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No mistakes will be made by saying that withoutdgodernal communication
there is no good external communication, which wikn result in inadequate
performance. In addition, it is not possible to gre organizational
communication without conflict. Conflicts are sohiey normal in any
organization because people have different opinimmd among them, there are
people who cannot accept other people’s differgnhions. It was first believed
that conflicts were something that might destroyagger’s authority but studies in
the 1970s showed that conflicts could have a pesitais well as a negative side.
There is a common agreement that it is very dangefor an organization to have
both too many conflicts, as well as not to have emflicts. For the purpose of
this paper, conflict management is analyzed as atetoporary field of
management, while managers are analyzed in termtheaif role in conflict
management.

1. INTRODUCTION

In business world, communication is necessary émdacting business in
an efficient manner. Any business involves two $yp# communication:
external communication that is directed to the mctin the business
environment, and internal communication or orgaioral communication that
is directed to employees.

In addition, it is not possible to imagine orgatizaal communication
without conflicts. Conflicts are normal in any onggation, because people have
different opinions, while some individuals cannotcept other people’s
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different opinions. It is dangerous for an orgatiza to have too many
conflicts, as well as not to have any conflictsalit For the purpose of this
paper, we will focus on conflict management aseidfias well on managers
and their role in the conflict management.

1.1.0rganizational communication and conflict managemet
literature review

It is not possible to have good human relation®evit communication. An
effective communication is required, not only foaintaining human relations,
but also for achieving good business performance.addition, practical
experience shows that there is no communicatiohoaitconflicts. Sometimes,
conflicts can be useful, as they help to make cbrdecision, although they
might represent a huge obstacle to an organizatimah its business. Firstly,
some theoretical aspects of organizational comnatioic will be presented,
which is followed by discussion of selected theoettaspects of conflicts and
conflict management.

1.2.0rganizational communication

Communication is transfer of information from send® receiver,
implying that the receiver understands the mess@gemunication is also
sending and receiving of messages by means of dgmbo this context,
organizational communication is a key element ofjaoizational climate
(Drenth et al, 1998). Finally, organizational conmuation is the process by
which individuals stimulate meaning in the mindotier individuals by means
of verbal or nonverbal messages (Richmond et 8520

For efficient communication, it is necessary tha teceiver understands
the meaning of the message and indicates it tost#raler through some
expected reactions (lvancevich, Matteson, 2002)chEarganization must
enable communication in several directiordownward communication,
upward communication, horizontal communication, and diagonal
communication, as illustrated by Figure 1 (Miljko%j Rijavec, 2008).

Downward communication flows from top management to employees.
This type of communication is characteristic for mpanies with an
authoritative style of management.

Upward communication flows from employees to top management. The
main task of this communication is to inform toprragement of the situation
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on the lower levels. It is the best way for top amg@ment to analyze the
efficiency of downward communication and organizaél communication in
general (Milijkovt, Rijavec, 2008).

Figure 1. Types of organizational communication

Downward communication

Top
managers

Upwardacommunication

v Middle
managers

Firstline managel

Diagonal communication

»  Horizontalcommunication
Source: Author

Horizontal communication flows between employees and departments,
which are on the same organizational level. It &wmboordination and
integration of activities of departments, engagedelatively independent tasks
(Miljkovi ¢, Rijavec, 2008).

Diagonal communication flows between people, which are not on the
same organizational level and are not in a diregftionship in the
organizational hierarchy. This type of communicati® rarely used — usually in
situations when it supplements other types of comoation (Miljkovi¢,
Rijavec, 2008). Diagonal communication is used, asglabor unions organize
direct meetings between employees and top manageawaiding the first line
and middle level managers.
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1.3.Definition of conflict in an organization

Many factors prevent employees from direct and aqm@mmunication - the
result is a high risk of conflict situations. If éhmanagers apply direct
communication on time, the conflict can be avoided,its impact can be
minimized. Conflicts happen each day and their essful management is a key
element of organizational and managerial succanallf conflict is a fact of
our lives and if we are able to understand it atsl impact on work
effectiveness, we can make conflict useful and thesm to achieve better
results.

There are several definitions of conflict. Conflista process of social
interaction and a social situation, where interestd activities of participants
(individuals or groups) actually, or apparentlynfront, block and disable the
realization of one party’s objectives (Jambrek,iBeP008, 1199). In addition,
conflict is a process where person A deliberatebkes an effort to prevent
efforts of person B with an opposing action, whighl result in frustrating
Person B to achieve his goals or satisfy his isterqRobbins, 1995).
Organizational conflict occurs, as actors engage atiivities that are
incompatible with those of colleagues within theatwork, members of other
organizations, or unaffiliated individuals who izt the services or products of
the organization (Rahim, 2002). The same authoceqmalizes conflict as an
interactive process manifested in incompatibildisagreement, or dissonance
within or between social entities (individual greumrganizations, etc). There
are several approaches to types of organizatian#licts but for our analysis
we will take a look at the following types (Hen2610):

e Vertical conflicts occur because the supervisor is always telling an
employee what to do and tries to ‘micro-manage’,ilef@lthough
he/she should let the employee to do his/her jdiis Type of conflict
exists in organizations where the organizationalcstire has a high
degree of formality;

e Horizontal conflicts occur between employees within the same
department, i.e. on the same hierarchical leveks&hconflicts can
manifest themselves for many reasons, such as ftifferedt
interests/ideas related to distribution of resosirce

* Line Staff conflicts occur between support staff and line employees,
within a department or an organization;

* Role conflicts can stem from an incomplete or otherwise fallagiou
understanding of the assignment given to an emplatea specific
moment in time.
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There are two types of conflict casgsersonal and organizational
(Petkovi et al, 2008). Personal causes come from persdrahbcters when
people interact. Personal causes can be summadrizdte next four groups
(Petkovt et al, 2008):

Bad estimation of a person Conflicts often happen because of bad
perception of the other side. The sides in confiret not objective and
understand the behavior of opposite side, as thsly t@ hurt the other
side and its interests.

Errors in communication. These errors come from people’s inability
to listen to each other. In addition, errors conoafinformation lost in
upward and downward communication, due to inadequat
understanding, or from one’s emotional status ie thoment of
communication.

Distrust among people in the organizationTrust is the foundation of
good interpersonal relations, as it develops amdaaates the system
of values and confidence to each other. Five diinessare important
for developing trust in an organization: integritgompetence,
consistency, loyalty, and openness. Distrust asgisiousness create a
good foundation for a potential conflict.

Personal characteristics Some people start conflict, because of their
personal disliking. When people with completelyfetiént personalities
need to work together, conflict cannot be avoided.

Organizational causes of conflict are consequeftbeocharacteristics of
organizational design, limited resources and cheristics of organizational
systems, such as: compensations, decision-makilagnipng and budgeting
(Petkovt et al, 2008). Some aspects of organizational caonfeonflict are
(Petkovt et al, 2008):

Dependence in work activities When a member of an organization
cannot start his/her job, since another membembaginished his/her
job, or if an individual significantly influences @lleague’s job, then
this might cause conflict.

Differentiation of organizational units and incompaibility of
operating goals. The specialization of organizational units
(manufacturing, purchasing, finance, sales, etapifasts in everyday
work as differences in working manners, goals aoture. These
differences, as well as difference in their ope&mtgoals create a
potential for emergence of horizontal conflict.

Sharing limited resources.Resources in an organization are related to
of power and influence, with each department trtimgbtain a larger
share. These resources are not only financial,abaitalso related to
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information technology, human resources, redistitibuof employees,
etc. The insufficiency of resources can also beoandation for a
potential conflict.

Compensation system. The compensation system has a direct
influence on people's behavior, their satisfacaod feeling for justice
and equality. In this situation, conflict can stabecause of
inconsistencies, which means that the employees diifierent
departments might be rewarded by using differenerea. Salaries of
employees will always be a cause of dissatisfactbrindividuals,
because it is difficult to be objective and measaliethe employees'
achievements and contributions at their workpladéawever, it is
possible to standardize the criteria for awardiogpensation, in order
to make the differences rational and acceptable.

Organizational indistinctness and neglectUnclear organization of
work or delegation of authority can cause conflittobligations and
responsibilities of employees are not clearly deteed, conflicts are
unavoidable. Low level of formalization stimulatanflicts, especially
in small and mid-sized enterprises, where themoispecialization of
employees, or delegation of authority among marsager

Conflict can have positive and negative effects the organization
(Bahtijarevit, 1993, 57):

Positive effects initiate necessary social changes, developing of
creative ideas and innovations, presenting impogaoblems, making
quality decisions and solving problems, organizatie-engineering,
developing solidarity and group cohesion.

Negative effectsare similar to bad cooperation, as they waste timae
can be used in a more productive manner.

2.3. Understanding conflict process as a prerequisi for conflict

management

Conflict is a dynamic process that does not appgeaddenly, but takes
some time to develop and passes through sevemgsstdhere are several
approaches to the conflict stages, but, for thepqgae of this paper, we will
focus on Louis R. Pondy’s approach, who discerms §itages of the conflict
process, as illustrated by Figure 2. (Gonan Bokat, 2008):
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Conflict perception stage.In this stage, all parties become aware of
the latent conflict. There are several situatiamsonflict perception.
Sometimes, conflict is perceived, although it doest exist (for
example, actors did not understand each other tuallater solved the
problem), or latent conflict exists, but actors mt recognize it. The
latter can be explained by focusing on other cotsflin organization,
while some conflicts remain unnoticed. Since tremee many conflicts,

it is normal that managers are focused on thosehwdan be solved in
short time and by routine methods.

Stage in which conflict is personalizedHere, a ‘personalization’ of
conflict happens. In this stage, both sides indbeflict feel tensions
and experience anxiety and other uncomfortablénigsl

Manifested conflict stage.In this stage, low spirits between actors in
conflict are recognized. The conflict behavior epresented in several
ways - from complete apathy to open aggressionclwhs often
contrary to organizational rules.

Consequence stageln this stage, we have the result of obvious
conflict. It is either solved, or there is no skctory solution and the
conflict goes back to the latent conflict stage.

Figure 2. Conflict process according to Pondy’s mlod

LATENT PERCEIVED TANGIBLE MANIFESTED
CONFLICT > CONFLICT — CONFLICT ] CONFLICT

\ 4
UNSOLVED CONSEQUENCE
CONFLICT

A 4

CONFLICT
SOLUTION

Source: Adapted from Gonan BoZac et al, 2008

Another model, developed by Kenneth W. Thomas, fisnoquoted in
conflict management theory. Thomas thinks that dbeflict process occurs
throughfrustration stage, conceptualization stage, behavicstage, stage of
reaction from the opposite side and consequence g&(Gonan BoZac et al,
2008). Processes taking place in different stagealanost the same as those in
Pondy’s model. The essence of this model is a diganoop, as demonstrated
by Figure 3. In this loop, the sides in conflichalge their behavior and the style
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of solving conflict as a response to the strategioice and opposite side’s
behavior (Gonan BoZac et al, 2008). This loop camdpeated until conflict is
solved.

Figure 3. Conflict process according to Thomas'sleglo

REACTION OF THE ¢

OPPOSITE SID

FRUSTRATION H CONCEPTUALIZATION ’—.( BEHAVIOR H CONSEQUENCE

Source: Adapted from Gonan BoZzac et al, 2008

These models are most quoted in literature andsept the foundation for
further models of conflict management. However,tlad mentioned stages do
not always have to take place, which depends omrthzonment in which the
conflict occurs (Gonan BoZac et al, 2008). In oredescribe a situation as a
conflict, four elements must be present (digewi¢, 2008):

e previous conditions for conflict appearance - latkesources, wrong
organizational policy, wrong rewarding system, vgagperception of
groups;

« affective state of individuals and groups: stre&s)sion, hostility,
anxiety;

e cognitive state of individuals and groups: belignsciousness,
knowledge that the conflict exists, that anothdestould endanger, or
has already endangered the subject’s interest;

« conflict behavior - from passive resistance to aggion towards the
other side.

Approaches to solving conflict situations are pnése in the following
sections of the paper.

2.4. Managing conflict process

Conflict management suggests solving conflictstemd of reducing,
eliminating or limiting their duration. This meatisat each organization should
have a macro strategy, reducing the negative coesees of conflicts (Gonan
BoZac et al, 2008). In modern business, conflichaggment needs some
changes in its approach. Modern organization needsacro organization
strategy that completely reduces negative effdetonflicts, makes use of their
constructive dimension and contributes to orgaitimat learning and success
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(Gonan BoZac et al, 2008). The conflict managenmotess, completely
compatible with the macro organizational approashshown by Figure 4
(Rahim, 2002).

Figure 4. Conflict management process

Learning &
Diagnosis Intervention Conflict effectiveness
® Measurement ® Leadership *  Amount of ® [ndividual
» * Analysis | * Culture > conflict > * Group
*  Desigr * Conflict style * Organizatiol

Feedback

A

Source: (Rahim, 2002)

Diagnosis.The most important element of conflict managememiroblem
recognition. Only in the case of recognizing ttghtiproblem, it is possible to
make an effective intervention. In this stage,sitniecessary to find out the
number of conflicts in the organization, as welltasxplore the relationship
between affective and substantive conflicts andaegpstrategies which are
used by managers and employees in solving theskct®rilhe most important
issue is to find out the cause of conflicts.

Intervention. After proper diagnosis, it is easy to find out, ahy
intervention (and what type of it) is necessarye Titervention is especially
needed in case of too many affective conflicts and little substantive
conflicts. There are two types of intervention: fv®cess approach and the
structural approach.

Process approachThis approach assumes changing the intensity of
conflicts and the style of handling conflicts (teestyles will be presented later).
In other words, by using this approach, manageraarmatch the styles of
handling conflicts to different situations.

Structural approach.This approach assumes improving organizational

effectiveness and changing organizational destgattémpts to manage conflict
by altering the perceptions of the intensity offtiohat various levels.
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Conflict. Conflicts have two dimensions, one consisting shdreements
relating to task issues and the other, consistingnootional and interpersonal
issues which lead to conflict. In recent years esaglvstudies have empirically
investigated these two dimensions of conflict aodctuded that these types of
conflict have different effects in the workplace.

Learning and effectiveness.One of the major objectives of managing
conflict in a contemporary organization is to enterganizational learning
that involves knowledge acquisition, knowledge riisition, information
interpretation and preserving organizational memdmgividual learning is a
necessary, but it does not represent an adequattioa for organizational
learning. There must be processes and structurésafesferring what is learned
by individuals to the collective.

2.5. Conflict management strategies and styles

Having defined causes, importance and effects wflicts, one is expected
to start solving them. In order to do so, manageust have a clearly defined
strategy. Since conflicts can have a positive gtiere should be, also, a clearly
defined strategy for stimulating conflicts. In atiluh, strategy must be followed
by an adequate conflict management style. Managargollow three strategies
for solving conflicts (Petkoéj 2008):

Strategy of negotiation This is the most common strategy of solving
conflicts and it is successful when the interedtomposite sides are partly
common and partly different. The negotiation isracpss, in which different
tactics can be applied. Those include:

* Face—to-face tacticMutual confidence as a foundation for negotiation

can be established by using this tactic.

e Persuading tactic This tactic assumes using different methods and
manners to win over partners and to reach a betgotiating position.

« Deceitfulness tactic This tactic assumes presenting false data and
arguments. Its success depends on how well thetinggg sides know
each other and if deceitfulness is successful.

e Threat tactic. This tactic is based on deterrence from the wilieh
holds a better position, or has more power. Thenger side presents
consequences to the weaker, if it does not achegiroposed solution.

* Promise tactic.This tactic is also based on having a better mrsiind
more power, with the stronger side persuading thaker that it will
keep its promises.
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* Concession tacticThis is the most important tactic in the negotiatio
strategy. The point is to make concession but mormal way, not to
make too many concessions. By this tactic, it issgme to create an
atmosphere of good will and readiness for solving problem. All
actors in the conflict count on both sides makirmgpacession.

Strategy of a superior goal.One of the best ways for solving conflict
situation is to define a superior goal. The poihthis strategy is to define a
goal above the individual goals, causing the confli

Strategy of the third-party intervention. If a negotiation strategy does
not show results, it is recommended to apply thetegy of the third-party
intervention. In this situation, management hinesaternal consultant to solve
the problem. The consultant can be a mediator, hask is to give instruction
to sides in conflict on how to solve the problemaa arbitrator, whose task is
to impose a solution.

Practical experience shows that the last stratedgaist used. On the other
hand, the other two strategies must be under doofrdirst line managers,
because it is their task to solve conflicts. Ifytibannot, or do not want to solve
the conflict, this must be done by upper-level ngana. Depending on conflict
intensity and care for other people, managers s@nfive styles of conflict
management, illustrated by Figure 5 (Fox, 2006):

« Integrating. This style assumes confrontation of attitudes, tjoin
identification of the problem and proposing a ptitrsolution. This
style is appropriate for complex problems, which aot always clearly
understood. In the long run, this style is effeetitHowever, it is not
appropriate for conflicts emerging from differeralves. Despite the
positive sides of this style, managers should kiteat it takes a lot of
time.

e Obliging. This style assume®duction of differences and focusing on
common interests. Its advantage is encouragemearttagferation, but it
does not solve the cause of the problem. This &ylet appropriate for
escalating problems.

* Dominating. This style is common for people who are more foduse
personal, than on common interests. By using thile,amanagers force
employees to obey. This style is appropriate whamopular working
solutions must be applied, when the deadline I tigs well as in case
of small issues. It does not take a lot of timbeédmplemented, but it is
associated with disapproval and resistance of eyapk
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» Avoiding. This is passive style, characterized by distandirmgmn
problems and hiding them. It is appropriate fovi&ii problems, rather
than for difficult and escalating problems, asaibiot solve the essence
of the problem.

» Compromising. This style requires achieving of balance between
personal and common interests. All participants tnai&nge some
attitudes through interventions, negotiations anting. This style is
appropriate, when a balance of forces exists,tlaltduld be avoided, if
it results in something negative such as a delagraduction, etc. It
leads to democratic solution, but may prevent mrgivto a creative
solution of the problem.

Figure 5: Styles of conflict management

HIGH

OBLIGING INTEGRATING

COMPROMISING

AVOIDING DOMINATING

CONCERN FOR OTHERS

LOW

LOW HIGH
CONCERN FOR SELF

Source: Munduate et al, 1997

In Table 1, summary of previously described stidgsresented, along with
situations, in which they are appropriate for inmpémtation (or not).

Finally, the most important criterion for choositig conflict management
style is the nature of the objective, i.e. beatimg opposite side, or finding a
solution which will be useful for all (Fox, 2006fror managers, the choice
depends on the objective, i.e. demonstrating aityhareating a compromise,
or developing a good image. The practical expedestows that all situations
are realistic.
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Table 1. Conflict management styles and the sitnativhere they are (in)appropriate

Conflict Situations where Situations where
management style appropriate inappropriate
1. Issues are complex 1. Task or problem is
2. Synthesis of ideas is simple
needed to come up with | 2. Immediate decision is
better solutions required
3. Commitmentis needed | 3. Other parties are
from other parties for unconcerned about the
successful implementation outcome
Integrating 4. Time is available for 4. Other parties do not
problem solving have the problem-
5. One party alone cannot solving skills
solve the problem
6. Resources possessed by
different parties are
needed to solve their
common problems
1. You believe you may be | 1. Issue is important to you
wrong 2. You believe you are
2. Issue is more important tq right
the other party 3. The other party is wrong
3. You are willing to give up or unethical
- something in exchange for
Ol something from the other
party in the future
4. You are dealing from a
position of weakness
5. Preserving relationship is
important
1. Issue is trivial 1. Issue is complex
2. Speedy decision is needed2. Issue is not important to
3. Unpopular course of you
action is implemented 3. Both parties are equally
4. Necessary to overcome powerful
assertive subordinates 4. Decision does not have
Dominating 5. Unfavorable decision by to be m_ade quickly
the other party may be 5. Subordinates possess
costly to you high degree of
6. Subordinates lack competence
expertise to make
technical decisions
7. Issue is important to you
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1. Issue is trivial 1. Issue is important to you
2. Potential dysfunctional 2. ltis your responsibility
effect of confronting the to make decision
Avoiding other party outwei_ghs 3. Parties. are unwilling to
benefits of resolution defer, issue must be
3. Cooling off period is resolved
needed 4. Prompt attention is
needed
1. Goals of parties are 1. One party is more
mutually exclusive powerful
2. Parties are equally 2. Problem is complex
powerful enough needing a
3. Consensus cannot be problem-solving
Compromising reached approach
4. Integrating or dominating
style is not successful
5. Temporary solution to a
complex problem is
needed

Source: Buddhodev, 2011

In order to reduce conflicts in an organizationtire long run, it is
necessary to define all previous conflicts, theiuses and the way they were
solved. In accordance to those conclusions, masagedertake structural
changes, modify goals, redefine relations betwaghoaity and responsibility
and, if necessary, change the entire organizatginatture (Kiss, 2007).

3. CONCLUSION

The paper analyzes the importance of conflict meamemt in
organizational communication by looking into thesioba of organizational
communication (as an introduction into conflict ragament) and, later, by
focusing to conflict management strategies andestyhll managerial levels
have a responsibility for good organizational comroation and conflict
management. Practical experiences have shown @nagers cannot be left out
of conflicts, but must take active part in it. Clasté should be solved by first-
line managers, or, if the conflict is significamdn the middle level of
management. It is not appropriate to leave conflidving to top management,
as it shows that managers at lower levels are aymlde to deal with conflicts
and employees in general. Experience has also stmtrsolving conflicts on
higher levels negatively influences organizatiomdfectiveness, since top
managers have other important business tasks.
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ORGANIZACIJISKA KOMUNIKACIJA | UPRAVLJANJE KONFLIKTI MA
Sazetak

Zasigurno se ri@ pogrijesiti, ako se ustvrdi da bez dobre interr@ma ni kvalitetne
eksterne komunikacije, Ste se iskazati i u loSim poslovnim rezultatima. Npdanije
moguee niti zamisliti organizacijsku komunikaciju bezriftikta. Konflikti su normalna
pojava u svakoj organizaciji, s obzirom da ljudajmnrazitita misljenja, a Sto pojedinci
ne mogu prihvatiti. Prvo se vjerovalo da konfliktbgu unistiti menadZerski autoritet,
ali studije iz 1970-ih su pokazale da konflikt maheati pozitivhu, kao i negativnu
ulogu. Stoga je aeprihvaeno misljenje da u organizaciji ne smije biti pgsyiali ni
premalo konflikta. U okviru ovog rada, upravljakj@nfliktima se tretira kao suvremeno
podriwje menadZzmenta, ptiemu se analiziraju menadzeri i njihova uloga u pdi
upravljanja konfliktima.
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