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PREFACE
Fundamentals in conflict management provides managers with full and practical introduction to conflict management principles, concepts and strategies, with an emphasis on how to utilise the knowledge and concepts to improve workplace industrial relations, peace and tranquillity at the workplace. Conflict management plays a key role in improving organisational performance, competitiveness and productivity. The book provides a consolidated information about Conflict Management and make the knowledge of management of conflict accessible to managers, marginalized groups of people throughout the world.  As a lecturer, it is not only my passion on knowing more about humanity that drives me to undertake this journey, but the fact of my privileged knowledge that this book forms the core of practical realities relevant to any other studies to be focused on in undergraduate and postgraduate Human Resource Management and Business Management Studies. 
I focussed this book on the nature of conflict, forms of conflict, theories of conflict, causes and effects of conflict, and conflict handling strategies. The book focused on how conflict management affect organisational competitiveness, efficiency and effectiveness and what extent it promotes good workplace industrial relations in various businesses. It was not our intention to produce course notes and this material is not meant to substitute any other text material, but merely to supplement it by giving practical examples and a Zimbabwean flair to the arguments. However, it has been compiled from as many available textbooks and Journals with the sole intention of giving readers a basic understanding which they can use to handle conflict at individual, departmental and organisational levels.  It is hoped that many will find this book illuminating and helpful. 














CHAPTER ONE
CONCEPTUAL FRAMEWORK AND OVERVIEW

INTRODUCTION
No one under the sun can avoid or eradicate conflict, whether at home, church, school, at workplace and any other place where there are two or more people who have been grouped together to achieve consciously set business goals or social goals. Conflict is an inevitable phenomenon which can breed dysfunctional or functional consequences in any social set up. Besides affecting various social organisations such as churches and families, conflicts have also rocked both formal and informal business organisations such as schools, supermarkets, manufacturing firms and others. Despite the efforts put by organisations to manage organisational conflict, conflict has remained stubbornly inevitable in all organisations.allorganisations. People in organisations possess different social and work experiences, morals, competences and skills, attitudes and expectations, which are all key antecedents to organisational conflict. Conflicts have the potential of making or breaking organisations, support and impede the achievement of organizational goals, vision and mission. Conflict can create a health organisational environment characterised by creativity, enthusiasm, job satisfaction and motivation, while on the other hand it can lead to apathy, personal clashes, lack of imagination and creativity, indecision and missed-out deadlines. Clashes of ideas, not personalities assist in organisinginorganising tasks, responsibilities, work and projects in an orderly and chronological manner.
 The consequences of organisational conflict deepen further and further because of the cumulative interface between the home and work. In addition, the complexity of conflict particularly in Zimbabwe has been on the upsurge becauseupsurgebecause of the diversity brought about the opening of business to various investors from different nationalities. Labour and management usually have fundamentally different objectives hence conflict is bound to occur. The changing nature of organisations as a result of diversity in the labour force and increasingly widening educational qualifications between the younger generation and the older generation has also added to the increase in conflict in many Zimbabwean organisations. Generation gaps and diversity of the labour force has become one of the major sourcesmajorsources of conflict between employees and between employers and employees. Conflict in organisations is sometimes desirable, as it propels creativity and works as an administrative monitoring management tool. Maximum and optimal performance are reached when the parties involved analyse issues and scrutinise various factors of performance such as labour management, administrative procedures and the ability of the organisation adhere to its set procedures and policies.  Owing to influence of conflict transformation to the survival and growth of organisations, conflict management is increasingly receiving attention from academics, policymakers and executive managers major corporations and non-profit organizations. (Tjosvold 2008: 19).  

Conflict is dynamic and changes over time due to changes in the macro and micro environmental landscapes. As two or more parties strive to achieve set goals and also implementalsoimplement operational changes that suit the changes in the externaltheexternal and internal environments conflict is bound to occur. The volatile, ambiguous and ever-changing business environment demands that organisations irrespective of size and type, change their orientation towards conflict management to become moremanagementto becomemore inclined to embracing more proactive strategies as opposed to the reactive strategies. Strategies and tactics of recognising and resolving conflict amongst employees quickly need to be put in place so as to reduce the diverse possible effects of conflict. All members of any organisation need to have ways of keeping conflict to a minimum level and resolve all forms of conflicts before theybeforethey ‘hatch eggs’ of organisational disorder. 
DEFINITION OF ORGANISATIONAL CONFLICT
The term conflict has not been spared of the various meanings and definitions which other terms in business circles have undergone. The simplest but rather shallow yet it is one of the most commonly used definition of conflict is that it is a fight or a struggle. Conflict is far much more than a mere fight and/or struggle since it comprises a plethora of issues that render it a meaning.  According to Rahim (2002) conflict is an interactive process manifested in incompatibility, disagreement, or dissonance within or between social entities that is, individual, group, and organisation. Conflict is a disagreement between people with different ideas or beliefs due todueto incompatible preferences, goals, and many other organisational interaction related activities. Nyanga & Sibanda (2015) defined conflict as a social phenomenon that involves all forms of disagreements between individuals, groups of people, departments, organisations and nations due to the parties’ differences in interpreting their rights, interests and power. Organisational conflict refers to all forms of disagreements instigateddisagreementsinstigated by the authentic, fictional or superficial opposition of needs, values and interests between people working together. Organisational conflict can be referred to as clashes betweenasclashesbetween individual employees or formal authority and individuals and/or groups of employees (Nyanga and Sibanda 2015). Organisational conflict usually stems from disputes over how income should be shared or divided between the owners of the means of production and employees, how the tasks should be executed, how resources to use should be distributed and the duration and intensity of the work that people should engage in. Organisational conflict usually takes three forms which are latent and manifest disagreements, formal complaints, grievances and charges and litigation.
Organisational conflict, just like any other form of conflict needs to be managed and regulated properly. Conflict management refers to the process of limiting, mitigating and containment of conflict and does not refer to the elimination and eradication of all the causes of conflict (Lipsky and Seeber (2006). Conflict management is the process of preparing to minimize the emergence of conflict in the organisation and systematically putting in place strategies to deal with it when it does happen, as rapidly and smoothly as possible. Most organisations irrespective of size and location usually employ firefighting strategiesfirefightingstrategies in managing conflict; hence they tendtheytend to concentrate more on mitigating or controlling the destructive consequences that emanate from conflict than on finding lasting and acceptable solutions to the fundamental issues instigating it. 
Conflict Transformation isTransformationis the in thing in terms of managing conflict at organisational, national and international levels due to its ability to effectively manage andmanageand control conflict. It refers to the long-lasting and unfathomable structural proportions of conflict management and resolution. Conflict transformation is a process by which conflicts are transmuted into peaceful outcomes and results in the movement of conflicting parties away from zero-sum positions towards positive outcomes. Conflict transformation changes dysfunctional conflict into functional conflict. Conflict transformation is usually used interchangeably with conflict resolution but the two are different in that conflict resolution aims to bring conflict to permanent conclusion, whereas conflictwhereasconflict transformation concentrates on the conceivabletheconceivable social value of positively directed conflict. 


ORGANISATIONAL CONFLICT – ITS PAST AND ITS FUTURE

While it is an accepted fact and view that Karl Marx was not the first person to recognize conflict as a noteworthy factor in social life, he was one of the first if not the first contemporaryfirstcontemporary thinker to view it as systemic within social constructions, and as one of the main precipitators of societal or organisational change. Although there are numerous aspects of his work that are debatable, it possesses an all-pervading examinationanall-pervadingexamination of the emergence and growth of capitalism and how conflict plays an integral part to its development. It basically implies that much of what most theorists of organisational development and organisational conflict are doing is revisiting, correcting and modifying Marx’s work on conflict management. The revisiting and modification of the work is meant to address contemporary area specific conflict management issues. For instance, in an African set up, there are traditional approaches that are used to handle conflict, which may not necessarily apply in the developed world. The traditional approaches to conflict management are complimentary to Marx’s work on conflict management.  Most scholars and academics are investigatingareinvestigating the actual causes and consequences of the rise of conflict in most organisations throughout the world. Marx argues that any socio-economic system found in any society or era is influenced by the conflict between classes differently placed with regards to ownership or control of the means of production. 

The capitalist class possess the major means and capital of production which it uses to generate wealth. Capital used for production by organisations can be either in liquid form such as cash or inorin material form such as buildings, plant and machinery. While the shareholders and other owners of the means of production, the working classes own only their labour which they sell to those who own the means of production. The working class sell their labour in return for wages which they use to get their basic needs such as as shelter, food and others.  Marx’s basic insight was that although all production of goods and services is done by labour (in what he called the labour process), ownership of the means of production allowed the capitalist to appropriate the full value of the goods produced, whilst paying only a small fraction of its value out to workers in the form of wages. The demand by labour for higher wages and also the demand by the owners of the means of production to keep a higher portion of the full value of the produced goods and services has triggered conflict between employers and employees. For Marx, almost all the forms of conflict that emerge at workplaces emanate from differences in classes between members of society. All economic organisations spawn strainsorganisationsspawnstrains and tensions between labour and the owners of those who own the means of production. The tensions will grow at may spill out from the economy into the political arena. For example, the conflict between labour, government and owners of the means of production moved from the economic arena to the political arena. Labour movements can transform themselves into political parties, for the Zimbabwe Congress of Trade unions gave birth to a political party; the Movement for Democratic Change (MDC) in Zimbabwe, the Zambian Congress of Trade unions also formed a political party called the MMD.  At organisational level if conflicts are not managed well they can lead to the destruction of the organisation.

NATURE OF CONFLICT
This section of the book explores the nature and forms of organisational conflict. The chapter presents the types of conflicts at workplaces, signs of conflict and stages of conflict management. Conflict takes place at different stages and forms and is managed depending on its intensity and magnitude. For instance, conflict occurs at individual level, where an individual has conflict within his or her workmate and it can occur amongoccuramong groups of people in a department or organisation. The chapter is structured as follows; types of conflict, signs of conflict and stages of conflict management.
FORMS OF CONFLICT


1. Intrapersonal Conflict: 
Intrapersonal conflict is that form of disagreements that ensues within an individual’s mind. The individual or the employee or manager is confronted with irreconcilable goals and values. For instance, the individual who knows that it is wrong and unacceptable not to follow safety rules and regulations at the workplace but finds himself breaking set rules because he/she has got a craving for taking shortcuts and exceed his/her set target. Such a person is certainlyiscertainly having some personal conflict or intrapersonal conflict. More often than not, people are confronted withconfrontedwith intra-personal conflict as they endeavour to select between two or more decisions to take. Intra-personal conflict happens when individuals are expected to take choices that will have a long-term impact on their professions or lives. For instance, if one intends to leave his/her job he/she is more likely to have personal conflict as he/she will be weighing on options to establish the one which gives him/her more benefits and professional advantage and opportunities. Intra-personal conflict leads to a delay in making decisions and in some instances, individuals end up consulting relatives and friends before making decisions.

2. Interpersonal Conflict 
Interpersonal conflict is a form of conflict that happens between two or more individuals at a workplace or any other social setup. Differences between or among individuals may be a result from differences in opinion, values, approach of doing work, intentions and actions. This type of conflict is what is observed when two people are having incongruity betweenincongruitybetween or among themselves over work related issues or social or personal issues. Largely, individuals orindividualsor societies have divergent panachesdivergentpanaches of communication, desires, political or religious views and perceptions which are usually ignited by people’s different cultural backgrounds and orientations. Cultural backgrounds have very strong implications on the way a person behaves at work or in any social set up. If the conflict is not handled properly, it has the capacity to ignite dysfunctional conflict. In many Zimbabwean organisations with diversity in terms of generation gaps, interpersonal conflict might arise from simple differences in communication styles. For instance, the elderly would prefer that they are addressed in a respectful manner, failure to do that by a younger colleague is likely to result in conflict. It is also not acceptable to tell an older person that they have lied, even though it may be clear to everyone that it is the case. Such simple breach of values might lead to interpersonal conflict, which however may be latent. However, more serious forms of interpersonal conflict may be witnessed when individuals might end up engaging in serious verbal exchange or physical fight. An employee can have conflict with his or her supervisor regarding the way work should be done, tools to be used and amount of work to be done. Managers, supervisors and employees should be able to discern the signs or indicators of conflict among or between individuals in an organisation so that the conflict is managed before it bears dysfunctional fruits. Below is a diagram showing some of the signs of conflict between individuals;





Signs of conflict between individuals



3. Intragroup Conflict
According to Nyanga and Sibanda (2015) intragroup conflict is a type of conflict that occurs between people within a section, group, department and/or organisation. This type of conflict is analogous to interpersonal conflicts but the only difference is that it occurs within a particular group. This form of conflict can be observed when for instance two individuals of a human resource department disagreedepartmentdisagree over how the recruitment and selection of staff members should be done. This form of conflict can emerge from individual differences or desires or from rivalry and enmity between sub-groups or factions within the department. Organisations should always ensure that all their managers and supervisors are imparted skills and competencies that assist to have a full comprehension of group dynamics that can spill over into dysfunctional conflict. 



Conflict within Organisations
Organisations are generally knowngenerallyknown to be the place whereplacewhere conflicts and contestations take place. Abundant evidence for conflict of various kinds from absenteeism to xenophobia has been turned up in the course of social science research over the last hundred years. Research has noted wide variation in the kind as well the intensity of conflict in organisations. It can vary from dissent (expressed failure to agree about ideas) to out and out violence and destructiveness (such as sabotage, riot, arson). The existence of some sort of rudimentary political system in the workplace in the interstices of the formal organisation, through which conflict is represented and expressed, has been observed in so many organisations it may well be universal (Burns and Stalker, 1961; Zald and Berger, 1978; Buchanan and Badham, 1999; Noon and Blyton, 2002).


Intergroup Conflict
This is the kind of conflict that occurs between groups of people such as departments within an organisation, church denominations or classes within a school. This kind of conflict take place in organisations and it usually occurs within subgroups, such as, the human resource management, finance and marketing departments. For example, there could be a situation where salespersons may be disagreeing among themselves or with members from another department.  The striving for uniqueness and superiority in groups is largely responsible for intergroup conflict. Whenever people form groups, they tend to emphasise the things that make their department better than others or unique from other departments which in turn breed conflict. This happens in the education, culture, religion fields andfieldsand the workplace and can from time to time change from constructive to destructive conflict. 
Signs of conflict between groups of people 
Heads of sections and departments and members of staff should recognize embryonicshouldrecognizeembryonic conflict between groups of people in the organisation and immediately hatch a plan of action to deal with the conflict before it becomes open and destructive. Leaders can identify such conflict can be noticed by:


· When members of the organisation form cliques or factions which meet separately and privately to discuss issues that affect the entire organisation.
· When one group organises events and exclude members from other departments to participate in the event. 
· The use of threatening slogans or symbols to demonstrate that their group is right and the other groupsothergroups are wrong.
Conflict between Organisations
This form of conflict occurs when two or more different organisations engage in conflict. Conflict between organisations arises from contestation and completion for the trading space between different organisations. Conflict between organisations propels and breeds, organisational change as organisations will be thriving to become business leaders in their industries. For example, conflict can occur between OK Zimbabwe and Pick and Pay over trading space of between Great Zimbabwe University and the University of Zimbabwe. As particular bundles of social groups having distinctive orientations towards the world, the social projects that organisations have differ. Consequently, they can be viewed as colliding with other organisations as they try to meet set objectives. Conflict between commercial institutions may be perceived as predominantly driven by the socio-economic ends and targets set by organisations. byorganisations.
OTHER FORMS OF CONFLICT
Role Conflict
Role conflict happens when a person is faced with irreconcilable andirreconcilableand irresoluble role expectations and requirements in the various social statuses and positions they occupy in organizations. An organization is basically a system that comprises a group of people occupying various position roles in an organization for purposes of realizing set goals. Every worker in an organization has formally or informally defined roles and responsibilities which he/ she is expected to perform. Every member of the organization belongs to a role set, which is a unit of persons who share inter-reliant and interdependent responsibilities and tasks which are formally defined and influenced by the expectation of others who likewise are in the role set and by one’s own expectations. For example, in a soccer team, like the Warriors of Zimbabwe, players are expected to learn from the coach by listening to him, following his directions for playing, training and maintain appropriate standards of conduct. The coach is expected to bring players, high quality expertise in sports, teach tactics, conduct training and set a good example. Another in this role set would be a manager or supervisor, who put in place standards, criterion, tasks, responsibilities and values for workers which he expects his/her workers to perform to his/her expectation. 
The roles and responsibilities which people are expected to perform extends beyond the workplace. The roles and responsibilities which a worker is expected to perform outside the work environment directly or indirectly influence the way workers function at their workplaces. The incompatibility of the roles and responsibilities give birth to role conflict, where a person is confronted with several roles which need to be performed at the same time. For instance, a person's roles as spouse, parent, descendant, and church member are all intertwined with each other and are directly in conflict with set of organizational roles. 
As the various roles interact with each other they create opportunities and space for role conflict. The other scenario where role conflict takes place when a person ispersonis given inconsistent, capricious andcapriciousand fickle demands from his/her supervisor or manager; such as being asked to train new members of staff in another department while at the same time one is expected to increase production in his/her work unit. Another kind of role conflict takes place when the individual finds that they are expected to meet the opposing demands of two or more separate members of the organizationorganization, for instance human resource managers have a dual but incompatible role of satisfying the needs of workers and the needs of the employers. Another scenario whichscenariowhich perpetuates role conflict is a situation where a worker finds himself/herself pressured by his/her supervisorshersupervisors to improve the quality of their work while at the same timesametime he/she is pressured by his/her toherto increase production output so that they can receive a higher bonus or profit shares. Various forms of role conflict have a tendency of increasing a person'saperson's fretfulness, anxiety and frustration. Nyanga & Sibanda (2015) however argued that in some instances, role conflict inspires, stimulate and motivate workers to do more and better work and also be able to do multi-tasking. Depending on the disposition of the affected workers, in some cases, instead of leading to frustration and reduction in efficiency, role conflict motivates and inspires workers to do more work. In their study on role ambiguity, Nyanga, Mudhovozi & &Chireshe (2012) observed that while role conflict is viewed by many scholars as dysfunctional, it also propels individual and organisational performance and growth since workers will be working very hard to perform all the assigned roles.

Constructive Conflict
Constructive conflict is also referred to as functional or beneficial or useful or profitable conflict.  This is a form of conflict that breeds positive consequences to the organisation, its workers and its stakeholders. Constructive conflict improves the quality of decisions, rouses inventiveness, creativity androusesinventiveness, creativityand, novelty and innovation through which glitches and can be expressed and tensions released. This form of conflict helps people to improve their relationship for good, which in turn make them focus on meeting their set targets. An example of this form of a clash is when people argue from different points of view on the same matter with an open mind, they end up arriving at a new position which is an improvement on their previous bigoted views. Such forms of conflicts are commonly observedcommonlyobserved in formal business debates and in Parliament which comprises of representatives from different political parties. This kind of conflict helps workers and managers to understand the sensitivity of the other person on a particular issue, which will help them to avoid or minimise conflicts in such areas in the future. 

2. Dysfunctional or Destructive Conflict
This is negative conflict. This type of conflict leads to retarded communication, reduction in group cohesiveness and a subordination of goals to primacy of in-fighting among members. This kind of conflict produces bitterness, envy and anger. This type of conflict is usually protracted with no immediate and permanent solution at sight. Such type of conflict is likely to occur where there is no common vision among the conflicting parties.

Indicators of Conflict






1). Body language
Body language is one of the most observable indicators of conflict in organisations. Body language is mostly used in organisations where employees do not have the freedom and latitude to air their views and grievances. People who use non-verbal communication to demonstrate their anger or disagreements with a workmate or managers view body language as a very powerful tool than verbal communication in relaying the message to the intended recipients. For example, people can use facial expressions such as frowning, gestures and others. Eyes can be used to show resentment and express anger, and the sitting positions of people who are in a tense and overwrought situation is different from those who will be in a relaxed mood; hence managers and supervisors need to have the skills and knowledge to read the signs of conflict so that they manage it before it degenerates into dysfunctional conflict. Dysfunctional conflict cripples and destabilises the operation systems of organisations so organisations should develop conflict management systems that prevent conflict from breeding anti-performance systems but rather develop into pro-performance systems. 

2). Withholding information 
Departments, individuals and parties who are in conflict usually do not share important information that affect them at the workplace but they rather withhold information from one another as this might be viewed as tool of weakening the other party while at the same timesametime strengthening their party. For instance, an employee who is involved in interpersonal conflict with another may not reveal information about a promotion prospect to that employee or about short-term employment such as the recruitment of markers by the Zimbabwe Schools Examination Council (ZIMSEC). One such incident which was witnessed by the author was when a colleague who was a lecturer in the same department with him decided to withhold information regarding the recruitment of part-time lecturers at a local private college. He and his friends were engaged and his colleagues who were in conflict with him were not recruited because they did not have information regarding the recruitment of staff.  People who are in conflict do not openly share information which they perceive will give the opposing part a competitive advantage.

3). Springing surprises at meetings 
This type of indicator usually occurs in intra-group and inter-group conflict situations, where the meeting convenor may choose not to share agenda items prior to the meeting with those employees whom she/he perceive to be in conflict with her/him. This is usually done with an ulterior motive to probably outmanoeuvre the opposing group members. For example, in a school set up a head teacher, may decide to share agenda items with members of her/his clique and withhold such information from perceived opposing members, which will result in the head teacher springing surprises to other members. 

4). Disagreements at and out of Workplaces
 Disagreements at and out of workplaces are some of the other symptom of conflicts in organisations. Parties who are in conflict usually disagree on subjects which have absolutely nothing to do with the original cause of the disagreements. People who are in conflict usually have disagreements on work and non-work-related matters, which in way disrupt peace and tranquillity at the workplace. Studies (Nyanga & Sibanda 2019, Nyanga et al 2012) observed that arguments and disagreements on petty issues which are or are not related to work are some of the symptoms of antagonism, hatred between and among workers. Parties label each other as bad, asbad,wrong or evil without regarding the advantages of their arguments or actions. Unnecessary and counterproductive arguments lead to wrong decision making on issues that affect the organisation. For instance, an argument that ensured between two workers about who is a better soccer player between Peter Ndlovu and Moses Chunga, degenerated into a physical fight. The same workers also had a heated argument, which almost degenerated into a fight when they could not agree on the method and procedure for the distribution of Covid-19 protective clothing at their work station.


5). Increasing lack of respect & courtesy
 As the conflict approaches the intensification stage, a general absence of veneration and respect are exhibited and unveiled, the parties to the conflict will be ready for confrontation. People in conflict usually do not respect each other and also the authority but concentrate on the fights and winning the battles. At times some of them use the ‘lack of respect’ tool as a weapon for the ruination of their opponents. At this stage parties disregard rationality and concentrate on denigrating the opposing party or parties. It is essential for managers to ensure that workers do not reach such a stage where they fail to respect their workmates and members of management.
 
STAGES OF CONFLICT
Most organisational conflicts go through a series of steps or phases. Conflicts may start as dormant ordormantor latent then emerge, escalate, de-escalate and are resolved. Some conflicts are resolved permanently, while others are resolved temporarily. Those which are temporarily resolved will emerge and sometimes escalate again. Studies have shown that poorly addressed conflicts lead to a vicious cycle, where they continue to reappear and cause unnecessary discord in organisations. It is the mandate of both employers and employees to ensure that all forms of conflicts in an organisation are nipped in the bud so that they do not degenerate into dysfunctional conflicts. Below is a discussion of the main stages of organisational conflict:

Stage one: Pre-Conflict 
 Pre-conflict which is also referred to as latent or dormant conflict is the level oflevelof conflict when there is an irreconcilability of objectives between two or more parties. This form of conflict is not well pronounced and is either self-suppressed or suppressed by various organisational systems such as leadership style, consequences of conflict and many others. Pre-conflict has the potential of developing to be become an open conflict. At this stage, there are grave value variances or substantial injustice and unfairness, which may resultmayresult to an active conflict. The conflict is unobtrusiveisunobtrusive and self-effacing, although both parties are likely to be aware of the possibility for conflict. There is likelihood that there will be confrontation between the parties and there is a desire to avoid contact with each other at this stage. The tension is likely to persist over long periods of time without any observable conflict occurring. For instance, a subordinate who believes his superior is the one responsible for his recent non-promotion might try to avoid him/her, and the tension builds between the two but no noticeable conflict will occur, at least at this stage.

Stage two: Confrontation or emergence
 The build-up goesupgoes on and the disagreements turn out to be more and more evident. The signs of conflict become visible to both parties in conflict and also other interested parties who may not be necessarily involved in the conflict. If one party feels that there is a problem, its followers may perhaps startfollowersmay perhapsstart to engross into demonstrations or other hostile, combative and confrontational conduct. Intermittent belligerentconfrontationalconduct. Intermittentbelligerent, fighting or other truncated levels of violence might break out between the two opposing sides. For example, in an organisation set up, the leader of the faction usually gathers resources or uses his/her job assigned authority to recruit more allies so as to increase her/his faction’s power to out wilt its opponents through confrontation and violence means. Relationships between the two sides become very overwrought and strained, leading to the spiltthespilt and polarization of the followers of the two opposing sides. At this stage of conflict workers might end up engaging in collective job actions such as wild cat strikes or sit-ins, lockout for purposes of sending their message across to the other party. For instance, if the issue that ignites conflict between workers and employers is about salaries and wages, workers may choose to embark on a collective job action so as to coerce employers to accede to their demands. The other example of a conflict which will have reached this stage is the university students’ demonstrations that were witnessed in the late 1990s and early 2000 in most Zimbabwe. The conflict turned confrontational and led to the destruction of properties at university colleges and in the cities and towns.

Stage three: Crisis 
The crises stage which is also referred to as the escalation stage marks the apex of the conflict situation between individual workers, employee and supervisor or departments. At national level this is stage of armed conflict when people will be killing each other, but organisational level this is the situation where there will wild cat strikes, the firing of workers and various forms of disruptive and destructive behaviour by both conflicting parties. At this stage of conflict normal communication between the opposing sides will in most cases be non-existent. Public statements will be used to relay information between the parties and in most instances, it will be in the form of accusations made against each other. A conflict that reaches the escalation point, increases like veld fire and intensifies very quickly. It therefore implies that management need to act very fast to deal with conflict which will have reached the escalation phase because it is very detrimental to organisational performance and growth. Parties continually provoke each other for purposes of raising the stakes, thereby making the conflict more and more destructive. Conflict can destroy the virtual infrastructure and assets of an organisation such as corporate image since the parties normally go public using print media, social media and all other forms of relaying information. For example, the 1998 demonstrations by the Zimbabwe Congress of Trade Unions (ZCTU) in Zimbabwe resulted in the soiling of various corporate images since some organisations reacted by firing workers who had joined the collective job actions. Once conflicts escalate, the parties usually reach an impasseanimpasse, a situation where parties get to a deadlock and neither part is willing to budge. In the political circle in Zimbabwe, this stage was reached by ZANU PF and the MDC. There are mainly two options which parties can consider; the first one being to continue to bleed each other; the second being to finding a lasting solution by involving a third party to mediate, arbitrate or conciliate. The parties can only take the resolution route if the pain of continuing to bleed each other surpassesothersurpasses that of keeping the confrontation. This approach is what is referred to by ZartmanbyZartman (1989) as "hurting stalemate," which often presents an ideal opportunity for negotiation and a potential settlement. 

Stage four: Outcome & Post-Conflict
This is the conflict resolution stage where the two conflicting parties find a lasting solution to their problem. For instance, a conflict between two workers can be resolved by being given a counsel by their supervisors and also members of management. The outcome stage is a situation where conflict is resolved in a way that leads to the loweringthelowering down of tensions between conflicting parties which in turn result in the termination of violence, restore a normal relationship between the opposing parties. It should however be noted that, if the issues and problems arising from their incompatible goals have not been adequately dealt with, this stage could with time lead back into another pre-conflict situation. The repeated failure to negotiate an end to a conflict confirms its unwieldiness and difficult to resolve. Such failures depress new endeavours and generate an encumbranceanencumbrance of suspicion and mistrust to be overcome current and future conflicts. This therefore implies that the struggle is likely to come back in the same or different form.   

SUMMARY
This section of the book looked at the conceptual framework of conflict management in workplaces. It also looked at the types of conflict that are prevalent in various organisations. Conflict is inevitable and a necessary ‘evil’ that can either make or break an organisation, as such the chapter explicitly explained how conflict emerge in organisations. Conflict simply need to be managed other than trying to suppress or avoid it.


























CHAPTER TWO
CAUSES AND EFFECTS OF CONFLICT

INTRODUCTION
The previous chapter looked at the nature of conflict, forms of conflict, signs of conflict and the stages of conflict. This section of the book explores the factors that precipitate all forms of organisational conflict. A review of situations thatsituationsthat propel conflict in organisations is made for instance, how politics, economy, religion and other social factors affect conflict in organisations.  The chapter also discusses organisationaldiscussesorganisational instigated direct causes of conflict such inadequate resources and equipment, conflicting interests, incompatible goals, work overload and many others. 

CAUSES OF ORGANISATIONAL CONFLICT
The main causes or sources of conflicts at workplaces are complex, diverse and numerous. The degree and intensity of conflict is determined and heavily influenced by the source of conflict. Some sources of conflict breed mild conflict whilst other sources of conflict propel highly dysfunctional conflict. The figure below shows some of the utmost common sources of conflicts at workplaces:
Macro or Indirect Sources of Conflicts at workplaces




Politics
Throughout the globe politics has established itself as one of the cross-cutting factors that permeates and significantly affect various facets of business operations. Global, national, local and organisational politics direct influence various forms of conflicts at workplaces. Politics indirectly propel conflict because usually what happens in organisations is a mirror of what will be happening in the political environment. The causes and the way conflict is managed is influence by the tempo of the prevailing political situation in a country. In some cases, there is political interference in the welfare of organisations which consequently breed workplace conflicts. For instance, politicians may indirectly influence the engagement of workers at various level, which in turn anger other qualifying workers who had intentions of competing for the same job. Political polarisation in Zimbabwe, can make workers who come from different political parties to be engaged in different forms of conflict. The conflict may not be directly caused by the political differences but their differences in values and political ideologies create a condition in which conflict may ensue.
Economy
The economic situation prevailing in a country significantly influences the level and intensity of conflict at workplaces. Nyanga and Sibanda (2015) observed that economic situations, economic policies and regulations shape a number of sources of conflicts such as inadequate resources, wages and salaries, working space and many others. The more favourable the economic environment, the more organisations find it easy to fulfil their business obligations and workers’ compensation obligations. The unfavourable economic environment can lead employers into failing to meet their remuneration and wages obligations, which consequently stirs anger in workers, which usually result into dysfunctional conflict. For example, for the past two decades, Zimbabwe has been experiencing a very difficult economic situation, which was mainly fuelled by astronomically high rates of inflation. The high rate of inflation resulted in the devaluation of the Zimbabwe dollar and the abandonment of the same in favour of the multi-currency system. The ups and down swings of the Zimbabwean dollar led to several collective job actions organised by the Zimbabwe Congress of Trade Unions (ZCTU) and other labour boards. Nyanga and Tapfumaneyi (2019) reiterated that collective bargaining is a subject of the state of the economy and the financial position of the company.   
Social
Conflict at workplaces is a subject of several social issues such family, religion, culture, tribe and peers. The availability and affordability of various social services such as housing, health and social protection directly and indirectly propel almost all forms of conflict in organisations. The upbringing of an employee, ethnicity and the religion of a worker determines the way he /she handles conflict at the workplace. Workers brought up in families where there is always strife among children or between parents usually perpetrate conflict and find it very hard to effectively resolve conflict. Religion by nature promotes peace and democracy in society, workplaces included, which in turn equips workers with the ability, skill and competencies to handle conflicts at workplaces. This implies that social issues significantly precipitate conflicts at various levels at the workplace. Nyanga and Chindanya (2020) indicated that COVID 19 was one of the major factors that shifted human resource functions and led to conflict between employers and employees.


Technological
Nyanga (2022) argues that technology is one of the fastest moving phenomena acrossmovingphenomenaacross the globe, which has significantly transformed the way business for various organisations is conducted. Whenever technology changes it brings with it a lot of apprehension, trepidation, fear of the unknown among the envisioned users or beneficiaries of the planned change. Every new invention, technological advancement and innovation brings with its new business opportunities and threats which all business need to tap on in order to create a strong and sustainable competitive advantage. It is the changes in operation systems which organisations embrace to fully utilise the identified opportunities and hedge the organisation from threats that ignite conflict especial between managers and workers. Workers may be compelled to learn very fast how to utilise the new technology so that the organisation maximises on the available opportunities. For instance, the introduction of a computer created a conflict between workers especially the elderly with their employer, over the slow comprehension of the use of computers. Technology can also demand that employers downsize their workforce since most of the work will be done by a machine such as ATMs in the banking sector, e-banking and many others. Such moves make employees and employers have conflict as workers will fighting for their survival. 

Geographical and demographics
The geographical outlook of the workstation or workplace is another source of conflict. For instance, working in dilapidated offices, or workstations, noisy places and generally inappropriate environment have the potential of influencing conflict within the organisation or among employees. It is so because workers will be venting their anger and frustration of working in unfavourable environments. Scenic areas can promote job satisfaction and significantly reduce workplace conflicts.

Culture
Culture is one of the key assets that are used to manage conflict in society, in particular at the workplace. The cultural background of a worker is a key antecedent on how he/she perceives and manages conflict.  Culture entails such things as language, respect, adherence to societal norms and values. The way workers grew up at their homes, society and schools shape the way they manage conflict, organize team building events and manage conflict management training workshops. Playing of traditional or indigenous games such as pada, help children to develop conflict handling strategies. Such games are part of the team building events where people spend time together interacting with each other. Cultural games also equipCulturalgamesalsoequip children with essential communication skills which they can use to teach their team members essential skills of communicating.

Religion
Religion is one of the key factors that propel organisational conflict. Employees usually group themselves according to religious beliefs and also form cliques in organisations that are religious based. For example, Muslims may favour to associate with fellow Muslims while Christians may also favour to associate and business with fellow Christians, which in turn create divisions among workers and within the departments. Divisions of this nature are usually counterproductive and dysfunction since they do not assist in the improvement of the operating system of an organisation and departments. Workers who belong to the Seventh Day Adventist (SDA) and other upcoming home grown seventh day churches do not work on Saturday which is not consistent with the general practice in various organisations where people work from Monday to Saturday and rest on Sunday. In such cases religious beliefs of workers and work demands and expectations will not be in sync which consequently cause conflict. Religion is therefore a very powerful tool which has the potential of destructing the smooth flow of an organisation or department. Organisations are expected to find ways of striking a balance between religion and work demands and also run a number of training programs that are meant to assist workers to embrace diversity at the workplace. 
 
Failure to establish the root cause of workplace conflict
Studies (Nyanga & Sibanda 2015, Nyanga et al 2019) have established that it is always essential for members in management or individual workers to understand the derivation ofderivationof conflict and the source of conflict between individual workers or groups of workers. The source of unhappiness and strife needs to be established because failure to do so further widens the rift between workers and also groups of employees in an organisation. For instance, an individual in a team may appear to be careworn and struggling with a riotous, uncontrollable and unmanageable workload, but may be indignant and aggrieved of another worker who seems not to be working hard or who deliberately choose to do lesser work than s/he is expected to do. Conflict can also emerge within the department as a result of organisational changes such as changes in leadership, restructuring within the department or organisation, or promotions of individuals or an individual whom his or her colleagues do not view as deserving it. To manage this form of workplace conflict, organisations should look at the prior relationship between the two or more conflicting parties which could be employee and manager, or employee and his/her peers as a way of checking signs of past conflict and feelings which may stimulate conflict. Conflicts can be a continuation of past conflicts which were not resolved and managed well. Due to differences in personality and backgrounds some workers hold grudges for years with core workers, which in turn cause the emergence of other forms of conflicts between or the two parties or escalate to the whole department and organisation. 







Micro-factors of conflict



Personality clashes
 Personality clashes are some of the key micro-sources of conflict at workplaces in Zimbabwe and beyond. The work environment comprises of people with different personality which in some cases will be fundamentally different.   In the spirit of employee diversity, which is the in-thing in the 20th, employers bring together employees with different personalities some of which are so diverse that they propel conflict in various sections of organisations. The diversity of personalities give birth to personal clashes which in most instances are dysfunctional in nature. Studies have shown that any workplace bring together peopletogetherpeople with diverse temperaments, sensitivities, tastes, background, ideas, perceptions, experiences and preferences. It is normal and expected that people usually do not become friends with everyone they meet hence conflict or clashes are bound to emerge when two or more people with diverse personalitiesdiversepersonalities interact in and outside workplaces. Employers should never expect all the workers to get along perfectly, but should work on strategies to ensure that workers tolerate each other and be able to work toward the realisation of assigned duties and responsibilities.  The personality mixes within a department normally distraughtadepartment normallydistraught when a new worker joinworkerjoin. Workmates can easily fail to get along if the personality mixture is distressed whichdistressedwhich consequently breed disputes. The disputes that are created because of a mismatch in personalities have the potential of disrupting employee and organisational performance and organisational growth. People with different personalities respondpersonalitiesrespond to sticky or thought-provoking circumstancesprovokingcircumstances in dissimilar ways which in most cases develop into major sources of intra-conflict. Even though it’s appreciated that it is impossible for all workmates to be friends, a certain level of mutual or reciprocal respect is essential for a healthy workplace culture.

Unrealistic needs and expectations
Unrealistic goals, targets and expectations which are usually given to workers by supervisorsbysupervisors or managers are some of the main precipitators of conflict between employers and employees and between departments. Conflict may emerge if the expectations by management or employees are unrealistically high to the extent of being unachievable. The other issue on set targets is when an employee and the supervisor misunderstand each other on what needs to be done and when. In some instances, managers peach their expectations too high and beyond the reach of the capabilities of subordinates. If workers become overwhelmed, they become emotionally discharged which in turn cause conflict at the workplace. An employee who is overwhelmed by expectations and targets peached beyond his/her capability become dissatisfied by his/her work and end up losing his/her self-confidence. Losing confidence lead to poor performance (Nyanga et al 2018), which is also a key precipitator of conflict at the workplace. Managers are therefore encouraged to settoset targets that are realistic and which arouse workers interest to attain them. Conflict is also caused when managers overlook andmanagersoverlookand ignore the needs and expectations of workers such as better conditions of service, living wages and others. Employers may also choose to ignore the demands of workers if workers peach their expectations from the employer too high or set totally unrealistic expectations such as demanding salaries which the organisation cannot afford and sustain due to low productivity. Information about expectations should be clearly communicated subordinates so as for the manager and subordinates to have a common understanding about the expectations Information can be relayed to workers by holding regular meetings, circulars and unscheduled briefings.
Business values
Diverse businessDiversebusiness values, opinions and/or perceptions of employees and their managers also have the potential of breeding organisational conflict at individual, section, departmental and organisational levels. Conflict arises over philosophical andphilosophicaland ideological differences or conflicting standards on the assessment of opinions, views, ideas or conducts. The actual or superficial differences in opinions, views and values lead to conflict especially when values are forced on workers or work teams or when workers are prohibited from upholding their value and opinions. Nyanga & Sibanda (2019) opined that most workers have very clear positions about their values and expect management to help them uphold them; hence any form of hindrance to the upholding of such propels conflict. 
Unresolved workplace issues
Unresolved workplace issues such as the implementation of a Collective bargaining Agreement (CBA) is one of the major sources of conflict in organisations. Employers must ensure that all unresolved issues in an organisation are resolved so that both workers and management put their focus on meeting their set targets and organisational performance. One such an example is when worker who requests to be transferred to another department because of their superordinate’s hostile leadership style is denied such an opportunity. Such scenarios lead to conflict between the worker and the superordinate. Although conflict cannot be avoided, employers should try to minimize it by making sure that all the outstanding issues are resolved timeously.
  Work overload
Work overload is one factor which causes conflicts in organisations. Work overload can be instituted by the employer when he/she assigns an employee work which he/she cannot accomplish within the set timeframe. In such a case the conflict will be between the supervisor and the employee(s). Another scenario of work overload is a situation where one or more workers in the department fail to meet their targets which will compel other workers to assist them meet the target so as to meet the cumulative target for the department. Lazy or incompetent or slow workers propel work overload on other workers which in turn cause conflict between performing and non-performing workers. Conflict erupts because some workers feel that they are being hard-pressed topressedto perform work which ordinarily is above the normal workload of a person of their level. Work overload breeds work intensification which also influences conflict at individual, sectional and departmental levels.  Most organisations especially SMEs do not provide workers with written employment contracts which in turn leaves the employer with the room to increase tasks and responsibilities on workers thereby causing work overload.
Resistance to Change
Most people in Zimbabwe and beyond are change phobia. People in and outside organisations do not easily accept change or modification of existing systems but rather resist it for purposes of maintaining the status quo. Workers usually stick to their habits and systems because they are accustomed toaccustomedto them and can easily follow how they operate. Change usually comes with fear of the unknown hence not all workers are prepared to embrace it. Studies (Mukuvisi et al 2019) are of the view that change is stressful and usually lead in conflict between abetweena group of workers and management or team member and management. For instance, employees may resist change through unions in collective bargaining sessions or they resist change as individuals. An employee may resist being moved from one department to another. It’s helpful to note that some workers naturally go through abjuration, denial, fury, and misperception asmisperceptionas they will be trying to come to terms with change and possibly embracing it. Studies have shown that it is a normal human capital reaction to resist the unfamiliar and that it is again not rare for such resistance to turn to aggression and hostility.
Poor Communication
Communication is central to all the activities that are done at workplaces. For an organisation to be effective, efficient and become productive it requires a well thought out communication system. The importance that is attached to communication in every aspect of the organisation has made poor communication to become one of the major precipitators of conflicts in organisations. Poor communication or lack of communication leads to lack of information which also causes suspicion, grapevine and misinformation, as well as differing views on the interpretation of the available data. Conflict can sometimes arise due to simple misunderstanding and interpretation of the information conveyed. If one person or group of people misunderstand information, a series conflicts can be triggered. Most people think that they are great communicators yet the opposite is true. Nyanga and Sibanda (2019) observed that poor communication account for 66% of the conflicts in organisations, which basically imply that it is one of the principal factors that trigger conflicts in organisations. Parties or individual workers may fail to communicate properly, perhaps becauseperhapsbecause of attitude problems, strong feelings, stereotypes or recurring negative behaviour, which in turn result in relationship conflict. It is this type of conflict which often fuel or propels disputes and can promote destructive conflict if it is not handled properly. To reduce miscommunication-stemmed conflict the sender must make sure that the message is clearisclear and concise. The sender must use the language that best suits the intended beneficiaries.  For example, there are instances where the supervisor or the sender may be required to use the mother tongue so that he makes sure that he/she drives the intended message home. Intended recipients should not be left guessing and making assumptions about the sent information.  Both the sender and the receiver must be prepared to receive the sent message and avoid or manage various communication disruptions.
Toxic Work Environment
 A toxic work environment greatly affects the way workers and managers relate and how departments in the same organisation also relate. The impression workersimpressionworkers have about themselves, workmates and the work environment in general greatly affect the way they interact and their level of job satisfaction. Conflict is about relationships and the way people interact in an organisation. A toxic work environment is an environment that is unfavourable and is characterised by hatred, bad-mouthing, fights and aggression. Conflict erupts as workers will be trying to restore sanity at the workplace and create a favourable environment that is characterised by love, tolerance and team work. The infrastructure and the structure of the organisation are also possible precipitators of a toxic work environment. Loving one’s job doesn’t just imply adoring theimplyadoringthe everyday tasks assigned to him/her, but also embroils being part of a delighted work community. Organisations should make the environment friendly by providing for small but essential services such as libraries, in-door games facilities, on-site clinics, on-site kitchens and many others which keep workers occupied and satisfied with their work. This is consistent with Nyanga (2018) who observed that job satisfaction is one of the key antecedents that help to supress and transform organisational conflict into a functional conflict. Offices and work stations should also be well ventilated and spacious and should take into consideration the needs of workers with disabilities. To avert conflict managers should encourage communication among workers and between management and workers so as to make sure that conflicts do not escalate and breed toxic relations among members of staff. 
Task Interdependence
Conflict occurs when one individual or group or department is dependent on another for the completion of their task. The successful completion of a task depends on the cooperation of the other part, if the other part fails to complete its task on time it implies that the other department will also not be able to complete its task on time. Such scenarios make conflict to erupt and usually strain relations between departments or individuals. For example, the completion of a task by a carpenter making a wardrobe depends on timeous supply of timber by the supplier. Any delay in the supply of timber will result in the delay of the completion of the task. If for some reason or the other, the supplier fails or delays to supply the material then conflict may arise. Furthermore, some interdepartmental disagreements might also trigger a non-responsive attitude that degenerates into a conflict. Organizational conflict might arise from frustration caused by delays by the other department in completing a task which leads to the performance on another. Another causeAnothercause of frustration is absence of accountability. If there has been a delay in the completion of a task, there must be someone whosomeonewho is willing to take responsibility for the delay because lack of accountability can create a toxic relationship between individuals and/or departments. 

Inadequate and unfair distribution of resources 
Scarcity of resources such as finance, equipment, facilities and others have the potential of propelling conflict within institutions. Most clashes in organisations that ensue at an enormousanenormous scale are generally instigatedgenerallyinstigated by the paucity of resources. When resources are in short supply, the ‘rules of the jungle’ normally apply which involves theinvolvesthe ‘survival of the fittest’. As employees will be competing for the scarce resources conflict is likely to be triggered. For instance, at a certain school, teachers clashed over the distribution of pens and books to use to teach their students. Another example is when a certain college had only one boardroom, and all the five departments were sharing it for their meetings. From time to time conflict would ensue over the scramble for the boardroom. Even if resources are in abundance, the way they are shared and distributed might likewisemightlikewise cause conflict. Conflict may erupt because of unequal or unfair distribution resources such as deployment of workers, allocation of office spaces, distribution of computers and other essential tools of the trade. Time as a resource can also propel conflict among employees, for instance if an employee is given derisory times to finish afinisha task the employee may become demoralised, disengaged and dissatisfied, which can directly or indirectly lead to conflict. 
Lack of teamwork
Failure by organisations to create work teams where members complement each other for purposes of realising set departmental or organisational goals. When members of a department or organisation do not consider themselves to be working towards a mutual and common objective, then conflict is destined to happen. Teamwork entails that members of an organisation view themselves as working towards a shared vision and goal. They work in synergies. Lack of team work also leads to conflict where disagreements about needs, goals, priorities and interests can influence conflict among employees and the organisation. Interest conflict involves actual or perceived competition over interests, such as resources, the way a dispute is to be resolved, or perceptions of trust and fairness. An analysis of the different types of conflict the parties are dealing with helps to intervene or determine strategies for effective handling of the disputes.
Role Ambiguity
Every employee should have a jobajob description with clearly outlined tasks and responsibilities; any short of that create a situation of role ambiguity and role conflict, which is detrimental to organisational citizenship and conflict transformation. Role ambiguity make workers to clash over the roles every worker should play in an organisation. Unclearly defined roles, tasks and responsibilities ignite conflict among workers or between workers and management. Nyanga et al (2012) argue that lack of clarity in roles and responsibilities is one of the major precipitators of organisational conflict in Zimbabwe and beyond. Ambiguous roles may result in overzealous employees doing other people’s work and others not doing work at all, this in turn cause conflicts. Some workers stay at their contracts for a long time but still trying and struggling establish the exact expectations of their managers or superordinate. Such situations lead to conflict which can also result in some workers quitting and joining other organisations. If a worker is uncertain of how they are expected to perform, they lose confidence and become defensive, which consequently lead to conflict. It is easier for organisations to state what they expect from each and every worker from the get-go and avoid unproductive conflict which is normally caused by the frustration of workers.  
Failure to adhere to contractual obligations
Most conflicts emerge as a result of disputes of right and interest. Disputes of right are situations where either the employer or employee(s) fail to honour and respect the rights which people or groups are entitled by law, by contract, by previous agreement (CBA) or by established practice to certain rights. Disputes of right focus on conflict issues such as employment contracts, legally enforceable matters or unilateral changes in accepted or customary practices. A dispute of rights is, therefore, usually settled by legal decision such as labour courts or arbitration and not by negotiation. Disputes of interests are also some of the factors that propel conflicts in organisations. Conflict of interests are situations where the conflict may be a matter of opinion, such as where a person or group is entitled to some resources or privileges such as access to property, better working conditions, living wage and many others. Since there is no established law or right, a dispute of interest will usually be solved through collective bargaining or negotiation.
Leadership problems
Leadership styles, approaches and tactics play a key role in promoting peace or disputes at workplaces. Inconsistency, too-strong, biased leadership styles and systems at at all levels of theofthe organization cause conflict between workers or between workers and managers. For instance, workers committees and trade unions check on the consistent application of rules and regulations and would raise an alarm if they allege that there is inconsistence in the application of rules and regulations. Managers should employ leadership styles that best suit the prevailing work environment or situations, outright autocraticoutrightautocratic leaders or democratic leaders usually face challenges in managing conflicts. The best approach is for a leader to apply the most appropriate approach in a given situation.
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3.2 EFFECTS OF CONFLICT

FUNCTIONS OF CONFLICT/ POSITIVE/CONSTRUCTIVECONFLICTS

The general understanding and picture most people have about conflict is that it is at all times bad and yield negative and destructive consequences, however, the perception is far from being correct, because in some instances if not the majority of instances conflict yield very constructive or helpful results in relation to human capital relations at the workplace, cohesion of departmental activities and organisational performance, effectiveness and competitiveness. Constructive conflict is also referred to as functional conflicts.  Both dysfunctional and functional conflicts emerge as workers interact with their employers on work related matters or on matters that are not related to work.  This chapter looks the positive and negative effects of conflict at workplaces or outside the workplaces. Positive conflicts will be discussed first and the negative effects then follows. Pictograms were used to summarise both the positive and negative effects of conflict.

Positive effects of conflict



Group cohesion

Conflicts, particularly at earlier phases, assist workers to assert theirasserttheir uniqueness as discrete from the objectives, views and behaviours of those he/she interacts with in and outside the workplace. Conflict helps people to strengthen their relationship because all forms of intimate relationships need peopleneedpeople to express contrasting viewscontrastingviews and feelings such as love and antagonism. The synchronicity of such sentimentssuchsentiments in a relationship generates keennessgenerateskeenness when conflicts emerge. While other scholars Nyanga and Sibanda (2015) are of the view that the intensity and gravity of conflict hasconflicthas the potential of threatening the relationship, others argue that if a highly potentially toxic conflict is well managed, it can assist the parties in conflict to measure the profundity and importance of the relationship. Nyanga (2022) is of the view that in most cases conflict brings workers and management together because as they will be trying to resolve conflict, they may discover that they have a number of things in common which consequently help them to build new coalitions and relationships. If the parties find new coalitions, they will do their best to maintain the relationship. Comparable to the creation and building of relationships, occasionally foesoccasionallyfoes come together to build alliances to realize mutualrealizemutual goals or fend off common threats. Nyanga and Sibanda (2015) argue that during the conflict, preceding antipathyprecedingantipathy is bottled-up to work towards these greater goals. When conflict is resolved successfully, team members can grow stronger reciprocated respect and a renewed faith in their ability to work together. (Anderson and Olson 2003: 26)

Furthermore, conflict works as a safety-valve device which aids to weather relationships. Relationships which suppress incongruitysuppressincongruity or disagreements grow stiff over time, making them inelastic and fragile. Conflict, in most cases allow people to vent-up aggression and reduce tautness and tension in a relationship. Conflict also helps parties in conflict to assess each other’s supremacy andsupremacyand authority which in turn assist them to work to restructure power in a system of conflict. Conflict has a tendency of creating clearercreatingclearer and vibrant boundaries which assist workers to establish members who belong to their group and members are not part of their group.  This make people topeopleto understand how they are part of a certain cluster and mobilise them to act to preserve the ethos, interests and culture of the group.

Conflict creates or modifies rules, norms, laws and institutions.
Coser (1956) opines that it is usually through the raising of matters that rules, regulations, standards, laws, decrees and institutions are transformed or shaped. Problems or frustrations left unexpressed result in the maintaining of the status quo but problems that are tabled, scrutinised and thoroughly analysed lead to change of a number of administrative, operation and quality of the products or services the organisation offers to its customers. Change is inevitable, it can be slow but sure it will be coming. It is I most cases through conflict that change is influenced in any organisations. This principle is borrowed from the political arena where political parties always engage in conflict and in some instances blood sprinkling conflict. It is this form of conflict which bring change in rules and regulations. Organisations also being mild political institutions also propel change by embracing issues that are raised by two or more opposing parties, individuals or departments. Zimbabwe is one of the countries which pushes for the resuscitation of the industry and the economy by rallying all its citizens to innovation. All forms of creativity or innovation which is brought by both workers and management is bound to receive some forms of resistance. This form of resistance helps the entrepreneurs to perfect their products and also embrace new rules and approaches of doing things.

Improved innovation, productivity and creativity 
Conflict pushes workers and management to scrutinize their objectives in close detail, assisting them tothemto comprehend and understand issuesunderstandissues that are of utmost importance to them and the organisation. Conflicts make people sharpen ideas and thoughts which consequently make them focus on key issues that give the firm a competitive edge. Conflict has potential of making people to learn from their failures and improve their products by tapping from those they will be in conflict with. Conflict-ridden events help workers to develop a full understanding, knowledge and skills of improving their work and products. People will be aware that if they provide poor products or do shoddy jobs, they will face neck breaking conflict or criticism from the opposing parties. Conflict therefore coerces workers to be innovative, productive and creative.  As has been observed, that one of the causes of conflict ifs failure by workers to meet their set targets, such conflict propels workers to work hard and meet set targets and objectives. Conflict may also create opportunities for competition, productivity, creativity and innovation form, storm, norm and perform (McNamara, 2004). Furthermore, the discussion that is done whendonewhen resolving conflict also expands workers’ awareness of common grounds which in turn gives them insights into how they can achieve both organisational and personal goals without undermining other workers in the department or sister departments. (Anderson and Olson 2003: 26).

Transforming potentially negative conflict into positive conflict
Conflict between workers and management assist in resolving conflict since it provides room to the parties to raise, clarify, address conflict propelling issues. It energises, motivates, promotes participation and enablesandenables communication and discussion of issues which consequently lead to the resolving of conflict. People freely express themselves which is health for goal-oriented organisations.  Some organisations created several platforms where workers freely express themselves such as suggestion boxes, social media platforms such as WhatsApp. The approach helps workers to transform potentially negative bearing effects of conflict into positive effects bearing conflict. Conflict that goes unresolved for a very long time has the potential of creating an environment that is toxic and destructive to the set goals and standards of the firm. 

Helps release emotion, anxiety, and stress
Studies (Nyanga 2022, Nyanga and Sibanda 2015, Mukuvisi et al 2019) have shown that conflict helps to release emotion, anxiety and stress which are all detrimental to people’s health. Many people throughout the globe died duedieddue to work related conflict which was not properly handled and managed. A significant number of employees operating in a neck breaking conflict died of stress related diseases such as high blood pressure, diabetes and others because they did not have a chance to release emotions and stress. Prolonged conflict has devastating effects on people’s health and welfare which consequently leadconsequentlylead to poor individual and organisational performance. Poor organisational performance also results in the emergency of fresh conflict between workers and management. The haggling, fighting, threatening each other and many other forms of expression of conflict help workers managers to vent their anger which in most instances serve them from being attacked by various forms of work-propelled diseases.

Negative effects of conflicts
Nyanga and Sibanda (2015) intimated that conflict has the potential of breaking or costing organizations in countless ways. Conflict can single heavily affect individual worker performance, organisational performance and also worker disposition and health. For instance, it can divert time and energy from the main issues and redirect it to trivial issues which do not make the organisation competitive.  

Below is a list of the negative effects of conflict and how organisations can reduce the impact of the conflict.

	EFFECTS
	MITIGATING STRATEGY

	· Create deadlocksCreate deadlocks
	· Create more channels for parties to express themselves

	· Delay in decision making
	· Provide as much information as possible for the parties to use in decision making

	· Push unaggressive workers to the side-lines
	· Give all the parties in conflict an equal opportunity to discuss issues

	· Obstruct innovation and creativity
	· Create policies which enhance innovation and creativity 

	· Cause members to drop out or resign from the company
	· Conflict needs to be handled quickly and impartiality

	· Stimulate irritationStimulateirritation that disturbs the smooth operation of the company
	· Management must be quick to manage conflict 

	· Leave losers indignant
	· Justify every decision that is made. Back all the decisions with facts.

	· Provoke personal abuseProvoke personal abuse
	· Create counselling platforms within the organisation

	· Conflicts are resource-sapping
	· Create systems and platforms within the organisation that protects over utilisation of resources

	· Disrupts the quality of work life
	· Improve the quality of work-life by putting in place various recreational activities at the organisation such indoor games

	· Job satisfaction
	· 



Organisations need to put in place systems of transforming the conflicts from a negative and destructive force that wastes both human energy and financial resources to a constructive and creative force for evolution and growth.
SUMMARY
There are several causes of conflict at workplaces, of which the majority emerge from employee-employee interaction or employee-employer interaction. Personality and background of workers are some of the propellers of conflicts at workplaces. The discussion also showed that conflict yield both positive and negative effects, hence the role of the manager or supervisor is to ensure that all forms of dysfunctional conflicts are managed in such a way that its impact to organisational performance is minimised.




















CHAPTER THREE

CONFLICT TRANSFORMATION


INTRODUCTION
Studies (Nyanga et al 2015) have shown that conflict management, settlement and resolution are reactive, implying that they come into motion once conflict has erupted. When there is no conflict then conflict resolution and management usually does not come into motion. Conflict management and settlement are different from conflict transformation in that conflict transformation forecast and anticipate various forms of conflicts which are likely to emerge in an organisation and investigate the destructive aspects of the anticipated conflict. This helps organisations to arrest the scourge and take positive measures to thwart it from occurring or reduce its impact. This chapter presents information on the conceptual framework of conflict transformation, strategies of conflict transformation and case studies on conflict transformation. 

DEFINITION OF CONFLICT TRANSFORMATION
Conflict transformation does not put the highest focus on eradicating the expression of conflict and disagreement among workers or between workers and their employers. Conflict transformation’s main objective is to transmute conflict from violence and destruction into a functional force which produces societal change, increasingly but gradually eliminating or at least plummeting the conditions favourable to the emergency of dysfunctional conflict.  Dysfunctional conflict is characterised by violence and the destruction of t organisations’ intangible assets such as job satisfaction, employee loyalty and commitment. Conflict transformation aims at developing deeply rooted and sustainable peace among workers or between workers and their employers. Conflict transformation are interventions employed by management to encourage non-violent mechanisms that diminish and eventually eliminate counter-productive conflicts and both verbal and non-verbal violence by fostering structures that meet basic human and organisational needs and promote worker participation in making decisions that affect them.
Scholars and researchers have always approached the issue of conflict transformation in different contents. A significant number of scholars (Diamond, 1994; Kriesberg, 1997; Miall, Ramsbotham, and Woodhouse, 1999) have viewed it in the context of a continuum, largely starting with conflict settlement, to conflict management, to conflict resolution, and finally to conflict transformation. On the other hand, other scholars do not agree with the view that conflict transformation falls on a continuum but view conflict transformation as a further development of conflict resolution. Their argument is that the main aim of conflict resolution is to transform conflict. Mitchell (2002) is of the opinion that the concept of conflict transformation has arisen as a result of the corruption of the conception of conflict resolution. He argues that the utilisation of this fairly new-fangled term of conflict transformation is a reaction to the increasing misapplication of the term conflict resolution. This implies that not all researchers are convinced that the term conflict transformation has superior application and value than conflict resolution.

THEORIES OF CONFLICT TRANSFORMATION / MANAGEMENT
There are several methods, approaches, tactics and techniques of dealing with conflict at individual, departmental, plant or national. Resolving conflicts that have reached the peak is often very tough and needs somebody who is well grounded with conflict management skills and competencies. It is imperative for managers to have a full understanding of the intricacies of conflict management at personal, departmental and organisational levels. The knowledge and skills will assist people to make informed decision when look for a conflict handling method. This assist organisations to choose the best that is appropriate to a specific conflict situation. In an effort to equip readers with a wide range of conflict management strategies various approaches are discussed in this chapter. As has been noted in the preceding chapters that conflict can breed both functional and the dysfunctional effects, it deserved to be strictly monitored so that it does not injure the effectiveness and efficiency of the company or organisation. 


THOMAS AND KILMANN'S STYLE

The theory was founded by Thomas Kenneth and Kilmann Ralph in 1971. After the study and scrutinization of ways of managing conflict in various spheres of life and the economy, they discovered and suggested five major approaches to deal with conflict. The five approaches differ in their degrees and magnitude of cooperativeness and assertiveness. Organisations or individuals prefer different conflict resolution styles. The differences in approach is motivated by the leadership style of the leader or the situation detects the most effective conflict resolution strategy. The method to be employed is generally determined by the complexity and nature of the conflict at hand and the consequences it bears on an organisation. The five styles that were proposed were the competitive, collaborative, compromising, accommodating and avoiding. The models are presented diagrammatically and explained in detail below; 



Competitive
The competitive approach is mainly utlised by people who operate from from a position of power or who are experts or have a persuasive ability. The model is synonymous with autocratic leadership and is most useful when there is an emergency and a decision needs to be made quckily. For example, in 2020 and 2021 when cases of COVID 19 werr increasingly going up, the competitive style was used to twart conflict between employers and employees. At times management is forced to make unilateral decisions so as to save the lives of people and the lives of oranisations. Such decisions are usually unpopular and breed conflict and can leave people feeling bruised, unfulfilled and aggrieved when used unwisely. It can increase the rift between the conflicting parties if it is not used wisely. This form of conflict needs to be addressed as quickly as possible since it has the potential of destroying the organisation or putting people’s lives in danger; hence the utlisation of the competitive approach becomes handy. 

Collaborative
The emphasis of the collaborative method is to meet the needs of all the parties or people involved in the conflict. The conflicting parties such as employers and employees or individuals can be highly assertive but unlike the competitor style, they collaborate effectively and acknowledge that everybody or every part in the conflict is vital. This approach is most appropriate when one needs to bring together a diversity of vantage points to get the best resolution to the conflict. It also helps in dealing with conflict in situations where there have been previous conflicts in the in the organisation, departments or between individuals. Nyanga and Sibanda (2015) also observed that the collaborative style is most useful when the situation is too important for a simple trade-off or requires total buy-in from the other parties.

Compromising
The other style of resolving conflict is the compromising style, which basically emphasises on finding a solution which wholly or partially satisfies everyone. This approach requires everyone to give up something for purposes of assisting the parties to find each other and find a lasting solution to the problem. Both parties in the conflict should be prepared to compromise and relinquish something as a way of accommodating each other’s ways of thinking. The compromising style is very useful when the cost of conflict is more than the cost of losing ground. Furthermore, the approach is most appropriate when opponents of equal strength are at a halt and threaten to disrupt the flow of the organisation and also soling the company’s corporate image. To add more, when there is a deadline looming, it is handy to employ the compromising approach. The approach is most used in traditional courts to resolve conflicts between employers of domestic workers and their employees, for instance traditional leaders in Chimbapire village, such as Mukayi Nyanga on several occasions successfully resolved conflicts between domestic workers and their employers. A study by Nyanga and Sibanda (2019) established that conflicts between domestic workers and their employers were difficult to solve because most third parties who were engaged to resolve conflicts ignored the compromising style of handling conflict.   

Accommodating
The accommodating style encompasses the willingness and preparedness to sacrifice one’s individual desires and wants for purposes of meeting the needs of the conflicting parties. Studies have shown that the accommodator usually willingly and voluntarily give in to the conflicting parties’ needs after they will have been persuaded to surrender their positions. The persuasion to surrender their positions can emanate from the need to resolve the conflict or intimidation or overwhelmed by the situation. The accommodator is usually a person who is not assertive but is very cooperative and obliging. The accommodation approach is mostly utilised when the issues matter more to the other party or in situations when peace is viewed as more valuable than winning the argument.

Avoidance
The avoidance method involves ignoring conflict and allows it to continue under certain controlled conditions. The avoidance philosophy includes such methods as physical separation, limited interaction and non-attention. Physical separation involves moving conflicting parties away from each other. The assumption is that if the groups or individuals are not interacting conflict diminishes.  This is a style which is utilised by people who are shy of conflict, conflict averse and seek to dodge addressing conflict head on. This style is epitomized by delegating contentious decisions to junior officers, tolerating and accommodating default decisions, and wanting to avoid hurting anybody’s feelings and moods. It can be apposite when victory is impossible and in situations where controversy is viewed as minimal and trivial. The approach is also most appropriate when there is a someone in the organisation who is in a better position to deal with the problem. The approach is however criticised as it is viewed in many situations as an approach used by weak and ineffective leaders. Such an approach has the potential of breeding dysfunction conflict and destabilising the operation of organisation.

The other limitation of this method is that it may be difficult to employ in situations where groups or parties are highly interdependent. For example, a recruitment and selection officer and training and development officer are highly interdependent hence it may be difficult for them to have limited interaction. Physical separation may have adverse ramifications to the efficiency and effectiveness of the organisation. The other method of avoidance is to permit parties to interact on a limited basis. Interactions may only be allowed only under formal situations such as meetings. Non-attention is whereby the conflict handler or one of the parties in conflict disregards hostile actions in hopes that the situation will resolve itself. 

Confrontation
This approach differs from avoidance and diffusion in that the conflict is tackled head on where the sources of conflict are identified and discussed with the aim of attaining the common interest of the conflicting parties or groups. The approach involves bringing together the conflicting in order to conduct a formal confrontation meeting. The groups are allowed to bring their views to each other and work through the differences in attitudes and perception. The approach has been widely used in both the public and the private in dealing with remuneration and conditions of service conflicts between employers and employees. It also effectively deals withdealswith conflict between individuals or supervisor –supervisee conflicts which yield dysfunction that threatens the survival and growth of an organisation.

Confrontation involves co-operative problem-solving and coercion. co-operative problem-solving issolvingis an unassisted procedure which includes formal or informal discussions between individuals or groups. With this process parties work jointly to determine the nature of their differences and look for creative alternatives which will allow them to meet their needs, desires or concerns. Parties using cooperative problem solving do not need to have an especially strong relationship but they must acknowledge a need to collaborate with one another to resolve their differences (CDR, 1997). Conflicting parties jointly identify the problem, weigh options and choose the best option. The parties confront differences and resolve them on a collaborative basis. There are however instances where the other party may be forced to accede to the other party’s demands and desires. The confrontation model usual involves a great deal of negotiations, hence it is important to discuss what negotiation is all about.

Diffusion
This strategy tries to buy time until the conflict between the two groups becomes less emotional. The conflicting parties or the invited third party may decide to deal with trivial issues of disagreements, but allows the major issues to diminish with time. The diffusion approach involves two methods that are smoothing and compromise. Smoothing is a process of playing down the differences between groups while accelerating their common interests (Szilagyi 1981). Emphasis is put on issues of common interests so as to make parties believe and realise that they are not as far apart as they initially thought. The method is in sync with the African culture of not wanting to face problems head on but choose to give the conflict chance to solve itself or to be overtaken by events. In compromising there is a give and take exchange resulting in neither a clear winner nor a clear loser. Compromise is easy when the object or the resource in conflict can be divided between the competing groups. For example in remuneration dispute the parties may meet half way in terms of percentage of salary increment. 


In summary it should be noted that the effectiveness of a chosen conflict handling style hinges on the requirements of the specific conflict situation. Everyone in a conflict situation or assigned to mediate is capable of utilising all five conflict-resolution styles. A person who is characterized as having a solitary, inflexible style of dealing with conflict is bound to fail addressing the conflict between the two parties. A good conflict handler chooses a specific conflict handling style after making a thorough analysis of the situation. It is the conflict situation which determines the style which he should utilise. The conflict behaviours which workers and employers employ are consequently the result of both their personal predilections and the requirements of the circumstances in which they find themselves. 

THE INTEREST-BASED RELATIONAL APPROACH

The other theory of conflict management is the Interest-Based Relational (IBR) theory. The IBR is a conflict resolution strategy that acknowledges and respects individual differences while assisting conflicting parties to dodge becoming too engrained in a fixed position, which in most cases works as a hindrance to conflict resolution. The theory is guided by the following rules shown on the figure below:



A conflict handler who followswhofollows the above listed rules, often keeps contentious and antagonistic discussions helpful, positive and constructive. Such an approach assists both parties to feel respected which consequently helps to prevent the antagonism to bear negative effects to both individuals and the organisations and in some cases spin out of control and lead to wild cat strikes.

IBR STEPS OF MANAGING CONFLICT



When should parties use interest-based negotiation?  

When parties have interdependent interests, desires and concerns.

· When it is possible to create integrative solutions, which provide mutual gain for parties (win/win).
· When an ongoing relationship between parties is important.
· When parties need to switch from adversarial interactions to more cooperative ones.
· When there are principles (e.g. human rights standards) which parties are bound to
uphold.

Source (CDR, 1997)


MORTON DEUTSCH'S COOPERATIVE AND COMPETITIVE APPROACHES

The Morton Deutsch's theory of cooperation and competition is another theory which helps to resolve conflicts in and outside institutions. The theory focuses on predictions about what kind of interactions will happen between negotiating parties as a result of their quarrelling style. 
The theory differentiates between two crucial dimensions of personality and character, which are assertiveness in the quest of one's own interests and objectives, and cooperativeness in pursuit of common goals. The theory has four characteristics of the cooperative style which are shown on the figure below: 







A competitive process have the opposite impact on the conflicting parties and is characterised by the following:





The competitive style is of the opinion that the solution of the conflict should solitary be imposed by one side on the other. This orientation also encourages the utilisation of strongarm devices such as mental, emotional or physical intimidations or violence to resolve conflict. The conflict resolution strategy has a tendency of expanding the variety of disputed issues and turns the conflict into a power struggle, with each part looking for an outright win. The competitive method is aligned to the distributive bargaining approach, which result in win-lose results. The competitive slant to conflict leans towards increasing animosity and suspicion between parties and is generally viewed as very destructive to both individuals and organisations.



SUMMARY
This section of the book provided information about the models and theories of conflict. The main principles of the theories were explained and how they can be applied in various conflict situations at workplaces.


CHAPTER FOUR

CONFLICT MANAGEMENT IN SMALL TO MEDIUM ENTERPRISES AND 

INFORMAL SECTOR


INTRODUCTION
Small to Medium Enterprises (SMEs) have become and continue to establish themselves as important players and key drivers of economic growth, poverty alleviation and economic resuscitation in both the developing world and the developed world. SMEs are expected to create and sustain national development by creating employment, poverty alleviation and assisting in economic emancipation and total well-being of the general populace. Several studies (Nyanga 2022, Nyanga and Chindanya 2021) view SMEs as the engine rooms or the life and blood of any country’s economic growth and sustainability. A study by Nyanga et al (2019) showed that SMEs stimulate the utilization of home-grown raw materials, creation of jobs, promotion of businesses’ intermediate contribution to gross domestic product (GDP) development. Most economies in the developing world heavily lean on SMEs for sustainable economic development. SMEs contributes immensely to innovation, and localization of products, the growth of the communities they operate in.  Owing to the significance of SMEs most governments have passed laws and policies to support the growth of SMEs. 
Globally SMEs employ a significant percentage of the global workforce which imply that they have become the major source of employment. Like in all other well-established enterprises, the interaction between workers and employers in SMEs propel conflicts among workers or between employers and workers. The main thrust of this section of the book is to discuss the main causes, effects and consequences of conflict on both employees and the business. The section also discusses what SMEs can do to avoid or minimize dysfunctional conflict in an organization.

The State of SMEs
The state of SMEs in terms size, rate of growth, contribution to economic growth and poverty alleviation varies from one country to another. Studies have however persistently shown that the whole world; that is global north and the global south immensely benefit from the contributions which were and are made by SMEs. The economies of other countries especially those in the developing world, heavily rely on SMEs for economic development and poverty alleviation. SMEs have become the ‘flesh and blood’ of several economies. In recognition of the importance of SMEs in economic development several countries had to put in place systems which support the survival, sustainability and growth of SMEs. A study carried out by Nyanga (2021) in Zimbabwe observed that almost all the urban centers and growth points are home to several and different types of SMEs. SMEs engage in different business activities such as manufacturing construction building materials such as door frames, window frames, brick force, wheelbarrows, shovels, trowels and many others. Other SMEs engage in consultancy services, trading, carpentry and many others. Below are some of the pictures of some business activities in various areas in Zimbabwe:
Nyanga and Chindanya (2021) reiterated that the majority of SMEs in Zimbabwe employ between 2 and 40 workers. It was also established that the educational levels of workers in SMEs ranges from basic/primary education to master’s degree, while the age range is 17 to 70 years. This shows that there is worker diversity in SMEs, which implies that there is need for employees and employers tolerate each other and embrace principles of diversity. Employee diversity is one of the key performance assets and tools for SMEs since it brings together people from various backgrounds, skills and knowledge. 
Where two or more people interact, conflict becomes inevitable. SMEs have not been spared of conflict at their workplaces; hence they experience various forms of conflict some of which breed very negative results to the growth, survival and sustainability of SMEs. The next section discusses the causes, effects and consequences of conflict in SMEs.
CAUSES OF CONFLICT IN SMEs
Centralized decisionCentralizeddecision making system and role ambiguity
Most SMEs are family owned businesses or businesses owned by an individual. The fact that they are owned by a family or an individual gives the owner the autonomy to make unilateral decisions and also unilaterally change the decisions which will have been made workers and his/her management team. Studies have persistently shown that several business owners have a tendency of doing everything at the organization and to be involved in all the decisions that are made at the enterprise which is incredible and unsustainable. Some business owners deliberately choose not to engage employees in when making key decisions which affect the business and workers. This way of conducting business breeds conflict between workers and management, since workers view themselves as essential partners in the business, who should be consulted when major decisions about the enterprise are made. Such behavior may not aid progress, but rather become cogs in the wheel of development, and precipitators of dysfunctional conflict. For instance, Chavanhu enterprises, a business owner, Chakanetsa of Jordan had a conflict with his workers because they were not happy with the salary increment, he had given them without consulting them. Employees refused the salary increment because they felt that they needed to be advised on how the percentage for the salary increment was reached. The conflict bred low morale, low satisfaction and low engagement among workers. What happened at Chavanhu is consistent with the findings of preceding studies (Nyanga 2022, Nyanga et al 2012, Nyanga et al 2018, Nyanga et al 2019) who argued low job satisfaction stifles creativity, innovation and also lead to low morale. Another study by Nyanga & Sibanda (2015) showed that collective decision making is one of remedies and strategies which can be used to reduce the impact of conflict at the workplace. 
Lack of management principles and skills
Another issue that causes conflict in most start-ups is that managers and owners of startups lack fundamental training on financial management, human capital management and marketing management yet such training is key to the operation of the businesses.  The lack of skills makes owners of business make a lot of mistakes regarding the management of resources and human capital which in turn ignite conflict between workers and employers. Nyanga and Sibanda 2015 observed that lack of essential training propel conflict which in turn make enterprises derail.  Several new business entrants undervalue the importance of obtaining skills of manding training and/or experience before venturing into business. For instance, people venture into agribusiness because of the potential profit they want to accumulate without paying attention to the associated challenges involved in the process. Hence, the likelihood that the business will fail or die becomes higher when technical difficulties arise.
Social media
Transmission of falsehoods within the organization is one of the principal drivers of organizational conflict in SMEs. The staff compliment for SMEs is usually small and consists of mainly relatives, which in a way propel the spread of falsehood in relation to the social life of the owners of the company and also their financial positions. The use of mobile phones is a welcome development in reducing operation costs (Nyanga 2022) promoting efficiency and effectiveness of the operation of organizations but can in way lead to the spread of falsehoods or destructive information about SMEs. For instance, the conflict between the manager and his worker soiled the image of a promising and fast-growing SME when the worker decided to use falsehoods as way of fixing his manager. The worker spread information in various social media platforms claiming that the owner of the company was using goblins (Zvikwambo) to run his business. While phones are regarded as transformative, and helps in expanding the market base and financial access to customers located in various geographical areas, there is a lot which still need to be done manage the destructive tendencies it can pose to both workers and organizations. Information is always of utmost importance to the success, growth and survival of any commercial venture. The lack of valuable and enough information can lead to the flop, demise and collapse of several start-ups across the globe. The increase in the rate of internet penetration and utilization of the social media as the main means of communication in developing world such as South Africa, Zimbabwe, Zambia and many others poses a huge and gigantic threat to the spreading of falsehoods in SMEs. Due to incorrect information spreading in social media employers and employees end up in conflict. For example, employers and employees can be in conflict on salaries and conditions of service if wrong information on salaries and wages are spread among workers. Furthermore, lack of or failure by management to avail relevant information regarding businesses can also precipitate conflict between workers or workers and management. The precariousness of the enterprise environment poses a jeopardy and peril for the growth of the enterprise. 

Small capital and unavailability of adequate and Appropriate tools and resources
Studies (Nyanga & Chindanya 2020, Nyanga 2020, Mukuvsi et al 2019) established that most SMEs are failing to operate ell due to the small operation capital they have.  The small operating capital which they have make it difficult for SMEs to remunerate their workers handsomely and also provide them with better working conditions. Most conflicts in workplaces are caused by poor remuneration and bad work conditions. Most SME s fail to provide better working conditions which in turn cause conflict between themselves and their workers. Some of these forms of conflicts can degenerate into collective job Actions such as wild cat strikes, picketing and many others, which are counterproductive. Conflict between workers and employers are reduced if and only if workers are appropriately engaged and satisfied with their jobs (Nyanga et al 2012, Nyanga 2018). Failure by SMEs to conduct the necessary feasibility studies result in conflict since the business will fail and lead to poor remuneration of workers. For every failing or struggling SME, there is a likelihood of a significant loss of human capital engagement and satisfaction which consequently causes despondency and upheavals. The surge in the rate of unemployment in the developing world is propelled by the botched SMEs. The poor conditions of service ignite trade unions and workers to be in conflict with employers as they will be demanding to maintain the status or even improve the status of workers. It is expedient for SMEs concentrate on developing their businesses and up-skilling their workers so that they can remain competitive and in turn, reduce conflict and unemployment rates, which in a way and propel the growth of SMEs.
A study by Nyanga (2020) revealed that most SMEs in the developing world operate without adequate tools of the trade and other necessary consumables such as bond paper, cutting disks for welders, welding rods and many others. Due to the scarcity of financial resources to procure adequate tools, there are instances where employers require employees share tools such as welding machines, which in turn cause conflicts between employees who will be sharing the tools and also between employees and managers. Conflict between employees sharing the tools erupts when they simultaneously require to use the same tool at the same time. Employees for SMEs are usually given daily or weekly targets; hence the failure by the employer to give the employee the required tools breed conflict. This form of conflict has the potential of straining relations between employers and employees and among worker, which in turn hinder progress or force the employer to procure more tools for use. The unavailability of resources derails the speed of completing tasks, quality of work and productivity. To manage this form of conflict organizations can employ flexible work arrangements or shift systems so that each employee will have full access to all the tools he/she needs during his/her working period. Depending on the type of business and the business strategy, some of the flexible arrangements which can be employed include compressed work week, flextime, telecommuting.
Poor work-life balance
One of the challenges faced by most SMEs is their failure uphold work-life balance principles; which in turn has become a major source conflict between employers and employees. There is generally poor work-life balance in most emerging SMEs because of the failure by employers to follow set rules and regulations outlined in the Labour Act chapter 28;01 which clearly outlines that the normal working day for workers is 8 hours a day. Anything beyond 8 hours is regarded and treated as overtime. Employees have several social needs which society expect them to fulfill, but the amount of work which is assigned to them deprive them from performing their social responsibilities and duties. The lack of good work-life balance breeds disputes between workers and employers. For instance, married female workers are expected to do some family chores after work, but if they knock off late from work, they will not be able to perform their duties effectively and efficiently. Lack of WLB create conflict between workers and employers and between spouses or spouses and relatives of workers with employers. Disputes that involve family members can indirectly negatively affect the image of the company and also disrupting employee engagement.

Staff challenges and ill-defined conditions of service
Employees in SMEs face a number of both work and family related challenges such as poor working conditions, inadequate financial resources to access basic needs such as shelter, food, clothes and others. Workers also face challenges of poor work life balance which consequently lead to conflict between themselves and their spouses or families. Conflicts between spouses lead to conflict between employers and employees as employees will perceive their family conflict to be ignited by the employment relationships. The other challenges which are faced by SME workers which have the potential of precipitating conflict between workers and employers are working for unpaid overtime, ill-defined work contracts, unprofessional conduct by SME owners. For instance, some SME owners or their managers or those who hold offices of authority sexually harass, bully workers, physically and emotionally abuse workers which consequently reduce workers’ job satisfaction and loyalty levels. A study by Nyanga and Chindanya (2019) showed that sexually abused workers report low job satisfaction, low job loyalty and commitment to work. Low job satisfaction is on its own a major driver of conflict between employers and employees.

Employee diversity
Employee diversity is one of the major sources of conflict in SMEs. SMEs are well-known for employing relatives of owners of businesses, chief executive officers, managing directors and managers’ relatives. Only a few, usually experts in various areas where they will have failed to get their relatives. The distribution and sources of power and authority of the various groups of employees poses a challenge in assigning duties and work performance. For instance, Mr MukayiMrMukayi and Mrs Oline of Chimbapire village run successful cattle ranching business where they employed 4 relatives and 1 other employee who is not their relatives. The one who is not their relative is the foreman but the relatives seem to have more power and authority over him by virtue of being relatives of the owners of the business. This created a huge dysfunctional conflict between the foreman and his subordinates. Diversity also causes conflict in that employees are drawn from different ethnic groups and have huge differences in ages and qualifications; which makes them have different perceptions, expectations, different management styles, tastes and interests which in turn causes conflicts. Although workers could be from the same clan, the fact that they possess different qualifications and have different ages groups make them have conflict. 





CHAPTER FIVE
CHAPTERFIVE

THE ROLE OF HUMAN CAPITAL DEPARTMENT IN CONFLICT

 TRANSFORMATION

INTRODUCTION
Human capital department is one of the most essential but often ignored departs in organisations. The survival, growth and stability of the organisation heavily depends on how workers are managed by the human capital section of the organisation. Conflict being an inevitable aspect in an organisation, but having the potential of sinking or swimming organisations in deep waters need to be managed by experts in human capital management and development. All the HRM functions are possible causes of disputes between supervisor and employee, employee and employer and employee and management. This has left the human capital section with little if any room but to act as a conciliator between conflicting parties in an organisation. Quickly responding to disputes ensures that employers do not violate the constitutional rights of employees. This chapter discusses the role played by the human capital in the management of conflict in an organisation.

Definition of Terms
Simply put, human capital management involves managing people in organizations. It is referred to as the strategic, comprehensible and coherent method to the management of an organization's most precious and valued assets; workers who individually and collectively contribute to the accomplishment of the aims of the organisation. HRM is the organizational function that deals with issues related to employees such as recruitment and selection, reward management, performance measurement and management, training and development, health, wellness and safety, employee satisfaction and motivation, communication and conflict management. The human resource management section manages diverse workforce drawn from various ethnic groups and religious groups. The diversity of the workforce creates more chances for conflict between workers or between workers and employers.

Functions of People Management which enhances conflict transformation

Workforce planning
Conflicts can emerge due to poor workforce planning in an organisation.  The role of the HR department is to plan for the workforce functions such as the recruitment and selection, training and development, reward management and many other HR functions. 

Ability to recognise conflict
Every human resource practitioner should have an ability to recognise conflict between workers and other workers, and conflict between workers and their employers. There is need for human capital workers to understand the nature of conflict, and utilise relevant techniques and approaches to provide an appropriate resolution of conflict at the right time. The ability to recognise conflict and resolving conflict between teams and employees help to save the organisation from a lot of challenges, chaos and disorder.
Devolution and the management of conflict
HR practitioners should devolve some of the conflict management functions to line managers and focus on strategic aspects. For instance, disciplinary cases and employee grievances can easily be handling by line managers since line managers have a better understanding of the sources of conflict since he/she spends most of the time with the workers. Moreover, human resource practitioners’ positions as procedural and legal specialists have been heightened due to amplified and increased concerns over the increase of lawsuits at workplaces and the deterioration of industrial relations. The devolution of the management of conflict assist conflicting parties to come up with their own solutions, which in most cases are sustainable. The role of line manager will be to facilitate with the employees in conflict an interest-based resolution that emphases on the conflict and not individuals. 
Fairness in handling HR functions
Human resource practitioners should fairly handle all human resource management functions such as recruitment and selection, choosing people for training and development programs, compensation and other human resource management functions. A study by Nyanga and Sibanda (2015) showed that most conflicts in organisations are caused by perceived unfair treatment of workers, especially in cases where workers feel that unprofessional approaches such as nepotism were being used to make critical human resource functions like promotion, salary increments and others. The human resource section should put in place systems which prohibit decision makers from making decisions which are inconsistent with the expected human resource management practices. For example, the human resource section can facilitate the development of human resource policies such as the recruitment and selection policy, reward management policy, health and safety, peer or customer relations, training and development policy and many others. Workplace policies are rules or guidelines which are designed to define appropriate conduct or best practices by both employers and employees. Such policies reduce chances of conflict between workers or their representatives and employers. Policies minimise conflict in that they provide guidance and set procedures and standards within an organisation which both employers and employees are expected to follow. In cases of conflict reference can be made to the set policies and regulations.  Policies are also essential in managing conflict at the workplace because they can be referred to in legal cases or coronial investigations to establish if there was a breach of set standards.

Conflict resolution platforms
The human resource department put in place conflict resolution strategies and platforms which both employers and employees can use in case of a conflict. In-house conflict resolution platforms help parties in conflict to address sticking issues before they de-generate into detrimental dysfunctional conflict. For instance, organisations can have a resident conciliator, mainly responsible for addressing disputes between worker and worker, group of workers and department, group of workers (unions, committees) and employers. The resident conciliator will have other duties other than conciliating duties, for example he/she might be a human resources officers, industrial relations officer or any other role and responsibility assigned to him by his immediate supervisor.

Furthermore, the other platform which the human resource section can utilise to manage conflict is by convening conflict resolution meetings such as collective bargaining sessions. The human resource department should organise meetings whose main purpose would be to assist the conflicting parties to find each other. In some instances, the human resource department should meet with each worker separately to comprehend and appreciate the intensity of the conflict, establish the conflicting parties’ needs/wants and what each part is prepared to do to support and enhance conflict resolution. Human resources personnel settle conflicts at the workplace by interpreting company policies and labor laws. The human resources department follows conflict resolution procedures to successfully reach an acceptable outcome for all parties, (Russel and Bernadin, 1996; Szilagyi, 1981). The HR department need to be over alert to identify employee or employer behaviour that can cause dysfunctional conflict. The HR department plays a liaison role between employers and labour unions, human resources implements labour relations programs, settles labour disputes that could possibly lead to strikes or litigation, deals with bargaining agreements and such employee relations matters as contracts, wages and salaries, benefits and pensions. 

Transparency and fair distribution of resources
Nyanga and Sibanda (2015) observed that the way resources and tools are distributed in an organisation is one of the main causes of conflict between a worker and his/her counterpart or workers and employers.  To curtail conflict the human resource department in liaison with line managers should ensure that resources and tools for use are fairly distributed in an organisation. A fair distribution reduces chances of unnecessary disputes among workers or between workers and their employers. For instance, there has been long dispute between workers and employers in the construction industry in Zimbabwe due to the perceived unfair distribution of protective clothing (Nyanga 2022). Organisations should provide adequate resources, tools and materials to use by workers as they execute their duties. By so doing they reduce chances of workers competining for the inadequate resources which on its own is a source of conflict.


Dealing with employee complaints
The other role played by the human capital section in managing conflict is responding to employee complaints and providing solutions to the raised complaints. The human resource section decisively deals with allegations of unfair treatment, unfavourable working conditions and disputes between co-workers and managers. The HR department should clearly explain laws governing the employment relationship, contracts of employment, obligations of workers and employers, regulations, company policies and workplace codes of conduct, which in turn reduce chances of disputes in an organisation. The department determines the most appropriate style to use in dealing with conflict. Allegations of discrimination, harassment and unfair treatment also fall within the purview of human resource department. If such issues are raised, they should be quickly investigated and appropriate action should be taken to address the raised issues. The department explores the claim, establishes its cogency and validity and also infers the provisions of the equal opportunity and anti-discrimination regulations to establish if the employer is complying or the employee has been injured. The human capital section offers a remedy to the situation or in cases of a major breech assists workers to file formal charges against employer(s).
For instance, the human resource department had to prevent a potential conflict which was likely to degenerate into a wide cat strike by quickly attending an on-the-job injury that took place at their organisation. Employees through their unions notified the human resources section of the accident, but lightning speed at which the human resource section attended to the worker significantly reduced the anger of the workers. The injury was the result of the employee’s negligence, but the HR moved swiftly and ensured that the worker receives medical attention and compensation for his injuries as outlined in social protection institutions such as NSSA, and company’s health and safety policy.
Training and development 
The HR department also organises workshops and training programs where workers are conscientized about why it is essential to manage conflict in an organisation. The training programs help to promote peace, order and tranquillity in the organisation or department. For example, the HR section can organise a training session where senior management or junior management or trade union members are trained on the procedures of handling disputes among workers and between workers and workers and management at the workplace. The training approach in handling conflict is essential in that it is a proactive approach which helps to deter unnecessary dysfunctional conflict in an organisation. Furthermore, the proactive strategy creates more time for management to attend to more essential roles and responsibility rather than being bogged down by conflicts which do not add value to the operations of an organisation.

Role and task clarity
Role ambiguity is another major source of conflict among workers or between workers and management. Unclearly defined roles and responsibilities breed conflict between workers or between workers and management in the sense that workers will be encroaching into each other’s roles. A study by Nyanga et al (2013) showed that role and task ambiguity breed a hard to resolve form of conflict. It was observed that when workers start to fight for space at the workplace, they usually take long to resolve such conflict. The role of the HR section is therefore to clearly define the roles and responsibilities of each and every employee so as to remove any doubt of who should do what and when. Clear job descriptions restrict workers to their areas of jurisdiction which consequently lead to more cooperation and team work. For example, there was a conflict between the operations department and the human resources department regarding the advertisement of vacant positions in the operations section. The HR section perceived it to be an HR function while at the same time the operations section perceived it to be their function. The conflict was so ugly that it created serious hatred between the HR manger and the operations manager, which in turned distorted the expected cooperation and coordination.

Effective communication
To avoid unnecessary gossip and whistle blowing, the HR section should effectively communicate with workers on any issues which affect their conditions of service. Change can make employees feel vulnerable and uncertain, as they worry about their future career prospects. Therefore, human resource managers are expected to communicate and make all the necessary consultations with employees about all types of changes they plan to introduce so that workers don't feel alienated and raise grievances. Communication is one of the key tools which can be employed to proactively deal with all about to emerge dysfunctional conflicts in organisations. Providing the required information disempowers conflict parties and propel worker cooperation in resolving conflict and finding lasting solution to the about to happen forms of conflict.




Promote good labour relations 

Conflict management runs across all the basic elements, which relate to industrial relations. The strategy which is employed by the human resource section is to promote good workplace relations. Good workplace relations remove such things as mistrust and others.

























CHAPTER SIX

COLLECTIVE BARGAINING AND THIRD-PARTY INTERVENTIONS AS CONFLICT HANDLING STRATEGIES

Introduction
Conflict between employers and employees or worker and worker may demand the intervention of a third party to assist the conflicting parties to find each. In instances where internal conflict handling systems fail to resolve conflict, external or third-party systems maya be request to intervene. Disputes which normally end up requiring external parties to intervene are those that are concerned with interpretation of employment contracts, deviation from outlined issues on contract of employment and infringement of workers’ right. The Labour Act chapter 28;01, or any other country’s employment law provides formally structured dispute resolution system that resolves disputes through the intervention of labour officers, designated agencies. This chapter discusses issues to do with impasse, causes of impasse and third-party intervention strategies.

NEGOTIATION 
Negotiation is the process where mandated representatives of groups in a conflict situation meet together in order to resolve their differences and to reach agreement (Szilagyi 1981, Bates 2004, Nyanga & Chifamba 2012). It is a deliberate process, conducted by representatives of groups, designed to reconcile differences and to reach agreements by consensus. The outcome is often dependent on the power relationship between the groups. Negotiations often involve compromise - one group may win one of their demands and give in on another. Negotiations are used by political and community groups to resolve their differences. A recent case in Zimbabwe is when the Movement for Democratic Change (MDC) and the Zimbabwe African National Union Patriotic Front (ZANU PF) negotiated and reached an agreement to form a Government of National Unity (GNU) in 2009 after they had been engaged in a fierce fights and conflict for slightly over a decade. Another example that is linked to political groups is when the two main political parties in Kenya who had a dispute over the election results came together with the help of a mediator to form a GNU. In work circles employees at individual levels or unions and management representatives usually negotiate usually negotiate to resolve conflict.
There are basically two forms of negotiations namely positional and interest based.  In positional negotiation, parties make offers and counter-offers which they feel will resolve the conflict. These exchanges of offers typically start to converge on a solution which both parties find acceptable. Success at positional negotiation is based on a party's ability to bluff the other party about its positions of strength and weakness in order to gain an outcome which is in their favour (CDR, 1997). On the other hand, the interest-based negotiation mainlybasednegotiationmainly saves those parties who have a need to create or maintain healthy relationships among themselves. In this type of process, parties discuss the issues which face them and express the interests, values and needs that they bring to the table. Parties rarely focus on competitive measures that are intended for winning the negotiation but parties rather collaborate by looking to create solutions which maximise the meeting of their interests, values and needs. This cooperative process focuses parties away from their positions and onto using interests and objective criteria for making decisions (Fisher, Ury and Patton, 1981).

The Five Step Negotiation Process 
There are five steps that are involved in the negotiation process. The steps are preparation and planning, defining ground rules, clarification and justification, bargaining and problem solving and agreement and implementation. The steps are discussed in detail below.

1 Preparation and planning
It is an investigation process where parties determine each other’s goals and develop a range of possible outcomes in terms of what is the best-case scenario would be and the least that would be accepted. At this stage parties try to figure out and establish the opponent’s goals and its bargaining strategy. The information helps the parties to put in place their own objectives and clearly define their bargaining strategy. The stage also helps to speed up the negotiation process as they will negotiate from an informed position.


2 Definition of Ground Rules
The two parties define ground rules and procedures before the negotiation process begins. The two parties determine the place and time of negotiations, chairperson of negotiation committee. The parties also a lot each other roles and responsibilities. At this stage parties also present their initial demands or proposals and exchange them.

3 Justification
At this stage each party attempts to specify, clarify, justify and bolster their demands. Positions and demands are supported by documentation or precedents that have been set that can support one’s case should be utilised.

4 Problem solving/Bargaining
At this level parties get down to the really nitty gritty and it is at this point that the skills of negotiations become crucial.
5 Agreement/Closure and Implementation
An agreement is reached at this stage. It is also at this stage where implementation procedures and strategies are negotiated.


IMPASSE
Definition of Impasse
Impasse is a situation when negotiating parties reach a dead lock.

Forms of Disputes which lead to Impasse
Most of the conflicts and disputes emanate from various forms of unfair labour practices committed by either employers or employees. The Labour Act chapter 28;01 expressly or impliedly recognises the following types of disputes or conflicts at workplaces: 



FACTORS THAT CAUSE IMPASSES


While collective bargaining and negotiation have remained the principal modes of dispute settlement, new and innovative tools, techniques and approaches to conflict management and dispute resolution have been introduced in many countries and workplaces. The future of dispute resolution systems is being debated, and traditional structures and approaches are continuously being reassessed. Greater emphasis is now being placed on the prevention of labour disputes and the design of systems that will facilitate speedier and less costly resolution of labour disputes. This has given rise to the new concept of Alternative Dispute Resolution (ADR) mechanisms. The common denominator of all Alternative Dispute Resolution processes (ADR) is that they are intended to be faster, cheaper, less adversarial and capable of achieving better outcomes for disputants than they could achieve through the process of litigation


THIRD PARTY CONFLICT RESOLUTION STRATEGIES

Conciliation and mediation
Conciliation and mediation are processes in which a mutually acceptable and independent third party assists the parties to a dispute to reach a settlement by guiding them through structured processes much like negotiation or collective bargaining. Conciliation and mediation usually take place when negotiations have failed or reached an impasse. Processes like mediation and conciliation have increasingly been used across the world, because they help relieve pressure on the court system, which is often overloaded with cases. Such overloads leads to delays and rising costs for both workers and employers. It is certainly the same case with the system in Zimbabwe where the Labour Court has been struggling to clear cases brought before it. The definition of "conciliation" as formulated by the ILO in 1983 refers to the practice by which the services of a neutral third party are used in a dispute as a means of helping the disputing parties to reduce the extent of differences and arrive at an amicable settlement.
In some countries conciliation is distinguished from mediation on the basis that a conciliator does not suggest solutions but tries to help the parties settle their differences on their own terms, whereas a mediator can make formal recommendations as a basis for settlement if both parties want this and are unable to reach their own settlement. In some other countries mediators do not make recommendations but rather play an entirely facilitative role. 
The ILO describes mediation further in the following terms:
“Conciliation/mediation may be voluntary or compulsory. It is voluntary where the parties are free to have recourse to it or not. It is also voluntary where it is undertaken by mutually chosen private third parties, outside the machinery established by the government or by law. In some cases, the law requires that both parties consent to or initiate the use of conciliation. Compulsory conciliation/mediation can be used as a means of ensuring that the hostile parties to a labour dispute come together at the negotiating table. Compulsion may therefore be preferred where the labour relations system is not well developed and/or in cases where the parties are not used to negotiating with each other. 

Arbitration
Arbitration meansArbitrationmeans the appointment of an independent person to act as an adjudicator (or judge) in a dispute, to decide on the terms of a settlement. Both parties in a conflict have to agree about who the arbitrator should be, and that the decision of the arbitrator will be binding on them all. Arbitration differs from mediation and negotiation in that it does not promote the continuation of collective bargaining: the arbitrator listens to and investigates the demands and counter-demands and takes over the role of decision-maker. People or organisations can agree on having either a single arbitrator or a panel of arbitrators whom they respect and whose decision they will accept as final, in order to resolve the conflict.
Arbitration is a form of dispute resolution where a third party makes the decision on the outcome of dispute. Typically, the parties appoint the arbitrator to render this decision. The arbitrator's decision is either binding or non-binding on the parties depending on the arrangement made prior to entering the arbitration process. Non-binding arbitration is frequently used to assist parties who are deadlocked on a certain issue. While there is no obligation for parties to accept the outcome, the weight of the arbitrator's decision may provide the impetus for parties to reconsider their settlement options.
Advantages of third-party interventions (TPI)
The creative use of a variety of dispute resolution processes has a number of advantages over the traditional methods of resolving disputes. These include:
· Time and cost savings
Some dispute resolution process can be activated at an early stage and the parties may forego many of the initial steps usually required for a court hearing or the hearing may be avoided altogether. Thus, TPI is potentially more expeditious and less costly to parties and to the economy. TPI processes can also accommodate multiple parties, thus avoiding the need for separate processes for each disputing party and the expenses associated with separate actions.
· Convenience and flexibility
TPI processes can be conducted at reasonably short notice and at a time and place that suits the parties. They are also usually less formal than court proceedings and can be customised to suit the dispute and the parties, giving the parties more control over the process. Parties are therefore engaged not only in the solution but also in the process.
· No restrictions on substance
The parties are not limited in terms of the issues, positions, needs and interests they can discuss in TPI processes, as they design the terms of reference and set the agenda themselves. Although in statutory dispute resolution it is necessary to specify a cause of action this is often varied during the process, particularly in consensus-building processes.
· Less harm to relationships
Parties are given more opportunities in TPI processes to understand each other’s needs and interests and to fashion outcomes that meet those needs and interests. This is more likely to keep their relationship intact and reduce negative feelings toward one another. The outcomes can promote workplace fairness, thereby boosting employee respect, morale, and commitment.
· Greater compliance with outcomes
Parties are more inclined to comply with the outcomes of TPI processes because they have usually arranged the process voluntarily, designed the process themselves and fashioned the outcomes to suit their needs. This has the effect of reducing the costs of follow-up enforcement action.
SUMMARY
The chapter analysed various methods of dealing with conflict in Zimbabwe and abroad. The methods that were covered are avoiding where the parties or one of the parties withdraw from the conflict situation, leaving it to chance. Harmonizing is the other method that was discussed. This approach generally covers up the differences and claims or pretends that things are fine. Bargaining which is a process where parties negotiate to arrive at a compromise, bargaining for gains by both parties was also discussed. Coercion or forcing is also one of the methods that was covered in this chapter. The other party or the third party pushes its adversary to accept the decision made by a leader or majority. Problem solving is the last method that was analysed in this chapter. The method involves parties confronting differences and resolving them on a collaborative basis.















REFERENCE
	Aula, P., and Mantere, S. (2008) Strategic Reputation Management: Toward a Company of Good. New York: Routledge

Augsburger, David. 1992. Conflict Mediation Across Cultures. Kentucky: Westminster/John Knox Press.
Bellah, Robert, and Richard Madsen, with contributors William Sullivan and Steven Tipton. 1985. Habits of the Heart. Berkeley, CA: University of California Press. 
Berberoglu, Berch. 1994. Class Structure and Social Transformation. Westport, CT: Praeger.  
Burgess, Heidi and Guy Burgess, eds. 1997. Encyclopedia of Conflict Resolution. Santa Barbara, CA: ABC-CLIO Inc. 
Burns, J. (1978). Leadership. New York: Harper and Row. 
Burton, J. (1990). Conflict: Resolution and Provention. New York: St. Martin's Press. 
Bush, R. A., Baruch, K., and Folger, J. (1994). The Promise of Mediation. San Francisco: Jossey-Bass Publishers. 
Curle, A. (1990). Tools for Transformation. United Kingdom: Hawthorn Press. 
Fishell, J. (1992). Leadership for Social Change. Political Psychology, 13(4), 662-692. 
Galtung, J. (1995). Conflict Resolution as Conflict Transformation: The First Law of Thermodynamics Revisited. New York: St. Martin's Press.  
Gulliver, P. 1979. Disputes and Negotiations. Orlando, FL: Academic Press, Inc. 
Kriesberg, Louis, Terrell Northrup and Stuart Thorson, eds. 1989. Intractable Conflicts and Their Transformation. Syracuse: Syracuse University Press. 
Lederach, John Paul. 2000a. “Conflict Transformation: A Working Definition.” In Carolyn Schrock-Shenk, ed., Mediation and Facilitation Training Manual. Akron: Mennonite Conciliation Service.   
Mayer, Bernard. 2000. The Dynamics of Conflict Resolution: A Practitioner's Guide. San Francisco: Jossey-Bass Publishers. 
Miall, Hugh, Oliver Ramsbotham and Tom Woodhouse. 1999. Contemporary Conflict Resolution. Great Britain: Polity Press. 
Northrup, Terrell. 1989. “The Dynamic of Identity in Personal and Social Conflict.” In Terrell Northrup and Louis Kriesberg, eds., Intractable Conflicts and Their Transformation. Syracuse, NY: Syracuse University Press. 
Schrock-Shenk, Carolyn. 2000. Mediation and Facilitation Training Manual, Foundations and Skills for Constructive Conflict Transformation. Akron: Mennonite Conciliation Service.  
Yankelovich, Daniel. 1999. The Magic of Dialogue: Transforming Conflict Into Cooperation. New York: Simon and Schuster. 
Yarn, Douglas, ed. 1999. Dictionary of Conflict Resolution. San Francisco: Jossey-Bass Publishers.  

Moore, Christopher W. 1996. The mediation process: practical strategies for resolving conflict. Second edition. San Francisco: Jossey-Bass.

Coser, Lewis 1956. The Function of Social Conflict. New York: Free Press

Alberto, K.A. (2008). Armed Conflict: Problems and Solutions. Journal of Peace and Conflict Management, 1(2), 32-47.
Jamael, A.S., Mahmood, Y.N. and Jwmaa, S., (2020). Organisational Justice and Organisational Commitment among Secondary School Teachers. Erbil Journal of Humanities and Social Sciences, 4(1), 1-6.

Nyanga, T. (2018). Examining the Usefulness of Job Satisfaction Theories in Armed Conflict Society. Amity Global Human Resource Management Review, 8(2), 40-48.
Nyanga, T., Mudhovozi, P., Chireshe R., and Maunganidze L., (2012). A Survey of Job Satisfaction of Employees at Higher Learning Institutions in Masvingo Province, Zimbabwe. The Anthroplogist, 14 (1), 33-47.

Nyanga, T. and Sibanda R., (2015). Complexity of Organizational Conflict: An Exploration     of Implications on Sustainable Growth in the Hospitality Industry in Zimbabwe. Journal of Emerging Trends in Economics and Management Sciences, 6(3), 202-208.
Nyanga, T. & Tapfumanei, C.S. (2019). Collective Bargaining: A Catalyst for Dispute Resolution between Employers and Employees in the Retail Industry in Urban Mutare. Ushus Journal of Business Management (Christ University), 18 (1), 1-14.
Nyanga, T., Sibanda, R. & Kruger J.W. (2018). Financial Growth and Stability in Armed Conflict Society: Does Job Satisfaction Play a Role?, Amity Journal of Management Research, Vol.3 (1), 27-39.
Nyanga, T. (2019). Employer/Employee Relationship Management: Promoting Organisational Survival and Growth during the 2000-2008 Economic Distress in Zimbabwe, Amity Global Business Review, 9
Nyanga T. (2020) Impediments to Corporate Entrepreneurship, Ushus Journal of Business Management, 19 (1), 1-14.
Nyanga, T., Mpala C. and Chifamba E. (2012). Brain Drain: Implications for Sustainable Development in Zimbabwe, Journal of Sustainable Development in Africa, 14 (8).
Nyanga T. Sibanda  R. and Kruger, J.W (2020). Obstructions to Job Satisfaction: Voices of Small to Medium Enterprise Employees in the Manufacturing Industry in Zimbabwe, Business Excellence and Management, 10 (1), 
Nyanga, T., Sibanda, R. & Kruger, J.W. (2019). Destruction of the Economic Infrastructure by Armed Conflict: Implications on Job Satisfaction among Workers in Juba, South Sudan, Amity Journal of Economics, 4 (2).
Nyanga T., Sibanda, R. and Kruger J.W. (2018). Financial Growth and Stability in Armed Conflict Society: Does Job Satisfaction Play a Role?, Amity Journal of Management Research, Vol.3 (1), pp 27-39.
Nyanga T. and Zirima, H. 2020). Reactions of Small to Medium Enterprises in Masvingo, Zimbabwe to COVID 19; Implications on Productivity. Business Excellence and Management, Special Issue. (To be published in October 2020).



 




1. Set the scene by Identifying psycho-social and proecedural interets


2. Collect Information


3. Agree that the Problem Exist


4. Brainstorm Possible Solutions


5. Negotiate a Solution














Less obstructiveness

Friwendliness



coordination of effort

Orderliness in discussion



Orientation to task achievement

Helpfulness



effective communication

Division of labour













Less obstructiveness

Friwendliness



coordination of effort

Orderliness in discussion



Orientation to task achievement

Helpfulness



effective communication

Division of labour













Obstructed communication

competition for purposes of winning















lack of helpfulness 


mutual negative attitudes and suspicion of one another's intentions


unable to effectively divide their work 


Disagreement and on-going rejection of ideas and opinions


lack confidence 























Obstructed communication

competition for purposes of winning















lack of helpfulness 


mutual negative attitudes and suspicion of one another's intentions


unable to effectively divide their work 


Disagreement and on-going rejection of ideas and opinions


lack confidence 























Forms of Disputes


Collective disputes


Individual disputes


Disputes of interest


Dipute of rights



















FORMS OF CONFLICT


Intra-personal conflict


Inter-personal conflict


Intragroup Conflict


Conflict Between Organisations


Intergroup Conflict



















Forms of Disputes


Collective disputes


Individual disputes


Disputes of interest


Dipute of rights




















Factors


Policies and leadership style


lack of communication


unfair labour practices


Organisational structure


Failure to honour or implement agreed positions


Negotiating in bad faith


untimeous invitation of third parties


Personal factors


Interpersonal factors eg attitude
































Factors


Policies and leadership style


lack of communication


unfair labour practices


Organisational structure


Failure to honour or implement agreed positions


Negotiating in bad faith


untimeous invitation of third parties


Personal factors


Interpersonal factors eg attitude
































Signs of Individual  conflict


Bad-mouthing


contradicting


colleagues not speaking to each other or ignoring each other


Undermining each other


Lack of co-operation















Signs of Individual  conflict


Bad-mouthing


contradicting


colleagues not speaking to each other or ignoring each other


Undermining each other


Lack of co-operation















SIGNS OF CONFLICT


Formation of  Cliques


Use of threatening slogans or symbols


Organisation of private events


Bad mouthing

















SIGNS OF CONFLICT


Formation of  Cliques


Use of threatening slogans or symbols


Organisation of private events


Bad mouthing

















Indicators of Conflict


Body language


Withholding information


Springing surprises in meetings and social gatherings


Lack of respect


Disagreements and Confrontations




















Indicators of Conflict


Body language


Withholding information


Springing surprises in meetings and social gatherings


Lack of respect


Disagreements and Confrontations




















Macro-Factors


Economic


Social


Technological


Political


Geographical and demographical















Macro-Factors


Economic


Social


Technological


Political


Geographical and demographical














 CAUSES OF ORGANISATIONAL CONFLICT


Unresolved workplace conflicts


Poor Management style


Role ambiguity and conflict


Unfavourable work environment


Inadequate training and development


Lack of equal job opportunties


Resistance to Change 


Personality classes


Differences in business values and perceptions






























 CAUSES OF ORGANISATIONAL CONFLICT


Unresolved workplace conflicts


Poor Management style


Role ambiguity and conflict


Unfavourable work environment


Inadequate training and development


Lack of equal job opportunties


Resistance to Change 


Personality classes


Differences in business values and perceptions































Causes of Superviso/worker conflict


Performance Appraisal


Vague tasks


Rejection of employee input


Goalconflicts













Causes of Superviso/worker conflict


Performance Appraisal


Vague tasks


Rejection of employee input


Goalconflicts













Conflict


promotes productivity


Group cohenssion


Promomets creativity and innovation


Enhances good governance


promotes participation & facilitates communication/discussions


Helps release emotion, anxiety, and stress


Helps to raise, clarify, address or even resolve problems/issues


















FORMS OF CONFLICT


Intra-personal conflict


Inter-personal conflict


Intragroup Conflict


Conflict Between Organisations


Intergroup Conflict



















Conflict


promotes productivity


Group cohenssion


Promomets creativity and innovation


Enhances good governance


promotes participation & facilitates communication/discussions


Helps release emotion, anxiety, and stress


Helps to raise, clarify, address or even resolve problems/issues



















Building good relationships are the first priority


Listen attentively first; talk second


Separate  people from problems 


Pay close attention to the interests to the presented subjects


Cearly state the Facts


Explore possible options together










Building good relationships are the first priority


Listen attentively first; talk second


Separate  people from problems 


Pay close attention to the interests to the presented subjects


Cearly state the Facts


Explore possible options together










1. Set the scene by Identifying psycho-social and proecedural interets


2. Collect Information


3. Agree that the Problem Exist


4. Brainstorm Possible Solutions


5. Negotiate a Solution















4

