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Chapter

Intergroup Conflict and
Organizational Performance: A
Case of Kiboga Hospital, Uganda

Antony Tebitendwa

Abstract

The study aimed at finding out whether there is a relationship between intergroup
conflicts and organizational Performance, using the case of Kiboga hospital. The
study contributes to the body of existing literature by laying down strategies for
managing and reducing intergroup conflicts. The study employed a cross-sectional
research design along with a quantitative approach. The study population was 95 of
which a sample size of 76 respondents was selected using Krejcie and Morgan table.
Data was collected by the use of a questionnaire which was self-administered. Data
were analyzed by the use of Statistical Package for Social Science (SPSS) through
descriptive statistics and correlation analysis. Results revealed that respondents
consented that intergroup conflicts affect performance with an average mean of
4.154 and a standard deviation of 1.092. A correlation coefficient of 0.903 which is
significant at 0.01, revealed that there is a significant relationship between intergroup
conflicts and performance which lead to the rejection of a null hypothesis. The study
concluded that moderate levels of conflicts improve performance since they stimulate
thinking and creativity in decision making towards goal achievement. However,
extreme levels of conflict reduce performance in terms of patient care for our case of
investigation. The study recommended strategies management can employ to manage
extreme levels of conflicts to improve patient care.

Keywords: conflict, intergroup conflicts, organizational performance, patient care,
conflict management

1. Introduction

Conflicts are an inevitable part of organizational life since the goals of different
participants such as managers and staff are often incompatible [1]. This resultsin a
situation whereby they disturb each other in an attempt to achieve their objectives.
Indeed, conflict is part of organizational life and may occur between individuals,
and groups [1]. While conflict is generally apparently known as dysfunctional, it
can also be functional because it may cause an issue to be presented in different
perspectives. Therefore, conflict has both positive and negative effects [2]. It can be
positive when it encourages creativity, new looks at old conditions, the clarification
of points of view, improve quality of decisions by stimulating personality think-
ing and challenges individual to become better, and hence the growth of human
capabilities to handle interpersonal differences.

1 IntechOpen
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Conflicts arise at different levels within the hospital as a social organization and
this is identified as a global problem which is determined by internal reasons of
organizational management, socio-psychology, personal and other external factors
like; economic, social, and cultural factors that occurs over time. A study by [3]
identified inter-professional conflicts which is between Nurses and Doctors as one
of the major and frequent hospital conflict which affects the quality of patient care.
This is mainly caused by income differences, prestige, and authority of doctors over
other health care professionals. The physicians’ power appears to arise from the
knowledge and social class [4]. This situation shows that the potential for conflict to
arise in a hospital setting is considerably high [5]. Just like Nigeria, in Uganda, the
working relationships between doctors and nurses have been affected by with-
drawal of services by both doctors and nurses which cripples hospital activities.

According to [6], conflict arises when people take on incompatible position,
changes their perception and ideas, as these are inevitable and necessary for
community life. He further states that conflicts can arise between co-workers,
supervisors, team members, and subordinates, or between employees and external
stakeholders. This statement supports the fact that the potential for conflict to arise
in a hospital setting is considerably higher due to the complex and frequent interac-
tions among the nurses, doctors, and other employees as well as the variety of roles
they play. Specialization and organizational hierarchy often add to the intergroup
conflicts in hospitals [7]. In health institutions where work-related conflict exists
can interfere with nurses’ roles performance if not well managed. Unresolved
conflicts may be linked to poor communication resulting from refusal to cooperate,
poor team collaboration and problem-solving, decreased clients’ satisfaction, dis-
trust, split camps, gossips, and disruption of work-flow in the hospital setting [8].

The World Health Report [9], estimates that there are 57 countries with critical
shortages that have come as a result of either poor conflict management strate-
gies or the absence of which is equivalent to a global deficit of 2.4 million doctors,
nurses, and midwives. These may draw health care professional’s attention away
from patient care and drain their personal resources posing a threat to team safety
climate and ultimately the quality of patient care. However, [10] states that well
managed intergroup conflict in an enabling environment allows for issues to be
tabled and discussed with objective language. Each party is empowered to state his
or her position with confidence that the other party is genuinely listening, wanting
to understand. Possible solutions are discovered with open minds therefore improv-
ing organizational performance.

Kiboga hospital is a government-owned hospital with a status of a general
hospital. It is a hospital located in the central region of Uganda. The hospital is faced
with intergroup conflicts among its different medical and support departments,
and its performance has been declining over time. Given the functional and dys-
functional nature of conflicts, this study, therefore, seeks to establish whether there
is a relationship between intergroup conflict and organizational performance.

2. Literature review
2.1 Intergroup conflicts

Organizational conflict is regarded as the discord that occurs when the goals,
interests, or values of different individuals or groups are incompatible with those
of individuals or groups block or frustrate each other in an attempt to achieve their
objectives [1]. According to [11], organizational intergroup conflict is a condi-
tion between or among workers whose jobs are interdependent, who feel angry,
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who perceive the others as being at fault, and who act in ways that cause business
problems. This analysis defines workplace intergroup conflict as a situation in which
interdependent workers, perceive positions or action as irreconcilable, with the
consequence that at least one of the parties perceive that disagreement are emotion-
ally upsetting, causing a problem at workplace [12].

Many scholars [13, 14] equate the aspect of team-based structures as a result
of increasing complexity and environmental demands that force organizations to
specialize and diversify their workforce, to focus efforts and efficiently handle their
subtasks. However, utilizing these combined efforts as well as resources can be a
challenge for team-based organizations, due to structural and psychological barri-
ers between groups that hinder effective intergroup relations [15]. This is because
groups pursue their own interests at the expense of the overall organizational goal
[10]; they compete over scarce resources [16]; and fail to manage the disruptive
dynamics of social categorization [17]. The imbalance of both differentiation of
subsystems and the need for integrating these subsystems in pursue of superordi-
nate organizational goals represents an inherent potential for interface or structural
conflict between work units [18]. If not managed well, such interface conflict result
into negative interdependence with the likely result that one group’s goal achieve-
ment decreases the possibility of another group’s goal achievement [19].

2.2 Organizational performance

Performance is defined as the evaluation of the constituents that try to assess the
capability and ability of a company in achieving the constituents’ aspiration levels
using efficiency and effectiveness. Since organizations perform various activities
to accomplish organizational objectives, performance can also be referred to as the
frequent assessments of organizations carried out in relation to the achievement
or non-achievement of set objectives and goals [20]. However, many factors affect
organization performance. Conflicts within the organization are among the factors
that can either positively or negatively affect performance. Traditionally, conflicts
are viewed as bad. It is considered harmful for organizational functioning since it
is related to hostility, antagonism, and unpleasantness. A study carried out by [21],
about the effects of conflict on employees performance pointed out that, in spite
of the grim picture painted about conflict as an organizational tremor, this social
action can also foster posterity for business ventures. With constructive and a pru-
dent approach, conflicts can revolutionize new ideas which can take organizations
to unprecedented heights in their endeavors. It was concluded that the effect of
conflicts on the organization can either be positive or negative, but when managed
properly, the positive effects can be used to encourage organizational innovative-
ness and build cooperation among the employees which enhances performance
[21]. A recent research by [22] on the impact of conflicts on the Organizational
Development, highlights the above point by stating that conflicts are not automati-
cally destructive, but this aspect depends to a large extent on how they are perceived
by those who observe them, but equally on how they are managed by the manager
who has to take into consideration the constructive, positive aspects of a conflict
and diminish the destructive peculiarities.

Indeed, conflicts are not all bad, it is just the level of conflicts that makes them
functional or dysfunctional. According to [23], Organizational performance is
low when conflict is at two extremes: high levels or low levels. Organizational
performance is high at moderate levels of conflict. At a low level of conflict, that
is, there is usually mutuality of opinion, people agree with each other and there
is no stimulation to change. People are not adaptive to environmental challenges
and, therefore, do not search for new ideas. The organizational performance, thus,
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tends to be low. At a high level of conflict, people do not agree with each other.
There is lack of cooperation amongst their activities and behavior. This leads to lack
of discipline in the organization resulting in low organizational performance. At
optimum level of conflict, that is, people disagree with each other resulting in new
ideas. People think differently in a constructive way. New solutions are developed to
deal with problems and achieve the goals through optimum utilization of resources.
Therefore, moderate levels of conflict are beneficial to organizational performance.
A study by [24], elaborated this further by specifying the type of team conflict that
benefit from moderate levels of conflict. The occurrence of moderate level of task
conflict is more helpful during planning and strategizing phases of the work, when
decision making is most needed, rather than during task execution phases. In fact,
task conflict during task execution was found to interfere with effective integration
of work activities and team creativity.

A study by [22], emphasized that conflicts are inevitable and often lead to
the efficiency of the organization’s activity, to its development. He adds that all
organizations regardless of their size, the conflict is an integral part of the process
of development and capitalization of human resources within the organization,
which requires a permanent analysis in the direction of strategic development of
those entities. This is because conflict is inherent in human interaction, appearing
as aresult of different systems of social values, differences in principles, culture,
interests.

2.3 The effect of intergroup conflict on organization performance

One scholar [15] asserts that intergroup conflict is a common occurrence in
workplace scenarios where one group of workers might find themselves at a face to
face junction with another group. According to [25], goal differentiation between
the organizational departments makes the environment competitive as each
department has its own goals to achieve, for the magistrate’s concern is primarily
with quality and that of service staff primarily with speed. For each department
to achieve its own goals and at the same time cooperate with other departments in
achieving the overall goal of the organization while competing for scarce resources
shared with other departments, results into both interdepartmental and intergroup
conflict.

The above notion is supported by the Realistic Group Conflict Theory (RGCT),
which states that perceived competition for limited resources can lead to hostility
between groups. This is when valuable resources are perceived to be abundant,
then groups cooperate and exist in harmony. However, if valuable resources are
perceived as scarce, then these groups enter into a competition which leads to
intergroup conflicts. The resources in question can be physical (such as land,
food, or water) or psychological (such as status, prestige, or power). One group
need only believe that competition exists for hostile feelings and discriminatory
behavior to follow. How long and how severe the conflict becomes is determined
by the perceived value and scarcity of the resource in question [26]. RGCT states
that Interdepartmental or intergroup conflicts can be resolved when there is a
performance situation that requires each group to depend on each other to achieve
important goals equally valued by both groups where everyone’ help and coopera-
tion is needed. Therefore, management can solve intergroup conflicts by setting
up organizational goals that require interdependence of different departments to
maintain intergroup relations to improve performance.

Though the claim that well managed intergroup conflict automatically results in
efficiency gains is challenged by some, it is generally accepted that the right kind of
friction and constructive confrontation and arguments over ideas in an atmosphere
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of mutual respect can help an organization to have the potential to drive greater
performance and creativity. Conflicts are also beneficial where intergroup conflict
improves team dynamic within the group, by team increasing their cohesiveness
and task-oriented when they face an external threat. Moderate intergroup conflict
motivates members to work more efficiently toward their goals, thereby increasing
the team productivity [27]. According to [28], there can be no intergroup conflict
without a degree of information as to performance information in the basis period
and, ideally, a targeted performance in a future time period. Intergroup conflicts
can either be constructive or destructive in nature. However, it is important to note
that intergroup conflict is a reality of our daily lives and intergroup conflict is thus
inevitable in a human workplace.

A study by [29], states badly managed intergroup conflict, personal attacks are
common, people can get visibly angry and feelings get hurt. When co-workers do
not respect the fact that approaches in addressing issues at work can differ, everyone
suffers due to unresolved intergroup conflicts risk with great potential to worsen
the situation. Emotionally, the work environment grows more toxic and financially
expensive, the toll can be a problem consequently affecting the performance of the
organization from all angles. A big number of organizations are losing valuable
resources including talent, time, and revenue from work conflicts arising from
within and outside. So far, this matter has not been accorded much attention from
a risk management perspective but, as a result of the emphasis on performance,
researchers in human resource management have stressed the need for effective
human resource strategy in conflict management with reducing conflict. Although
conflicts differ in terms of sources and causes, they all have destructive conse-
quences if handled poorly [30].

The Meta-Analysis research carried out on the three types of Team Conflict:
Task, Relationship, and Process conflicts, highlights another perspective on how
conflicts can be beneficial or unbeneficial. The research concluded that although
relationship conflict which involves interpersonal tensions, frictions, and resent-
ment can harm team performance, task conflicts which is concerned with different
ideas, perspectives, and viewpoints regarding the work itself has the potential to
improve team performance and team innovation [31]. In addition, the Pearson
correlation findings by [21] indicated that whereas relationship conflict is nega-
tively linked to performance, there is a positive correlation between task and
process conflict and employee’s performance. A recent study carried out by [32]
regarding Conflicts on Team Trust and Team performance also concluded that
task and relationship conflict, process conflict, team trust, have noteworthy effect
on team performance. The study emphasized the importance of task conflicts
on performance when members within a team engage in highly complex tasks.
With highly complex tasks, task conflict fosters intensive information exchange as
well as detailed information processing. Problems can be considered from differ-
ent perspectives, different opinions or alternatives can be discussed, which may
produce high quality solutions and enhance performance. Based on the literature
the following null hypothesis was stated:

There is no significant velationship between Inter-group conflicts and Organization
Performance.

3. Methodology

The researcher used a cross-sectional research design, this is where the data on
the study variables are collected at the same point in time. There were 95 Health
Care Providers at Kiboga Hospital in Uganda including Administration, Medical
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Doctors, and Nurses. Krejcie and Morgan Table [33] was used to determine a sample
size of 76 respondents. A quantitative approach was used and data was collected by
the use of a questionnaire using a five-point Likert scale ranging from 1 for strongly
disagree, 2 = disagree, 3 = not sure, 4 = agree to 5 for strongly agree. Interpretations
were based on 4.21-5.00 — Very High, 3.41-4.20 — High level, 2.61-3.40 — Moderate,
1.81-2.60 — Low, and 1.00-1.80 — Very low. Data were analyzed using the Statistical
Package for Social Science (SPSS). Descriptive statistics were used to measure

the central tendency and correlations were used to test the null hypothesis. The
reliability of the research tool was tested and the Cronbach alpha value was 0.821
which is above 0.5. This suggests that the questionnaire was highly reliable as sug-
gested by [34]. Before data collection, permission was granted by Kiboga hospital
administration.

4. Discussion of findings
4.1 Response rate

The researcher had a total population of 95 and from which a sample of 76
respondents was selected for the study. Of those sampled respondents, a total of 74
returned their questionnaire, it is most likely that the two questionnaires were mis-
placed. This represented a response rate of 97.4% which was considered appropriate
for the study. This correlates with [35] recommendation that a response rate of 50%
is adequate for analysis and reporting; Therefore, 97.4% was an excellent response
rate for the study.

4.2 Demographics

Most respondents (60.7%) were Nurses, medical doctors (18.0%), administra-
tive staff (16.4%) and support staff (4.9%). The majority (56.8%) were females
while 43.2% of respondents were males. The majority of the respondents (74.3%)
worked for the Hospital between 5 and 8 years, between 2 and 5 years (14.9%), and
above 9 years (10.8%). The majority (49.2%) of the workers were Bachelor’s Degree
holder and Diploma holders (55.4% and 33.8%) Few respondents had Master’s
Degree and certificates (5.4% and 5.4%) respectively. The majority of the respon-
dents were aged between 26-35 years (55.4%), between 36-45 years (23%) 46 years
and above (12.2%), and between 18-25 years (9.5%).

4.3 Descriptive statistics of intergroup and organizational performance

In order to assess the level of agreement and disagreement on the different items
used to measure intergroup conflict in the questionnaire, the mean and standard
deviation were used to determine the central tendency. A low standard deviation
implies that responses were closely related to the mean value while a high standard
deviation implies that responses were highly deviating from the mean value. The
results are shown in the table below:

According to Table 1, there is a high agreement on all the measures of intergroup
conflicts and their effect on performance. The average mean of 4.154 and the
standard deviation of 1.092 implies that the majority were in agreement although
the responses were varying a lot.

From Table 2 below the level of mean responses together with the average mean
of 4.4831 regarding organizational performance indicate that functional intergroup
conflicts positively affect organizational performance whereas dysfunctional
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conflicts if not managed well can have a negative impact on Organizational per-
formance. Based on the average Standard deviation of 0.8858, the variance of
responses was minimal.

N Minimum Maximum Mean Std.
Deviation

Intergroup conflict is a common 76 1.00 5.00 41351 110198
occurrence at workplace in health
institutions

Intergroup conflicts in health 76 1.00 5.00 4.323 1.03511
institutions have a positive effect on
organizational performance

Intergroup conflict has a negative 76 1.00 5.00 4.0676 1.22005
effect on the performance of the
health institution.

Intergroup conflict is avoidable at 76 1.00 5.00 4.1892 1.11865
the workplace especially in health
institutions

Goal differentiation in the health 76 1.00 5.00 4.4189 .89146
institution makes the environment

competitive due to intergroup

conflicts

Competition over resources 76 1.00 5.00 3.8649 1.20869
causes intergroup conflicts and

consequently affect organizational

performance

Lack of coordination is the common 76 1.00 5.00 4.0811 1.06959
source of intergroup conflict among
different department

Average Mean 4154257 1.092219

Source: Primary data (2020).

Table 1.
Descriptive statistics on intergroup conflict and Ovganizational Performance.

N Minimum Maximum Mean Std.
deviation

Intergroup conflict results in poor 76 1.00 5.00 4.4730 90996
organizational performance in your
organization
Conflict management lead to 76 1.00 5.00 4.6081 77314
improved quality of organization
performance in health institutions
Employee performance is improved 76 1.00 5.00 4.5270 87934
due to functional Intergroup conflict
in health institutions
Organizational conflict has a negative 76 1.00 5.00 4.3243 98075
effect on the performance of the
health institution
Average Mean 4.4831 0.8858

Source: Primary data (2020).

Table 2.
Descriptive statistics on Organizational Performance.
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4.4 Correlation analysis

The main aim of the study was to establish a relationship between intergroup
conflicts and organizational performance. Pearson’s correlation coefficient has been
computed so as to establish this relationship. A high correlation coefficient would
suggest a strong relationship between the intergroup conflicts and organizational
performance and vice versa for a low correlation coefficient. The results are pre-
sented in the table below.

Research findings in Table 3 below that there is a significant positive relation-
ship between Intergroup conflicts and Organizational performance, generating
a correlation coefficient of r = 0.903**, and significant at 0.01. This, therefore,
implies that the null hypothesis that states: There is no significant relationship
between Intergroup Conflict and Organization performance, is rejected and the alter-
native is accepted. The positive correlation indicated that as employees engage in
intergroup conflicts it is likely to affect their performance positively or negatively.
Intergroup conflicts can affect performance by causing changes to occur, both
within the group and individuals, members will usually overlook individual differ-
ences in an effort to unite against the other side. According to [36], intergroup con-
flicts brings positive effects for the better, by removing barriers caused by different
assumptions or misunderstandings about a team’s tasks, or goals. Conflict can be
constructive when it creates broader awareness about how team members are expe-
riencing their work and thus leads to changes that improve members’ productivity
and they ought to work together toward achieving common goals. Conflict can
also lead to process improvements, such as when it reveals a deficiency in how the
team communicates, which can then be corrected. Clashes of ideas can lead to more
creative solutions or otherwise provide perspectives that persuade the team to take a
different approach that is more likely to lead to success [1]. The Pearson correlation
findings by [21], indicated that whereas relationship conflict is negatively linked to
performance, there is a positive correlation between task and process conflict and
employee’s performance. Therefore, it was concluded that the effect of conflicts on
the organization can either be positive or negative, but when managed properly, the
positive effects can be used to encourage organizational innovativeness and build
cooperation among the employees which enhances performance. This is because
organizational conflicts improves team dynamics by increasing cohesiveness among
members.

A recent study carried out by [32] emphasized the importance of task conflicts
on performance when members within a team engage in highly complex tasks. With
highly complex tasks, task conflict fosters intensive information exchange as well

Intergroup Organizational
conflicts Performance
Intergroup conflicts Pearson Correlation 1 903"
Sig. (2-tailed) .000
N 74 74
Organizational Performance Pearson Correlation 903" 1
Sig. (2-tailed) .000
N 74 74

“Correlation is significant at the 0.01 level (2-tailed).

Table 3.
Correlation analysis between intergroup conflicts and organizational performance.
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as detailed information processing since problems can be considered from differ-
ent perspectives, different opinions or alternatives can be discussed, which may
produce high quality solutions that enhance performance. Another recent research
by [22], emphasized that conflicts are inevitable and if properly managed often lead
to the efficiency of the organization’s activity, which leads to its development.

On the negative side, a study by [3] found out that conflicts between nurses and
doctors consumes much of the time and attention that should be committed to patients.
Therefore, the consequences here range from poor coordination of patient care, less
patient satisfaction, poor perception and utilization of health care services, medica-
tion error, failure to rescue patients, and even deaths. The results further revealed that
patients suffered neglect and abandonment as they are caught in-between the conflicts
of these two groups. Therefore, it is important for hospital management to identify and
properly manage intergroup conflicts to avoid performance distractions.

5. Conclusions and recommendations

The study findings revealed that there is a strong positive significant relation-
ship between intergroup conflict and organizational performance. This implies that
intergroup conflicts that occur in an organization either result in a negative or a
positive effect on performance in the organization depending on the level it occurs.
It is important to note that organization performance increase when conflicts are at
moderate levels. However, conflicts can negatively affect performance especially at
a low level where mutuality of ideas exists between members and if not managed
well to escalate to high levels where members lack cooperation regarding activities
and behavior. Therefore, in order to offer quality patient care, it is crucial for man-
agement to identify functional and dysfunctional conflicts and effectively manage
them so as to enhance hospital performance.

Management of health organizations should always address and manage the
issues related to intergroup conflicts, by building trust, promote leadership, address
cultural differences, establish ground rules, and finally promote good communica-
tion and listening skills among the group members and members of other groups so
as to improve on patient care.

Where groups have differing goals, it is prudent for management to establish
a superordinate goal that can only be reached when the conflicting groups work
together. A superordinate goal not only helps alleviate conflict, it focuses more on
performance, which is what the organization needs to survive. If this is done in the
right way it will eliminate or reduce intergroup conflicts.

Misperception of the abilities, goals, and motivations of others often leads to
conflict, so efforts to increase the dialogue among groups and to share information
should help eliminate conflict. As groups come to know more about one another,
suspicions often diminish, and greater intergroup teamwork becomes possible,
which improves performance.

Management should identify and make significant changes in the structural
variables involving the conflicting groups such as changing jobs or rearranging
reporting responsibilities among health care teams. For effectiveness, groups
involved should participate in structural change decisions. If done well, this can
lead to permanent resolution of intergroup conflicts within health care institutions.

Given the relevance of task conflicts in decision-making teams, there is a need
for better selection and training of team members, as well as a culture that enables
team members to leverage task conflicts appropriately, as opposed to minimizing
and avoiding them completely. By doing so, it enhances performance among health
services teams.
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