Chapter 13
Conflict and stress
What is conflict?
· Interpersonal conflict occurs when one person, group, or organizational subunit frustrates the goal attainment of another.
· Conflict often involves antagonistic attitudes and behaviors.
Causes of organizational conflict
1. Group identification and intergroup bias:
· Identification with a particular group or class of people.
· People develop a more positive view of their own “in-group.” 
· Self-esteem is a critical factor.
2. Interdependence:
· When individuals or subunits are mutually dependent on each other to accomplish their own goals.
· Interdependence does not always lead to conflict.
3. Differences in power, status, and culture: (power, status, culture)
· If dependence is not mutual, but one-way.
· Status differences provide little impetus for conflict when people of lower status are dependent on those of higher status.
· When two or more very different cultures develop in an organization, the clash in beliefs and values can result in overt conflict.
4. Ambiguity:
· Ambiguous goals, jurisdictions, or performance criteria.
5. Scarce resources:
· Limited budget money, secretarial support, or lab space.
Types of conflict 
· It is useful to distinguish among three types of conflict:
1. Relationship conflict
2. Task conflict
3. Process conflict
Relationship conflict concerns interpersonal tensions among individuals that have to do with their relationship per se, not the task at hand.
· Personality clashes are examples of relationship conflicts.
Task conflict concerns disagreements about the nature of work to be done.
· Differences of opinion about goals or technical matters.
Process conflict involves disagreements about how work should be organized and accomplished.
· Disagreements about responsibility, authority, resource allocation, and who does what.
In the context of work groups:
· Relationship, task, and process conflicts tend to be detrimental to member satisfaction and team performance.
· Such conflict prevents the development of cohesiveness.
· Occasionally, some degree of task conflict might be beneficial for team performance.
Modes of managing conflict
· There are several basic reactions that can be thought of as styles, strategies, or intentions for dealing with conflict.
· These approaches to managing conflict are a function of:
· How assertive you are in trying to satisfy your own or your group’s concerns
· How cooperative you are in trying to satisfy those of the other party or group
· None of the five styles is inherently superior.
· Each style might have its place given the situation in which the conflict episode occurs.
Avoiding
· Low assertiveness of one’s own interests and low cooperation with the other party.
· Might be a sensible response when:
· Issue is trivial
· Information is lacking
· People need to cool down
· Opponent is very powerful and hostile
Accommodating 
· One cooperates with the other party, while not asserting one’s own interests.
· It can be an effective strategy when:
· You are wrong
· Issue is more important to the other party
· You want to build good will
Competing
· Maximizes assertiveness and minimizes cooperation.
· It can be effective when:
· You have a lot of power
· You are sure of your facts
· Situation is truly win-lose
· You will not have to interact with the other party in the future
Compromise
· A conflict management style combining intermediate levels of assertiveness and cooperation.
· You attempt to satisfice rather than maximize your outcomes and hope that the same occurs for the other party.
· Sensible reaction to conflict stemming from scarce resources and it is a good fall-back position if other strategies fail.
Collaborating
· Maximizes both assertiveness and cooperation. 
· Attempt to secure an agreement that fully satisfies the interests of both parties (a win-win resolution).
· Works best when the conflict is not intense and when each party has information that is useful to the other.

Is all conflict bad?
· There are some potential benefits of organizational conflict. 
· Conflict can be functional when it promotes necessary organizational change:
CONFLICT  CHANGE  ADAPTATION  SURVIVAL
· In order for organizations to survive, they must adapt to their environments. This requires changes in strategy that may be stimulated through conflict.
How does conflict promote change?
· New ideas.
· Each party monitors the other’s performance more carefully (i.e., search for weaknesses).
· Signals that a redistribution of power is necessary.
Stress in organization
Stress = a serious concern for individuals and organizations.
· Stress levels in workplace are at an all-time high.
· Implications for individuals and organizations are alarming.
Personality and stress
· Personality can affect both the extent to which potential stressors are perceived as stressful and the types of stress reactions that occur.
· 3 key personality traits:
· Locus of control
· Type A behavior pattern
· Negative affectivity
Locus of control
People’s beliefs about the factors that control their behavior:
· Externals = more likely to feel anxious in the face of potential stressors.
· Internals = more likely to confront stressors directly.


Type a Behavior pattern 
· Personality pattern that includes aggressiveness, ambitiousness, competitiveness, hostility, impatience, and a sense of time urgency.
· Type A people report heavier workloads, longer work hours, and more conflicting work demands.
· Type As encounter more stressful situations than Type Bs or they perceive themselves as doing so.
· Type As exhibit adverse physiological reactions in response to stress.
· The major component of Type A behavior that contributes to adverse physiological reactions is hostility and repressed anger.
Negative affectivity (NA)
· Propensity to view the world, including oneself and other people, in a negative light.
· People high in NA report more stressors in the work environment and feel more subjective stress.
· Particularly likely to feel stressed in response to the demands of a heavy workload.
People with high NA are more susceptible to stress for several reasons:
· Predisposition to perceive stressors in the workplace
· Hypersensitivity to existing stressors
· Tendency to gravitate to stressful jobs
· Tendency to provoke stress
Stressors in organizational life 
· Most common source of stress for people today = workplace stress.
· Some stressors are likely to affect almost everyone in any organization; others are likely to affect people who perform particular roles.
Executive and managerial stressors
1. Role overload: 
· When one must perform too many tasks in too short a time period.
2. Heavy responsibility:
· Extremely important consequences for the organization and its members.
Operative-level stressors
· Operatives are individuals who occupy nonprofessional and non-managerial positions in organizations.
· Occupants of operative positions are sometimes exposed to a special set of stressors.
1) Poor physical working conditions:
· More likely to be exposed to physically unpleasant and even dangerous working conditions.
2) Poor job design:
· Jobs that are too simple or not challenging enough.
· Job scope can be a stressor at levels that are either too low or too high.
Boundary Role stressors
Positions where organizational members are required to interact with members of other organizations or with the public.
· Occupants of boundary role positions = especially likely to experience stress.
· One’s role as an organizational member might be incompatible with the demands made by the public or other organizations.
· A particular form of stress experienced by some boundary role occupants is burnout.
Burnout
· Burnout is a combination of emotional exhaustion, depersonalization, and reduced personal accomplishment that can occur among individuals who work with people in some capacity.
· Burnout follows a process that begins with emotional exhaustion:
   EMOTIONAL      DEPERSONALIZATION      LOW PERSONAL         
   EXHAUSTION                                                        ACCOMPLISHMENT





Stages 
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· Most common among people who entered their jobs with especially high ideals.
· Much of the boundary role stress stems from engaging in “emotional labor.”
· Suppression of emotions depletes cognitive and emotional resources over time.
· Some people leave their job and/or occupation. 
General stressors
Some stressors that are experienced equally by occupants of all roles include:
· Interpersonal conflict
· Work-family conflict
· Job insecurity and change
· Role ambiguity
· Sexual harassment
Reaction to stress
Reactions that people who experience organizational stress might exhibit can be divided into 3 categories:
· Behavioral reactions
· Psychological reactions
· Physiological reactions
Behavioral reactions to stress
· Behavioral reactions to stress are overt activities that the stressed individual uses in an attempt to cope with the stress.
· Behavioral reactions to stress include:
· Problem solving
· Performance
· Withdrawal
· Use of addictive substances
Psychological reactions to stress
· Psychological reactions to stress involve emotions and thought processes.
· Most common psychological reaction to stress is the use of defence mechanisms.
Defence mechanisms = psychological attempts to reduce the anxiety associated with stress.
Defence mechanism
Common defense mechanisms include:
1.  Rationalization (i.e., attribute socially acceptable reasons to one’s actions so they appear reasonable; “I didn’t get a promotion because my boss is racist.”) 
2.  Projection (i.e., attribute one’s own ideas to others so they seem less negative; “I wouldn’t have bribed her, but she’s corrupt, so I did it.”).
3. Displacement (i.e., direct feelings of anger on a “safe” target; taking out one’s frustration with the boss in the ring where one spars.) 
4. Reaction formation (i.e., express oneself in a manner that is opposite to one’s true position to avoid criticism.)
5. Compensation (i.e., apply one’s skills in an area to make up for failure in another area; “I couldn’t make VP, but I will be the best District Sales Manager.”)
The occasional use of defence mechanism as short-term anxiety reducers probably benefits both the individual and the organization. 
Psychological Reactions to Stress
· Work stress is associated with electrocardiogram irregularities and elevated levels of blood pressure, cholesterol, and pulse.
· Stress has also been associated with the onset of various diseases due to its ill effects on the immune system.
· The accumulation of stress into burnout has been particularly implicated in cardiovascular problems.
Reducing or coping with stress
What organizations can do to reduce workplace stress and assist employees in coping with stress:
· Job redesign
· Social support
· Family-friendly human resource policies
· Stress management programs 
· Work-life balance programs
Job re-design
· Organizations can redesign jobs to reduce their stressful characteristics.
· Most formal job redesign efforts involve enriching operative-level jobs to make them more stimulating and challenging.
· There is growing evidence that providing more autonomy in how service is delivered can alleviate stress and burnout.
Social support
· Refers to having close ties with other people.
· Social networks act as buffers against stress.
· Buffering aspects of social support are most potent when they are connected to the source of stress.
· Coworkers and superiors are the best sources of support for dealing with work-related stress.
Family-Friendly HR Policies
· “Family friendly” human resource policies  combine social support, material support, and increased flexibility to adapt to employee needs.
· Common form of material support = corporate daycare centers.
· Flexibility includes flex-time, telecommuting, job sharing, and family leave policies.
Stress management programs 
· Programs designed to help employees “manage” work-related stress.
· Stress management programs involve techniques such as meditation training in time management, and biofeedback training.
· They can be useful in reducing physiological arousal, sleep disturbances, and self-reported tension and anxiety.
Work life balance programs 
· These programs encourage employees to participate in activities to improve their mental and physical health.
· Work-life balance programs include:
· Fitness facilities and memberships
· Employee assistance programs
· Health food programs
· Work-life programs are believed to lower health-care costs due in part to stress reduction.
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EXHIBIT 13.5
The stages of burnout
and their symptoms.

Soutce: Chart based on Organizational
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