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Jonathan .S. Joseph 
 

Abstract: Conflict management is the process of limiting the negative aspects of conflict while increasing the 

positive aspects of conflict. The aim of conflict management is to enhance learning and group outcomes, 

including effectiveness or performance in organizational setting. Properly managed conflict can improve group 

outcomes. 
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I. Conflict 
While no single definition of conflict exists, most definitions involve the following factors: there are at 

least two independent groups, the groups perceive some incompatibility between themselves, and the groups 

interact with each other in some way. Two example definitions are, "process in which one party perceives that 

its interests are being opposed or negatively affected by another party" and "the interactive process manifested 

in incompatibility, disagreement, or dissonance within or between social entities."  

There are several causes of conflict. Conflict may occur when: 

 A party is required to engage in an activity that is incongruent with his or her needs or interests. 

 A party holds behavioural preferences, the satisfaction of which is incompatible with another person's 

implementation of his or her preferences. 

 A party wants some mutually desirable resource that is in short supply, such that the wants of all parties 

involved may not be satisfied fully. 

 A party possesses attitudes, values, skills, and goals that are salient in directing his or her behaviour but are 

perceived to be exclusive of the attitudes, values, skills, and goals held by the other(s). 

 Two parties have partially exclusive behavioural preferences regarding their joint actions. 

 Two parties are interdependent in the performance of functions or activities. 

 

Substantive Versus Affective Conflict 

The overarching hierarchy of conflict starts with a distinction between substantive (also called 

performance, task, issue, or active) conflict and affective (also called relationship) conflict. If one could make a 

distinction between good and bad conflict, substantive would be good and affective conflict would be bad. 

Substantive and affective conflict are related . 

Substantive conflict involves disagreements among group members about the content of the tasks being 

performed or the performance itself. This type of conflict occurs when two or more social entities disagree on 

the recognition and solution to a task problem, including differences in viewpoints, ideas, and opinions. 

Affective conflict deals with interpersonal relationships or incompatibilities not directly related to achieving the 

group's function . 

Both substantive and affective conflict are negatively related to team member satisfaction and team 

performance. Contradicting this, 20% (5 of 25) of the studies used showed a positive correlation between 

substantive conflict and task performance. 
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Organizational And Interpersonal Conflict 

Organisational conflict, whether it be substantive or affective, can be divided into intraorganisational 

and interorganisational.Interorganisational conflict occurs between two or more organizations for example, 

when different businesses compete against one another.Intraorganisational Reduce of conflict management is 

conflict resolver. conflict is conflict within an organization, and can be further classified based on scope (e.g. 

department, work team, individual).Other classifications are interpersonal, intragroup and intergroup conflict. 

Interpersonal conflict refers to conflict between two or more individuals (not representing the group they are a 

part of). Interpersonal conflict is divided into intragroup and intergroup conflict. Intragroup personal conflict 

occurs between members of the same group. Intergroup personal conflict occurs between groups. 

 

Conflict Resolution And Conflict Management 

Conflict resolution involves the reduction, elimination, or termination of all forms and types of conflict. 

Five styles for conflict management are as identified by Thomas and Kilmann are: Competing, Compromising, 

Collaborating, Avoiding, and Accommodating.  

 
 

Businesses can benefit from appropriate types and levels of conflict. That is the aim of conflict 

management, and not the aim of conflict resolution. Conflict management does not imply conflict resolution. 

Conflict management minimizes the negative outcomes of conflict and promotes the positive outcomes of 

conflict with the goal of improving learning in an organization. Organizational learning  is important. Properly 

managed conflict increases learning by increasing the amount of questions asked and encourages people to 

challenge the status quo.Organizational conflict at the interpersonal level includes disputes between peers as 

well as supervisor-subordinate conflict. Party-Directed Mediation (PDM) is a mediation approach particularly 

suited for disputes between co-workers, colleagues or peers, especially deep-seated interpersonal conflict, 

multicultural or multiethnic disputes. The mediator listens to each party separately in a pre-caucus or pre-

mediation before ever bringing them into a joint session. Part of the pre-caucus also includes coaching and role 

plays. The idea is that the parties learn how to converse directly with their adversary in the joint session. Some 

unique challenges arise when organizational disputes involve supervisors and subordinates. The Negotiated 

Performance Appraisal (NPA) is a tool for improving communication between supervisors and subordinates and 

is particularly useful as an alternate mediation model because it preserves the hierarchical power of supervisors 

while encouraging dialogue and dealing with differences in opinion. 

 

Models of conflict management 

There have been many styles of conflict management behavior that have been researched in the past 

century. One of the earliest, Mary Parker Follett (1926/1940) found that conflict was managed by individuals in 

three main ways: domination, compromise, and integration. She also found other ways of handling conflict that 

were employed by organizations, such as avoidance and suppression. 

 

Khun And Poole's Model 

Khun and Poole (2000) established a similar system of group conflict management. In their system, 

they made use of  two sub models: distributive and integrative. 

 Distributive - Here conflict is approached as a distribution of a fixed amount of positive outcomes or 

resources, where one side will end up winning and the other losing, even if they do win some concessions. 

 Integrative - Groups utilizing the integrative model see conflict as a chance to integrate the needs and 

concerns of both groups and make the best outcome possible. This model has a heavier emphasis on 

compromise than the distributive model. Khun and Poole found that the model resulted in consistently 

better task related outcomes than those using the distributive model. 
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DeChurch and Marks's meta-taxonomy 

DeChurch and Marks (2001) examined the literature available on conflict management at the time and 

established what they claimed was a "meta-taxonomy" that encompasses all other models. They argued that all 

other styles have inherent in them into two dimensions - activeness ("the extent to which conflict behaviors 

make a responsive and direct rather than inert and indirect impression") and agreeableness ("the extent to which 

conflict behaviors make a pleasant and relaxed rather than unpleasant and strainful impression"). High 

activeness is characterized by openly discussing differences of opinion while fully going after their own interest. 

High agreeableness is characterized by attempting to satisfy all parties involved 

In the study they conducted to validate this division, activeness did not have a significant effect on the 

effectiveness of conflict resolution, but the agreeableness of the conflict management style, whatever it was, did 

in fact have a positive impact on how groups felt about the way the conflict was managed, regardless of the 

outcome. 

 

Rahim's Meta-Model 

Rahim (2002) noted that there is agreement among management scholars that there is no one best 

approach to how to make decisions, lead or manage conflict. In a similar vein, rather than creating a very 

specific model of conflict management, Rahim created a meta-model (in much the same way that DeChurch and 

Marks, 2001, created a meta-taxonomy) for conflict styles based on two dimensions, concern for self and 

concern for others.Within this framework are five management approaches: integrating, obliging, dominating, 

avoiding, and compromising. Integration involves openness; exchanging information, looking for alternatives, 

and examining differences so solve the problem in a manner that is acceptable to both parties. Obliging is 

associated with attempting to minimize the differences and highlight the commonalities to satisfy the concern of 

the other party. When using the dominating style one party goes all out to win his or her objective and, as a 

result, often ignores the needs and expectations of the other party. When avoiding a party fails to satisfy his or 

her own concern as well as the concern of the other party. Lastly, compromising involves give-and-take 

whereby both parties give up something to make a mutually acceptable decision.  

 

International Conflict Management 

Special consideration should be paid to conflict management between two parties from distinct 

cultures. In addition to the everyday sources of conflict, "misunderstandings, and from this counterproductive, 

pseudo conflicts, arise when members of one culture are unable to understand culturally determined differences 

in communication practices, traditions, and thought processing" . 

Indeed, this has already been observed in the business research literature. Renner (2007) recounted several 

episodes where managers from developed countries moved to less developed countries to resolve conflicts 

within the company and met with little success due to their failure to adapt to the conflict management styles of 

the local culture. He noted that Asian cultures are far more likely to use a harmony model of conflict 

management. If a party operating from a harmony model comes in conflict with a party using a more 

confrontational model, misunderstandings above and beyond those generated by the conflict itself will arise 

 International conflict management, and the cultural issues associated with it, is one of the primary 

areas of research in the field at the time, as existing research is insufficient to deal with the ever increasing 

contact occurring between international entities. 
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II. Application 
Higher Education 

With only 14% of researched universities reporting mandatory courses in this subject, and with up to 

25% of the manager day being spent on dealing with conflict, education needs to reconsider the importance of 

this subject. The subject warrants emphasis on enabling students to deal with conflict management.  

"Providing more conflict management training in undergraduate business programs could help raise the 

emotional intelligence of future managers." The improvement of emotional intelligence found that employees 

were more likely to use problem-solving skills, instead of trying to bargain.  

Students need to have a good set of social skills. Good communication skills allow the manager to accomplish 

interpersonal situations and conflict. Instead of focusing on conflict as a behaviour issue, focus on the 

communication of it.With an understanding of the communications required, the student will gain the aptitude 

needed to differentiate between the nature and types of conflicts. These skills also teach that relational and 

procedural conflict needs a high degree of immediacy to resolution. If these two conflicts are not dealt with 

quickly, an employee will become dissatisfied or perform poorly.  

It is also the responsibility of companies to react. One option is to identify the skills needed in house, 

but if the skills for creating workplace fairness are already lacking, it may be best to have an outside 

organization assist. These are called "Developmental Assessment Centers". 

According to Rupp, Baldwin, and Bashur, these organizations "have become a popular means for 

providing coaching, feedback, and experiential learning opportunities." Their main focus is fairness and how it 

impacts employee's attitudes and performance.These organizations teach competencies and what they mean. The 

students then participate in simulations. Multiple observers assess and record what skills are being used and then 

return this feedback to the participant. After this assessment, participants are then given another set of 

simulations to utilize the skills learned. Once again they receive additional feedback from observers, in hopes 

that the learning can be used in their workplace. 

The feedback the participant receives is detailed, behaviorally specific, and high quality. This is needed 

for the participant to learn how to change their behavior. In this regard, it is also important that the participant 

take time to self-reflect so that learning may occur. Once an assessment program is utilized, action plans may be 

developed based on quantitative and qualitative data.  

 

III. Counselling 
When personal conflict leads to frustration and loss of efficiency, counselling may prove to be a helpful 

antidote. Although few organizations can afford the luxury of having professional counsellors on the staff, given 

some training, managers may be able to perform this function. Nondirective counselling, or "listening with 

understanding," is little more than being a good listener—something every manager should be. 

Sometimes the simple process of being able to vent one's feelings—that is, to express them to a 

concerned and understanding listener, is enough to relieve frustration and make it possible for the frustrated 

individual to advance to a problem-solving frame of mind, better able to cope with a personal difficulty that is 

affecting his work adversely. The nondirective approach is one effective way for managers to deal with 

frustrated subordinates and co-workers. 

There are other more direct and more diagnostic ways that might be used in appropriate circumstances. The 

great strength of the nondirective approach (nondirective counselling is based on the client-centered therapy of 

Carl Rogers), however, lies in its simplicity, its effectiveness, and the fact that it deliberately avoids the 

manager-counsellor’s diagnosing and interpreting emotional problems, which would call for special 

psychological training. No one has ever been harmed by being listened to sympathetically and understandingly. 

On the contrary, this approach has helped many people to cope with problems that were interfering with their 

effectiveness on the job. 

 

IV. Conclusion 
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No supervisors spend more than 25% of their time on conflict management, and managers spend more 

than 18% of their time on relational employee conflicts
.
 This has doubled since the 1980s. Reasons for this are 

"the growing complexity of organizations, use of teams and group decision making, and globalization."  

Conflict management is something that companies and managers need to deal with. Conflict significantly 
 

affects employee morale, turnover, and litigation, which affects the prosperity of a company, either 

constructively or destructively. Turnover can cost a company 200% of the employee's annual salary. 
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