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Breaking Negative Consequences of Relationship Conflicts at
Work: The Moderating Role of Work Family Enrichment and

Supervisor Support

Rompiendo las Consecuencias Negativas del Conflicto de

Relacion en el Trabajo: El Rol Moderador del

Enriquecimiento Trabajo-Familia y el Apoyo del Supervisor

Lourdes Munduate
University of Seville

Inés Martinez
University Pablo de Olavide

Marina Boz
University of Seville

Abstract. The negative consequences of relationship conflict in organizations are well-known.
Nevertheless, research concerning possible moderators that could attenuate its detrimental effects is still
scarce. The present study aimed to fill this gap by addressing work-family enrichment and supervisor sup-
port as moderators of relationship conflict. The study involved 288 employees from small and medium
companies from Andalusia (Spain). Consistent with previous evidence, results demonstrate a strong and
negative association between relationship conflict and job satisfaction. However, work-family enrichment
and supervisor support revealed to play a key role in buffering this effect, so that for employees that per-
ceive a supportive supervisor and an enriching work environment, the negative consequences of relation-
ship conflict on job satisfaction are not so damaging.

Keywords: relationship conflict, work-family enrichment, supervisor support, job satisfaction.

Resumen. Las consecuencias negativas del conflicto de relacién en las organizaciones son ampliamente
conocidas. Sin embargo, se han llevado a cabo escasas investigaciones sobre los posibles moderadores que
podrian atenuar sus efectos perjudiciales. El presente estudio trata de suplir este vacio examinando el
enriquecimiento trabajo-familia y el apoyo del supervisor como moderadores del conflicto de relacion. La
muestra estuvo compuesta por 288 empleados y empleadas de pequefias y medianas empresas de
Andalucia (Espafia). Consistentes con la evidencia previa, los resultados demuestran una fuerte y negati-
va asociacion entre el conflicto de relacion y la satisfaccion en el trabajo. Sin embargo, el enriquecimien-
to trabajo-familia y el apoyo del supervisor revelaron que juegan un papel clave en amortiguar este efec-
to, de tal modo que para los empleados que perciben un supervisor que les apoya y un ambiente de traba-
jo enriquecedor, las consecuencias negativas del conflicto de relacion sobre la satisfaccion en el trabajo no
son tan dafiinas.

Palabras clave: conflicto de relacion, enriquecimiento trabajo-familia, apoyo del supervisor, satisfaccién

laboral.

Conflict is an intrinsic process in the dynamics of
teams and organizations, as it is present in interperso-
nal relations, intragroup and intergroup relations, in
strategic decision-making, and other organizational
episodes (Medina, Munduate, Dorado, Martinez, &
Guerra, 2005). As noticed by De Dreu and Weingart
(2003), team members are constantly contributing to
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teams through social and task inputs, so that it can be
expected that some tension between team members
due to real or perceived differences will arise occasion-
ally. These differences can be related either to tasks or
to personal relationships in itself. Accordingly,
research distinguishes between two types of conflict:
task conflict and relationship conflict (Jehn, 1995).
Jehn and Mannix (2001) defined relationship con-
flict as an awareness of interpersonal incompatibilities
that includes affective components such as feeling ten-
sion and friction. According to the authors, relation-
ship conflict involves personal issues such as dislike
among group members and feelings such as annoy-
ance, frustration, and irritation. This definition is con-
sistent with past categorizations of the affective type of
conflict, referred to as personal incompatibilities and
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disputes (Amason, 1996). Examples of relationship
conflict are disagreements about values, norms, prefer-
ences, personal and familiar tastes, among others.

It is very unlikely that relationship conflict would be
beneficial at any point in the life of a group (Jehn &
Mannix, 2001). Cross-sectional studies using one-time
measures have shown that relationship conflict is detri-
mental to individual and group performance, member
satisfaction, and the likelihood a group will work
together in the future (Jehn, 1995). Relationship con-
flict has demonstrated to increase stress levels
(Friedman, Tidd, Currall, & Tsai, 2000) and propensi-
ty to leave the job (Medina et al., 2005), produce
negative reactions such as anxiety, depression, and
frustration (Spector & Jex, 1998), reduce levels of job
satisfaction (De Dreu & Van Vianen, 2001) and well-
being (Guerra, Martinez, Munduate, & Medina, 2005).
Research findings indicate that anxiety produced by
interpersonal animosity may inhibit cognitive func-
tioning (Roseman, Wiest, & Swartz, 1994; Staw,
Sandelands, & Dutton, 1981) and also distract employ-
ees from the task, causing them to work less effective-
ly (Jehn, 1997).

In a meta-analytic study, De Dreu and Weingart
(2003) found that relationship conflict appears to
always exert a more negative effect than task conflict
does even though both types of conflict (task and rela-
tionship) showed to have a negative effect on several
individual, group and organizational outcomes.
Indeed, relationship conflict tends to be more interper-
sonal and emotional, thus more likely to elicit a nega-
tive affective response and, consequently, strongly
interfere in several outcomes.

Relationship conflict and job satisfaction

As mentioned above, the existing literature provides
strong support for the negative impact that relationship
conflict plays in affective reactions in workplaces.
When analyzing the effects of relationship conflict on
affective outcomes, several authors pay special atten-
tion to the effects on employee’s job satisfaction
(Guerra et al., 2005; Medina et al., 2005). The reason
for highlighting this variable is because, on one hand,
satisfaction is an important predictor of individual’s
well-being and health and, on the other hand, is a pre-
dictor of several organizational outcomes such as per-
formance (Spector & Jex, 1998), turnover, absen-
teeism, and organizational citizenship behavior (De
Dreu & Weingart, 2003).

Moderators of relationship conflict
Relationship conflict is often conceived as detri-

mental to individual affective outcomes, but research
has ignored the question what to do when relationship
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conflict emerges (De Dreu & Van Vianen, 2001). De
Dreu and Weingart (2003) pointed to the need of
exploring possible moderators that could potentially
mitigate or reverse the negative effects of relationship
conflict. When relationship conflict emerges, individ-
ual satisfaction is at risk, and resources to mitigate and
eliminate this type of conflict are needed. In this sense,
the current study was conducted to fill this void by
examining potential moderators of the link between
relationship conflict and job satisfaction.

According to Jehn (1997), relationship conflict
causes members to be irritable, negative, suspicious
and resentful. In a study about interpersonal relation-
ships in groups, she found that when group members
are upset, feeling antagonistic towards each other and
experiencing affective conflict, their performance, pro-
ductivity, and satisfaction can suffer. Jehn posits that
this might happen because in a relationship conflict sit-
uation, group members will tend to focus their efforts
on resolving or ignoring the interpersonal conflicts,
rather than concentrating on task completion. Then,
relationship conflicts can be seen as unproductive,
hard to manage, and likely to leave people with more
pressures and less ability to manage them.

In this sense, some studies analyzed the relationship
conflict as one of the most important workplace stres-
sors (Frone, 2000; Giebels & Janssen, 2005; Spector &
Jex, 1998). Friedman et al. (2000) found that high
levels of relationship conflict affected the amount of
stress felt by individuals. Giebels and Janssen posited
two main factors that might explain the close bond
between relationship conflict and feelings of stress.
Firstly, conflict is often perceived as an obstruction to
one’s goals, triggering feelings of reduced control and
uncertainty, considered important prerequisites of a
stress response. Second, relationship conflict can
threaten one’s self-esteem and sense of group member-
ship by undermining one’s sense of self and similarity
to others, consequently being stressful in itself. Thus,
in terms of the occupational stress literature, a relation-
ship conflict episode can be considered an acute job
stressor (Spector & Jex, 1998).

In stress appraisal situations, stress-reducing prop-
erties of resources play a major role that should always
be taken into consideration for an effective and posi-
tive coping (Carver & Scheier, 1994). Resources are
assets that may be drawn on when needed to solve a
problem or cope with a challenging situation.
Accordingly, two main types of resources can be dis-
tinguished (Friedman et al., 2000): (a) instrumental
resources such as financial means, social and problem-
solving skills, and (b) emotional resources such as self-
esteem, energy, among others. In this mean, individu-
als involved in stressful situations such as a relation-
ship conflict could benefit from the same resources in
order to cope and reduce the negative effects of con-
flict. Following this reasoning, in the present study we
propose two instrumental and emotional resources as
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possible moderators of the link between relationship
conflict and job satisfaction: work-family enrichment
and supervisor support.

The work environment potentially provides individ-
uals with a variety of organizational and individual
resources such as skills, perspectives, socio-capital,
psychological and material resources (Greenhaus &
Powell, 2006). Work-family enrichment is the percep-
tion that the work role provides individuals with instru-
mental and affective resources that help them to
improve affect and performance in their family domain
(Greenhaus & Powell, 2006). These resources refer to
the two main components of work-family enrichment,
one more instrumental, related to skills, abilities, and
values, and another more affective, related to climate,
mood, and emotions (Carlson, Kacmar, Wayne, &
Grzywacz, 2006). In this sense, one could think that
besides having a main effect on individual affect and per-
formance in their family domain, these resources could
help individuals to successfully cope when facing stress-
ful situations at work such as relationship conflicts.

In fact, work-family balance has already been con-
sidered as a possible moderator of the relationship
between stressors and its effects (William & Cooper,
1998). On the other hand, in the work-family literature,
Greenhaus and Powell (2006) proposed that work-fam-
ily enrichment could serve a buffering role that protects
and individual from the negative consequences of a
stressor, nevertheless this hypothesis has not been
demonstrated yet. Carlson et al. (2006) suggest that
when individuals perceive extensive resources in their
work role, their positive affect in that role increases and
so do their affective resources such as satisfaction.

Thus, assuming that (a) relationship conflict is a
stressful situation, (b) the perception of work-family
enrichment provides individuals with multiple
resources to cope with stress, and (c) the perception of
work-family enrichment leads to job satisfaction, we
expect the perception of work-family enrichment to
exert a buffering effect on the negative consequences
of the relationship conflict over job satisfaction.

Hypothesis 1: The higher the levels of work-family
enrichment are, the less negative the relationship
between relationship conflict and job satisfaction is.

Stressful situations such as relationship conflict are
related to feelings of helpless and threat of self-esteem.
In this sense, different types of social support such as
instrumental and informational support, esteem, and
social companionship have demonstrated to reduce
these negative effects (Cohen & Wills, 1985).
According to Viswesvaran, Sanchez, and Fisher (1999)
meta-analysis, models of moderator effects of social
support on the stressor—strain relationship have been
postulated and empirically investigated. Several stud-
ies have found evidence for buffering effects of social
support in the detrimental effects of organizational
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stressors on personal functioning (Etzion, 1984;
Kirmeyer & Dougherty, 1988).

In the stress literature, supervisor support is a source
of social support, which is generally defined as “the
availability of helping relationships and the quality of
those relationships” (Leavy, 1983, p.5). Supervisors
have long been recognized to play an important part in
developing roles and expectations of employees
(Griffin, Patterson & West, 2001). As a consequence,
supervisors’ behaviors have demonstrated to directly
impact on the affective reactions of his or her subordi-
nates. Supervisor support is the extent to which super-
visors provide encouragement and support to employ-
ees within their work groups (Griffin et al., 2001).
Evidence suggests that supportive supervisors facili-
tate employee job satisfaction and organizational com-
mitment (Parasuraman, Greenhaus, & Granrose, 1992)
and positively influence their performance and citizen-
ship behavior (Schaubroeck & Fink, 1999).

Some researches have argued that social support
buffers the detrimental effects of stressors by enhanc-
ing successful coping (Cohen & Wills, 1985; Kobasa
& Puccetti, 1983). In this sense, we could expect
supervisors’ support to reduce the effects of relation-
ship conflict by helping individuals to cope in this type
of stressful situation. According to Kirmeyer and
Dougherty (1988), supervisors may help subordinates
to cope with stress in potentially stressful environ-
ments in three ways: (a) by keeping them task oriented
and focused on the resolution of problems as opposed
to being preoccupied with feelings and anxiety; (b) by
encouraging them to take specific actions aimed at
effectively reducing conflict; and (c) by assuring them
of backing for their actions. In addition, Ury (1991)
posits that the overall aim of supervisor support would
be to minimize adverse emotional responses when
encountering relationship conflict situations. The same
author suggests two main strategies for supervisors to
achieve this aim. At first, Ury proposes that supervi-
sors can set specific norms and rules that can serve to
reduce the freedom to express emotion in inappropri-
ate ways, reducing the likelihood of an affective-con-
flict episode. In addition, he proposes that supervisors
can also give employees emotional advises and sup-
port in order to encourage them to monitor their emo-
tions. Basically, a supervisor can reduce instances of
aggression and hostility by discouraging such behav-
iors, reprimanding inappropriate, emotionally driven
outbreaks, and clearly specifying the rules of conduct.

Supervisors play a key role in structuring the work
environment, because they are considered the main
source of information and feedback to employees
(Griffin et al., 2001). As a consequence, supervisors
have a direct influence on the affective reactions of
employees, such as job satisfaction. Moreover, super-
visors are not only part of, but also facilitate the social
network individuals build in their work settings, which
in turn provide them with positive experiences, feel-
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ings of self-worth and sense of stability and recogni-
tion (Cohen & Wills, 1985).

To sum up, we propose that (a) relationship conflict
is a stressful situation; (b) supervisor support helps
individuals with an effective coping; and (c) supervisor
support increase levels of job satisfaction. So, follow-
ing this reasoning, we expect supervisor support to
exert a buffering effect on the link between relation-
ship conflict and job satisfaction.

Hypothesis 2: The higher the levels of supervisor
support are, the less negative the relationship between
relationship conflict and job satisfaction is.

Method
Procedure and Sample

A public organization provided us with access to the
sample consisted of employees from small and medi-
um companies in Andalusia (Spain). After receiving
proper training, assistants from this organization
applied the questionnaires to volunteer participants
from different professional categories and working in a
diverse range of economic activities. The anonymity
was guaranteed.

The study involved 288 participants (167 female,
121 male) on average age of 3541 years old. More
than a half of the participants (76.2%) are married or
cohabiting, and 64.7% have children. Of the partici-
pants with children, 55.13% had a youngest child of
pre-school age (0 - 3 years old). About 67.9% of par-
ticipants do not count on regular homecare and only
9.6% count on familiar support. About half of the par-
ticipants (64.1%) received higher education (universi-
ty or higher vocational education) while 55.9% had
only completed lower education (lower vocational
education or high school). Regarding the wage range,
35.6% earns up to 1.200 euros, 47.6% earns between
1200 to 2100 euros and only 16.7% earns more than
2100 euros monthly. The average wage in Spain con-
sists of 2113 euros gross and 1538.17 net (Instituto
Nacional de Estadistica, 2008), so that we conclude
that the wage range from the majority of participants in
this sample is below the national standards. About half
of the participants have some type of temporary labor
contract (51.5%) and belong to a blue collar profes-
sional category (60.9%). The average organizational
tenure was 10.56 years (range O - 48, SD = 7.83).

Instruments

Relationship conflict. A Spanish adaptation of Cox’s
(1998) “Organizational Conflict Scale” to assess rela-
tionship conflict was used (Medina et al., 2005). Cox’s
scale focuses on the active hostility found in relation-
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ship conflict. The original items are: “The atmosphere
here is often charged with hostility”, “Backbiting is a
frequent occurrence”, “One party frequently under-
mines the other”, “There are often feelings of hostility
among parties” and “Much plotting takes place behind
the scenes”. We used this scale because it deals more
with perceptions of active conflict behaviors rather
than perceptions of an overall state of conflict (see
Friedman et al., 2000). The scale has a 5-point
response format (1 = strongly disagree, 5 = strongly
agree). The higher the score is, the higher the levels of
relationship conflict are experienced (o = .89).
Work-family enrichment. A Spanish adaptation of
the 9-item subscale of work interference with family
was used, which is a component of the “Work-Family
Enrichment Scale” (Carlson et al., 2006). This sub-
scale measures the following dimensions of work-to-
family enrichment: development (3 items) (e.g. “My
involvement in my work helps me acquire skills and
this helps me be a better family member”), affect (3
items) (e.g. “My involvement in my work puts me in a
good mood and this helps me be a better family mem-
ber”), and capital (3 items) (e.g. “My involvement in
my work provides me with a sense of accomplishment
and this helps me be a better family member”). The
scale uses a 5-point response format (1 = strongly dis-
agree, 5 = strongly agree). Higher scores on this scale
represent higher work-family enrichment (a= .94).
Job satisfaction. It was used a 5-item Spanish ver-
sion from the Minnesota Satisfaction Questionnaire
(Weiss, Dawis, England, & Lofquist, 1965) adapted to
Spanish by Peird et al. (1993). This scale measures
employee’s level of satisfaction with some extrinsic
aspects of their jobs, as well as the general job satisfac-
tion. The original items are: “My pay and the amount
of work I do”, “The way my job provides for steady
employment”, “The way my co-workers get along with
each other”, “The competence of my supervisor in
making decisions” and “Overall, how satisfied are you
with your job?”. The scale uses a 5-point response for-
mat (1 = not satisfied, 5 = very satisfied) (o. = .70).
Supervisor support. It was measured with the 4-item
Spanish version of the supervisor support scale from
Karasek et al. (1985). This scale measures employees’
perceived instrumental and socio-emotional support
from supervisors. The original items are: “My supervi-
sor is concerned about the welfare of those under
him/her”, “My supervisor pays attention to what I'm
saying”, “My supervisor is successful in getting people
to work together” and “My supervisor is helpful in get-
ting the job done”. The scale uses a 4-point response for-
mat (1 = strongly disagree, 4 = strongly agree) (o= 90).
Controls. In line with previous research involving
work-family enrichment (e.g Wayne, Musisca, &
Fleeson, 2004), we measured some demographic fac-
tors: gender (0 = male; 1 = female), age (in years), mar-
ital status (1 = married /| cohabiting; 2 = single,
divorced or widowed), children living at home (0 = no,
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1 = yes), education (1 = lower vocational education or
high school; 2 = university or higher vocational educa-
tion), working hours (contractual hours per week), type
of contract (1 = permanent; 2 = temporary), wage
range (1 = less 1200 euros per month; 2 = between
1200 and 2100 euros per month; 3 = more than 2100
euros per month) and organizational tenure (in years).

Results

Table 1 shows the means, standard deviations, and
intercorrelations among variables. As we expected,
relationship conflict is negatively related to all other
dependent variables. In addition, unexpectedly, rela-
tionship conflict is also negatively related to work-
family enrichment (r = -.18, p < .01); this result is fur-
ther discussed. Moreover, supervisor support is posi-
tively related to enrichment and job satisfaction.
Finally, enrichment and job satisfaction share a signif-
icant but moderated relationship. Additionally, we
assessed the internal consistency reliability of all the
behavioral variables using Cronbach’s alpha. As can be
seen in Table 1, the reliability coefficients were good
to excellent.

Table 1. Means, standard deviations and intercorrelations for all va-
riables (N =288)

Variable M SD 1 2 3 4

1. Relationship Conflict  1.70 .76 (89) - - -
2. Supervisor Support 280 .89 -42%k(90) - -
3. WFE 327 89 -18%F 38%% (94) -
4. Job Satisfaction 322 70 -40%% 56%k 37*F ([70)

Note: Scale reliabilities (alpha coefficients) are presented in parentheses
WEE = Work-family enrichment
*p < 01

We measured demographic variables that may affect
our dependent variables. In order to examine differ-
ences regarding the controls, we conducted a MANO-
VA on the supervisor support, work-family enrich-
ment, relationship conflict and job satisfaction scales
(including the controls as factors). We found differ-
ences for work-family enrichment and job satisfaction
only. Specifically, women (F (1, 283) = 13.04, p <
001; Female M = 343 vs. Male M = 3.05) and
employees with a temporary contract (F (2, 279) =
301, p < .05; Temporary contract M = 3.51 vs.
Permanent contract M = 3.09) reported higher levels
of work-family enrichment. Regarding job satisfac-
tion, we found that employees with children living at
home (F (1, 281) = 3.99, p < .05; With children M =
3.28 vs. Without children M = 3.11) and employees
earning more than 2100 euros per month (F (2, 272) =
346, p < 05; More than 2100 euros per month M =
3.43 vs. Between 2100 and 1200 euros per month M =

Copyright 2009 by the Colegio Oficial de Psicélogos de Madrid
ISSN: 1576-5962

3.23 vs. Less than 1200 euros per month M = 3.11)
reported higher levels of job satisfaction. Then, for
testing our hypotheses we have controlled for gender,
type of contract, children living at home and wage
range in the regressions conducted. Results are shown
in Tables 2 and 3.

A simple regression analysis was performed in order
to test the link between relationship conflict and job
satisfaction (8 = -.422, p < .001). This effect indicates
a strong negative association between relationship
conflict and job satisfaction, high levels of relationship
conflict is related to low levels of job satisfaction. This
finding agrees with previous evidence.

Our first hypothesis suggested a moderating effect
of work-family enrichment between relationship con-
flict and job satisfaction. This hypothesis was tested
using hierarchical linear regression. All variables used
to compute the regression equation were mean cen-
tered in order to reduce the multicollinearity between
the main effect and the interaction variables (Aiken &
West, 1991). The interaction term was a product of
mean centered relationship conflict and work-family
enrichment. In Step 1 control variables were entered as
covariates. Mean relationship conflict and mean work-
family enrichment were entered in Step 2, which yield-
ed a significant R? for job satisfaction. As expected, the
interaction term after the two main effects variables
yielded a significant A R? (see Table 2). In order to test
the significance of the slope for this interaction term,
we computed a simple slope test following Cohen and
Cohen’s (1983) procedure. Accordingly, the interac-
tion slope was significant for high levels of the moder-
ator variable, i.e. at the mean (M = 3.27, p < .05) and
at one SD above the mean of work-family enrichment
(4.16,p < .01). As can be seen in Figure 1, job satisfac-
tion increases when high relationship conflict is com-
bined with work-family enrichment whereas it
decreases when high relationship conflict is combined
with low work-family enrichment. This finding sup-
ports our first hypothesis.

Table 2. Effect of Relationship Conflict on Job Satisfaction moderated
by Work-Family Enrichment (N = 283)

Variable B SEB p
Step 1
Gender -.092 073 -067
Having children 047 075 033
Type of labor contract -.050 022- 119%
Wage range 104 051 107*
Step 2
RC -251 048 - 279%%*
WFE 253 042 323%k%
Step 3
RC x WFE 191 045 225%#%

Note: R? = 028 for Step 1; R? = .286 for Step 2; A R2= 046 for Step 3 (p < .001)
RC = Relationship conflict; WFE = Work-family enrichment
*kp < 001, ¥ p < 01, % p < 05
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Figure 1. Relationship conflict, work-family enrichment (WFE) and job
satisfaction

Table 3. Effect of Relationship Conflict on Job Satisfaction moderated
by Supervisor Support (N = 283)
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Our second hypothesis suggested a moderating
effect of supervisor support between relationship con-
flict and job satisfaction. This hypothesis was also test-
ed using hierarchical linear regression with mean cen-
tered variables. In Step 1 control variables were
entered. Mean relationship conflict and mean supervi-
sor support were entered in Step 2, which yielded a sig-
nificant R? for job satisfaction. As expected, the
interaction term obtained from the product between
mean centered relationship conflict and supervisor
support yielded a significant A R2. This regression
analysis is presented in Table 3. Accordingly, the inter-
action slope was significant for high levels of the mod-
erator variable, i.e. at two SD above the mean of super-
visor support (4.58, p < .05). As can be seen in Figure
2, job satisfaction increases when high relationship
conflict is combined with high supervisor support
whereas it decreases when high relationship conflict is
combined with low supervisor support. This finding
supports our third hypothesis.

Discussion

The aim of the present study was to analyse possi-
ble moderators that could mitigate the negative effects
of relationship conflict on individuals’ satisfaction.
The main findings show, first, the effects of relation-
ship conflict on job satisfaction and second, the mod-
erating role that work-family enrichment and supervi-
sor support plays in this relationship. In this section we
discuss the implications of these findings, and examine
some strengths and weaknesses of the study design.

As envisaged, relationship conflict hampers satis-
faction of employees. In other words, when employees
working together have incompatible values, beliefs
and ideas, personal tension emerges, and workers’ lev-
els of satisfaction decrease. This result is consistent
with previous findings (De Dreu & Van Vianen, 2001;
Surra & Longstreeth, 1990). As Kurtz and Clow (1998)
suggested, these affective reactions of employees have
important consequences for organizational dynamics,
because “unsatisfied employees can cost companies
more than the wages they are paid” (p. 173). Moreover,
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Variable B SEB p
Step 1
Gender -019 069 -014
Having children -022 072 -016
Type of labor contract ~ -.014 021 -033
Wage range 140 049 144%*
Step 2
RC -.143 051 - 159%*
SS 344 042 A42%5%
Step 3
RCx SS 138 047 155%*

Note: R2 = .030 for Step 1; R2 = 362 for Step 2; AR2 =020 for Step 3 (p < .01)
RC = Relationship conflict; SS = Supervisor Support
*H¥p < 001, ** p < .01, * p< .05

Figure 2. Relationship conflict, supervisor support and job satisfaction
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the study of organizational culture suggests that rela-
tionship conflict has a negative impact on daily work-
ing practices. This is because employees who perceive
a high relationship conflict have a negative perception
of the organization and of the activities being per-
formed within it. Finally, drawn on the stress perspec-
tive, the negative emotionality resulting from a rela-
tionship conflict situation directly affects a successful
coping, which in turn contribute to a decrease of
employees’ satisfaction.

Nevertheless, our study also demonstrates that,
under certain circumstances, the negative conse-
quences of relationship conflict over job satisfaction
can be reduced. Specifically, we found that in a rela-
tionship conflict situation, individuals who perceive
high levels of work-family enrichment and supervisor
support present higher levels of job satisfaction com-
pared to individuals who perceive low levels these
resources. We attribute this effect mainly to the high
affective component of both constructs. Because the
relationship conflict is an affective type of conflict,
mainly based in negative emotions such as annoyance,
frustration and irritation, we posit that the positive
affect embedded in the work-family enrichment and
supervisor support perceptions can be highly effective
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in helping individuals to cope when facing a relation-
ship conflict at work. In this sense, previous research
on stress processes and coping have already demon-
strated that people consciously seek out for positive
emotions during stressful encountering in order to
increase their positive affect, which in turn helps indi-
viduals to reduce distress and recover and sustain fur-
ther coping (Folkman & Moskowitz, 2004).

Specifically, some studies have demonstrated the
importance of affective resources in dealing with rela-
tionship conflict situations. For example, Mooney,
Holahan and Amason (2007) found that individuals
that have a good relationship with their colleagues are
less likely to engage in relationship conflict. In addi-
tion, Jehn and Mannix (2001) found that employees
part of friendship groups characterized by a friendly
climate and high levels of trust and cooperation, pres-
ent low levels of relationship conflict. These findings
indicate that individuals that appraise positively their
work environment and consequently perceive work-
family enrichment might feel more self-confident to
cope in stressful situations because of the multiple
resources they acquired from their work environment.
The negative relationship found between relationship
conflict and work-family enrichment might lead us to
think that relationship conflict could reduce individ-
ual’s perception of work-family enrichment. However,
the negative intercorrelation found does not represent a
direct effect. Moreover, some authors suggest that the
perception of work stressors, such as relationship con-
flict, not necessarily hinder individual’s experience of
work-family enrichment (Powell & Greenhaus, 2006),
and that negative and positive experiences in the work
environment might coexist.

Finally, this study confirms that supportive supervi-
sors play a key role in alleviating the negative effects
of relationship conflict on job satisfaction, adding evi-
dence to the buffering effect model of social support on
stressor-strain relationship (see Viswesvaran et al.,
1999). The buffering model posits that social support
may attenuate a stress appraisal response. The instru-
mental and socio-emotional resources provided by
supervisors may “redefine the potential for harm posed
by a situation and/or bolster one’s perceived ability to
cope, with imposed demands, and hence prevent a par-
ticular situation from being appraised as highly stress-
ful” (Cohen & Wills, 1985, p. 312). In this sense,
supervisor support may alleviate the negative conse-
quences of a stressful situation by providing solution to
a problem, reducing the perceived importance of the
problem or tranquilizing individuals to be less reactive
to stress.

Therefore, we conclude that individuals encounter-
ing a relationship conflict situation at work are not
condemned to overall present negative perceptions of
their work environment. The moderating effect of
work-family enrichment and supervisor support on the
consequences of relationship conflict found in this arti-
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cle opens an interesting line for future research on cop-
ing with relationship conflict situations. As we men-
tioned before, empirical evidence suggesting possible
moderators for the relationship conflict is still sparse
(De Dreu & Weingart, 2003). In the organizational
conflict literature, even though relationship conflict
has consistently demonstrated to exert a negative effect
on employees’ attitudes and emotions, the efforts to
find possible factors that could attenuate its negative
effects have been widely unexplored. Nevertheless, the
present study draws upon alternative individual factors
that could possibly reduce the negative effects of rela-
tionship conflict in the employees’ satisfaction. In this
sense, future studies should consider the role of other
individual resources that have demonstrated to con-
tribute for an effective coping in the stress-strain rela-
tionship, such as self-efficacy (Grau, Salanova &
Peir6, 2001) and emotional self-control (Folkman &
Moskowitz, 2004).

This study also makes two specific contributions to
the stress literature. First, by analyzing the relationship
conflict as a stressor, this study contributes to increase
empirical evidence regarding less common job stres-
sors, i.e., the ones found in the employee’s social envi-
ronment. Social-related stressors have been underex-
plored compared to task-related stressors. Second, by
demonstrating the influence of positive emotion for an
effective coping in a stressor-strain relationship, the
present study adds to a mayor trend in the stress
process and coping research, which is to focus on pos-
itive traits and concepts (Folkman & Moskowitz,
2004).

Some practical implications from the present study
concern the improvement of conflict management in
the organizational setting. First, relationship conflict is
an affective conflict, so that when managing this type
of conflict, one should always consider the fundamen-
tal role of emotional-based resources such as work-
family enrichment, in order to reduce negative emo-
tions associated with it. Second, in a relationship con-
flict situation, supervisors should demonstrate support
to their employees. This support can consist of actions
to prevent and intervene in a relationship conflict situ-
ation. In order to prevent a relationship conflict situa-
tion to emerge, supervisors are expected to control the
levels of aggressiveness and animosity among employ-
ees. Finally, in order to intervene in an encountering
relationship conflict episode, supervisors can promote
certain norms and rules of conduct related the deci-
sion-making process that can help to manage expecta-
tions as well as to reduce adverse emotions arising
from a conflict situation.

Several limitations of this study should be noted.
First, we obtained self-reported measures of members’
perceptions, and, as a consequence, there is a possibil-
ity of common method variance. However, this risk
was reduced by using standardized instruments and
analyzing interactions as the present study did
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(Spector, 1987). Second, because we used a cross-sec-
tional design, we cannot assure the stability of these
apparently positive results over time. Finally, we
should point out that the use of a correlational method-
ology does not guarantee the existence of causal links
between the studied variables. It would therefore be of
interest to perform experimental studies to analyse
whether these results are further upheld.

Taken together, our results confirm that relationship
conflict situations might directly reduce employees’
job satisfaction. However, if employees experience
high levels of affective and instrumental resources at
work that can help them perform better at home and
also feel that their supervisor is supportive of them,
this relationship is attenuated.
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