflictinan organization
toinclude:

Ambiguousjurisdiction: Thisoccurswhentwo individuashaveresponshilitieswhich
areinterdependent but work limitation and definitionsare not effectively specified.
Goal incompatibility and conflict of interest: In this situation, two or more
individualswork towards accomplishing different but mutually conflicting goals.
Obstructionsin accomplishing goalsand lack of clarity on how todo ajob may initiate
conflict.

Communication barriers. Poor communication among membersof an organization
breeds misunderstanding and eventual ly leadsto conflict situation.

Dependenceon one party by another group or individual: When disappoi ntment
occursasaresult of dependence of one group on another, frustration setsin and this
may fuel conflict Stuation.

Job differentiation in organization: Within an organization, jobs may be
differentiated according to sub- units; theinability of asub-unit to properly co-ordinate
itsactivity could resultin conflict Situation.

Association of the partiesand specialization: Individuasworkinginan organization
have different ideas, methodol ogiesand experience based on their specidizations. In
discharging ajoint task, disagreement inideasand methodol ogiesmay result in conflict.
Behaviour regulation: Organizations have ethical codes of behaviour to guideand
protect employee srelationswith oneanother. Thisbehaviourd guidemay beperceived
differently by some, and thismay beacause of conflict.

Unresolved prior conflict: Thiscreates stressand anxiety and may further intensify
exiging conflict Situation.

DeBono (1985) arguesthat conflicts ari se because people disagree and that
peopleare concerned with fear, force and fairness; and that peopl e disagree, because
peopleseethingsdifferently based on their understanding and viewpoints. Consequently,
people sstyles, principles, values, status, beliefsand dogansaswell asrelationships
and philosophical outlooksdiffer. Thisvariationin personality could be asource of
conflictsinan organization.
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Fear of what might happen in thefuture could eventually degenerateinto afeeling of
setback, disgrace, reproof and subsequently conflict. Senseof what isright and what
iswrong determinesthemoral valuesof individuas. Different senseof moral values
exhibited by individual sin an organization could be acause of conflict. Akpan (2006)
onthisnote, arguesthat thevaluesor mora preferencesof human groupsaredifferent,
and thiscould beasourceof conflict. Secondly, inherited cultura valuesand practices
of groups may differ so much between one group and another asto makeacommon
mind ontheir natural affairsdifficult, if notimpossibleto achieve. More so, goals,
ambitions, intentions, desires, wants, plansand fearsof individua humanbeingsdiffer
within the same country, the sametown and the same village, and within the same
family: and these possibly would resultin the pursuit of incompatibleinterest that could
generate conflict. Whatever may beadvanced asreasonsfor conflict, Turner and Weeds
(1983) suggest that organi zational conflict involvesthree e ementswhich haveto be
appropriately matched through necessary organizationa order to resolvethe conflict.
These elementsare power, organi zational demandsand worth.

Power isthe capacities and meansthat people have at their disposal to get
thingsdone. Thisincludesbudgetary discretion, information, time, space, staff size. If
used efficiently, power createsatmosphere of cooperation and submission. However,
thesame power can resultin conflict when misused, withheld or amassed. Organi zationa
demandsarethe peopl € sexpectationsregarding aperson’sjob performance. When
theseexpectationsarenot fulfilled, peoplefed disheartened, angry, let down or chegted,
and consequently, conflict Situation may erupt. Worth refersto aperson’sself-esteem.
Peoplewant to provetheir worth in thework place. How much prai se, motivation and
reward received by a person reflect their worth. If individual basic needs are not
fulfilled, feding of worthlessnessislikey toset in, and thismay resultin conflict. Generdlly,
it can be said that conflicts arise from mismatches between power, organizational
demandsand fedling of worth.

Conseguencesof Organizational Conflict

Conflict hasboth positive and negative consequencesin an organization whenever it
occurs. Filley (1975) on positive effects of conflict, arguesthat conflict can bring
about: Diffusion of more serious conflicts, stimulation of search for new factsor
resol utions, increasein group cohesionsand performance.

Diffusion of more seriousconflictsinvolvesthe use of gamesto moderatethe
attitudes of people by providing competitive situation which could help to liberate
tensonintheconflicting parties, aswell ashaving someentertainment value. Inagame
situation, each player chooseshis strategy independent of the other party. The chosen
dtrategy isexpected to maximize benefit to the players so that whatever theoutcome at
theend may be, it will resultinawin-win situation for both parties. WWhen thishappens,
the possibility of future conflict between the partiesisforeclosed. Stimulation of a
search for new factswill occur when two partiesin conflict respect the position of
negotiators. Thiswill afford the parties opportunitiesto search for new resolution to
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prevent areoccurrence. Increasein group cohesionsand performance happenswhen
each group will attempt to improve on what brought about the conflict. Kirchoff and
Adams (1982) arguethat conflict has destructive effects on an organization. These
include: (a) impedimentsto smoothworking, (b) diminishing output, (c) obstructionsin
the decision making process, and (d) formation of competing affiliationswithinthe
organization. Theoverall result of such negative effectsisareductioninemployees
commitment to organizational goalsand organizationd efficiency.

Uko (2006) offers a different dimension to effects of conflictsin union-
employer’srelation, and arguesthat conflict has both positive and negative effectson
both employeesand employers. In apoor and dissatisfying work condition, workers
havetwo optionsavailableto them which are exit mechanismsand voice mechanisms.
Exit mechanismrefersto leaving the present job in search for arel atively better one.
On the other hand, voice mechani sm entails communi cation between workers and
employersfor improved conditionsand resol ution of workers' grievances.

Whenvoicemechanismfails, partiesmay invokerel evant toolsat their disposd
to achievetheir goals. Labour union may embark on strike action to press home
demand of its members. Employer on the other hand may usethreat of dismissal,
salary cut and reduced benefitsto get hisway. Either way, some degree of lossand
gain may berecorded by the parties. Uko (2006) outlines positive effects of conflict
onanorganizationtoinclude:

I nvestment and technological progress. When an organization isfaced with higher
production cost dueto union wage advantage, employer could be prompted to reduce
cost by using machinery and by seeking improved production techniqueswhich use
lesslabour and more capital to increase units of output produced. Thismanagerial
action may inadvertently increase national product if, of course, thereisacompetitive
market for the product of thefirm.

Reduction in labour turnover: Collectivevoiceof theunion could helpin correcting
workers' job dissatisfying condition and prevent high labour turnover which could
have been recorded if exit mechanismwasemployed instead.

Security and training: Labour ins stence on matters such as promotion and |ay-off
could enhance workersjob security. When workersare assured of job security, they
aremorewillingto passontheir job knowledgeand skillsto new workers. Thisenhances
labour quality and productivity.

Managerial performance: When firmsarefaced with strong union and higher wage
demands, they may beforced to adopt better personnel and production methodsto
meet union demandsso asto il makeprofit. Collectivebargaining providesapotentia
avenue of communication through which the union can suggest to management ways of
enhancing profitability.

Despitethe perceived positive effects of conflicts, it isobviousthat during
conflicts, partiesin conflict suffer adversely, and this impacts negatively on the
organization. During conflict, production may cease and thiseventually may affect
salesand subsequently profit. Employeesmay sacrificeincomeand labour turnover if
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theaction persistsfor long. Inthelong run, theeffect could befelt by the society inthe
form of unemployment. Increasing rate of unemployment may produce other vices
inimical tothesociety at large.

Response Stylesto Conflict

Peopl e perceive and appreciate an event or asituation in different ways, and so respond
differently. Turner and Weed (1983) categorize three groups of people based on
response styles, namely: addressers, concealersand attackers.

Addressers: Theseare peoplewho arewilling to takeinitiativesand risksto resolve
conflictsby getting their opponentsto agree with them onissues. Addressers can be
first steppersor confronters. First steppersarethosewho believethat sometrust has
to be established to settle conflicts. They offer to make a gesture of peace and
agreeablenessor sympeathy with theother person’sview inexchangefor smilar response.
Confronterson the other hand, are those that think that things are so bad that they
have nothing to lose by confrontation. They might be confronting because of their
authority and vantage position which reducetheir vulnerability tolose.

Concealers: Thesearethosein conflict who take no risk and so say nothing. They
conced their fedingsand views. Concederscan befeding swalowers, subject changers
and avoiders. Conceaersswallow their feelingsand smileevenwhenthesituationis
causing them pain and distress. They consider theapproval of other peopleimportant
andfed that it isdangerousto offend them by revealing their truefeelings. Subject-
changersfind thereal issuetoo difficult to handle. They changethetopic by finding
something on which there can be feud between them and the conflicting party. This
response style usually does not solvethe problem; rather, it can create problemsfor
the peopleand for the organi zation in which such people areworking. Avoidersoften
go out of their way to avoid conflicts.

Attackers: Thesearethosewho don’t keep their feelingsto themselves. They vent
their anger on anybody even when those ones are not the source of their distress.
Attackersare of two types:. the up-front attackers or behind-the-back attackers. Up-
front attackersaretheangry peoplewho attack openly while behind-the-back attackers
vent their anger and criticism behind the party in conflict. Behind-the-back attackers
aredifficult to handle because thetarget person isnot sure of the source of criticism.

Conflict Management Techniques

Thefact that conflict isinevitablein every sphereof human endeavour meansthat there
should be meansof reducing itsnegativeimpact while promoting the positive effects.
Theprocessof doing thisisknown asconflict management. Rahim (2002) conceptudizes
conflict management asthe process of limiting the negative aspect of conflict with the
god of improvinglearningin an organization. Best (2005) arguesthat theaim of conflict
management isto reduce or mitigate the negative and destructive capacitiesof conflict.
Akpan (2006) expla nsconflict management asan attemypt to control or regul ate conflict
through anumber of measures. The conceptudizationssuggest thet avarietiy of measures
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can be adopted to manage conflict with aview to enhancing learning and effectiveness
or performancein organizationd setting. Whilevariousconflict management techniques
exist, no singular techniqueworksfor every organization at all times. Organizations
andformsof conflict vary, soinadopting atechniqueto manage conflict, itseffectiveness
to maximizing the positive outcomes of conflict should be considered. One of the
earliest models on conflict management by Follet (1940) showsthat conflict was
managed by individud sinthreewaysnamely, domination, compromiseand integration.
K hun and Poole (2000) establish distributive and integrative model asasystem of
group conflict management. In the distributive model, conflict isapproached asa
distribution of afixed amount of positive outcomesor resources, whereonesidewill
end up winning and the other losing. Theintegrative model viewsconflict asachance
to integrate the needs and concerns of both groups and make the best outcomes
possible.

DeChurch and Marks (2001) in what they refer to as meta-taxonomy model
in conflict management, argue that other conflict management styleshavetwo inherent
dimensionsinthem; activeness and agreeabl eness. Activenessis said to measurethe
extent to which conflict behaviours make aresponsive and direct rather than inert and
indirectimpression. High activenessis characterized by openly discussing differences
of opinionwhilefully going after their own interest. On the other hand, agreeableness
measuresthe extent to which conflict behaviours make apleasant and rel axed rather
than unpleasant and tenseimpression. High agreeablenessis characterized by attempts
to satisfy all partiesinvolved in conflict. Rahim (2002), like Dechurch and Marks
(2001), crestesconflict styles based on two dimensions- concernfor self and concern
for others. Withinthe concernfor saf and concernfor othersframework, Rahim (2002)
identifiesfive approachesto conflict management namely, integrating, obliging,
dominating, avoiding and comprising.

I ntegrationinvolvesopenness, exchanginginformation, looking for dternatives,
and examining differencesto solve the problem in amanner that isacceptableto both
parties. It involvesahigh level of concernfor self and for others. Obliging styleis
associated with attempting to minimizethe differences by placing ahigh concernon
othersand alow concern on salf. Indominating style, oneparty goesall outtowinhis
or her objectivesand asaresult, oftenignoresthe needs and expectations of the other
party. Itinvolvesalow level of concernfor othersand ahighlevel of concernfor self.
Inusing domineting styleoneshould mekedecisonsthat areinlinewiththeorganizations
godls.

Whenavoiding, aparty failsto satisfy one' sown concern aswell asthe concern
of the other party. Itisoften used by peoplewho are not willing to accept blames,
rather would place them on others. Compromising involves amoderate amount of
concernfor self and for others, whereby both parties give up something to makea
mutual ly acceptabledecision. That is, compromising favourssolutionsthat involvethe
least painfor parties concerned. De Bono (1985) suggeststhat when therearetwo
partiesin conflict, four optionsareavailableto them, thesearefight, negotiate, problem
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solve, and design. Fighting isharmful asit involvesthe use of tactics, strategy, losing
and winning ground and exposure of wesk points. Fighting could resultinlitigations
and may not be recommended. Negotiation involves settlement with the other party
andthismay bringinthird party whowill hel p prepare common ground for negotiation.
Problem solveinvolvesidentifying and removing the cause of the conflict so asto
makethestuation normal again. Designiscreeting astuationto makeconflict Stuation
normal and to create avenueto forestall areoccurrencein thefuture. Thomasand
Kilman (1974) identify five approachesto handling conflict toinclude: (i) forcing
or competing, (ii) collaborating or problem solving or problem confronting,
(iit) compromising, (iv) withdrawing or avoiding, and (v) sSmoothing or accommodeting.

Inforcing or competing, anindividua firmly pursueshisor her own concern
despitetheresistance of the other; or he or shewill view amatter from oneviewpoint
ignoring other aternatives. Though thisapproach may provide quick resolutiontoa
conflict, it may negatively affect relationship with the opponent in the long run.
Coallaboratinginvolvesidentifying theunderlying concernsof the opponentswhich meet
the concernsof the partiesinvolved. Thisapproach leadsto win-win outcome and
reinforcesmutua trust and respect. However, commitment from all partiesisessential
for amutually acceptabl e solution. Compromising may be necessary when forceor
competition doesnot work. It may provideatemporary solutionwhilestill working on
awin-win solution. Withdrawingisappropriatewhentheissueistrivia and not worth
theeffort required by the other three. When more partiesareinvolved withdrawing
may beviewed asasign of cowardice. Smoothing isappropriate when one accepts
that he or sheisat fault. Thisapproach may offend supportersof the party that gavein.
Tos, Rizzon, and Carroll (1986) argue that after identifying the causesof conflictin
an organi zation, suitable organizationd arrangementsshould be put in placeto forestall
conflict. Thesearrangementsinclude: (a) establishing super ordinategods, (b) reducing
vagueness, (€) minimizing authority and domain rel ated disputes, (d) improving policies,
proceduresand rules, (€) re-gpportioning existing resources or adding new ones, and
(f) dtering communications, movement of personnel and changing reward systems.

Moreover, managersshould initiate structural changes needed, which may be
resll ocation or merging of specidized units, shouldering liaisonfunctionsand acting as
integrator to resolve conflict. Asvaried as conflict management approachesare, one
cannot say whichisthemost effective. What may be effectivein one organization may
not be soin another organization. Whileacombination of gpproachesisrecommended,
itisimportant that since conflictisaproduct of persona differences, partiesinaconflict
should reassess their positions and justify their actions vis-a-visthe goals of the
organization.

CONCLUSION

Itisunrealistic to expect aconflict free society with differing and dynamic work
environment. It isclear that conflict cannot be disassociated from human beingswho
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areinrelationship socidly, economically, religioudy and politicaly, starting fromthe
family, groupsand to organi zations. Thereisno good conflict neither isthere any bad
conflict. What qudifiesconflict asgood or bad isthe gpproach adopted in managingiit.
Poorly and haphazardly managed conflicts could result in damageto an organization
and could eruptinto crigsif not checked. Alternatively, properly and effectively managed
conflictscan result in good to the organization as new ways of doing thingswill be
learned by parties.

Based on the above expositions, for effective conflict management in an
organization, we suggest to employees, employers, managers, union leaders and
supervisorsand othersin positionsof authority inany organization, asfollows:

I. Get better acquainted with your work environment

. Avoid hear say, seek for clarification onissuesof utmost relevancetoyour job

il Develop, orimproveupon, alistening attitude

V. Learn from others (both superior and subordinate)

V. Makeyourself accessible and approachable

Vi. Delegate authority appropriately and demand feedback

Vil. Learn to accept your mistakesand bewillingtolearnfromthem

vii.  Appraiseand reward performance

iX. Avoidvindictiveattitudetowardsothers. Seeothersaspartnersin organizationa
buildingand not asrivas

X. Keep theline of communication open

Xi. Deveop or maintainalifeof integrity.
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