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Mitigating the risk that peer-initiated task conflict escalates into diminished helping: Roles

of passion for work and collectivistic orientation

Abstract

This study unravels the link between employees’ exposure to peer-initiated task
conflict—defined as the extent to which they perceive that coworkers systematically contest and
attack their opinions—and their engagement in helping behavior. Beliefs about interpersonal
conflict might mediate this link, and two personal resources, passion for work and collectivistic
orientation, arguably have moderating roles. To test these predictions, this study relies on survey
data from employees who work in the banking sector, which confirm that peer-initiated task
conflict diminishes helping behavior, because the focal employees come to believe coworkers
are responsible for their emotion-based quarrels. Employees’ passion for work and collectivistic
orientation buffer this harmful dynamic. Organizations thus should recognize that exposure to
overcritical colleagues can undermine voluntary work behaviors, as well as consider how they
might help reduce the force of this negative dynamic by enabling employees to find ways to
draw from their supportive personal resources.
Keywords: task conflict; interpersonal conflict; helping behavior; passion for work;

collectivistic orientation; conservation of resources theory



Introduction

A helpful colleague is invaluable; when employees devote extra effort voluntarily to
helping their colleagues complete their tasks, it leads to beneficial outcomes all around.
Dedicated staff members, or helpers, who undertake peer-oriented citizenship behavior enhance
team and organizational effectiveness (Bachrach et al. 2006; Borman and Motowidlo 1993;
Podsakoff et al. 2018; Reisel et al. 2010), and these employees likely prompt favorable views
among their peers and their supervisors (Hui et al. 2000; Korsgaard et al. 2010), as well as a
sense of personal fulfillment for themselves (Hoption 2016; Lemoine et al. 2015). Yet extra-role
work activities also might be disadvantageous, if generous offers of assistance prevent the
helpers from completing their own formal job duties (Bergeron 2007; Koopman et al. 2016).
Some recipients of aid also might read offers of assistance as a form of condescension or signal
of the helpers’ belief they cannot do the work on their own (Organ 1988; Podsakoff et al. 2018).

Considering these contradictory outcome possibilities, determining the factors that lead
employees to either embrace or avoid this form of work-related voluntarism remains a pertinent
research goal (De Clercq et al. 2019; Zhao and Guo 2019). For example, employees are less
likely to go out of their way to contribute to the well-being of their peers or their employer in
general if they suffer from coworker incivility (Liu et al. 2019), ostracism (Peng and Zeng 2017),
or bullying (Devonish 2013). Such negative relationship factors all create a sense that employees
are not respected or taken seriously by peers (Podsakoff et al. 2018). The central premise of this
study is that when coworkers systematically initiate content-based disputes or contest offered
opinions—which we label peer-initiated task conflict—employees experience an additional
source of resource depletion that also may steer them away from discretionary helping activities

(Jungst and Janssens 2020). We know of only a single study that identifies a negative



relationship between task conflict and helping behavior (Ng and Van Dyne 2005); otherwise, our
understanding of how this harmful dynamic unfolds is minimal, which means that organizational
decision makers lack comprehensive insights into why or when hardships due to peer-initiated
idea clashes may cause employees to halt extra-role work behaviors that have the potential to
benefit them and their organization (Hui et al. 2000; Podsakoff et al. 2009).

With this research, we aim to detail relevant factors that underpin or impact this
translation of peer-initiated task conflict into diminished helping behavior. First, we postulate
that a critical conduit through which this translation may materialize is that employees develop
beliefs that their coworkers introduce emotion-based tensions into their relationships (Pooja et al.
2016). These beliefs about interpersonal conflict can manifest in different ways, such as a
conviction that coworkers are responsible for their discomfort, annoyance, or even anger in daily
interactions (Jehn and Mannix 2001; Kisamore et al. 2014). Consistent with the logic underlying
conservation of resources (COR) theory (Hobfoll 2001; Hobfoll et al. 2018), the perception that
peers persistently express viewpoints in opposition to their own may lead employees to stop
helping those peers, because they hold them accountable for emotional hardships in their
interpersonal relationships, which gives the employees a way to shield their own self-esteem
resources (De Dreu and Weingart 2003; Pierce and Gardner 2004). Second, and also in line with
COR theory, we predict that this detrimental process is less likely if the employees possess two
relevant personal resources, passion for work and collectivistic orientation, that mitigate self-
depreciating ruminations about peer-initiated idea clashes (Meier et al. 2013)—and thus diminish
frustrations with interpersonal conflict and a subsequent reluctance to perform discretionary
helping behaviors. Employees’ passion for work reflects the excitement that they experience

from working hard (Baum and Locke 2004), and their collectivistic orientation speaks to



excitement derived from maintaining group harmony (Wang et al. 2017a).

With these considerations, we seek to provide several contributions to management
research. First, we theorize how peer-initiated task conflict, a threat to employees’ sense of self-
worth (De Dreu and Weingart 2003), may reduce the likelihood that they work to advance and
ensure their peers’ success, as informed by their beliefs that the coworkers are culprits in their
interpersonal quarrels (Jehn and Mannix 2001). Systematic attacks on their opinions make it
seem as if they can never get things right, according to their colleagues, so employees may suffer
emotion-based hardships that ultimately lead them to stop helping their colleagues. Previous
research acknowledges a positive link between task conflict and interpersonal conflict (e.g.,
Pluut and Curseu 2013; Simons and Peterson 2000), but we go further to consider how this link
may hamper work-related voluntarism. In so doing, we pinpoint a possible downward spiral for
employees: Their peer interactions are marked by continuous idea clashes, leading to negative
beliefs that escalate into complacency toward coworkers’ success, which might prompt the
coworkers to become even more contentious toward them.

Second, contingency perspectives on the detrimental consequences of content-based
conflict are both necessary and informative (Bai et al. 2019; Boros 2020). With our application
of such a perspective, we clarify how the likelihood of helping behavior, as a response to peer-
initiated task conflict and associated beliefs about interpersonal conflict, is lower among
employees equipped with valuable personal resources (Hobfoll et al. 2018). As noted by
previous studies, the harmful outcomes of task conflict are not automatic—and some of this
conflict type even can generate positive outcomes in the form of creativity (De Clercq et al.
2017; Jehn 1995)—because certain factors can help employees cope with the corresponding

challenges, such as their emotion regulation skills (Boros 2020), emotional intelligence (Lee and



Wong 2019), or trust in others (Choi and Cho 2011). We add to this research stream by focusing
on two distinct sources of positive work energy that also may buffer the negative threats of task
conflict: (1) how employees experience their hard work in and of itself (passion for work) and
(2) whether they thrive when collaborating with others (collectivistic orientation). The focus on
these two personal resources is purposeful, in that the resources reflect consistent and
complementary features that may protect employees against a situation in which peer-initiated
idea clashes cause them to stop offering voluntary help to others and focus only on their formally
prescribed job tasks. Finally, the proposed moderated mediation dynamic combines a mediating
role of interpersonal conflict beliefs with moderating roles of two personal resources. It thus adds
conceptual and methodological rigor to efforts to establish a comprehensive view of key
contingencies that can explain employee behaviors (Haq et al. 2022; Yang and Yang 2020).
Theoretical background and research hypotheses

The conceptual arguments for the proposed mediating effect of interpersonal conflict and
moderating effects of personal resources reflect insights from conservation of resources (COR)
theory. This theory predicts that employees’ work-related thoughts and actions are shaped, in
significant ways, by their desire to preserve their current resource reservoirs and avoid further
losses when they confront resource-depleting work circumstances (Hobfoll and Shirom 2000). It
offers two critical propositions: Resource drainage due to upsetting work situations directs
employees to embrace beliefs and behaviors that enable them to undo such drainage, and access
to valuable personal resources can subdue the process, especially if those resources render it less
likely that their suffering leads to an actual depletion of their resource bases (Abbas et al. 2014;

De Clercq et al. 2019).



The notion of resources in COR theory is broad, such that they entail “those objects,
personal characteristics, conditions, or energies that are valued in their own right, or that are
valued because they act as conduits to the achievement or protection of valued resources”
(Hobfoll 2001, p. 339). In particular, and relevant to our research objectives, employees’ self-
esteem resources strongly determine the quality of their professional functioning. In his
foundational work, Hobfoll (2001) specifies these resources as essential features, and he
maintains that employees are especially driven to protect them in the workplace. Yet as conflict
research establishes, “being in conflict threatens one’s self-esteem and requires cognitive
resources to cope with the situation” (De Dreu and Weingart 2003, p. 156). If employees sense
that their coworkers systematically contest their opinions and do not take them seriously,
employees’ sense of self-worth comes under great threat (de Wit et al. 2012; Jungst and
Blumberg 2016). To escape such a situation, they might lay the blame for their poor
interpersonal interactions on the coworkers who start the conflict (Simons and Peterson 2000).
That is, in line with COR theory (Hobfoll et al. 2018), employees’ perceptions of interpersonal
conflict caused by coworkers and their associated hesitance to help those colleagues on a
voluntary basis represent likely responses to peer-initiated task conflict, as means to reduce their
own self-depreciating ruminations. As coping strategies, such responses allow them to express
their sense of offense, sparked by colleagues who never seem to agree with their viewpoints
(Jungst and Janssens 2020).

As a further application of COR theory, the likelihood that employees engage in such
coping responses should be lower when they can rely on personal resources that make the
responses less necessary (Hobfoll et al. 2018). In particular, we propose that even if their

opinions are constantly challenged by colleagues, employees should be less likely to unleash



their frustrations by calling out the interpersonal conflict if certain personal resources keep them
excited about their work functioning. As noted by prior research, employees’ positive work-
related energy, derived from their passion (De Clercq and Belausteguigoitia 2019) or
collaborative attitudes (Du et al. 2015), can help them deal with resource-draining work
situations. We similarly argue that employees’ passion for work and collectivistic orientation
may protect them against the self-damaging thoughts that come with peer-initiated task conflict
(De Dreu and Weingart 2003), such that they become less pessimistic about the quality of their
interpersonal interactions (Pluut and Curseu 2013) and ultimately more willing to continue to
engage in some work-related voluntarism to help coworkers (Kisamore et al,. 2014). These two
personal resources diminish the risk that perceptions of peer-initiated task conflict escalate into
complacency toward work activities that can address the sources of the experienced hardships.

The study’s conceptual framework is in Figure 1, depicting the proposed mediating role
of beliefs about interpersonal conflict and moderating roles of passion for work and collectivistic
orientation. We explicitly note that the arguments underpinning the mediation link predict
causality among the constructs that constitute this link (i.e., from peer-initiated task conflict, to
beliefs about interpersonal conflict, to helping behavior), but the cross-sectional research design,
as detailed in the Method section, does not allow us to test for the presence of such causality. The
hypotheses stated hereafter thus predict relationships among constructs, rather than the effects of
the constructs on one another. We detail the rationales for each of the hypotheses next.

[Insert Figure 1 about here]

Mediating effect of interpersonal conflict

We postulate that employees’ exposure to peer-initiated task conflict relates positively to

their beliefs about interpersonal conflict. In line with COR theory (Hobfoll and Shirom 2000),



the frustrations initiated by coworkers who contest seemingly every viewpoint might undermine
employees’ sense of self-worth so much that they search for a scapegoat and assert that the
coworkers cause emotion-laden quarrels (Boros 2020; de Wit et al. 2012). For example,
systematic disagreements about task-related topics may prompt employees to develop self-
damaging thoughts about their ability to make positive work contributions (De Dreu and
Weingart 2003), to which they respond by accusing the disagreeable colleagues of creating a
dysfunctional work environment, filled with negative energy and tension (Boros 2020). These
accusations serve as coping tactics through which employees express their irritations and
safeguard their self-esteem resources (Hobfoll et al. 2018). Their exposure to peer-initiated task
conflict thus becomes less troubling, because they can shift responsibility for their negative
feelings from themselves to their colleagues (Simons and Peterson 2000).

In a related way, employees who feel attacked by opposing viewpoints expressed by their
colleagues may interpret the unfavorable treatment as a sign of limited recognition for their
contributions or daily work efforts (Avgar et al. 2014; Liao and Sun 2020). In the presence of
such signals, accusations that colleagues are the cause of dysfunctional relationships may seem
Jjustified (Bowling et al. 2010). If they cannot express their own opinions without worrying about
having their ideas systematically contested, employees also might realize that their coworkers
apparently are trying to make them look incompetent, especially to organizational authorities (de
Wit et al. 2012; Jungst and Blumberg 2016). Faced with such evidence, employees might form
beliefs about the interpersonal adversity that their coworkers create (Bai et al. 2016). In contrast,
if coworkers respect their opinions, employees should hold more positive views of the quality of
their work relationships and their coworkers’ contributions to them (De Dreu and Weingart

2003), such that they have no reason to accuse them of causing any negative interpersonal



dynamics (Hobfoll et al. 2018; Pluut and Curseu 2013). It is less likely that they suffer from a
poor self-image in this scenario (Pierce and Gardner 2004), with beneficial consequences for
their beliefs about interpersonal conflict. We accordingly predict:

Hypothesis 1: There is a positive relationship between employees’ exposure to peer-
initiated task conflict and their beliefs about interpersonal conflict.

Employees who are convinced that their coworkers are responsible for emotion-based
quarrels also may be reluctant to go out of their way to help the coworkers, particularly in ways
that are not explicitly required in their job descriptions. Consistent with COR theory, by halting
extra-role work activities, employees can safeguard their self-esteem resources and constrain
their suffering from interpersonal conflict (De Dreu and Weingart 2003; Hobfoll et al. 2018).
That is, the realization of poor peer relationships may escalate into a diminished motivation to
assist coworkers, because it offers a way to vent dismay with the experience of emotion-based
tensions (Kisamore et al. 2014; Pooja et al. 2016). Further in line with the COR logic, halting
extra-role helping activities, in response to beliefs about interpersonal conflict, may create
resource gains for employees, related to their personal fulfillment (Hobfoll and Shirom 2000). In
particular, to the extent that their coworkers seemingly do not care about maintaining high-
quality interpersonal relationships, employees may experience a sort of guilty pleasure in
rejecting their requests for help (Lu et al. 2011).

Similarly, employees who are convinced that their colleagues are responsible for their
emotion-based hardships likely have limited motivation to contribute to the work success of
those colleagues by offering discretionary helping activities (Lau and Cobb 2010; Podsakoff et al
2018). Previous studies reveal that when employees suffer from interpersonal conflict, it
generates negative work-related sentiments in them, such as diminished job satisfaction (Briggs

et al. 2015) or commitment (Pooja et al. 2016). These sentiments likely make employees



indifferent about whether their colleagues’ performance would be compromised in the absence of
their voluntary help (Pooja et al. 2016; Saks 2019). Conversely, employees who hold positive
beliefs about the quality of their peer relationships should be keen to /everage these beliefs in
supporting their voluntary work activities, so that they can obtain even more resource gains
(Hobfoll et al. 2018; Hui et al. 2000). One particular path though which this positive outcome
can be realized is by being a “good organizational soldier,” which tends to generate favorable
leader evaluations (Podsakoff et al. 2018). Ceteris paribus, we predict:

Hypothesis 2: There is a negative relationship between employees’ beliefs about
interpersonal conflict and their helping behavior.

In combination, these arguments imply a critical mediating role of employees’ beliefs
about interpersonal conflict. Their perception that coworkers initiate idea clashes increases the
chances that employees halt their helping activities, informed by their allegations that the
coworkers are responsible for the negative energy permeating their interpersonal interactions
(Bai et al. 2016; Simons and Peterson 2000). To the extent that they are the victims of persistent
idea clashes, the chances that employees allocate personal time to extra-role work activities are
slim, due to their convictions about impoverished relationship dynamics and the associated
desire to protect their sense of self-worth (Bowling et al. 2010; De Dreu and Weingart 2003).
Similarly, interpersonal conflict mediates the escalation of other resource-draining work
conditions, such as limited interactional justice (Bouckenooghe et al. 2014) or workplace
bullying (Parach and Shahzad 2017), into negative work outcomes. We complement such
research by postulating:

Hypothesis 3: Employees’ beliefs about interpersonal conflict mediate the relationship
between their exposure to peer-initiated task conflict and their helping behavior.

Buffering effect of passion for work

10



According to COR theory, the resource-draining effect of unfavorable work conditions is
mitigated to the extent that employees can counter the resource drainage with valuable personal
resources (Abbas et al. 2014; Hobfoll and Shirom 2000). We similarly propose that the
probability that peer-initiated task conflict translates into beliefs about interpersonal conflict is
lower among employees who also are passionate about their work (Baum and Locke 2004). The
positive work energy stemming from such passion enhances employees’ inclinations to see task-
related disputes as challenges, instead of threats to their self-image (De Clercq and
Belausteguigoitia 2017), so it becomes less likely that they adopt tactics to protect their self-
esteem resources (De Dreu and Weingart 2003). Similarly, passionate employees often search
proactively for solutions to upsetting work situations, which reduces the need to look for culprits
for these situations (Gulyani and Bhatnagar 2017). They even could be attracted to workplace
challenges, in that finding ways to thrive in the face of challenges generates a sense of personal
accomplishment that resonates with their passion for work (Houlfort et al. 2015; Trépanier et al.
2014). From this angle, employees’ passion for work may generate resource gains, in the form of
personal satisfaction, if they can maintain the quality of their relationships even with overcritical
coworkers (Ryan and Deci 2000). The desire to preserve their sense of self-worth by forming
beliefs that coworkers cause emotion-based conflicts thus is lower in this scenario.

This predicted buffering role of passion for work, in combination with the mediating role
of interpersonal conflict, points to a moderated mediation dynamic (Hayes et al. 2017). Passion
for work constitutes a valuable personal contingency that influences the indirect negative link
between suffering from peer-initiated task conflict and helping behavior, through beliefs about
relation-based quarrels. Among employees who can rely on unbridled work excitement (Baum

and Locke 2004), criticisms that coworkers are responsible for negative interpersonal
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interactions should be less powerful in terms of channeling their exposure to conflict-seeking
colleagues into a refusal to engage in voluntary activities to aid these colleagues. This personal
resource mitigates self-depreciating thoughts that disagreeable colleagues threaten to spark (De
Clercq and Belausteguigoitia 2017), so it is less likely that employees halt their work-related
voluntarism (Kisamore et al. 2014). In contrast, employees with limited passion for work may
rely on their beliefs about impoverished interpersonal relationships as more salient explanations
for why peer-initiated task conflict justifies their tarnished helping activities.

Hypothesis 4: The indirect negative relationship between employees’ exposure to peer-

initiated task conflict and helping behavior through their beliefs about interpersonal

conflict is moderated by their passion for work, such that this indirect relationship is

weaker at higher levels of passion for work.
Buffering effect of collectivistic orientation

The logic of COR theory similarly suggests that the likelihood that employees criticize
their coworkers for invoking emotion-laded quarrels, to protect their self-depreciating
ruminations about their frequently contested opinions (Bowling et al. 2010), should be mitigated
when they give priority to collective over individual interests. Collectivistic people seek to
maintain harmony, even at the expense of their personal situation (Moorman and Blakely 1995;
Varma et al. 2009), so they likely have less desire to unleash their frustrations about peer-
initiated task conflict in the form of accusations about the presence of interpersonal conflict,
which would undermine such harmony (De Dreu and Weingart 2003; Pooja et al. 2016).
Similarly, a collectivistic orientation tends to make employees more benevolent, even toward
those who argue with them (Du et al. 2015; Van Dyne et al. 2000), so they likely are more
forgiving of colleagues who continuously express opposing opinions (Semerci 2019).

Fundamentally, this personal resource transfers employees’ focus from individual concerns (e.g.,

frustrating colleagues who always disagree with them) toward their duty to ensure group
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harmony, so they are less likely to issue allegations that coworkers are responsible for the
negative relationship dynamics (Wang et al. 2017a).

Similar to passion for work, we predict a moderated mediation effect of collectivism.
Employees’ collectivistic orientation serves as a boundary condition of the negative, indirect
relationship between peer-initiated task conflict and helping behavior, through beliefs that
coworkers are responsible for emotion-based disputes. When employees have a natural tendency
to maintain group harmony (Du et al. 2015), they are less likely to develop a conviction that their
coworkers are the source of dysfunctional relationship dynamics in the presence of systematic
contestations of their opinions, so they remain ready to extend help. Their collectivistic
tendencies counter self-depreciating musings about persistent attacks on their viewpoints
(Semerci 2019), which diminishes the chances that they halt their helping efforts due to
allegations about impoverished coworker relationships.

Hypothesis 5: The indirect negative relationship between employees’ exposure to peer-

initiated task conflict and their helping behavior through their beliefs about interpersonal

conflict is moderated by their collectivistic orientation, such that this indirect relationship
is weaker at higher levels of collectivistic orientation.

Research method

Data collection and sample

We test the hypotheses with survey data collected in September 2020 from a Portuguese
banking firm. The firm operates in the capital city of Lisbon, employs more than 1,000
employees, and is involved in a broad set of activities, including personal and corporate banking.
In Portugal, the banking sector is marked by significant uncertainty and turmoil (Borges and
Tavares 2020; Figueiredo et al 2016). In particular, the aftermath of the 2008 financial crisis

deprived the Portuguese financial system of access to the European inter-banking market, and

this uncertainty-inducing situation has intensified with the COVID-19 pandemic, a crisis with
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effects that spill over into the workplace and spur different viewpoints about task-related topics
(De Clercq and Pereira 2021). Intense competitive rivalry in this industry in Portugal (Borges
and Tavares 2020) also means that employers rely on employees to go beyond their formal
duties. From this perspective, it is highly relevant to investigate how persistent idea clashes
might prevent extra-role helping activities, as well as how this negative process can be contained.
With a single-firm focus, we also avoid the risk of unobserved organization-level differences,
such as a general organizational climate that encourages work-related voluntarism (Bolino et al.
2010).

Although Portugal thus offers a relevant setting, the conceptual arguments that inform the
hypothesized relationships are country-neutral. That is, we expect the relationships to arise in
various countries, though perhaps with different strength, depending on culture-driven forces.
For example, the uncertainty-avoidant tendencies that mark Portugal (Hofstede et al. 2010)
suggest that attacks on individual opinions may feel highly intrusive, so employees respond
vigorously with accusations about negative relationship dynamics and a reluctance to undertake
discretionary work behaviors. But Portugal also features high levels of collectivism, so
employees may be less likely to use peer-initiated task conflict as an excuse to refrain from
helping behaviors that add to the collective (Podsakoff et al. 2018). These contrasting dynamics
make Portugal a compelling setting that can offer valuable insights for firms that operate in
similarly risk-averse, collectivistic cultures.

The survey, consistent with well-established methods (Brislin 1986), was first translated
into Portuguese by a bilingual translator, then back-translated into English by a different
colleague. After corrections of a few minor discrepancies, the survey was finalized in

Portuguese. The administration of the survey occurred electronically, through an institutional
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license of the Microsoft Forms software held by the university of one of the authors. The
employees of the participating organization were very familiar with this survey tool and
considered it easy to navigate. The survey tool also adheres to ethical standards with regard to
the confidentiality of data collection and storage. Yet another advantage of our reliance on an
online survey tool, instead of a paper-and-pencil equivalent, is that it enabled data collection
without physical contact between the researchers and participants, a critical issue during the
pandemic.

In addition to the implications of the data collection tool itself, several other measures
ensured that we complied with ethical standards and protected participants’ rights. In particular,
target respondents were informed that their answers would be treated with absolute
confidentiality, that no individual-level data would ever be released, that our sole and research-
driven interest was in detecting general patterns in aggregated data, and that they could withdraw
from the study at any time. The survey also emphasized that there were no right or wrong
responses, that respondents probably would give varying answers to specific questions, and that
it was very important for them to complete the survey as truthfully as possible. These
specifications diminish the danger of social desirability and acquiescence biases (Jordan and
Troth 2020; Spector 2006).

We received a complete list of organizational employees, from which we randomly
selected 400 employees for possible participation, using a random digit calculator. From these
400 contacted employees, we received 255 responses, for a response rate of 64%. This response
rate admittedly is not extremely high, but it exceeds rates typically obtained from surveys in
prior organizational research (e.g., Baruch and Holtom [2008] report an average response rate of

53% for studies that collect data from individual employees). Moreover, the organization’s
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senior management regarded this response rate as excellent, relative to their previous internal
data collection projects. The final sample consisted of 43% women; 94% of the respondents had
worked for their organization for more than 10 years; 81% had at least some supervisory
responsibilities; and 49% had a front-office job (i.e., direct interactions with customers), while
51% had a back-office job.

Measures

The measurement items for the five central constructs use seven-point Likert anchors
(ranging from 1 = “strongly disagree” to 7 = “strongly agree”).

Peer-initiated task conflict. To assess employees’ exposure to task-related disputes, we
relied on a four-item scale of task conflict (De Clercq et al. 2009). In light of our conceptual
focus on how such conflict originates from coworkers, we adapted the original wording to reflect
employees’ perceptions that their coworkers initiated the conflict, such as “My coworkers
systematically initiate disagreements about task-related issues” and “My coworkers
systematically express opinions which are in conflict with mine” (Cronbach’s alpha = .78).

Beliefs about interpersonal conflict. We measured employees’ convictions that coworkers
cause emotion-based relationship tensions with a four-item scale of interpersonal conflict (Pooja
et al. 2016). Considering our interest in employees’ beliefs that their colleagues are responsible
for this negative situation, we also adapted these items, such that employees noted how the
actions by their colleagues influenced relationship quality. For example, they indicated whether
“The actions of my coworkers make it so that I often get angry while working with them” and
“The actions of my coworkers make it so that I often experience tensions in my relationships

with them” (Cronbach’s alpha = .87).
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Helping behavior. We assessed employees’ voluntary efforts to help peers using a seven-
item scale of helping behavior (Williams and Anderson 1991). Two sample items were “I go out
of my way to help coworkers” and “I assist coworkers with their work, even when not asked”
(Cronbach’s alpha = .86). Using a self-rated scale of peer-oriented helping activities is in line
with prior research (e.g., Lin et al. 2020; Rubenstein et al. 2019), which reasons that other
assessors, such a colleague or supervisor, only have incomplete insights about the entire set of
discretionary helping behaviors that employees undertake toward al/ colleagues (Chan 2009).

Passion for work. The extent to which employees experience positive energy from their
work was assessed with a five-item scale of passion for work (Baum and Locke 2004).
Respondents expressed their agreement with statements such as “I love to work™ and “I derive
most of my life satisfaction from my work™ (Cronbach’s alpha = .83).

Collectivistic orientation. To measure the extent to which employees give precedence to
group over personal interests, we relied on a four-item scale of collectivistic orientation (Triandis
and Gelfland 1998).! Two sample items were “The well-being of my peers is important to me”
and “If a peer gets a prize, [ would feel proud” (Cronbach’s alpha = .77).

Control variables. The statistical models controlled for four individual factors: gender (1
= female), organizational tenure (1 =5 years or less, 2 =6 to 10 years, 3 =11 to 15 years, 4 = 16
to 20 years, 5 = more than 20 years), job level (1 = staff, 2 = supervisor, 3 = managemen‘[),2 and
Jjob type (front-office or back-office, with the latter as the base category).> Women tend to exhibit

greater propensities to help coworkers voluntarily (Belansky and Boggiano 1994), employees

! One item (“To me, pleasure is spending time with my peers”) was removed because of its low reliability.

2 The survey explained that the staff category pertained to employees who had no supervisory responsibilities, the
supervisor category referred to employees who held some supervisory responsibilities, and the management
category pertained to employees with significant supervisory responsibilities.

3 The survey indicated that the front-office category pertained to employees who interacted with customers directly;
the back-office category instead described employees who did not have such interactions.
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who have been part of their organization for a longer time or occupy higher job levels might be
more confident that they will be successful in their voluntary work efforts (De Clercq et al. 2020;
Podsakoff et al. 2018), and the type of job that employees do might influence the extent to which
opportunities for helping present themselves (Podsakoff et al. 2018).

Construct validity. The validity of the study’s focal constructs was assessed with a
confirmatory factor analysis of a five-factor measurement model (Anderson and Gerbing 1988).
The fit of this model was good: ¥*(218) = 399.80, confirmatory fit index = .94, incremental fit
index = .94, Tucker-Lewis index = .93, and root mean squared error of approximation = .06. In
support of convergent validity, each measurement item had strongly significant factor loadings
(p <.001), and the values of the constructs’ average variance extracted (AVE) exceeded, or were
close to, the benchmark of .50 (cf. .47 for helping behavior, .49 for passion for work). In support
of discriminant validity, the AVE values were all higher than the squared correlations of the
associated construct pairs, and the fit of the 10 models that included constrained construct pairs
(correlations between two constructs fixed) was significantly worse than the fit of the
corresponding unconstrained pairs (correlations between constructs could vary) (Ay’q)> 3.84, p
<.05) (Lattin et al. 2003).

Statistical procedure

To empirically test the proposed moderated mediation framework, we relied on a well-
established procedure (e.g., De Clercq et al. 2021; Haq et al. 2022; Mitchell et al. 2021; Yang
and Yang 2020) that combines hierarchical moderated regression analysis with the Process
macro technique (Hayes 2018). Specifically, to assess the direct relationship between peer-
initiated task conflict and beliefs about interpersonal conflict (Hypothesis 1), the direct

relationship between beliefs about interpersonal conflict and helping behavior (Hypothesis 2),
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and the moderating effects of passion for work and collectivistic orientation on the direct
relationship between peer-initiated task conflict and beliefs about interpersonal conflict (as a
preliminary assessment of Hypotheses 4 and 5), we ran several multiple regression models. In
line with the recommendation by Aiken and West (1991), the constitutive variables of these
product terms were mean-centered.

To assess the presence of mediation (Hypothesis 3), we applied the Process macro’s
Model 4 and calculated the effect size of the indirect relationship between peer-initiated task
conflict and helping behavior, through beliefs about interpersonal conflict, as well as the
associated bootstrap 95% confidence interval (CI; Hayes 2018). The bootstrapping technique
avoids the problems that arise when indirect effects are asymmetric and do not follow a normal
distribution (MacKinnon et al. 2004). To formally evaluate the presence of moderated mediation
(Hypotheses 4 and 5), we applied the Process macro’s Model 7 and calculated the conditional
indirect effects of peer-initiated task conflict (and corresponding Cls) at three levels of passion
for work and collectivistic orientation, respectively: one standard deviation (SD) below their
mean values, at their mean values, and one SD above their mean values, as specified in the
Process macro (Hayes 2018).*
Results
Main analysis

We present the zero-order correlation coefficients and descriptive statistics in Table 1,
then the hierarchical regression results in Table 2, in which Models 1-3 predict beliefs about

interpersonal conflict, and Models 4—6 predict helping behavior. The variance inflation factors of

% In line with the proposed theoretical framework, we estimated two models that included moderating effects of
passion for work and collectivistic orientation on the relationship between peer-initiated task conflict and beliefs
about interpersonal conflict, respectively, but not between beliefs about interpersonal conflict and helping behavior.
A robustness check affirmed that the two personal resources did not affect the second path.
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each regression coefficient in each model are below 5.0, so we do not have concerns about
multicollinearity (Studenmund 1992).
[Insert Tables 1 and 2 about here]

Consistent with our prediction in Hypothesis 1 that employees who feel upset by
coworkers for constantly contesting their opinions are more likely to criticize these coworkers
for causing emotion-based quarrels that harm their relationships, Model 2 reveals a positive
relationship between peer-initiated task conflict and beliefs about interpersonal conflict (b =
223, p <.001). We also find support for our prediction in Hypothesis 2 that these convictions
about quarrels steer employees away from voluntary work efforts, as apparent in the negative
relationship between beliefs about interpersonal conflict and helping behavior in Model 6 (b = -
.184, p <.01). The assessment of mediation by interpersonal conflict beliefs indicates an effect
size of -.041 for the indirect relationship between peer-initiated task conflict and helping
behavior, through these beliefs. The CI of this indirect relationship does not span 0 ([-.094; -
.005]), in support of the mediation that we predict in Hypothesis 3 (Table 3).

[Insert Table 3 about here]

To evaluate the theorized buffering effects of the two personal resources, we estimate the
peer-initiated task conflict x passion for work and peer-initiated task conflict x collectivistic
orientation product terms in predicting beliefs about interpersonal conflict (Model 3, Table 2).
Both product terms are negative and significant (b = -.085, p <.05; b= .-.166, p < .01,
respectively). In line with the graphs of the moderating effects in Figure 2 and 3, the
corresponding slope analyses indicate that the relationship between peer-initiated task conflict
and beliefs about interpersonal conflict is positive and strongly significant at low levels of

passion for work (b =.370, p <.001) and collectivistic orientation (b =.370, p <.001) but
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weakly or not significant at high levels of both personal resources (b=.119, p <.10; b =.038,
ns, respectively). That is, we find evidence of the predicted buffering effects.
[Insert Figures 2 and 3 about here]

The assessment of moderated mediation by passion for work (Table 3) reveals that the
effect sizes of the indirect relationship between peer-initiated task conflict and helping behavior
grow weaker at higher levels of this personal resource (i.e., -.058 at one SD below the mean, -
.039 at its mean, and -.017 at one SD above its mean). At the lower two values, the CI does not
include 0 ([-.134; -.006] and [-.090; -.004], respectively); at the highest level, the CI does include
0 ([-.057; .009]). These findings support Hypothesis 4. Similarly, the indirect effect of peer-
initiated task conflict is subdued at higher levels of a collectivistic orientation (i.e., -.069 at one
SD below the mean, -.045 at its mean, and -.022 at one SD above its mean). The Cls at the lower
two values of collectivistic orientation do not span 0 ([-.135; -.018] and [-.094; -.011],
respectively), whereas the CI includes 0 at the highest level ([-.067; .002]). Thus, we obtain
evidence in support of Hypothesis 5 too.

Post hoc analysis

An alternative to the well-recognized approach of combining moderated regression
analysis with the Process macro procedure, as adopted herein, would be structural equation
modeling (SEM). However, a critical problem of SEM when testing conceptual frameworks that
include multiple moderating effects is the issue of nonlinearity when calculating all possible
product terms for the measurement items that load on interacting constructs (Lattin et al. 2003;
Ping 1996). As a robustness check of the reported results, we accordingly follow Ping’s (1996)
recommendation and apply a path analysis, which lumps the items of each construct into a single

indicator before calculating the product terms. The use of aggregate indicators to estimate
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moderating effects removes the aforementioned estimation difficulties due to nonlinearity
(Bollen 1989; Hair et al. 2019). The results generated from this path analysis are consistent with
those reported in Table 2: a positive relationship between peer-initiated task conflict and beliefs
about interpersonal conflict (b =.204, p <.001), negative relationships of the peer-initiated task
conflict x passion for work (b =-.085, p <.05) and peer-initiated task conflict x collectivistic
orientation (b =-.166, p < .01) interaction terms with beliefs about interpersonal conflict, and a
negative relationship between beliefs about interpersonal conflict and helping behavior (b = -
243, p <.001).°

Discussion

This study contributes to prior research by detailing how employees’ experience of peer-
initiated task conflict may escalate into a reluctance to engage in discretionary helping behaviors,
due to various factors. To extend research that establishes that peer exchanges marked by
bullying or ostracism steer employees away from helping efforts (Devonish 2013; Peng and
Zeng 2017), we specifically investigate how (1) the probability of help, in response to systematic
expressions of disagreement by coworkers, may decrease because employees criticize coworkers
for starting emotion-based quarrels and (2) the personal resources of passion for work and
collectivistic orientation subdue this process. The statistical results confirm our conceptual
predictions.

In particular, employees’ irritations with colleagues who persistently attack their
viewpoints lead them to refuse to offer them work-related assistance, because they hold the
disagreeable coworkers accountable for compromising their relationship harmony (Pluut and
Curseu 2013; Simons and Peterson 2000). In COR terminology, employees respond to resource-

draining coworker treatment with negative convictions and behaviors, in their attempt to protect

> The detailed results of this analysis are available on request.
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their self-esteem resources (Hobfoll and Shirom 2000; Jungst and Janssens 2020). These
responses seem justified and are meant to avoid self-damaging ruminations about intrusive task-
related disputes (De Dreu and Weingart 2003; Jungst and Blumberg 2016). Our empirical
findings are theoretically interesting, in that they pinpoint the danger of a counterproductive
spiral in which one unfavorable situation (systematic contestations of viewpoints by coworkers)
generates another (complacent behavioral responses toward the coworkers). If such refusals to
help upset the coworkers, employees could have an even harder time getting the coworkers to
listen to their ideas and opinions without criticizing them (Korsgaard et al. 2010).

Another theoretical contribution of this study results from the evidence we provide about
how to contain the negative spiral, namely, by ensuring that employees leverage personal
resources to deal with the experienced hardships. As we hypothesized, employees’ accusations
that coworkers are responsible for emotion-based quarrels serve as less forceful conduits through
which peer-initiated task conflict translates into a reluctance to extend voluntary help when those
employees (1) are equipped with a strong passion for work (Houlfort et al. 2014) and (2) are
collectively oriented (Du et al. 2015). In line with COR theory, self-depreciating ruminations
resulting from coworker attacks are subdued among employees who can draw on positive work
energy that helps them deal with these ruminations (Hobfoll et al. 2018). The probability that
employees criticize their colleagues for impoverished relationship quality, then halt their
voluntary helping efforts, decreases if employees feel vitalized by work (passion for work) or by
their ability to put the interests of coworkers above their own (collectivistic orientation). These
two personal resources stimulate employees, threatened by peer attacks on their opinions, to
maintain a certain level of work-related voluntarism, because they refrain from accusations about

the source of dysfunctional interpersonal dynamics (Kisamore et al. 2014; Lau and Cobb 2010).
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In summary, we pinpoint beneficial roles of two pertinent personal features, which
mitigate employees’ complacency-inducing responses to peer-initiated task disputes. These
findings complement prior investigations of the direct benefits of passion for work and
collectivistic orientations in encouraging voluntary work behaviors (Gulyani and Bhatnagar
2017; Wang et al. 2013). We provide the additional insight that the detrimental influence of
convictions about interpersonal quarrels, in response to peer-initiated task conflict, is attenuated
among passionate and collectivistic employees. We thus reveal two distinct boundary conditions
that diminish the risk of a negative loop, in which upsetting peer rejections of different
viewpoints make employees “stingy” in their work efforts, which could further compromise any
respect that coworkers still exhibit toward employees’ opinions.

Limitations and future research

This study has some shortcomings, which indicate avenues for continued investigations.
First, our theorizing assumed causality: Frustrations about peer-initiated task conflict prompt
employees to form beliefs about interpersonal conflict, which then translate into diminished
helping behavior. This causal logic is anchored in the robust COR framework and its postulate
that resource-depleting work conditions generate negative beliefs and behaviors to avoid further
resource losses (Hobfoll et al. 2018). In light of the study’s cross-sectional design, the presence
of reverse causality cannot be entirely eliminated though. For example, the personal satisfaction
that employees derive from helping coworkers arguably could generate positive emotions that
spill over onto how they experience their relationships and idea contests with coworkers.
Longitudinal research, including measures of each focal construct at various points in time,
would support estimations of cross-lagged effects and explicit tests of causality (Antonakis et al.

2010). Similarly, we relied on the well-established COR argument that employees tend to protect
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their self-esteem resources in response to upsetting, intrusive workplace experiences (Bentein et
al. 2017; Hobfoll 2001), but we did not formally measure these resources, nor how they change
over time. Research that uses longitudinal designs could address this issue.

Second, we focused on the buffering roles of passion for work and collectivistic
orientation, noting previous studies that identify these two contingency factors as beneficial for
diminishing work-related hardships (Du et al. 2015; Lavigne et al. 2012). It would be interesting
to consider other personal resources with potentially similar mitigating effects, such as
employees’ creative self-efficacy (Tierney and Farmer 2011), proactive personality (Wang et al.
2017b), or resilience (Edwards and Ashkanasy 2018). Resource-enhancing relational resources
also might protect employees against the risk that their experience of peer-initiated task conflict
escalates into beliefs about interpersonal conflict and reduced helping behavior, such as trust in
the employer (Vanhala and Dietz 2019), group cohesion (Jung et al. 2016), or goal congruence
(Chan and Lam 2011). It would be valuable to assess the relative power of each contingency for
alleviating employees’ suffering from idea clashes.

Third, we intentionally investigated one organization in one industry, to control for
unobserved organization- or industry-level differences that may influence employees’
propensities to support their peers on a voluntary basis. Yet this research design also decreases
the external validity of the findings (Malhotra 2010). A useful extension would be to check for
variation in employees’ average helping behavior across different banking organizations,
according to the organizations’ internal corporate culture or the composition of their top
management teams, for example (Podsakoff et al. 2018). In terms of the role of the industry, the
hypothesized relationships are notably industry-neutral, so we do not expect that the signs of

these relationships would vary across different sectors—but their strength might. For example,
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the level of competitive rivalry may have an impact on the perceived need for employees to add
to organizational effectiveness with extra-role work activities (Lahiri et al. 2008). Moreover, the
likelihood of these activities may be high, even in the presence of peer-initiated task conflict, in
industries that are marked by limited external employability (Philippaers et al. 2017), because
employees might strive particularly hard to make positive impressions on organizational leaders.
Multi-industry studies could formally assess the role of these and other industry features.

Fourth, the rationale we used similarly was not country-specific, so we anticipate that the
statistical findings apply to a wide cross-section of countries, even if the tested relationships
might, again, differ in strength. As we explained in the Method section, in country contexts
marked by high risk avoidance, employees likely experience others’ systematic disagreements as
very upsetting, so they respond with negative beliefs and actions (Hofstede et al. 2010). But
collectivism—in addition to aligning with the personal resource of collectivistic orientation—
may subdue these behavioral responses, due to corresponding concerns about group harmony
(Hofstede et al. 2010). The statistical support for the research hypotheses implies that the former
force outweighs the latter, though without empirical validation, we can only speculate. We
suggest that further research explicitly consider how pertinent macro-level factors (including
cultural values) might influence the strength of the hypothesized relationships.
Managerial implications

This study provides insightful implications for organizational practice. Organizational
decision makers should acknowledge a significant source of coworker-induced hardships:
employees’ perceptions that their personal opinions are not being taken seriously or are
systematically contested. These perceptions can harm the employees themselves and their

coworkers, who are no longer benefitting from good quality relationships in which they can
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count on the help of the focal employees (Kisamore et al. 2014). Yet idea clashes also can have
benefits for organizations, such as by spurring creative thinking (De Clercq et al. 2017).
Furthermore, some employees might be hesitant to admit that they are annoyed with colleagues
who contest all their ideas, which could make them seem too sensitive (Jungst and Blumberg
2016). These considerations lead us to recommend that organizations should discourage
disrespectful task-related disputes while also gauging employees’ feedback on the emotion-based
challenges that they might experience in these situations (Rai and Singh 2013). Soliciting such
feedback could take place during organization-wide discussion forums or in face-to-face
exchanges with supervisors or human resources representatives (Khvatova and Block 2017).

But in some organizations, confrontations of conflicting viewpoints might be part of the
culture, especially if they are considered highly beneficial, such as when the core purpose of the
firm is to seek radical innovations (Hoisl et al. 2017). Even if such disagreements about task-
related topics are desirable, organizations must still take care that their workforce does not enter
into a downward spiral, in which criticisms spark self-deprecating contemplations that culminate
in a refusal to undertake voluntary helping efforts, to the detriment of the helpers, their
colleagues, and the overall organization. As this study indicates, this spiral can be avoided when
recruitment and retention policies embrace individual passion and group concern (Du et al. 2015;
Gulyani and Bhatnagar 2017). By honing and leveraging these personal resources, organizations
can increase the probability that employees maintain a certain level of workplace voluntarism
toward coworkers, even if they feel disheartened by task-related disputes. To the extent that
employees are fueled with positive energy—whether through their own dedicated work efforts or

their attention to collective interests—they likely think in less pessimistic ways about peer-
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initiated idea clashes and thus remain motivated to contribute to the well-being of coworkers
with their own voluntary helping efforts.
Conclusion

This research elucidates the roles of interpersonal conflict and two personal resources in
the conversion of peer-initiated task conflict into diminished helping behavior. Beliefs about
low-quality interpersonal dynamics are key mechanisms by which systematic idea contestations
leave employees reluctant to contribute to coworker success with their voluntary efforts. We also
identify mitigating factors in this harmful process, namely, when employees can draw from their
work-related passion and orientation toward group harmony. We hope this research serves as a
catalyst for continued investigations of the harmful consequences of persistent idea clashes,
including their effects on work-related voluntarism, as well as ways to address them by

leveraging relevant resources among the organization’s employee ranks.

28



References

Abbas, M., Raja, U., Darr, W., and Bouckenooghe, D. 2014. “Combined effects of perceived
politics and psychological capital on job satisfaction, turnover intentions, and performance.”
Journal of Management, 40: 1813—1830. doi: 10.1177/0149206312455243

Aiken, L.S., and West, S.G. 1991. Multiple regression: Testing and interpreting interactions.
Newbury Park, CA: Sage.

Anderson, J.C., and Gerbing, D.W. 1988. “Structural equation modeling in practice: A review
and recommended two-step approach.” Psychological Bulletin, 103: 411-423. doi:
10.1037/0033-2909.103.3.411

Antonakis, J., Bendahan, S., Jacquart, P., and Lalive, R. 2010. “On making causal claims: A
review and recommendations.” The Leadership Quarterly, 21: 1086—1120. doi:
10.1016/j.leaqua.2010.10.010

Avgar, A., Lee, E.K., and Chung, W.J. 2014. “Conflict in context.” International Journal of
Conflict Management, 25: 276-303.

Bachrach, D.G., Powell, B.C., Collins, B.J., and Richey, R.G. 2006. “Effects of task
interdependence on the relationship between helping behaviour and group performance.”
Journal of Applied Psychology, 91: 1396-1405. doi: 10.1037/0021-9010.91.6.1396

Bai, Y., Han, G.H., and Harms, P.D. 2016. “Team conflict mediates the effects of organizational
politics on employee performance: A cross-level analysis in China.” Journal of Business
Ethics, 139, 95-109. doi: 10.1007/s10551-015-2604-6

Baruch, Y., and Holtom, B. 2008. “Survey response rate levels and trends in organizational
research.” Human Relations, 61: 1139-1160. doi: 10.1177/0018726708094863

Baum, J.R., and Locke, E.A. 2004. “The relationship of entrepreneurial traits, skill, and
motivation to subsequent venture growth.” Journal of Applied Psychology, 89: 587-598.

Belansky, E.S., and Boggiano, A K. 1994. “Predicting helping behaviors: The role of gender and
instrumental/expressive self schemata.” Sex Roles, 30: 647-661. doi: 10.1007/BF01544668

Bentein, K., Guerrero, S., Jourdain, G., and Chénevert, D. 2017. “Investigating occupational
disidentification: A resource loss perspective.” Journal of Managerial Psychology, 32: 530—
546. doi: 10.1108/JMP-01-2016-0015

Bergeron, D.M. 2007. “The potential paradox of organizational citizenship behavior: Good
citizens at what cost?”” Academy of Management Review, 32: 1078—1095. doi:
10.5465/AMR.2007.26585791

Bolino, M.C., Turnley, W.H., Gilstrap, J.B., and Suazo, M.M. 2010. “Citizenship under pressure:
What’s a ‘good soldier’ to do?” Journal of Organizational Behavior, 31, 835-855.

Bollen, K.A. 1989. Structural equations with latent variables. New Y ork: Wiley.

Borges, M.R., and Tavares, A.S. 2020. “Determinants of bank performance in the context of
crisis: A panel data analysis for Portugal.” European Research Studies, 23: 674—686. doi:
10.35808/ersj/1708

Borman, W C., and Motowidlo, S.J. 1993. “Expanding the criterion domain to include elements
of contextual performance.” In N. Schmitt and W. C. Borman (Eds.), Personnel selection in
organizations (pp. 71-98). San Francisco: Jossey-Bass.

Boros S. 2020. “Controversy without conflict: How group emotional awareness and regulation
can prevent conflict escalation.” Group Decision and Negotiation, 29: 251-269. doi:
10.1007/s10726-020-09659-1

29



Bouckenooghe, D., De Clercq, D., and Deprez, J. 2014. “Interpersonal justice, relational conflict,
and commitment to change: The moderating role of social interaction: International review of
applied psychology.” Applied Psychology, 63: 509-540. doi: 10.1111/apps.1200

Bowling, N.A., Eschleman, K.J., Wang, Q., Kirkendall, C., and Alarcon, G. 2010. “A meta-
analysis of the predictors and consequences of organization-based self-esteem.” Journal of
Occupational and Organizational Psychology, 83: 601-626. doi:
10.1108/d10.2011.08125¢cad.01

Briggs, E., Jaramillo, F., and Noboa, F. 2015. “Explicating customer orientation's influence on
frontline employee satisfaction.” The Service Industries Journal, 35: 133—151. doi:
10.1080/02642069.2014.990004

Brislin, R.W. 1986. “The wording and translation of research instruments.” In W.J. Lonner and J.
W. Berry (Eds.), Field methods in cross-cultural research (pp. 137-164). Thousand Oaks,
CA: Sage.

Chan, D. 2009. “So why ask me? Are self-report data really that bad?” In C.E. Lance and R.J.
Vandenberg (Eds.), Statistical and methodological myths and urban legends: Doctrine, verity
and fable in the organizational and social sciences. New York: Routledge.

Chan, K.W., and Lam, W. 2011. “The trade-off of servicing empowerment on employees' service
performance: Examining the underlying motivation and workload mechanisms.” Journal of
the Academy of Marketing Science, 39: 609—628. doi: 10.1007/s11747-011-0250-9
doi:http://dx.doi.org.proxy.library.brocku.ca/10.1007/s11747-011-0250-9

Choi, K., and Cho, B. 2011. “Competing hypotheses analyses of the associations between group
task conflict and group relationship conflict.” Journal of Organizational Behavior, 32: 1106—
1126. doi: 10.1002/job.733

De Clercq, D., and Belausteguigoitia, 1. 2017. “Overcoming the dark side of task conflict:
Buffering roles of transformational leadership, tenacity, and passion for work.” European
Management Journal, 35: 78-90. doi: 10.1016/j.emj.2016.06.008

De Clercq, D., and Belausteguigoitia, 1. 2019. “Reducing the harmful effect of work overload on
creative behavior: Buffering roles of energy-enhancing resources.” Creativity and Innovation
Management, 28: 5-18. doi: 10.1111/caim.12278

De Clercq, D., Fatima, T., and Jahanzeb, S. 2021. “Ingratiating with despotic leaders to gain
status: The role of power distance orientation and self-enhancement motive.” Journal of
Business Ethics, 171: 157-174. doi: 10.1007/s10551-019-04368-5

De Clercq, D., Haq, I.U., and Azeem, M.U. 2020. “Threatened but involved: Key conditions for
stimulating employee helping behavior.” Journal of Leadership and Organizational Studies,
27:271-285.

De Clercq, D., and Pereira, R. 2021. “Taking the pandemic by its horns: Using work-related task
conflict to transform perceived pandemic threats into creativity.” Journal of Applied
Behavioral Science, 57: 104—124. doi: 10.1177/0021886320979649

De Clercq, D., Rahman, Z.M., and Belausteguigoitia, I. 2017. “Task conflict and employee
creativity: The critical roles of learning orientation and goal congruence.” Human Resource
Management, 56: 93—109. doi: 10.1002/hrm.21761

De Clercq, D., Rahman, Z., and Hagq, I. U. 2019. “Explaining helping behavior in the workplace:
The interactive effect of family-to-work conflict and Islamic work ethic.” Journal of
Business Ethics, 155: 1167-1177. doi: 10.1007/s10551-017-3541-3

De Clercq, D., Thongpapanl, N., and Dimov, D. 2009. “When good conflict gets better and bad
conflict becomes worse: The role of social capital in the conflict-innovation relationship.”

30



Journal of the Academy of Marketing Science, 37: 283-297. doi: 10.1007/s11747-008-0122-
0

De Dreu, C.K.W., and Weingart, L.R. 2003. “A contingency theory of task conflict and
performance in groups an organizational teams.” In M. West, D. Tjosvold, D., and K. Smith
(Eds.), International handbook of organizational teamwork and cooperative working (pp.
151-166). London, UK: Wiley.

Devonish, D. 2013. “Workplace bullying, employee performance and behaviors: The mediating
role of psychological well-being.” Employee Relations, 35: 630—647. doi: 10.1108/ER-01-
2013-0004

de Wit, F.R.C., Greer, L.L., and Jehn, K.A. 2012. “The paradox of intragroup conflict: A meta-
analysis.” Journal of Applied Psychology, 97: 360-390. doi: 10.1037/a0024844

Du, H., Li, X,, Lin, D., and Tam, C.C. 2015. “Collectivistic orientation, acculturative stress,
cultural self-efficacy, and depression: A longitudinal study among Chinese internal
migrants.” Community Mental Health Journal, 51: 239-248. doi: 10.1007/s10597-014-9785-
9

Edwards, M.S., and Ashkanasy, N.M. 2018. “Emotions and failure in academic life: Normalising
the experience and building resilience.” Journal of Management & Organization, 24: 167—
188. doi: 10.1017/jmo.2018.20

Figueiredo, E., Pais, L., Monteiro, S., and Ménico, L. 2016. “Human resource management
impact on knowledge management: Evidence from the Portuguese banking sector.” Journal
of Service Theory and Practice, 26: 497-528. doi: 10.1108/JSTP-12-2014-0269

Gulyani, G., and Bhatnagar, J. 2017. “Mediator analysis of passion for work in Indian
millennials.” Career Development International, 22: 50-69. doi: 10.1108/CDI-04-2016-0057

Hair, J.F., Black, W.C., Babin, B.J., and Anderson, R.E. 2019. Multivariate data analysis (8th
ed.). New York: Pearson Prentice Hall.

Haq, 1.U., De Clercq, D., and Azeem, M.U. 2022. “Job insecurity, work-induced mental health
deprivation, and timely completion of work tasks.” Asia Pacific Journal of Human
Resources, 60: 405-428. doi: 10.1111/1744-7941.1229

Hayes, A.F. 2018. Introduction to mediation, moderation, and conditional process analysis: A
regression-based approach (2™ ed.) New York: The Guilford Press.

Hayes, A.F., Montoya, A.K., and Rockwood, N.J. 2017. “The analysis of mechanisms and their
contingencies: Process versus structural equation modeling.” Australasian Marketing
Journal, 25: 76-81. doi: 10.1016/j.ausm;.2017.02.001

Hobfoll, S.E. 2001. “The influence of culture, community, and the nested-self in the stress
process: Advancing conservation of resource theory.” Applied Psychology: An International
Review, 50: 337-369. doi: 10.1111/1464-0597.00062

Hobfoll, S.E., and Shirom, A. 2000. “Conservation of resources theory: Applications to stress
and management in the workplace.” In R. T. Golembiewski (Ed.), Handbook of organization
behavior (pp. 57-81). New York: Dekker.

Hobfoll, S.E., Halbesleben, J., Neveu, J.-P., and Westman, M. 2018. “Conservation of resources
in the organizational context: The reality of resources and their consequences.” Annual
Review of Organizational Psychology and Organizational Behavior, 5: 103—128. doi:
10.1146/annurev-orgpsych-032117-104640

Hofstede, G.H., Hofstede, G.J., and Minkov, M. 2010. Cultures and organizations: Sofiware of
the mind. Intercultural cooperation and its importance for survival (3rd ed.). New York:
McGraw-Hill.

31



Hoisl, K., Gruber, M., and Conti, A. 2017. “R&D team diversity and performance in
hypercompetitive environments.” Strategic Management Journal, 38: 1455-1477. doi:
10.1002/smj.2577

Hoption, C. 2016. “The double-edged sword of helping behaviour in leader-follower dyads.”
Leadership and Organization Development Journal, 37: 13—41. doi: 10.1108/LODJ-09-
2013-0124

Houlfort, N., Fernet, C., Vallerand, R.J., Laframboise, A., Guay, F., et al. 2015. “The role of
passion for work and need satisfaction in psychological adjustment to retirement.” Journal of
Vocational Behavior, 88: 84-94.

Hui, C., Lam, S. S. K., and Law, K. K. S. 2000. “Instrumental values of organizational
citizenship behavior for promotion: A field quasi-experiment.” Journal of Applied
Psychology, 85: 822-828. doi: 10.1016/j.jvb.2015.02.005

Jehn, K.A. 1995. “A multimethod examination of the benefits and detriments of intragroup
conflict.” Administrative Science Quarterly, 40: 256-282. doi: 10.2307/2393638

Jehn, K.A., and Mannix, E.A. 2001. “The dynamic nature of conflict: A longitudinal study of
intragroup conflict and group performance.” Academy of Management Journal, 44: 238-251.
doi: 10.5465/3069453

Jordan, P.J., and Troth, A.C. 2020. “Common method bias in applied settings: The dilemma of
researching in organizations.” Australian Journal of Management, 45: 3—14. doi:
10.1177/0312896219871976

Jung, J., Nam, C., Lee, E., and Kim, S. 2016. “Subculture by autonomy and group cohesion and
its effect on job satisfaction of R&D professionals in an R&D organization.” Journal of
Management & Organization, 22: 154—172.

Jungst M., and Janssens B. 2020. “Task conflict and extra-role performance: A cross-national
perspective between East and West.” International Journal of Cross Cultural Management,
20: 71-87. doi: 10.1177/1470595820913321

Jungst, M., and Blumberg, B. 2016. “Work relationships: counteracting the negative effects of
conflict.” International Journal of Conflict Management, 27: 225-248. doi: 10.1108/IJCMA-
10-2014-0079

Khvatova, T., and Block, M. 2017. “Exploring the role of task-related trust in intra-
organisational knowledge sharing.” International Journal of Human Resource Management,
28:333-355. doi: 10.1080/09585192.2016.1244908

Kisamore, J.L., Liguori, E.-W., Muldoon, J., and Jawahar, .M. 2014. “Keeping the peace: An
investigation of the interaction between personality, conflict, and competence on
organizational citizenship behaviors.” Career Development International, 19: 244-259. doi:
10.1108/CDI-09-2013-0115

Koopman, J., Lanaj, K., and Scott, B.A. 2016. “Integrating the bright and dark sides of OCB: A
daily investigation of the benefits and costs of helping others.” Academy of Management
Journal, 59: 414-435. doi: 10.5465/am;.2014.0262

Korsgaard, M. A., Meglino, B.M., Lester, S.W., and Jeong, S.S. 2010. “Paying you back or
paying me forward: Understanding rewarded and unrewarded organizational citizenship
behavior.” Journal of Applied Psychology, 95: 277-290. doi: 10.1037/a0018137

Lahiri, S., Pérez-Nordtvedt, L. and Renn, R.W. 2008. “Will the new competitive landscape cause
your firm's decline? It depends on your mindset.” Business Horizons, 51: 311-320.

Lattin, J.M., Carroll, J.D., and Green, P.E. 2003. Analyzing multivariate data. Belmont, CA:
Thomson Brooks/Cole. do: 10.1016/j.bushor.2008.02.004

32



Lau, R.S., and Cobb, A.T. 2010. “Understanding the connections between relationship conflict
and performance: The intervening roles of trust and exchange.” Journal of Organizational
Behavior, 31: 898-917. doi: 10.1002/job.674

Lavigne, G.L., Forest, J., and Crevier-Braud, L. 2012. “Passion at work and burnout: A two-
study test of the mediating role of flow experiences.” European Journal of Work and
Organizational Psychology, 21: 518-546. doi: 10.1080/1359432X.2011.578390

Lee, C., and Wong, C.-S. 2019. “The effect of team emotional intelligence on team process and
effectiveness.” Journal of Management & Organization, 25: 844 — 859. doi:
10.1017/jmo.2017.43

Lemoine, G.J., Parsons, C.K., and Kansara, S. 2015. “Above and beyond, again and again: Self-
regulation in the aftermath of organizational citizenship behaviors.” Journal of Applied
Psychology, 100: 40-55. doi: 10.1037/a0036902

Liao, Y., and Sun, R. 2020. “How does council-manager conflict affect managerial turnover
intention? The role of job embeddedness and cooperative context.” Public Administration,
98: 974-994. doi: 10.1111/padm.12663

Lin, W., Koopman, J., and Wang, M. 2020. “How does workplace helping behavior step up or
slack off? Integrating enrichment-based and depletion-based perspectives.” Journal of
Management, 46, 385-413. doi: 10.1177/0149206318795275

Liu, W., Zhou, Z.E., and Che, X.X. 2019. “Effect of workplace incivility on OCB through
burnout: The moderating role of affective commitment.” Journal of Business and
Psychology, 34: 657-669. doi: 10.1007/s10869-018-9591-4

Lu, L., Zhou, F., and Leung, K. 2011. “Effects of task and relationship conflicts on individual
work behavior.” International Journal of Conflict Management, 22: 131-150.

MacKinnon, D.P., Lockwood, C.M., and Williams, J. 2004. “Confidence limits for the indirect
effect: Distribution of the product and resampling methods.” Multivariate Behavioral
Research, 39: 99—128. doi: 10.1207/s15327906mbr3901 4

Malhotra, N.K. (2010). Marketing research: An applied orientation (6th ed.). New York:
Pearson Education Limited.

Meier, L.L., Gross, S., Spector, P.E., and Semmer, N.K. 2013. “Relationship and task conflict at
work: Interactive short-term effects on angry mood and somatic complaints.” Journal of
Occupational Health Psychology, 18: 144—156. doi: 10.1037/a0032090

Mitchell, R., Boyle, B., and Nicholas, S. 2021. “The interactive influence of human and social
capital on capability development: The role of managerial diversity and ties in adaptive
capability.” Personnel Review, 50: 865-879. doi: 10.1108/PR-08-2019-0410

Moorman, R.H., and Blakely, G.I. 1995. “Individualism-collectivism as an individual difference
predictor of organizational citizenship behavior.” Journal of Organizational Behavior, 16:
127-142. doi: 10.1002/j0b.4030160204

Ng, K.Y., and Van Dyne. L. 2005. “Antecedents and performance consequences of helping
behavior in work groups: A multilevel analysis.” Group & Organization Management, 30:
514-540. doi: 10.1177/1059601104269107

Organ, D.W. 1988. Organizational citizenship behavior: The good soldier syndrome. Lexington,
MA: Lexington Books.

Parach, M.U., and Shahzad, K. 2017. “Workplace bullying on deviant work behavior among
nurses in Pakistan.” Pakistan Business Review, 18: 887-903.

33



Peng, A.C., and Zeng, W. 2017. “Workplace ostracism and deviant and helping behaviours: The
moderating role of 360 degree feedback.” Journal of Organizational Behaviour, 38: 833—
855. doi: 10.1002/j0b.2169

Philippaers K, De Cuyper N, and Forrier A. 2017. “Employable, committed, and thus well-
performing: A matter of interdependent forward-looking social exchange.” European Journal
of Work and Organizational Psychology, 26: 755-767. doi:10.1080/1359432X.2017.1351950

Pierce, J.L., and Gardner, D. G. 2004. “Self-esteem within the work and organizational context:
A review of the organization-based self-esteem literature.” Journal of Management, 30: 591-
622. doi: 10.1016/j.jm.2003.10.001

Ping. R.A. 1996. “Latent variable interaction and quadratic effect estimation: A two-step
technique using structural equation analysis.” Psychological Bulletin, 119: 166-175. doi:
10.1037/0033-2909.119.1.166

Pluut, H., and Curseu, P.L. 2013. “Perceptions of intragroup conflict: The effect of coping
strategies on conflict transformation and escalation.” Group Processes & Intergroup
Relations, 16: 412-425. doi: 10.1177/1368430212453633

Podsakoff, N.P., Morrison, E.W., and Martinez, T.M. 2018. “The role of a good soldier: A
review of research on organizational citizenship behavior role perceptions and
recommendations for the future research.” In P.M. Podsakoff, S.B. Mackenzie, and N.P.
Podsakoff (Eds.), The Oxford Handbook of Organizational Citizenship Behavior, Oxford
Handbooks Online.

Podsakoff, N.P., Whiting, S.W., Podsakoff, P.M., and Blume, B.D. 2009. “Individual-and
organizational-level consequences of organizational citizenship behaviors: A meta-analysis.”
Journal of Applied Psychology, 94: 122—141. doi: 10.1037/a0013079

Pooja, A.A., De Clercq, D., and Belausteguigoitia, I. 2016. “Job stressors and organizational
citizenship behavior: The roles of organizational commitment and social interaction.” Human
Resource Development Quarterly, 27: 373—405. doi: 10.1002/hrdq.21258

Rai, H., and Singh, M. 2013. “A study of mediating variables of the relationship between 360°
feedback and employee performance.” Human Resource Development International, 16: 56—
73. doi: 10.1080/13678868.2012.740797

Reisel, W.D., Probst, T.M., Chia, S.-L., Maloles, C.M., III, and K&nig, C.J. 2010. “The effects of
job insecurity on job satisfaction, organizational citizenship behavior, deviant behavior, and
negative emotions of employees.” International Studies of Management & Organization, 40:
74-91. doi: 10.2753/IM0O0020-8825400105

Rubenstein, A.L., Allen, D.G., and Bosco, F.A. 2019. “What’s past (and present) is prologue:
Interactions between justice levels and trajectories predicting behavioral reciprocity.”
Journal of Management, 45: 1569—1594. doi: 10.1177/0149206317728107

Ryan, R.M., and Deci, E.L. 2000. “Self-determination theory and the facilitation of intrinsic
motivation, social development, and well-being.” American Psychologist, 55: 68—78. doi:
10.1037/0003-066X.55.1.68

Saks, A.M. 2019. “Antecedents and consequences of employee engagement revisited.” Journal
of Organizational Effectiveness, 6: 19-38. doi: 10.1108/JOEPP-06-2018-0034

Semerci, A.B. 2019. “Examination of knowledge hiding with conflict, competition and personal
values.” International Journal of Conflict Management, 31: 111-131. doi: 10.1108/[JCMA-
03-2018-0044

34



Simons, T., and Peterson, R.S. 2000. “Task conflict and relationship conflict in top management
teams: The pivotal role of intragroup trust.” Journal of Applied Psychology, 83: 102—111.
doi: 10.1037/0021-9010.85.1.102

Spector, P.E. 2006. “Method variance in organizational research: Truth or urban legend?”
Organizational Research Methods, 9: 221-232.

Studenmund, A.H. 1992. Using econometrics: A practical guide. New York: Harper Collins.

Tierney, P., and Farmer, S.M. 2011. “Creative self-efficacy development and creative
performance over time.” Journal of Applied Psychology, 96: 277-293. doi:
10.1037/a0020952

Trépanier, S.-G., Fernet, C., Austin, S., Forest, J., and Vallerand, R.J. 2014. “Linking job
demands and resources to burnout and work engagement: Does passion underlie these
differential relationships?” Motivation and Emotion, 38: 353-366. doi: 10.1007/s11031-013-
9384-z

Triandis, H.C, and Gelfand, M.J. 1998. “Converging measurement of horizontal and vertical
individualism and collectivism.” Journal of Personality and Social Psychology, 74: 118—128.
doi: 10.1037//0022-3514.74.1.118

Van Dyne, L., Vandewalle, D., Kostova, T., Latham, M.E., and Cummings, L.L. 2000.
“Collectivism, propensity to trust and self-esteem as predictors of organizational citizenship
in a non-work setting.” Journal of Organizational Behavior, 21: 3-23. doi:
10.1002/(SICI)1099-1379(200002)21:1<3::AID-JOB47>3.0.CO;2-6

Vanhala, M., and Dietz, G. 2019. “How trust in one’s employer moderates the relationship
between HRM and engagement related performance.” International Studies of Management
& Organization, 49: 23-42. doi: 10.4324/9781003142492-4

Varma, A., Pichler, S., Budhwar, P., and Biswas, S. 2009. “Chinese host country nationals’
willingness to support expatriates: The role of collectivism, interpersonal affect and guanxi.”
International Journal of Cross Cultural Management, 9: 199-216. doi: 10.1002/tie.20413

Wang, L., Hinrichs, K.T., Prieto, L., and Howell, J.P. 2013. “Five dimensions of organizational
citizenship behavior: Comparing antecedents and levels of engagement in China and the
US.” 4sia Pacific Journal of Management, 30: 115-147. doi: 10.1007/s10490-010-9237-1

Wang, H., Lu, G., and Liu, Y. 2017a. “Ethical leadership and loyalty to supervisor in China: The
roles of interactional justice and collectivistic orientation.” Journal of Business Ethics, 146:
529-543. doi: 10.1007/s10551-015-2916-6

Wang, Z., Zhang, J., Thomas, C.L., Yu, J., and Spitzmueller, C. 2017b. “Explaining benefits of
employee proactive personality: The role of engagement, team passion for work composition
and perceived organizational support.” Journal of Vocational Behavior, 101: 90-103. doi:
10.1016/5.jvb.2017.04.002

Williams, L.J., and Anderson, S.E. 1991. “Job satisfaction and organizational commitment as
predictors of organizational citizenship and in-role behaviors.” Journal of Management, 17:
601-617. doi: 10.1177/014920639101700305

Yang, C., and Yang, F. 2020. “Guanxi HRM practices and employee creative performance.”
Personnel Review, 49: 1713—-1729. doi: 10.1108/PR-11-2018-0466

Zhao, H., and Guo, L. 2019. “Abusive supervision and hospitality employees’ helping
behaviors.” International Journal of Contemporary Hospitality Management, 31: 1977—
1994. doi: 10.1108/IJCHM-01-2018-0100

35



Figure 1: Conceptual model
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Figure 2: Moderating effect of passion for work on the relationship between peer-initiated task
conflict and beliefs about interpersonal conflict
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Figure 3: Moderating effect of collectivistic orientation on the relationship between peer-
initiated task conflict and beliefs about interpersonal conflict
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Table 1: Correlation table and descriptive statistics

1 2 3 4 5 6 7 8 9
1. Peer-initiated task conflict
2. Beliefs about interpersonal 202%%
conflict
3. Helping behavior -240%* - 253%*
4. Passion for work -.013 -.052 168%*
5. Collectivistic orientation -.060 - 171%% 0 242%* A37%*
6. Gender (1 = female) .084 .094 .016 -.052 -.050
7. Organizational tenure -.049 -.027 .069 .044 -.032 -.179%*
8. Job level .036 -.058 122 -.047 .041 -.102 .035
9. Job type: front-office -.023 -.092 -.075 .038 .064 .010 122 -117
Mean 2.610 2.202 5.877 4.405 5.600 431 3.690 1.949 494

Standard deviation 982 785 .860 1.184 147 496 .969 .576 .501

Notes: n = 255.

*p <.05;** p<.01.
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Table 2: Regression results

Beliefs about interpersonal conflict Helping behavior
Model 1 Model 2 Model 3 Model 4 Model 5 Model 6
Gender (1 = female) 141 .090 .080 .074 141 158
Organizational tenure .002 .005 .001 .072 071 .072
Job level -.082 -.092 -.100 172° .184%* 167"
Job type: front-office ? -.157 -.133 -.122 -.123 -.164 -.189+
Peer-initiated task conflict 223x** 204 ** - 205%** -.164%*
Passion for work -.018 -.019 .106* .102%*
Collectivistic orientation -.146* - 181** 248%** 222 %%
Peer-initiated task conflict x Passion for -.085*
work
Peer-initiated task conflict x Collectivistic -.166**
orientation
Beliefs about interpersonal conflict -.184%*
F-value 1.344 4,984 %** 5.271%** 1.561 6.813%** 7.049%**
(df1; df2) (4; 250) (7, 247) (9; 245) (4; 250) (7; 247) (8; 246)
R? .021 124 .162 .026 .162 .186
AR? 103 %** .038** 136%** .024**

Notes: n = 255 (unstandardized regression coefficients).
T p<.10;* p<.05; ** p < .01; *** p <.001 (two-tailed tests).
 Job type: back-office serves as the base category.
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Table 3. Process results

Indirect relationship between peer-initiated task conflict and helping behavior

Effect Bootstrap SE Bootstrap LLCI Bootstrap ULCI
-.041 .023 -.094 -.005
Conditional indirect relationship between peer-initiated task conflict and helping behavior
Passion for work Effect Bootstrap SE Bootstrap LLCI Bootstrap ULCI
-1SD -.058 .033 -.134 -.006
Mean -.039 .022 -.090 -.004
+1SD -.017 .017 -.057 .009
Conditional indirect relationship between peer-initiated task conflict and helping behavior
Collectivistic orientation Effect Bootstrap SE Bootstrap LLCI Bootstrap ULCI
-1SD -.069 .030 -.135 -.018
Mean -.045 .022 -.094 -.011
+1SD -.022 .018 -.067 .002

Notes: n = 255; SD = standard deviation; SE = standard error; LLCI = lower limit confidence interval; ULCI = upper limit confidence
interval.
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