Chapter 13: Conflict and Stress
· Interpersonal conflict – The process that occurs when one person, group, or organization subunit frustrates the goal attainment of the other
“In its classic form, conflict often involves antagonistic attitudes and behaviours…”
“In some organizations, the conflict process is managed in a collaborative way that keeps antagonism at a minimum. In others, conflict is hidden or suppressed and not clearly so obvious (e.g., some gender conflict)”
· Causes of organization conflict
· Group identification and intergroup bias
“Even without interaction or cohesion, people have a tendency to develop a more positive view of their own ‘in-group’ and a less positive view of the ‘out-group’, of which they are not a member.”
“The ease with which unwarranted intergroup bias develops is disturbing.”
“Self-esteem is probably a critical factor in intergroup bias.”
“Attributing positive behaviour to your own work group should contribute to your self-esteem.”
“The prevalence of intergroup bias suggests that organizations will have to pay special attention to managing relationships between these teams.”
· Interdependence
“When individuals or subunits are mutually dependant on each other to accomplish their own goals, the potential for conflict exists.”
Interdependence can set a stage for conflict for two reasons:
1. It necessitates interaction between the parties so that they can coordinate their interests -> Conflict will not develop if the parties can “go it alone”
2. Interdependence implies that each party has some power over the other -> It is relatively easy for one side or the other to abuse its power and create antagonism
“Interdependence does not always lead to conflict. In fact, it provides a good basis for collaboration through mutual assistance.”
· Differences in power, status and culture
· Power
“If dependence is not mutual but one-way, the potential for conflict increases.”
E.g., production workers and inspectors



· Status
“Status differences provide little impetus for conflict when people of lower status are dependant on those of higher status.”
Diff e.g., restaurants -> lower-status servers give orders and initiate queries to higher-status chefs => the latter might come to resent this reversal of usual lines of influence
· Culture
“When two or more very different cultures develop in an organization, the clash in beliefs and values can result in overt conflict.”
E.g., hospital admins vs. physicians 
· Ambiguity
“Ambiguous goals, jurisdictions, or performance criteria can lead to conflict.” -> “Under such ambiguity, the formal and informal rules that govern interaction break down.”
E.g., scientist’s boss not liking his work when the work criteria were ambiguous in the first place
· Scarce resources
“Limited budget money, secretarial support, or lab space can contribute to conflict.”
“Scarcity has a way of turning latent or disguised conflict into overt conflict.”
E.g., scientists working in the same lab until resources went scarce so each tries to protect his or her domain
· Types of conflict
Relationship conflict – Interpersonal tensions among individuals that have to with their relationships per se, not the task at hand
Task conflict – Disagreements about the nature of the work to be done
Process conflict – Disagreements about how work should be organized and accomplished
“In essence, such conflict prevents the development of cohesiveness.”
· Conflict dynamics
These events transpire as conflict begins:
· “Winning” becomes more important than finding a good solution
· Parties conceal information
· Each side becomes more cohesive -> Deviants who speak of conciliation are punished, and strict conformity is expected
· Contact with the opposite party is discouraged except under formalized, restricted conditions
· Opposite party is negatively stereotyped, the image of one’s own position is boosted
· On each side, more aggressive people who are skilled at engaging in conflict may emerge as leaders
“What begins as a problem of identity, interdependence, ambiguity, or scarcity quickly escalates to the point that the conflict process itself becomes an additional problem”
· Modes of managing conflict
· Avoiding – A conflict management style characterized by low assertiveness of one’s own interests and low cooperation with the other part 
Short-term stress reduction, but does not really change the situation
· Accommodating – A conflict management style in which one cooperates with the other part while not asserting one’s own interests
If seen as a sign of weakness, it does not bode well for future interactions
· Competing – A conflict management style that maximizes assertiveness and minimizes cooperation
Win-lose situation – Bill gates (grizzly bear)
· Compromise – A conflict management style that combines intermediate levels of assertiveness and cooperation
Such as a plea bargain. Does not always result in the most creative response to conflict
· Collaborating – A conflict management style that maximizes both assertiveness and cooperation
Ideally occurs as a problem-solving exercise. Also helps to manage conflict inside organizations
· Managing conflict with negotiation
Negotiation – A decision making process among interdependent parties who do not share identical preferences
“Negotiation constitutes conflict management, in that it is an attempt to either prevent conflict or resolve existing conflict.”
Distribution negotiation – Win-lose negotiation in which a fixed amount of assets is distributed between parties
Integrative negotiation – Win-win negotiation that assumes that mutual problem solving can enlarge the assets to be divided between the parties
“Distributive and integrative negotiations can take place simultaneously.”
· Distributive negotiation tactics
· Threats and promises
“Threat has some merit as a bargaining tactic if one party has power over the other that corresponds to the nature of the threat, especially if not future negotiations are expected or if the threat can be posed in a civil and subtle way.”
“If power is more balanced and the threat is crude, a counterthreat could scuttle the negotiations, despite the fact that both parties could be satisfied in the settlement range.”
“Careful timing is critical.”
· Firmness vs. concessions
“Good negotiators often use face-saving techniques to explain concessions.”
· Persuasion
“Two pronged attack. One asserting technical merit (e.g., we’re good at this), and the other asserting the fairness of the target position (e.g., why charging you higher is required – we spend more money for better quality)”
“Verbal persuasion is an attempt to change the attitudes of the other party toward your target position.”
“Persuaders are often most effective when they are perceived as expert, likable, and unbiased.”
· Integrative negotiation tactics
“Most people are not especially creative, and the stress of typical negotiations does not provide the best climate for creativity in any event.”
“Negotiating for constituents could mean pressure on you to use distributive techniques as others would be.”
· Copious information exchange
“Much negotiation behaviour tends to be reciprocated.”
“This is at odds with the tell-and-sell approach used in most distributive negotiations.”
· Framing differences as opportunities
Working on a team project and having 1 person do the work earlier than the others because he wants to have it done first, e.g., adm 1301 project
· Cutting costs
“If you can somehow cut the costs that the other party associates with an agreement, the chance of an integrative settlement increases.”
“Integrative solutions are especially attractive when they reduce costs for all parties in a dispute.” -> e.g., Silicon Valley
· Increasing resources
“Increasing available resources is a very literal way of getting around the fixed-pie syndrome.” -> banding together and bargaining for bigger budgets the following and then flipping a coin for who gets it now
· Introducing subordinate goals
Superordinate goals – Attractive outcomes that can be achieved only by collaboration
e.g., how 9/11 gathered nations to work together
· Third party involvement 
· Mediation
“The process of mediation occurs when a neutral third party helps to facilitate a negotiated agreement.”
“First, almost anything that aids the process or atmosphere of negotiation can be helpful.”
“Occasionally, imposing a deadline or helping the parties deal with their own constituents might be useful.”
“Introducing a problem-solving orientation to move toward a more integrative bargaining might also be appropriate.”
“If the mediator is not seen as neutral or if there is dissension in the ranks of each negotiating party, mediation does not work so well.”
· Arbitration
“The process of arbitration occurs when a third party is given the authority to dictate the terms of settlement of a conflict.”
“Sometimes disputing parties agree to arbitration, while other times it can formally be imposed by law.”
Conventional arbitration – The arbitrator can choose any outcome, such as splitting the difference between the parties
Final offer arbitration – Each party makes a final offer, and the arbitrator chooses one of them -> this was made to motivate people to make more sensible offers -> fear of all-or-nothing aspect of the final arbitration seems to motivate more negotiated agreements
· Is all conflict bad?
Conflict can be good, however, this is based on the argument that it promotes necessary organizational change
CONFLICT -> CHANGE -> ADAPTION -> SURVIVAL
Conflict stimulation – A strategy of increasing conflict to motivate change
How do managers know when some conflict might be a good thing?
1. The “friendly rut” -> peaceful relationships take precedent over organization goals
2. Parties withdraw from each other to avoid overt conflict
3. Conflict being supressed by downplaying differences and exaggerating points of agreement 





· A model of stress in the organization 
· Stressors – Environmental events or conditions that have the potential to induce stress
e.g., extreme heat, extreme cold, isolation, or hostile people.
EXHIBIT 13.3 – Model of a stress episode
“Individual personality often determines the extent to which a potential stressor becomes a real stressor and actually induces stress.”
· Stress – A psychological reaction to the demands inherent in a stressor that has the potential to make a person feel tense or anxious
“All people require a certain level of stimulation from their environment, and moderate levels of stress can serve this function.”
“On the other hand, stress does become a problem when it leads to especially high levels of anxiety and tension.”
· Stress reactions – The behavioural, psychological, and physiological consequences of stress
Some of these responses are entirely passive over which the individual has no control, such as elevated blood pressure. Others are active attempts to cope with some previous aspect of the stress episode.
“In general, the former strategy has more potential for effectiveness than the latter because the chances of the stress episode being terminated are increased.”
“Often, reactions that are useful to the individual in dealing with a stress episode may be very costly to the organization.” -> such as an employee taking a day off and increasing other peoples stress levels
· Personality and stress
Locus of control – A set of beliefs about whether one’s behaviour is controlled mainly be internal or external forces -> “Compared to internals, externals are more likely to feel anxious in the face of potential stressors.” -> “Internals are more likely to confront stressors directly because they assume that this response will make a difference.” -> “Externals are prone to simple anxiety-reduction strategies that only work in the short run.”
Type A behaviour pattern – A personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience, and a sense of time urgency -> Type A’s often encounter more stressful situations than Type B, or they perceive they do -> they have a stronger need to control their work environment -> this is a doubtless full-time task that stimulates their feelings of a time urgency and leads them to overextend themselves physically -> stress is most likely to take its toll
Negative affectivity – Propensity to view the world, including oneself and other people, in a negative light -> BIG FIVE (OCEAN) -> they tend to report more stressors and thus are more likely to feel stressed in response to the demands of a heavy workload -> predisposition to perceive stressors, hypersensitivity, tendency to gravitate toward stressful jobs, tendency to provoke stress through their negativity, use of passive, indirect coping styles that avoid the real sources of stress
· Stressors in organization life
“The most common source of stress is workplace stressors.”
· Executive and managerial stressors
· Role overload – The requirement for too many tasks to be performed in too short a period of time -> “The open-ended nature of a managerial job is partly responsibility for this heavy and protracted workload.” -> Management is an ongoing process, and there are a few signposts to signify that a task is complete and that rest and relaxation are permitted
· Heavy workload -> “Not only is the workload of the executive heavy, but it can also have extremely important consequences for the organization and its members -> Executives are responsible for people as well as things, and this influence over the future of others has the potential to induce stress -> Also think of the guilt and tension when laying of departments or employees
· Operative-level stressors
· Poor physical working conditions -> “Many employees must still face excessive heat, cold, noise, pollution, and the chances of accidents despite social sensibility and union activity.”
· Poor job design -> “It might seem paradoxical that jobs that are too simple or not challenging enough can act as stressors.” -> “Research has found that job scope can be a stressor at levels that are either too high or too low.”
· Boundary role stressors, burnout, and emotional labour
Boundary roles – Positions in which organizational members are required to interact with members of other organizations or with the public
“Occupants of boundary role positions are especially likely to experience stress as they straddle the imaginary boundary between the organization and its environment.” -> e.g., VP’s or customer service representatives -> Role conflict – organizational member might be incompatible with the demands made by the public or other organizations
Burnout – A syndrome of emotional exhaustion, cynicism, and reduced self-efficacy -> most common among people who entered their jobs with especially high ideals -> expectations of “changing the world” aren’t met when they encounter the reality shock of troubled clients and the inability of the organization to help them -> seek a new occupation, new job within the same occupation, or rise to a higher level to leave the sources of their difficulties behind, or just staying in it as ‘dead wood’
EXHIBIT 13.4 – The burnout-engagement continuum
Emotional labour – Regulating oneself to suppress negative emotions or to exaggerate positive ones -> such suppression and acting takes a toll on cognitive and emotional resources over time
· The job demands-resources model and work engagement 
“Organizations should strive to foster exactly the opposite of burnout – extreme engagement and enthusiasm for the job.”
Work engagement – A positive work-related state of mind that is characterized by vigor (high levels of energy and mental resilience at work), dedication (being strongly involved in your work and experiencing a sense of significance), and absorption (being fully concentrated on and engrossed in your work)
Job demands-resources model – A model that specifies how job demands cause burnout and job resources cause engagement -> “A central assumption of the model is that high job resources foster work engagement, while high job demands exhaust employees physically and mentally and lead to burnout.” -> Job resources come from the organization, interpersonal and social relations, the organization of work, and the task itself
· Some general stressors
· Interpersonal conflict -> potent stressor, especially for people with strong avoidance tendencies
Bullying – Repeated negative behaviour directed toward one or more individuals of lower power or status that creates a hostile work environment -> it is repeated teasing, criticism, or undermining that signals bullying -> another key feature of the process is some degree of power or status imbalance between the bully and the victim
Mobbing – When a number of individuals, usually direct co-workers, “gang up” on particular employees
· Work-family conflict -> Occurs when either work duties interfere with family life or family life interferes with work responsibilities 
· Job insecurity and change -> Stress may be encountered when secure employment is threatened -> “The trend towards mergers and acquisitions, along with re-engineering, restructuring, and downsizing, has led to increasingly high levels of stress among employees who either have lost their jobs or must live with the threat of more layoffs, the loss of friends and co-workers, and an increased workload.” -> “The fear of job loss has become a way of life for employees at all organizational levels.” -> “At the operative level, unionization has provided a degree of employment security for some, but the vagrancies of the economy and the threat of technology and other organizational changes hang heavily over many workers.” -> “Recent pressures for corporate performance have made cost-cutting a top priority, and one of the surest ways to cut costs in the short run is to reduce executive positions and thus reduce the total management payroll.” -> “Many corporations have greatly thinned their executive ranks in recent years.”
· Role ambiguity – When the goals of one’s job or the methods of performing the job are unclear -> “Such a lack of direction can prove stressful, especially for people who are low in their tolerance for such ambiguity.” -> “Ambiguity can be devastating, especially when the organization is doing poorly and no strategy seems to improve things.”
· Sexual harassment -> “Sexual harassment is a major workplace stressor, with serious consequences for employees and organizations that are similar to or more negative than those of other types of job stressors.” -> decreased morale, job satisfaction, organizational commitment, and job performance, and absenteeism -> usually in organizations where women are working in a male-dominated environment
EXHIBIT 13.6 – Sources of stress at various points in the organization
· Reactions to organizational stress
· Behavioural reactions to stress
· Problem solving
“Problem solving is reality-oriented, and while it is not always effective in combating the stressor, it reveals flexibility and realistic use of feedback.”
· Delegation
· Time management
· Talking it out
· Asking for help
· Searching for alternatives
· Seeking social support
“Social networks act as a buffer against stress”
· Performance changes
“Heavy workload and responsibility can damage performance, but they sometimes stimulate it via added motivation.”
· Withdrawal
· Use of addictive substances
· Psychological reactions to stress
Defence mechanisms – Psychological attempts to reduce anxiety associated with stress
· Rationalization – Attributing socially acceptable reasons or motives to one’s actions so they will appear reasonable and sensible, at least to one self
· Projection – Attributing one’s own undesirable ideas and motives to others so that they seem less negative
· Displacement – Directing feelings of anger at a “safe” target rather than expressing them where they may be punished
· Reaction formation – Expressing oneself in a manner that is directly opposite to the way one truly feels, rather than risking negative reactions to one’s true position
· [bookmark: _GoBack]Compensation – Applying one’s skills in a particular area to make up for failure in another area
“Used occasionally to temporarily reduce anxiety seems to be a useful reaction.”
· Physiological reactions to stress
“The accumulation of stress into burnout has been particularly implicated in cardiovascular problems.”
· Organizational strategies for managing stress
· Job redesign
· “Family-friendly” human resources policies
· Stress management programs
· Work-Life balance, fitness, and wellness programs
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