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INTRODUCTION
Background

This Manual has been developed to serve as a guide for Trainers of communities, Community Groups and Projects. Prior to the commencement of any training, the trainers are expected to conduct a Training Needs Assessment (TNA) to establish the appropriate content and methods to use depending on the target group. Also this manual can be used as foundation base in community development training institutions in Tanzania. 

Trainers are encouraged to observe the principles of adult learning while conducting training. Trainers are also encouraged to use participatory methods, techniques and tools that provide an opportunity for the trainees to practice what they have learnt.

Trainers should note that the notes provided under each Module are summary highlights and are open for further improvement or modification to suit specific training needs and the target group.
Purpose.

This manual aims at equipping communities, community leaders, groups and other practitioners with relevant knowledge and skills for effective participation in socio-economic development.
General Objective.
To provide a standard training tool that enhances the capacity of trainers for efficient and effective leadership, management and implementation of community development initiatives such as community development projects.  
Specific Objectives
(a) To equip trainers and trainees with basic skills to plan and manage training sessions with various target groups;

(b) To provide relevant content to the users for training of leaders in community development
(c) To provide illustrations on various community development practices

Target Users of Training Manual

The users of this manual will include college and university students from all over the country, staff in Government Ministries involved in Community Development Work, Ward Development Committees (WDCs) Community Groups, Development Agencies, Civil Society Organizations, Community Development Institutions, Students and other stakeholders.
Preface

There is scarcity of reference book and handbooks in the subject of community and conflict management in the most of universities and colleges country wide, this training manual is the contribution to lessen the scarcity, it is tailored for college and universities students in Tanzania and general useful to students with strong inspiration of becoming problem solver in their community as well as organization after graduation. Furthermore, it designed to enable students, staffs and academician to not only master conflict management course but also but develop ability to deal with misunderstanding within our working place and even communities.
I wish to acknowledge that substantial ideas in production of this manual are borrowed from several conflict management and resolution through The methodology used was that of bibliographic review, as this methodology offers means to define and solve not only known problems, but also to explore new areas where the problems have not crystallized sufficiently (Araújo, 2008). The bibliographic review, or literature review, is the critical, meticulous and broad analysis of current publications in a given area of knowledge. Bibliographic research seeks to explain and discuss a topic based on theoretical references published in books, magazines, articles and others. It also seeks to know and analyze scientific content on a given topic (Araújo, 2008).

OPERATIONAL DEFINITION OF TERMS
Conflict:

 This is a disagreement between individuals, groups and organisations with different opinions, values and beliefs.

Performance:

This is the process of accomplishing a piece of work or task in order to achieve results.

Integrating Style: 
This style refers to the process of both parties involved in the conflict coming together to discuss issues and come up with solutions. The style is both assertive and cooperative.

Compromising Style:

This is where neither of the parties get what they really want and the style is partially assertive and cooperative.

Avoiding Style:

This is when parties withdraw or avoid from the conflict at large and the style is uncooperative and unassertive.

Dominating Style

This is a win-lose approach which and has low concern for others, therefore an individual seeks to achieve what they want over the rest.

Accommodating Style

This is style involves putting the concern for others first in order to maintain good relations.

Conflict Management Style: 
These are methods of solving various conflicts between individuals or groups.
Conflict Management:

 Conflict management is the process of identifying and solving conflicts fairly and efficiently in order to limit the negative effects of the conflicts and increase the positive effects of the conflict.

Employee Performance

This refers to individual employees executing their job roles and responsibilities according to the set standards of the organisation
Introduction
Conflicts are common occurrences in human societies which may be due to competition between people, groups or organisations striving to succeed, in most cases at the expense of the others, by eliminating the various obstacles that hold them back. Conflict as an obstacle, is an inescapable component of social life which pervades various organizational process (Agwu, 2013). Scholars and researchers have attempted to analyse how conflict management works in organisations since different organisations face different conflicts. Conflicts have different sources and can lead to positive or negative effects (Tetteh & Obuobisa-darko, 2016) and it has been mainly emphasized that the type of conflicts faced by the organisation can determine failure or success and conflict should be avoided at most (Tjosvold & Sun, 2013).

Processes of Conflict

Uzoechina (2016) argued that conflict is not tangible but lies in the minds of the people who are parties to it. It normally starts from little to a fully blown thing. Behfor, Peterson, Mannis and Trochim in Omoike (2014) stated that conflict involves stages, from inception to end and is sequential in nature.

(a) Latent conflict: It is when even though the conflict situation exists but it is not yet recognized or obvious.

(b) Felt conflict: This is a situation whereby the conflict is tensed but has not yet occurred.

(c) Manifest conflict: This is a situation whereby the conflict is obvious to everyone, then the situation becomes apparent.
(d) Conflict Resolution: It is the stage whereby the conflict is being managed or resolved. The conflict brings in other people in the attempt to find a way out of the existing conflict.

(e) Conflict Aftermath: This is the after effect of a conflict situation. The two parties in the conflict situation have seen the consequence of the conflict situation.

Types of Conflict

Conflict often arise when one sees somebody or something as a threat to his/her goal or desire. Conflict arises in various forms or dimension such as:

1) Intra-Personal conflict

2) Inter-Personal conflict

3) Inter-Department conflict

4) Intra Unit/Department conflict

5) Community related conflict

Intra-Personal Conflict

This type of conflict deals with individuals. It may come in form of disagreement on how people take in, process and produce information. Oboegbulem and Onwurah (2011) stated that it is manifested in aggression, excessive thinking, short temper, avoidance and shouting.

Inter-Personal Conflict

This deals with disagreement or misunderstanding between two people who have incompatible goals, needs and approaches in their relationship. The two individuals may be working towards a common goal but because of the disparity of opinion or interest, conflict arises.

Inter-Departmental Conflict

This is conflict between two departments in an organization. In some organizations, it could be as a result of opposing orientations to issues or activities.

Intra Unit/Departmental Conflict

This kind of conflict has to do with members within a unit or department in an organization.

Community-related Conflict

This revolves around a host community and an organization which normally arises as a result of misunderstanding on certain issues

Elements of Conflict
Lang in Omoike (2014) maintained that organizational conflict usually involves three elements, which have to be appropriately matched through necessary organizational arrangements in order to resolve the conflict. They are as follows:

(a) Power: This involves the authority and means at the disposal of people to get things done. Omoike (2014) further stated that power if used efficiently creates an atmosphere of cooperation, but can generate conflicts when misused, withheld or amassed.

(b) Organisational demands: It involves workers’ expectations regarding job performance if and when these expectations are not met, workers feel angry, disheartened, injured or even cheated. These, eventually led to conflict.

(c) Worth: This is known as person’s self-esteem. It is when people feel that this self-esteem has been trampled upon that conflict arises. Omoike (2014) stated that conflict generally arise from mismatches between power, organizational demands and feelings of personal worth.

Causes of Conflict
Johdi and Raman in Uzoechina (2016) affirmed that conflict cannot be evaded in organizations. Salleh and Adulpakdee in Uzoechina (2016) further stated that causes of conflict can be classified into two main categories, namely:

(a) Structural based factors

(b) Personal/Non-Structural based factors

Structural Based Conflict

This is based on the way in which an organization is designed to work, in terms of size, characteristics and nature of environment. Some structural aspects of an organization which are likely to cause conflict are as follows: task interdependence, difference in status, inadequate facilities and equipment, inadequate evaluation mechanism, difference in performance criteria and reward system, role dissatisfaction and disagreement over needs.

(1) Task/Work Interdependence: According to Oboegbulem and Onwurah (2011), this exists when two or more sub-units depend on each other to complete their respective tasks. Conflict may arise in such situation over task performance. Employees depend on each other in the following ways:

(a) Pooled Interdependence: This refers each unit to perform their task independently but eventually refers to the centre. Conflict may arise whenever any unit fails to meet up with deadline

b) Sequential Interdependence: Oboegbulem and Onwurah (2011) stated that this is the type of conflict that arises because the performance of one task depends on the completion of another. 

Example, in the Bursary Department, cash book unit must finish balancing their record before reconciliation unit must work. If there is any conflict work is delayed.

(c)Reciprocal Interdependence: This type of conflict arises because a lotof interaction is needed among staff in a unit to be able to carry out their official task. Individuals being what they are and made up of different components, some are slow workers, some fast and some are workaholics. As a result of this difference, conflict is bound to arise.

(2) Difference in status of workers: In many organizations, heads of unit are always placed on special privileges which others are denied. It often tends to lead to conflict especially among low cadre staff that often see themselves as being used.

(3) Inadequate Physical Facilities and Equipment: Facilities are often not enough in many organizations; this tends to create conflict in many organizations. In some cases, it leads to competition which often turns out to be unhealthy.

(4) Inadequate Evaluation Mechanism: This is a situation whereby evaluation mechanisms in most organizations are such that tend to favour one set of people more than others. In such cases, often leads to competition which often turns out to be unhealthy.

(5) Difference in Performance Criteria and Reward System: More often, employees put in their best depending on the level of reward they receive from the organization they work. Whenever they discover that some employees are favoured more than others, it often results in conflict.

(6) Role Dissatisfaction and Disagreement over News: Organizations are often muddled up in conflict whenever there is role dissatisfaction. 

When employees are not recognized or their contribution not acknowledged, they tend to put up very poor attitude towards their job, some even form fraction that would always want to limit the progress of the organization and it limits their performance in the organization.

Personal/Non Structural Based Factor

This is the personal traits of individuals as they relate with others. Oboegbulem and Onwurah (2011) listed it to include such factors as differences in background, differences in values, differences in perception, differences in personal traits, poor communication skills, management style, incompetence, poor attitude to work, issues of generation gap, anti-authority and prejudice tend to lead people to conflict with one another.

(1) Differences in Background: This difference in background include: educational level attained, social status, cultural orientation, ethnic group and religious affiliation or belief. Any variation in these factors tends to lead people to conflict.

(2) Differences in values: The value that individual attach to things affects their action and line of thought. It affects the actions they take concerning any issue, in cases of such differences, conflict is bound to arise.

(3) Differences in Perception: The perception of an individual on a particular issue affects so much his/her ways of doing things. It influences cooperation and understanding among people working in an organization.

(4) Differences in Personal Traits: Peoples’ personality and disposition can make conflict to arise in organizations. Individuals that are domineering tend to conflict with the dictatorial ones. Those with high temperament often conflict with others.

(5) Poor Communication Skill: Uzoechina (2016) stated that poor communication can lead to misunderstanding and barriers while too little or too much communication can lead to conflict. He further stated that when there is too little communication, associates do not know enough about each other’s interactions, goals, or plans. In such cases, coordination becomes difficult, and misunderstanding is more likely to occur, which can result in conflict.

(6) Management Style: The type of management adopted by an organization’s Chief Executive tend to either spur up or minimize conflict in the organization. If a Chief Executive is authoritative and has no listening ear to employee, conflict is bound to erupt. But in cases whereby the Chief Executive has a listening ear, the level of conflict often times is minimized.

(7) Incompetence: Conflicts often arise in situation whereby one is not qualified to be a Chief Executive but through lobbying or other means finds himself/herself there. The ability with the pre-requisite qualification of being a Chief Executive is necessary to avoid conflicts in any organization.

(8) Poor Attitude to Work: Many employees have very poor attitude to work and often times such people always don’t like taking corrections. In such situations, conflict is bound to occur.

9) Issues of Generation Gap: The very younger people see the older ones as old fashioned. With this opinion in the mind of such employees, conflict is bound to arise because the two opinions rarely meet to agree.

(10) Anti-Authority and Prejudice: Some employees the moment there is a misunderstanding between them and the Chief Executive they build anti-authority relationship and strong prejudice that often generate conflict in the organization.

Positive Effects of Conflict
Although conflict is often associated with negativity but there is still positive effects of conflict in an organization. Baldwin, Bommer and Rubin in Oboegbulem and Onwurah (2011) outlined the positive effects of conflict as follows:

(a) In some cases, without an issue degenerating into conflict, many Chief 

Executives will not agree to reconsider their stand on issues or policy implementation. It creates an avenue for both parties to brainstorm or even for a third party to come in and mediate between them thereby forcing, pleading or compelling the Chief Executive to have a rethink.

(b) It can motivate people to try to understand other’s position and ideas. 

Through conflict negotiation, employees’ position and ideas are often better understood.

(c) Conflict encourages people to voice new ideas, facilitating innovation and change. Through conflict, people can voice new ideas because the opportunity of dialogue enables people to speak out thereby facilitating innovation and change.

(d) It brings problem into the open that might otherwise be ignored. 

Through negotiation and renegotiation, problems which ordinarily would have been neglected are brought to limelight and treated.

Negative Effects of Conflict
Conflict is known to have many negative effects which include the following:

1) It has resulted in many strained relationship and human relation. A lot of people once there is conflict turn out to be sworn enemies and those who before then were friends hardly walk together during conflict situation.

2) Conflict often makes people to be determined to bring out their stubbornness and determination to pull down the whole organization.

3) It splits organization into fraction and division, during conflict situation, people build or form different gangs that would do the organization no good.

Conflict Management and Organisational goals Omoike (2014) opined that conflict management is primarily concerned with controlling conflict in human relations. Uzoechina (2016) stated that conflict management is the principle that conflicts cannot necessarily be resolved, but learning how to manage conflict can decrease the odds of non-productive escalation. Human beings are hard to control and in conflict management, it entails exploring measures or means by which problems that occur in any organization can be easily resolved so as to realize organizational goals. Leadership and conflict normally go hand-in hand, because the moment one assumes a leadership position he/she is likely to manage conflict situations. Effective conflict management enables a chief executive to minimize the negative outcome of conflict and promote the positive outcome with the aim of actualizing organizational goals. For 

Rahim in Oboegbulem and Onwurah (2011), it involves designing effective macro-level strategies to minimize the dysfunction of conflict and enhancing the constructive functions of conflict in order to enhance learning and effectiveness in an organization. Tschannen – Moran in Uzoechina (2016) further stated that conflict management is a philosophy and a set of skills that assist individuals and groups in better understanding and dealing with conflicts as it arises in all aspects of their lives so as to achieve desired or set organizational goals. Uphelding it, Adonni and Anie (2005) stressed that managers should develop appropriate strategies to resolve conflicts as they arise in their organizations. Also, Conflict management theory stressed that conflict management system should be put in place in every organization so as to achieve set objectives. Some of these management measures include:

(1) Negotiation: Morley in Olujide (2011) saw negotiation as a game of strategy, analogous to games such as Poker or Chess. For Uzoechina(2016) it is a problem-solving process in which either the two parties in the dispute or their representatives meet face to face to work together unassisted to resolve the dispute between the parties. 

Basically, negotiation is often aimed at producing a solution that would be acceptable to all and sundry. It strives to ensure that none of the people involved feel hurt and to possibly find workable solution to the conflict.

(2) Mediation: Omoike (2014) stated that when negotiation fails, parties can invite an independent mediator to facilitate settlement of the conflict. It involves a process whereby parties involved in a conflict meet one on one to resolve the issue through a third party. This situation often creates the opportunity for those in conflict to express their bitterness and grievances and allow those in conflict to forge ahead

Confrontation: Ezegbe (1997) stated that in confrontation, issue and problem can be subjected to a debate between those in conflict or neutral groups in order to expose the problem and convince the combatants of its emptiness. However, Uzoechina (2016) maintained that confrontation strategy to conflict management entails both parties placing their desires above those of all others involved in the conflict, but at this level it is difficult for resolution to occur.

(4) Arbitration: Omoike (2014) opined that this means the appointment of an independent person or group of persons (a panel) to act as adjudicator (judge) in a dispute to decide on term of settlement. Both parties must agree that the decision of the arbitrator is binding on them. 

This independent person is supposed to be impartial and without bias.

(5) Silence and Avoidance: This is a strategy that a Chief Executive uses to solve conflict situation by delaying or keeping quiet on an issue that has brought conflict to the organization. Ezegbe (1997) stated that silence or avoidance can disarm the combatants emotionally as they wait for days or months on end, without any practical action on the part of the Chief Executive. However, putting one’s head in the sand does trouble itself, and certainly escalates if not proactively and properly solved. Ezegbe (1997) pointed out that silence or avoidance should be used with caution because neglected or silenced problems may gather momentum one day to erupt like a volcano.Uzoechina (2016) maintained that when the avoidance strategy is appropriate is when one has issues of low importance, to reduce tension and to buy sometime.

(6) The Grit Theory: According to Ezegbe (1997), this theory was formulated by Osgood (1962) referred to as “Graduated Reciprocation in Tension-Reduction”. In the attempt to resolve conflicts in organization, the Grit theory can be applied, if a particular group produces one thing, the other group should produce another, or in distribution of offices or positions to reduce conflict and to carry everybody along. By so doing, people working in the organization will know that certain position they have enjoyed should be felt by others too and conflict is reduced. It works well in conflict situation of monopolization or domination of office position in organizations.

(7) An Address by an Influential Person: In the attempt to resolve conflict in an organization, an influential and highly respected person in the society can be invited to appeal to those involved in the conflict. 

(8) Separation: In organizations whereby the conflict exists between staff of the same department, the Chief Executive can resort to separation of the persons involved in conflict so as to resolve it.

(9) National Industrial Court: This is the highest body that determines cases that pertain to labour matters, in other words the Supreme Court on labour matters. People resort to it when both legal and other panels of arbitration have not satisfactorily resolved their case. The National Industrial Court’s decision is binding and conclusive on all labour matters.

Recommendations

In view of the need for effective management of organizational conflict so as to actualize the much needed growth of the organization, some recommendations were made as follows:

 Chief Executive should address conflicting issues privately.

 Recognize, understand and respect the ‘meaning’ and ‘dignity’ of human person.

 Feel pesky emotions.

 Deal with himself/herself first, before others.

 Attack the problem instead of the personality.

 Investigate the situation.

 let everyone have a say.

 don’t look for persons to blame rather look at the root cause.

 Conversations on the issue should be goal-oriented.

 Consider preventive strategies for such situations not to arise in Future

The following are some objectives of conflict management according to Wirawan (2010) in his book Conflict and Management of Conflict.

1) Prevent disturbances to the members of the organization to focus on the organization's vision, mission and goals.

2) Understanding others and respecting diversity.

3) Increase creativity.

4) Creating procedures and mechanisms for resolving conflict

According to Wirawan (2010), conflict management style is a pattern of people's behavior in dealing with situations in conflict. There are five styles in conflict management namely. 

1) Avoidance style. With this style parties facing conflict tend to withdraw from conflict situations or be neutral. And if a conflict is not resolved, it will affect managerial tasks. 

2) Accommodating style. A conflict management style with a low level of assertiveness, and a high level of cooperation. A person ignores his own interests, and seeks to satisfy the interests of his conflict opponents. 

3) Competition style. Conflict management style with high level of awareness and low level of cooperation. This style is a power-oriented style, where a person will use his power to win conflicts at the expense of his opponent. 

4) Style of compromise. Conflict management styles that to tend to sacrifice interest in taking agreements to reach an agreement. 

5) Collaborative style. It is desire to identify the causes behind the conflict, share information openly, and find ways to solve it by considering the benefits to be gained.

Traditional view of conflict perceived it as negative and used synonymous with such term as violence, destruction and irrationality to reinforce its negative connotation (Adomi and Anie 

2005). While conflict is generally perceived as dysfunctional, it can also be beneficial because it may cause an issue to be presented in different perspective therefore conflict can be said to have both positive and negative effect on the organization (Otobo, 2007). Tayo, (2006) noted that conflict is positive when it encourages creativity, clarify a point of view and develop human capability in the firm and can be negative when it create resistance to change, established turmoil, foster distrust, build a feeling of defeat and widen the chasm of misunderstanding in the organization.

Conflict Management System (CMS)

Conflict management system (CMS) refers to “a comprehensive set of policies designed to manage workplace conflict” (Lipsky & Seeber 2006: 371). The concept of a ‘system’ (von Bertalanffy 1951; Boulding 1956) was first adopted by conflict researchers and practitioners two decades ago (Constantino & Merchant 1996; Slaikeu & Hasson 1998; Ury et al. 1989). There is no one clear definition of CMS; however, all the prevailing CMS definitions are based on the principles of general system theory at least to some degree
Thomas Kilmann Conflict Mode Instrument
Thomas and Kilmann in 1976 postulated the conflict mode instrument and was designed to understand the various behaviours of particular individuals in a conflict scenario. The model views mainly two particular perspectives that is assertiveness which is satisfying individual needs and cooperativeness which involves cooperating with others and when combined, form a conflict management style (Tjosvold et al., 2014). The model looks at the five basic styles of conflict management; integrating, dominating, accommodating, compromising and avoiding and how the two perspectives are involved as shown in the figure below:
Figure 1. Thomas Kilmann Conflict Management Styles



Source: Thomas Kilmann (1974)

Expectancy Theory
The expectancy theory was postulated by Victor Vroom in 1965. The expectancy theory is based on how employees perform their given jobs according the organisation expectations. According to Vroom (1965), individual employees perform in a specific manner because they are driven by different factors thus a certain type of behaviour 20 among them.
The performance of employees and conflict management depends on how well the independent and dependent variables interact as shown in the conceptual framework below;

The performance of employees and conflict management depends on how well the independent and dependent variables interact as shown in the conceptual framework below;
Figure 2: The performance of employees and conflict management








Sign of Conflict-Recognising the Signs of Anger 

These can be many and varied and may include any of the following:- 

• Pacing up and down 

• Invasion of personal space 

• Face becomes contorted 

• Facial colour deepens then may turn pale 

• Voice becomes louder 

• Speech quickens or individuals become monosyllabic

• Swearing 

• Staring 

• Irrational 

• Withdrawn 

• Refusal to communicate 

• Increased breathing 

• Erratic movements 

• Poor concentration
Conflict Management Strategies
There is a menu of strategies we can choose from when in conflict situations:

Forcing - using formal authority or other power that you possess to satisfy your concerns without regard to the concerns of the party that you are in conflict with.

Accommodating - allowing the other party to satisfy their concerns while neglecting your own.

Avoiding - not paying attention to the conflict and not taking any action to resolve it.

Compromising - attempting to resolve a conflict by identifying a solution that is partially satisfactory to both parties, but completely satisfactory to neither.

Collaborating - cooperating with the other party to understand their concerns and expressing your own concerns in an effort to find a mutually and completely satisfactory solution (win-win).

Matching Strategies to Situations
There are a few key variables that define conflict management situations and determine which conflict management strategies are likely to be effective. Time pressure is an important variable--if there were never any time pressures, collaboration might always be the best approach to use. In addition to time pressures, some of the most important factors to consider are issue importance, relationship importance, and relative power:

Issue importance - the extent to which important priorities, principles or values are involved in the conflict.

Relationship importance - how important it is that you maintain a close, mutually supportive relationship with the other party.

Relative power - how much power you have compared to how much power other party has.

Source of Conflict
Conflict in any organization can occur at several levels. First interpersonal conflicts occur due to: 1) differing work roles and work load, 
2) Individual differences on values, goals and needs, and 
3) Individuals competing for resources, such as, promotions or work assignment (Kipruto & Kipkemboi, 2013). 
Second intra group conflicts may occur due to disagreement or differences among group members or sub-groups regarding the goals, functions or activities of the group Lastly there may be inter-group conflicts which tend to develop when there is ‘us against them’ for example, departments or levels of decision making. 
Hence, groups see each other as enemies and tend to become hostile; in-turn, positive relationship decrease (Ramani & Zhimin, 2010). Various reasons are cited in reference to conflict in any work setting (Makori & Onderi, 2013;Uchedu et al., 2013) For example, Uchendu et al. (2013) noted factors, such as; scarcity of resources, task interdependence, role and goal incompatibility, formal and informal group opposition, communication problems, poor academic performance, and bad political interference. 
However, literature shows that conflicts have functional (valuable) and dysfunctional (destructive) effect on organizations (Uchendu et al., 2013; Msila 2012). The researchers agree that the consequences of conflict maybe based on the type and intensity of conflict, the context, and the characteristics of the individual exposed to it. 
Figure 3: Provides a Summary of Consequences of Conflicts
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Conflict and its Typologies
Within organizations there are several types of conflicts. Erg (2015) argues that there are three types of conflicts: personal, interpersonal and organizational.

• Personal conflict - it is how you deal with yourself. A conflict cannot be satisfactorily managed externally until it has internal control over itself;

• Interpersonal conflict - is that which occurs between individuals, when two or more people face a situation differently;

• Organizational conflict - this type of conflict is not based on a system of personal principles and values, but on the result of constantly changing organizational dynamics, many of which are external to the company. Chalvin and Eyssette (1989) also highlight 3 types of conflicts, they are: social, traditional and 

Individual.

• Social conflict - organized by union structures and dependent on the mobilization of employees in the company;

• Conflicts are traditional - because they belong to the history of companies and many firmly believe that they will never end;

• Individual conflicts - they are the problems of an individual in relation to another, in the normal coexistence of work.

Friedrich and Weber (2014), highlight and emphasize three more types of conflict, which are: discussion, competition and conflict. The discussion and the competition are completely healthy and beneficial, since the conflict is presented as harmful and damaging.
According to Robbins (2009) the conflict can be functional or dysfunctional.

• Functional conflict - related to the task and the process. It is one that generates benefits for the organization and for the individual;

• Dysfunctional conflict - is related to the relationship. It is the one that undermines the goals and objectives of the organization.
According to Chiavenato (2010) the benefits generated by functional conflicts are:

Table 1: Consequences of Functional Conflict
	Increased group cohesion


	Increases cohesion

	
	Stimulates group identity

	Innovation


	Awakens feeling of energy

	
	Stimulates interest in discovering new solutions

	
	Stimulates creativity

	Changes
	Draws attention to existing problems

	
	Avoids more serious problems

	
	Acts as a correction mechanism

	Changes in relations between conflicting groups 
	Leads the conflicting group to seek a solution to their differences

	
	Encourages cooperation and collaboration


Source: Adapted from Chiavenato (2010
According to Chiavenato (2010), the negative consequences of dysfunctional conflict are:

Table 2: Consequences of Dysfunctional Conflict

	Frustration


	Hostile individuals

	
	Feeling of tension

	Loss of energy


	Conflict becomes more important than work

	
	Energy generated from the conflict is spent on itself

	Decrease in communication


	Communication barriers

	
	Inefficiency of organizational activities

	Confrontation


	Behavior that harms the organization

	
	Negative influence on relationships between groups


Source: Adapted from Chiavenato (2010).

Evolution and Development
According to Martinelli and Almeida (2014), the conflict can arise from the experience of frustration of one or both parties, of their inability to reach one or more parties.

McIntyre (2007), refers that the conflict exists in the workplace is not an unknown fact, but it is a subject that is not easily assumed. Organizations are often ashamed to admit that conflict exists within their facilities; they think that the existence of conflict represents a failure on their part, a relative “loss of control” over their employees, being an indicator that the organization is not functioning well
Figure 4: Intergroup Conflict Model






Effects of the Conflict
Martinelli and Almeida (2014) affirm that we should not be afraid of conflict, but we must recognize that there is a destructive and a constructive way of proceeding at such times.As already mentioned, conflict can offer advantages and disadvantages for the company and for the individual. Originally, everything will depend on who is managing this conflicting moment. Martinelli and Almeida (2014) emphasize that intense negative feelings can bring hasty and unreasonable conclusions about the reasons, attitudes and intentions of the other, and reduce contact between people, understanding the conflict beyond its original problem, leading to a break in the relationship. The authors Martinelli and Almeida (2014) still emphasize that destructive conflicts happen when:

• People feel dissatisfied and unmotivated;

• It diverts people from dealing with the issues that are really relevant;

• Leads people or groups to become uncooperative with each other.
Table 3 : Potential Positive and Negative Effects

	Positives 
	Negatives



	Fosters the understanding of the counterparty's arguments.
	It destroys the morale of groups and organizations.

	It is an antidote to group thinking
	It increases the levels of tension and stress, and can cause health problems (physical and psychological

	. It allows to recognize ignored problems. It causes a decrease in satisfaction levels.
	It polarizes groups and individuals, deepens and widens differences

	It is an antidote to group thinking.
	It induces each opponent to make hostile assignments to the other.

	It allows the merits of the different ideas, proposals and arguments to be tested
	It hinders cooperation

	It leads to new approaches to the problem, allowing long-standing disagreements and conflicts to be resolved.
	It causes a decrease in satisfaction levels

	Facilitates the sharing of views and the understanding of the counterparty's values and objectives.
	It hinders cooperation

	It can induce the motivation and energy necessary to perform tasks better.
	It impoverishes the work coordination process.

	Generating diversity of points of view, it increases the likelihood of creative and innovative ideas and solutions to the problems generated by environmental turbulence
	It causes retaliatory and irresponsible behaviour.

	Each person or group gains a greater understanding of their own position in the discussion (they are forced to articulate their points of view and unveil the arguments that support it).
	It creates suspicions, suspicions and negative stereotypes about others

	It facilitates innovation, change and adaptation.
	It diverts energies from the most important tasks (the objectives of the organization and individual satisfaction are subordinated to the struggles between the containers).

	Each container increases its identity (individual, group and organizational).
	Takes the organization into a “political arena complete”

	Increases loyalty and cohesion within each rival group.


	It generates a “paranoid” climate.

	It can facilitate the integration of opposing interests.
	It causes distortion in communication.

	It challenges the status quo. It makes the organizational climate more exciting
	It generates a climate characterized by the zero
sum orientation

	It allows to release tensions
	It ruins the career of some people.

	If it is constructive, it can generate greater acceptance of agreements and decisions
	Increases absenteeism and turnover levels.

	It strengthens interpersonal relationships when it is resolved constructively
	Reduces organizational commitment.

	Reduces social laziness.
	Leaders move from participatory leadership styles to directive styles (aiming to maintain firmness in the work environment).

	It is an opportunity for people to form and express their needs, opinions and positions. It helps them to resolve their internal (intrapersonal) conflicts.
	It causes impasses and delays in the decision
making process

	People learn through confrontation of ideas (not stagnation)
	It causes wear and tear on people's commitment to implementing decisions.

	It can improve the quality of decisions (as the various aspects of the situation, risks, costs, advantages and disadvantages are discussed)
	It brings about the destruction of the group.


Source: Adapted from Cunha (2007)
Steps in Conflict Resolution
Martinelli and Almeida (2014) present eight steps that he considers essential for conflict resolution, namely:

• Create an effective atmosphere;

• Clarify perceptions;

• Focus on individual and shared needs;

• Build a shared positive power;

• Look to the future and then learn from the past;

• Generate options;

• Develop “steps”: the “step stones” for action;

• Establish mutual benefit agreements.

Robbins (2009) also shows in Figures 5 and 6 the main resolution and stimulus techniques that executives can use to control conflict levels
Table 4: Conflict Management Techniques
	Conflict Resolution Techniques

	Problem solving
	Meetings between the conflicting parties in order to identify the problem and resolve it through an open discussion.


Creation of a shared goal that cannot be achieved without the cooperation between the conflicting parties.

	
	

	Expansion of 

resources
	When conflict is caused by the scarcity of a resource - say, money, promotion opportunities or physical work space - the expansion of that esource can create a win-win solution.

	Not coping
	Suppress conflict or evade it.

	Mitigation
	Minimize differences between conflicting parties by emphasizing their common interests.

	Concession
	Each part gives up something valuable

	Authoritative 

command
	Management uses its formal authority to resolve the conflict and then communicates its wishes to the parties involved.

	Alteration of human 

variables
	Use of behavioural change techniques, such as training in human relations, to change attitudes and behaviours that cause conflicts.

	Alteration of 

structural variables
	Changes in the formal structure of the organization and in the patterns of 

interaction between the conflicting parties, through redesign of 

assignments, transfers, creation of coordinated positions, etc.


Source: Adapted from Robbins, 2009
Table 5; Conflict Stimulation Techniques
	Conflict Stimulation Techniques

	Communication
	Use of ambiguous or threatening messages to increase conflict levels

	Inclusion of strangers
	Include in the working groups employees with different backgrounds, values, attitudes or management styles than those of its members.

	Organization
	Realignment of working groups, changing rules and regulations, increased.

	Not coping
	Suppress conflict or evade it.

	restructuring
	And other similar structural changes that disrupt the status quo.

	Devil's Advocate Appointment
	Appointment of a critic who deliberately discusses the positions defended by the majority of the group.


Fonte: Adaptado de Robbins, 2009
Five Intentions to Manage the Conflict,
Competing (affirmative and non-cooperative), collaborating (affirmative and cooperative), avoiding (non-affirmative and non-cooperative), accommodating (non-affirmative and cooperative) and granting (among the two dimensions)

Competing is when a person fights only for his interests. He does not care about the other and thinks he is always right;

Collaborating is the intention to solve the problem for both parties. They prefer not to be upset;

Avoidance is when the person prefers not to disagree and ignore conflicting situations;

• Accommodating refers to letting go of your interests and letting the other person solve your problems;

• Granting is when the individual gives up something and accepts the suggestion that was imposed to resolve the conflict, as long as it satisfies both parties

Figure 3: Dimensions of Intentions for Conflict Management







Source: Adapted from Robbins, 2009

Table 7: Conflict Outcome and Applied Strategies
	Relational climate
	Strategies
	Attitudes

	Competition

 (win / lose)
	Escape
	Lack of self-respect and

submission to others

	
	Attack
	Lack of respect for others and

dominance over others

	Cooperation

(win / win)
	Dialogue
	Respect for oneself and others and conciliation of interests.


Source: Adapted from Estanqueiro (1992)
Figure 4: Conflict Intensity Continuum
Annihilating conflict
explicit efforts to destroy the other party



Physical aggression



Threats and ultimatums



Verbal attacks









Explicit questioning or challenge



Mild disagreements or misunderstandings

No conflict


Source: Adapted from Robbins, 2009
Figure 5: The Conflict Management Tools













McIntyre (2007) points out that conflict resolution may leave a permanent legacy. For example, if both parties use the mutual concession and negotiation styles, the two parties may think that they have lost and are not satisfied. It may happen that one or both parties say that they won at the expense of the other, which can lead to further difficulties for the next round of negotiations. In a conflict situation, of the win-lose type, the one who lost may be resentful of the result achieved, and can influence or hinder future negotiations. If both parties use the style of integration, or problem solving, this may result in shortening psychological distances and improving communication. Thus, the climate of trust may create conditions for the conflict to be resolved in a more creative and lasting way.

In many conflict situations, it is useful to have the participation of a third person to assist in forwarding the solution (Martinelli and Almeida, 2014). The aim is to mediate and help those involved to act more effectively. Your job is not to solve the problem, but to help people find the best way out.

Martinelli and Almeida (2014), present the main advantages of the third person in an attempt to find solutions to the conflict:

• The parties gain time to calm down, as they interrupt the conflict and describe them to the third party;

• Communication can be improved, since the third party interferes with communication, helps people to be clear, in addition to working so that those involved can hear the other party better;

• Often, parties must determine what issues are really important, as the third party may ask to prioritize some aspects;

• The organizational climate can be improved, as the parties can vent anger and hostility, returning to a level of civility and trust;

• The parties can seek to improve the relationship, especially if this task is facilitated by a third person;

The time frame for resolving the dispute can be established and reviewed;

• The rising costs of staying in the conflict can be controlled, especially if continuing the dispute is costing people money and opportunities;

• By monitoring and participating in the process, the parties can learn how the third party guides them in the future to be able to resolve their disputes without assistance;

• Effective resolutions for the dispute and the outcome can be achieved

Another very effective way of resolving conflicts is negotiation. Martinelli and Almeida (2014), present six positive steps to be followed:

• Seek a problem-solving approach. It must be remembered that if it is possible for the other party to get what they want, it will be easier to get what they want;

• Know hear. This is a very important point, as knowing how to listen to what the other has to say can be very difficult, since one tends to keep thinking about what one wants to say;

• Ask questions. It is another very important aspect to know a little more about the views or proposals of the other sides involved. Asking questions is very important to clarify some questions and test your understanding;

• Keep an open mind. Seeking new options for both yourself and the other side involved can be very important in the course of the negotiation;

• Remembering that movements are the only way to make progress is also another fundamental factor that can lead to finding ways both to move towards the other side, and to make the other side move towards you;

Andrade, Alyrio and Macedo (2007) state that the art of communicating effectively and learning to work as a team stands out among today's challenges. The greater the interdependence, the greater the conflict. Negotiating, therefore, has become, today, one of the greatest human skills. 

Therefore, its relevance in management. For that, it is essential to understand the ways of proceeding. Analyzing the forms of conflict resolution, it was found that, for the most part, those that produce better results go through the negotiation action.
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