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THE EFFECT OF COMPETITIVE WORK ENVIRONMENTS ON
ORGANIZATIONAL COMMITMENT: THE MEDIATING ROLE OF TASK
AND RELATIONSHIP CONFLICT

ABSTRACT

The purpose of this thesis is to investigate the relationship between
competitive work environments and organizational commitment and also to reveal
two potential mediating variables that may play an important role in affecting this
relationship. In order to examine these ideas, an online survey form was distributed
to participants in different countries. The collected data was analyzed using the SPSS
program to examine the relationship between the concepts. Correlation and
regression analyses were applied to test the hypotheses. The findings of the study are
as follows: Competitive work environments positively affect organizational
commitment. Competitive work environments also positively affect both relationship
conflict and task conflict. Both relationship conflict and task conflict negatively
affect organizational commitment, and both play a partially mediating role in the
effect of competitive work environments on organizational commitment. This study,
which examines the mediating effect of task and relationship conflict on the
relationship  between competitive work environments, and organizational
commitment, is expected to provide a new perspective for leaders, managers, and

researchers.

Keywords: Organizational Conflict, Competitive Work Environment, Task Conflict,

Relationship Conflict, Organizational Commitment, Conflict Management.



REKABETCi CALISMA ORTAMLARININ ORGUTSEL BAGLILIK
UZERINDEKI ETKISi: GOREV VE iLiSKi CATISMASININ ARACI ROLU

OZET

Bu tezin amaci rekabet¢i calisma ortamlart ile orgilitsel baglilik arasindaki
iligkiyi arastirmak ve ayrica bu iligkiyi etkilemede 6nemli rol oynayabilecek iki
potansiyel aracit degiskeni ortaya koymaktir. Bu diisiinceleri inceleyebilmek icin
farkli iilkelerdeki katilimcilara ¢evrimi¢i olarak bir anket formu dagitilmistir.
Toplanan veriler, kavramlar arasindaki iliskiyi incelemek i¢in SPSS programi
kullanilarak analiz edilmistir. Hipotezleri test etmek i¢in korelasyon ve regresyon
analizleri uygulanmistir. Caligmanin bulgular1i su sekildedir: Rekabetgi calisma
ortamlar1 orgiitsel baglilig1 pozitif yonde etkilemektedir. Rekabet¢i ¢alisma ortamlari
ayn zamanda hem iliski ¢atigmasini hem de gorev c¢atismasini da pozitif yonde
etkilemektedir. Iliski catigmasi da gorev ¢atismasi da oOrgiitsel bagliligi olumsuz
yonde etkilemekte ve her ikisi de rekabet¢i ¢alisma ortamlarinin orgiitsel baglilik
tizerindeki etkisinde kismen aracilik rolii oynamaktadir. Gorev ve iligski ¢atigsmasinin
rekabet¢i calisma ortamlari ile orglitsel baglilik arasindaki iliskide aracilik etkisini
inceleyen bu calismanin liderler, yoneticiler ve aragtirmacilar i¢in yeni bir bakis agisi

saglamasi1 beklenmektedir.

Anahtar Kelimeler: Orgiitsel Catisma, Rekabet¢i Calisma Ortami, Gérev Catismast,

Iliski Catigsmasi, Orgiitsel Baglilik, Catisma Y dnetimi.
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l. INTRODUCTION

Organizational behavior research plays a crucial role in understanding the
factors that drive employee performance, retention, and workplace efficiency.
Among these factors, Organizational Commitment (OC) has been widely recognized
as a key determinant of employee loyalty, job satisfaction, and overall productivity
(Wardoyo and Kistyanto, 2025; Ernest and Vincent, 2025). Employees with high
levels of commitment are more likely to remain in their organizations, engage in
discretionary work behaviors, and contribute positively to workplace culture (Suhara
et al., 2024; Husriadi et al., 2025). Conversely, low OC has been linked to increased
turnover rates, reduced job performance, and disengagement from work
responsibilities (Prasilowati and Triastuti, 2025; Khan et al., 2025).

Given the increasing complexity of modern work environments, particularly
in competitive industries, understanding what influences OC is essential for
managers, business leaders, and policymakers. Competitive pressures can drive
innovation and productivity, but they can also exacerbate workplace tensions and
conflicts, ultimately influencing an employee's commitment to their organization
(Sugiono and Widodo, 2025; Adam and Alfawaz, 2025). Despite extensive research
on OC and its antecedents, the role of Competitive Work Environments (CWE) in

shaping OC remains an underexplored area.

CWE refer to workplace settings where employees must compete for rewards,
recognition, or career progression opportunities (Mishra et al., 2025; Obioma et al.,
2025). Research suggests that CWE can foster motivation, drive performance, and
encourage employees to improve their skills (Trang, 2025; Yakovenko et al., 2025).
However, highly competitive climates can also lead to stress, interpersonal conflicts,
and reduced team cohesion (Mon and Lie, 2025; Suntari et al., 2025). This dual
nature of CWE makes it a complex yet critical variable in understanding workplace

dynamics.

One of the key consequences of CWE is workplace conflict, which manifests

in two primary forms: Task Conflict (TC) and Relationship Conflict (RC). Task

1



conflict occurs when employees have disagreements about work-related tasks,
strategies, or decision-making processes (Jehn and Mannix, 2001). Some studies
suggest that TC can be constructive, leading to better problem-solving, increased
creativity, and innovation (Triyawanich and Singharach, 2025; Niyazbayeva, 2025).
However, unmanaged or prolonged task conflict can escalate and negatively impact
employee morale and job satisfaction (Rahmat et al., 2025; Abid and Jamilah, 2025).

Unlike task conflict, which may have both positive and negative effects,
relationship conflict is almost universally detrimental. Relationship conflict is
personal and emotional, arising from interpersonal tensions, miscommunication, or
personality clashes (De Dreu and Weingart, 2003). Research consistently links
relationship conflict to increased stress, workplace dissatisfaction, and reduced
collaboration (Pratama and Martono, 2025; Shakil and Siddiqui, 2025). While
previous studies have explored CWE, TC, and RC independently, few have
examined how these elements interact to shape OC.

Although there is extensive research on the antecedents of OC, several critical
gaps remain. Existing studies have largely focused on job satisfaction, motivation,
and performance, but few have directly examined the influence of CWE on OC
(Espana-Rivadeneyra et al., 2025). While some scholars suggest that CWE enhances
commitment by fostering motivation and goal orientation, others argue that excessive
competition may create a hostile work environment, thereby reducing OC (Muslimin
et al., 2024; Mahmud et al., 2025; Abbas et al., 2025). This contradiction in findings

indicates a need for further exploration of CWE’s impact on OC.

Additionally, the role of workplace conflict in the CWE-OC relationship
remains unclear. Prior studies have shown that competitive environments often
increase workplace conflict (Ismail, 2024), but few have investigated how task and
relationship conflict mediate this effect. Research tends to examine TC and RC
separately, but their combined influence on OC in competitive settings has not been
comprehensively studied. Addressing this gap will contribute to a more nuanced

understanding of workplace dynamics.

Furthermore, most OC studies have been conducted in Western corporate
environments, with limited insights from diverse industries and cultural contexts
(Harnantoko et al., 2023). Since workplace dynamics are influenced by cultural and
structural differences, examining CWE, TC, and RC in non-Western workplaces or

2



high-pressure industries could provide new theoretical insights.
The research objectives of the thesis are as follow:
- To investigate how CWE impact OC.

- To examine the mediating role of Task Conflict and Relationship Conflict in

this relationship.

By acknowledging these objectives, this study will seek to extend existing
theories on workplace dynamics and provide actionable insights for organizations

seeking to balance competition with employee engagement.

This thesis is structured into six main chapters. The second chapter,
Theoretical Framework, explores existing literature on OC, CWE, TC, and RC,
providing the conceptual foundation for the study. The third chapter, Methodology,
details the research design, data collection methods, and statistical techniques used to
analyze the relationships between CWE, TC, RC, and OC. The fourth chapter,
Results, presents the findings from the data analysis, examining the relationships
between the key variables. The fifth chapter, discussion and implications, interprets
the results, discusses theoretical contributions, and outlines managerial implications.
Finally, the sixth chapter, Conclusion, summarizes the study’s findings, discusses its

limitations, and provides recommendations for future research.



Il. THEORETICAL FRAMEWORK

A. Organizational Commitment

1. Definition and Importance of Organizational Commitment

OC is a core theory in organizational behavior and human resource
management, determining employee attitudes, job stability, and general business
prosperity. It's related to the employee's attachment to the company, including the
desire to remain, support corporate values, and participate in the company's goals
(Mowday, Steers, and Porter, 1979). It's different from job satisfaction, in the sense
that the latter only implies a surface attachment, while the former signifies a
profound attachment leading to long-term involvement and devotion. As businesses
focus on longevity and employee retention, building commitment comes to the fore
in the agenda of the leadership and the HR department (Mahmud et al., 2025; Abbas
et al., 2025).

OC is strongly linked to retention, job satisfaction, and employee
performance. A committed workforce exhibits higher engagement, lower turnover,
and increased productivity, all of which enhance organizational effectiveness (Meyer
and Allen, 1991). Employees with strong OC demonstrate greater resilience,
motivation, and dedication, while those with low commitment are more likely to
disengage, experience dissatisfaction, and seek alternative employment (Arshad et
al., 2025; Sunday and Ifidon, 2025). High turnover due to low OC increases
recruitment and training costs, disrupting workforce continuity and operational
efficiency (Siddique et al., 2025; lorgema, 2025).

From an HRM perspective, organizations that prioritize commitment invest in
leadership development, career growth, and supportive workplace cultures (O’Reilly
and Chatman, 1986). Employees who feel valued and see long-term prospects within
a company are more likely to remain engaged and motivated. Research suggests that
a strong OC culture fosters psychological ownership, where employees view their

work as integral to the company's success, enhancing job performance and



organizational stability (Harrell, 2025; Wang and Lin, 2025).

OC also plays a pivotal role in job satisfaction and workplace relationships.
Employees with high commitment experience greater job satisfaction, perceiving
their work as meaningful and aligned with their personal and professional goals
(Balfour and Wechsler, 1991). A commitment-driven work environment enhances
team collaboration, reduces conflict, and boosts morale, leading to higher
engagement and workplace harmony (Husriadi et al., 2025; Ernest and Vincent,
2025). When employees feel a sense of belonging, they are more likely to stay
motivated, productive, and aligned with organizational goals (Wardoyo and
Kistyanto, 2025; Trungd et al., 2025).

Beyond retention and satisfaction, OC significantly shapes employee
performance and organizational success. Employees deeply involved in the company
are likely to exceed job descriptions, displaying proactivity and innovation (Meyer
and Herscovitch, 2001). This sense of responsibility and ownership are matched to
greater efficiency, problem solving, and adaptability in high-stress situations
(Nurhakim et al., 2025; Catayoc, 2025). Organizations with employees who are
highly committed are most likely to outrank competitors, as employees are working
despite unfavorable situations (Thakral et al., 2025; Siahaan et al., 2025).

Given its significant implications, OC remains a priority in research in the
domain of management and in the practices in the domain of HR. As businesses shift
to adapt to economic fluctuations and employee demands, the encouragement of
commitment is integral to the building of a consistent, productive, and high-
performing workforce (Bhatti, 2025; Ayala et al., 2025). The scale that was utilized
to measure Organizational Commitment employed a unidimensional definition to
provide a broader understanding of the concept and to approach it from a holistic
approach. It is required to recognize the drivers driving OC and the theoretical
foundations thereof, and so, different perspectives proposed by other researchers that
looked at Organizational Commitment from a multi-dimensional point of view

remain valuable.

2. Key Theoretical Perspectives on Organizational Commitment

OC has traditionally been the area of focus in the domains of management

and psychology, and many theoretical models have sought to capture the dimensions



and impact of employee behavior. Among the most influential frameworks are the
Meyer and Allen’s (1991) Three-Component Model and O’Reilly and Chatman’s
(1986) model, each vyielding different and supplementary explanations of the

mechanisms driving the drivers of commitment.

Meyer and Allen's (1991) Three-Component Model differentiates between
commitment and identifies them as affective, continuance, and normative. Affective
commitment captures the employee's feelings and attachment to the company,
whereby the employees remain because they share the company's goals, mission, and
values (Meyer and Allen, 1991). This kind of commitment comes along with greater
job satisfaction, job motivation, and less turnover, whereby the employees are
intrinsically involved in the job (Solinger et al., 2008; Bakhshi et al., 2011).

Continuance commitment, in contrast, depends on the perceived quit cost to
the employee. The employee remains in an organization, and not necessarily because
they feel loyal, but because they don’t see any good alternatives available to
themselves, or because they are economically dependent (Meyer and Allen, 1991).
This assists in retention, if less optimally, and could actually lead to less morale and
productivity (Jaros, 1997; Eskandaricharati, 2013).

Normative commitment originates from the employee's sense of obligation to
stay, from investments the company makes in his or her career, such as mentoring
and training (Meyer and Allen, 1991). This provides workforce stability, but isn't
necessarily paired with high job performance and motivation, because employees are
working because they feel obligated, and not necessarily because they believe in the

company's core values (Wong and Tong, 2014; Kaptijn, 2009).

Beyond this model, O’Reilly and Chatman’s (1986) model differentiates
between commitment based on the mechanisms involved in attachment, and the
mechanisms are compliance, identification, and internalization. Compliance
commitment develops when employees remain because they are promised rewards
and/or face threats if they don’t. The employees in this case obey the rules, but they
are not intrinsically motivated (O’Reilly and Chatman, 1986; Delobbe and
Vandenberghe, 2000).

Identification commitment occurs when employees feel connected to the

organization’s mission, seeing themselves as part of a collective. While stronger than



compliance, it does not necessarily indicate deep personal alignment with
organizational values (Hackett et al., 1994). Internalization commitment, the
strongest form, happens when employees fully embrace organizational values,
leading to high engagement, intrinsic motivation, and discretionary effort
(McConnell, 2003; Tham et al., 2023).

Both models offer valuable insights into OC by highlighting its
multidimensional nature and the different psychological mechanisms that drive
employee retention and engagement. While Meyer and Allen’s model categorizes
commitment based on its origin (emotional, economic, or moral), O’Reilly and
Chatman’s framework emphasizes the level of alignment between employees and
organizational values. Understanding these perspectives is crucial for businesses and

HR professionals seeking to enhance commitment among their workforce.

3. Factors Influencing Organizational Commitment

OC does not develop in isolation; rather, it is shaped by various internal and
external factors that influence employees’ perceptions, experiences, and relationships
within the workplace. These factors can broadly be categorized into workplace
dynamics, employee perceptions, leadership, and corporate culture (Shaari and Lah,
2024).

One of the most significant factors influencing commitment is workplace
dynamics, which include aspects such as job design, team collaboration, work-life
balance, and opportunities for professional growth (Ramadhan, 2024; Shaari and
Lah, 2024). Employees who perceive their work environment as supportive,
inclusive, and growth-oriented are more likely to develop a strong sense of
commitment. Conversely, organizations that foster toxic, high-stress, or unstructured
workplaces may struggle to retain employees and maintain engagement (Modric et
al., 2024; Florea and Croitoru, 2025). A work environment that encourages open
communication, fairness, and recognition can enhance affective commitment by

making employees feel valued and respected (Sahrif and Imron, 2025).

Employee perceptions also play a crucial role in determining the level of
commitment individuals feel toward their organizations. Perceived organizational
support (POS)—the extent to which employees believe their organization cares about

their well-being—has been consistently linked to higher levels of commitment and



job satisfaction (Terziev et al., 2024; Joseph and Bachmann, 2024). When employees
feel that their contributions are recognized and that their employer provides adequate
resources, they are more likely to develop a stronger attachment to the company.
Similarly, perceptions of job security, fairness, and career progression opportunities
can significantly shape commitment levels, as employees tend to remain in
environments where they feel valued and have long-term prospects (Velican, 2024;
Schéfer, 2025).

Another critical factor shaping OC is leadership style. Leadership influences
employee engagement, motivation, and overall workplace climate, making it a key
determinant of commitment (Hamid et al., 2024). Transformational leaders, who
inspire employees through vision, motivation, and personal development, tend to
cultivate higher levels of affective and internalized commitment (Bass, 1990; Kim
and Lee, 2024). Employees working under transformational leaders often feel
emotionally connected to the organization’s mission, which enhances their long-term
dedication. In contrast, transactional leaders, who focus on structured rewards and
task-oriented management, may foster compliance-based commitment, where
employees remain in the organization primarily due to external incentives (Griffin,
2024). The ability of leaders to create an inclusive, motivating, and growth-oriented

workplace directly impacts employees’ willingness to stay engaged and committed.

Beyond leadership, corporate culture also plays a fundamental role in shaping
commitment. An organization’s culture defines its core values, norms, and
expectations, influencing how employees perceive their work environment.
Companies that foster collaborative, ethical, and employee-centric cultures tend to
see higher levels of affective commitment, as employees feel aligned with the
organizational mission and values (Mohamad et al., 2024). In contrast, highly
competitive or rigid hierarchical cultures may reduce commitment by creating stress,
interpersonal conflicts, or disengagement (Johnson, 2024). Research suggests that
organizations with a strong commitment to diversity, inclusion, and employee well-
being are more successful in fostering long-term commitment among their workforce
(Shafique, 2025).

Given the dynamic nature of workplace commitment, businesses must
continuously assess and refine their management practices, leadership approaches,
and workplace policies to ensure that they create an environment where employees



feel valued, motivated, and aligned with organizational goals. Understanding the
factors that influence OC enables companies to implement effective retention
strategies, reduce turnover, and enhance overall business performance. As this study
progresses, theories most relevant to organizational behavior and the factors
associated with CWE, OC, TC, and RC are presented to act as the main background
in support of shaping commitment dynamics in different workplace settings.

B. Social Exchange Theory

1. Overview of Social Exchange Theory (SET)

Social Exchange Theory (SET) is a theoretical foundation in organizational
behavior and organizational psychology, defining how employee-organization
relationships are established through reciprocal exchanges. Blau (1964) first
proposed the theory, suggesting people assess the fairness and reciprocal advantage
in the perceived employee-organization relationships. Based on perceived fairness
and reciprocal advantage, employees determine if the company offers them proper
compensation, opportunities to develop, and support, and consequently, influence
OC, job motivation, and job performance (Cropanzano and Mitchell, 2005). When
employees believe they are getting a good exchange, they are most likely to exhibit
greater OC, less turnover intentions, and greater discretion effort (Bourhchouch and
Oukassi, 2025; Rabiul et al., 2025). Perceptions of inequity and failure to attain
expected outcomes, in turn, are most likely to lead to withdrawal, disengagement,
and turnover (Khan et al., 2025).

Trust is central to sustaining reciprocal relationships in SET. Employees who
trust their organization to uphold its commitments—such as fair pay, promotions,
and a supportive work environment—reciprocate with loyalty and engagement
(Emerson, 1976). However, breaches of trust, such as broken promises or perceived
favoritism, often lead to decreased commitment and negative workplace attitudes
(Aunde and Tolulope, 2025). SET helps explain why employees develop different
forms of commitment—affective commitment (emotional attachment), continuance
commitment (cost-benefit analysis), and normative commitment (obligation to

stay)—»based on their workplace experiences (Meyer and Allen, 1991).

SET also justifies the use of a correlational research design in this study, as it



enables an examination of workplace dynamics without assuming direct causality.
Since SET posits that employee commitment evolves through ongoing interactions, a
correlational approach allows for assessing associations between CWE, OC, TC, and
RC (Wadia and Ogbozorb, 2024; Karim, 2024). Unlike experimental research, which
seeks cause-and-effect relationships, correlational research is better suited for
complex social behaviors, where multiple factors—such as workplace competition,
leadership, and interpersonal relationships—interact dynamically (Langreet, 2024;
Onyango, 2024).

Additionally, a correlational research design facilitates the study of mediation
effects, making it ideal for examining the mediating role of TC and RC in the CWE-
OC relationship. SET suggests that OC is shaped by a series of professional and
social interactions rather than a single event. By exploring whether workplace
conflict mediates the effects of CWE on OC, this study aligns with SET’s principle
of dynamic exchange, reinforcing the rationale for a correlational methodology
(Terrell, 2024; Hussain, 2024).

C. Competitive Work Environments

1. Definition and Theoretical Perspectives on CWE

CWE are working situations in which employees compete to gain rewards,
appreciation, and promotions. CWE are most commonly found in performance-based
cultures, in which achievements are measured in comparison to others (Fletcher and
Nusbaum, 2010). CWE could develop through company practices, such as
promotions and incentives, or through company interpersonal relationships,
enhancing rivalry (Brown, Cron, and Slocum, 1998). CWE, in pushing employees to
enhance efficiency and creative effort, could also lead to job pressure and
interpersonal conflict (Vij and Sharma, 2025; Mishra et al., 2025).

A key differentiation in CWE research comes in the difference between
Competitive Climate and CWE. CWE are the organizational and structure elements
in support of the encouragement and facilitation of competition, such as reward and
evaluation mechanisms (Fletcher and Nusbaum, 2010). Competitive Climate, in
contrast, are employees' perceptions about the climate of competition, in the sense

that employees in the same CWE hold different perceptions about competitive
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pressure based on internal dispositions such as interpersonal relationships, ambition,
and resilience at the workplace (Brown, Cron, and Slocum, 1998). This distinction is
critical because an organization may implement competitive policies, but their
impact depends on how employees interpret and respond to them (Dhir and Vallabh,
2025).

Academic perspectives on CWE are divided between those who see
competition as a performance-enhancing factor and those who emphasize its
potential drawbacks. Proponents of CWE argue that competition fosters motivation,
efficiency, and innovation. According to Competitive Advantage Theory (Porter,
1985), organizations that encourage competition can achieve higher levels of
productivity and skill development. When employees compete for rewards and
recognition, they may push themselves to achieve greater results, develop expertise,
and contribute more actively to organizational success (Thor, 2025; Liu et al., 2025).
This perspective suggests that CWE is particularly beneficial in target-driven
industries such as sales, finance, and technology, where individual performance

directly affects business outcomes (Dhir and Vallabh, 2025).

However, critics argue that excessive competition can erode teamwork,
increase stress, and foster workplace conflict (De Dreu and Weingart, 2003). Social
Comparison Theory (Festinger, 1954) explains that individuals in highly competitive
environments frequently evaluate their own performance relative to their peers,
leading to anxiety, dissatisfaction, and disengagement when they perceive
themselves as underperforming (Mishra et al., 2025). Moreover, highly competitive
environments may incentivize unethical behaviors, such as withholding information,
prioritizing individual success over team performance, or even workplace sabotage
(Huseynzada, 2025).

A more balanced perspective comes from the theory of Dynamic
Competition, whereby CWE is neither good nor bad, and the impact depends on the
organisational culture, the quality of the leadership, and the support mechanisms in
the workforce (Pratama and Martono, 2025). Competition, if integrated into the
structure in the manner of balanced rewards, objective evaluation mechanisms, and
team-oriented culture, could enhance the workforce's performance and prevent
promoting enmity. Competition, if poorly managed and highly competitive, could
lead to conflict, pressure, and disengagement (Zolfaghari Zaferani et al., 2025).
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Given these competing perspectives, CWE must be put into perspective in
terms of other elements in the workplace, including team relationships, the style of
the leader, and employee attitudes. The sections to be discussed later shall look at
CWE in terms of how CWE, TC, and RC impact OC and gain further understanding
about how CWE performs in the working world.

2. Dimensions of Competitive Work Environments

CWE are multifaceted, in the sense that employees compete for different
sources of rewards, recognition, and status. CWE, while enhancing the motive and
productivity, depends to a great extent on the nature of the competition employees
face and how the company deals with it (Fletcher and Nusbaum, 2010). CWE
research suggests four major CWE dimensions, including competition for rewards,
competition for status, competition for recognition, and coworker-driven competition
(Brown, Cron, and Slocum, 1998). All the CWE dimensions impact employee
conduct and organizational life differently, influencing both favorable and
unfavorable outcomes in the workplace (Beikzad and Mokhtari, 2024; Pourshahabi et
al., 2024).

Competition for Rewards

One of the most common forms of workplace competition is competition for
rewards, where employees strive to outperform their peers to receive tangible
incentives such as bonuses, salary increases, and promotions. This type of
competition is typically structured through performance-based reward systems that
rank employees based on key performance indicators (KPIs) or predefined

organizational objectives (Mishra et al., 2024).

Proponents argue that reward-based competition enhances motivation,
efficiency, and goal achievement, particularly in industries where performance
metrics are clearly measurable, such as sales and finance (Porter, 1985; Nicolescu
and Ripa, 2024). Employees who perceive the reward system as fair and transparent
are more likely to remain engaged and committed to their work (Mohmedi et al.,
2024). However, if competition for rewards is perceived as unfair or excessively
stressful, it may foster resentment, unethical behavior, or decreased team cohesion
(De Dreu and Weingart, 2003). Employees who fail to secure rewards may

experience demotivation and job dissatisfaction, which could ultimately reduce OC
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(Shakki et al., 2024).
Competition for Recognition

Unlike competition for rewards, which involves tangible benefits,
competition for recognition is centered on social and psychological validation.
Employees in this dimension of CWE seek to be acknowledged as top performers
through awards, public praise, or informal recognition by supervisors and peers
(Fletcher and Nusbaum, 2010). Organizations that emphasize employee recognition
programs foster an environment where employees are motivated to excel, often
leading to higher job satisfaction and increased discretionary effort (Al-Dhabibi,
2024).

However, recognition-based competition can also create unintended
consequences. Employees who do not receive acknowledgment may feel overlooked
or undervalued, leading to disengagement and dissatisfaction (Beikzad and Mokhtari,
2024). Additionally, if recognition is given inconsistently or perceived as biased, it
can lead to feelings of favoritism, creating divisions among employees and
potentially increasing workplace conflict (Zhou, 2024). Thus, while healthy
recognition-based competition can enhance performance and motivation,
organizations must ensure that recognition is distributed fairly and transparently to

prevent workplace tensions (Mishra et al., 2024).
Competition for Status

Competition for status refers to employees striving to enhance their
hierarchical position within the organization. This form of competition is often
linked to job titles, privileges, and professional influence (Brown, Cron, and Slocum,
1998). Employees competing for status aim to secure leadership roles, gain access to
exclusive resources, or establish themselves as key decision-makers (Pourshahabi et
al., 2024).

In organizations where hierarchical advancement is highly valued, status-
driven competition can lead to increased ambition, career growth, and innovation
(Porter, 1985; Langreet, 2024). Employees may actively seek to develop new skills,
expand their professional networks, and demonstrate leadership qualities to secure
higher-ranking positions (Mishra et al., 2024). However, excessive status

competition can also generate workplace tensions, particularly when employees
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engage in rivalry, power struggles, or exclusionary behaviors (Shakki et al., 2024). If
status mobility is perceived as restricted or based on favoritism, employees may
experience frustration, reduced engagement, or even turnover intentions (Nicolescu
and Ripa, 2024).

Coworker-Driven Competition

Beyond structured organizational incentives, competition often emerges
informally through coworker-driven rivalry. In this form of CWE, employees
compete against one another for influence, expertise recognition, or peer comparison
(Fletcher and Nusbaum, 2010). Unlike competition for rewards, recognition, or
status, coworker-driven competition is often self-imposed, arising from personal
ambitions, professional comparisons, or competitive workplace cultures (Al-Dhabibi,
2024).

While coworker-driven competition can drive individual performance and
innovation, it also presents significant risks if not managed effectively. In highly
competitive environments, employees may prioritize outperforming their colleagues
over collaboration, leading to knowledge hoarding, workplace conflicts, and reduced
team cohesion (De Dreu and Weingart, 2003). Additionally, organizations that fail to
set clear team-based goals may inadvertently encourage destructive competition,
where employees undermine each other rather than contributing collectively to

organizational success (Zhou, 2024).

The four CWE dimensions have distinct contributions to making the
workplace what it is. Competition, in turn, stimulates employees, encourages
professional improvement, and stimulates organizational achievements, but also
yields tensions, disengagement, and pressure if poorly managed. It's necessary to
recognize and scrutinize the dimensions to attain the balancing act between
competitions and cooperation to increase employee engagement and long-term
organizational attachment. The succeeding sections in this research shall look into
how CWE co-occurs and co-relates to TC and RC to influence OC and provide

greater implications in the overall workspace.

3. Dynamic Competition Theory: How CWE Evolves Over Time

CWE are not static; rather, they evolve based on leadership strategies, market

conditions, and corporate priorities. Dynamic Competition Theory suggests that
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competition in the workplace fluctuates over time, influenced by organizational
culture, industry demands, and employee perceptions (Zhu, 2024; Haozhe and
Nazarenko, 2024). Unlike traditional models that view competition as a fixed
characteristic, this perspective recognizes that competition can be intensified or

moderated depending on external and internal factors (Reznik et al., 2025).

Leadership plays a crucial role in shaping CWE. Transformational leaders,
who emphasize innovation and collaboration, may reduce excessive competition by
fostering team-oriented goals, while transactional leaders, who reward individual
performance, may amplify competitive behaviors (Bass, 1990). Similarly, market
conditions influence  CWE dynamics, during periods of economic stability,
organizations may encourage healthy competition for career growth, whereas in
uncertain times, competitive pressures may increase, leading to stress and workplace
conflict (Najafi Arkhodi et al.,, 2024). Corporate strategy also determines how
competition is managed; some organizations prioritize internal competition to drive
productivity, while others adopt collaborative models to enhance teamwork (Stratone

and Vatamanescu, 2024).

The impact of CWE on OC also varies over time. In the short term,
competition can serve as a motivational driver, encouraging employees to strive for
excellence, develop skills, and contribute actively to organizational goals (Porter,
1985). Employees may experience increased engagement and performance when
competition is perceived as fair and merit-based (Rawat and Barnes, 2024).
However, in the long term, sustained high competition may lead to burnout,
workplace stress, and declining job satisfaction, particularly if employees feel
excessive pressure or a lack of job security (De Dreu and Weingart, 2003). This shift
can reduce affective commitment, as employees may become disillusioned with a
highly competitive work culture, leading to higher turnover intentions and
disengagement (Chen and Wang, 2025).

D. Workplace Conflict, Conflict Management, and the Mediating Role of
Conflict

1. Workplace Conflict in Competitive Work Environments

Conflict is an inevitable part of organizational life, particularly in CWE,
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where employees compete for rewards, recognition, and career advancement.
However, the way conflict is managed determines whether it becomes a constructive
force that enhances performance and commitment or a destructive force that disrupts
teamwork and trust (Rahim, 2002). Conflict Management Theory (CMT) provides a
framework for understanding how workplace conflicts emerge, escalate, and can be
effectively resolved to improve organizational outcomes (Ali and Cai, 2024).

CMT distinguishes between functional and dysfunctional conflict. Functional
conflict, often associated with TC, can lead to innovation, critical thinking, and
improved decision-making when managed properly (Jehn and Mannix, 2001). In
contrast, dysfunctional conflict, commonly linked to RC, tends to harm employee
relationships, reduce job satisfaction, and lower OC (De Dreu and Weingart, 2003).
The challenge for organizations is to mitigate the negative effects of relationship

conflict while leveraging the potential benefits of task conflict (Zhou, 2024).

2. Conflict Management and Its Impact on Workplace Conflict

According to CMT, conflict management strategies fall into five main
categories: avoiding, accommodating, competing, compromising, and collaborating
(Rahim, 2002). Avoiding conflict may reduce immediate tensions but often leads to
unresolved issues that resurface later. Accommodating and compromising
approaches help maintain workplace harmony but may not always address the root
causes of conflict. Competing strategies, which prioritize winning over resolution,
can exacerbate CWE tensions, particularly if they foster interpersonal hostility. The
most effective approach is collaboration, which encourages open dialogue and
problem-solving, making task conflict productive while preventing relationship

conflict from damaging workplace commitment (Ali and Cai, 2024).

Organizations that adopt proactive conflict management strategies create
environments where employees feel safe to express diverse opinions without fear of
retaliation or hostility. When conflict is handled constructively, employees remain
engaged and committed, viewing disagreements as opportunities for growth rather
than sources of tension (Edmondson, 1999). This perspective is critical in
understanding why TC and RC serve as mediators in the CWE-OC relationship—
their effects are largely shaped by how conflicts are managed within the

organization.
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3. Task Conflict and Relationship Conflict in CWE

TC refers to disagreements related to work processes, decision-making, and
resource allocation. It occurs when employees or teams have differing opinions about
how tasks should be completed, what strategies should be prioritized, or how
organizational goals should be achieved (Petitta and Ghezzi, 2025). When managed
effectively, task conflict can lead to constructive discussions, enhanced problem-
solving, and innovation, making it a potentially beneficial aspect of workplace
dynamics (Tjosvold, 2008; Geraldes et al., 2024).

RC, on the other hand, arises from emotional and interpersonal tensions
between employees. Unlike task conflict, which is work-related, relationship conflict
is often driven by personality clashes, miscommunication, or perceived personal
offenses (De Dreu and Weingart, 2003). RC tends to be more disruptive than TC, as
it fosters negative emotions, erodes trust, and diminishes collaboration (Rusu, 2024).
When unresolved, relationship conflict can create a toxic work environment, leading
to disengagement and reduced OC (Arshad et al., 2024). While both types of conflict
exist in competitive settings, their impact on OC differs significantly, making it

essential to examine their effects separately.

4. The Mediating Role of Workplace Conflict

TC and RC play a significant role in mediating how CWE influence OC.
While CWE inherently fosters competition, the presence of workplace conflict
determines whether this competition enhances employee commitment or undermines
it. When CWE generates task conflict in a controlled and constructive manner, it can
increase OC by fostering innovation, collaboration, and problem-solving (Jehn and
Mannix, 2001). Employees who experience healthy levels of task conflict engage in
discussions that refine processes, improve efficiency, and lead to better decision-
making (Zhou, 2024). Research suggests that teams experiencing moderate levels of
task conflict often report higher engagement, stronger commitment to shared goals,

and improved work performance (Tjosvold, 2008).

However, whether TC enhances or hinders OC depends on conflict resolution
mechanisms. If organizations encourage collaborative problem-solving and provide
structured avenues for addressing task-related disputes, employees remain engaged

and committed to their roles (Ali and Cai, 2024). Conversely, if task conflicts
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escalate without proper resolution, they can turn into frustration, disengagement, and
ultimately lower commitment (Rahim, 2002). Therefore, task conflict acts as a
mediator—in CWE, it has the potential to either strengthen or weaken OC,

depending on how it is managed.

Unlike task conflict, RC consistently has negative effects on OC. CWE
environments often create heightened competition and pressure, increasing the
likelihood of personality clashes, resentment, and interpersonal tensions (De Dreu
and Weingart, 2003). When competition is perceived as unfair or excessively intense,
employees may begin to view their colleagues as rivals rather than collaborators,
leading to distrust, communication breakdowns, and reduced engagement (Zhou,
2024).

RC disrupts team cohesion and psychological safety, making employees feel
uncomfortable, unsupported, and less committed to their workplace (Edmondson,
1999). Unlike TC, which can be channeled productively, RC tends to persist over
time, eroding trust and weakening workplace relationships (Ali and Cai, 2024).
Employees who frequently experience relationship conflict are more likely to
disengage, develop turnover intentions, and report lower job satisfaction (Rahim,
2002).

Moreover, leadership plays a crucial role in determining the severity of
relationship conflict. Leaders who fail to mediate interpersonal disputes or who
encourage cutthroat competition risk creating environments where relationship
conflict thrives, leading to high levels of stress and low levels of OC (Ali and Cai,
2024). Therefore, RC serves as a mediator that consistently weakens OC, reinforcing

the importance of conflict resolution strategies in CWE settings.

E. Psychological Safety Theory and Its Impact on Relationship Conflict and

Organizational Commitment

1. Definition of Psychological Safety

Psychological Safety Theory explains how employees’ willingness to engage,
collaborate, and commit to their organization is influenced by their perception of a
safe and supportive work environment (Edmondson, 1999). Psychological safety

refers to an employee’s belief that they can express their ideas, ask questions, or take
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risks without fear of embarrassment, punishment, or interpersonal retaliation (Creon
and Schermuly, 2024). When employees trust their organization and feel safe within
their teams, they are more likely to exhibit higher levels of job satisfaction,
engagement, and OC (Vavilkina, 2024).

In CWE, psychological safety plays a crucial role in determining whether
workplace competition leads to motivation and innovation or workplace stress and
disengagement. Employees who perceive their workplace as psychologically safe are
better equipped to handle competition and task-related disagreements without fear of
negative repercussions (Creon and Schermuly, 2024). Conversely, a lack of
psychological safety can create a culture of fear, distrust, and emotional exhaustion,

which significantly lowers commitment levels (Kraus et al., 2024).

2.  Why Relationship Conflict is More Damaging Than Task Conflict

The presence of RC in the competitive working climate undermines the sense
of psychological security, and to a greater magnitude, the effect on OC in
comparison to TC. Based on interpersonal tensions, trust, and pressure, employees
exposed to RC feel isolated, alone, and hesitant to engage in working interactions
(De Dreu and Weingart, 2003). Therefore, RC sets a toxic working climate in which
employees are less cooperative, less likely to share ideas, and less loyal to the

company (Jaidi, 2024).

In contrast, TC does not necessarily harm commitment if managed
effectively. Disagreements about work processes, strategies, or decision-making can
be constructive if they are addressed through open communication and collaborative
problem-solving (Jehn and Mannix, 2001). Unlike RC, TC does not inherently
disrupt trust, psychological safety, or workplace relationships. When employees feel
safe voicing differing opinions in a non-hostile manner, they may remain engaged,

motivated, and committed to organizational goals (Creon and Schermuly, 2024).

Given that RC directly threatens psychological safety, organizations that fail
to mitigate interpersonal conflicts risk lowering employee engagement, increasing
turnover intentions, and fostering workplace dissatisfaction. Therefore, reducing RC
and fostering a psychologically safe environment is crucial for sustaining high levels

of OC, particularly in competitive work settings.
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F. The Role of Leadership in Competitive Work Environments and Workplace
Conflict

Leadership plays a crucial role in shaping CWE by influencing how
competition is structured, perceived, and managed. Two primary leadership styles,
Transformational and Transactional Leadership, affect CWE and workplace conflict
in distinct ways (Bass, 1990). Transformational leaders encourage collaboration,
innovation, and employee development, fostering a workplace where competition is
balanced with teamwork (Wondrusch, 2024). They emphasize shared goals and
psychological safety, which can help mitigate the negative effects of relationship
conflict while maintaining the benefits of task conflict (Kraus et al., 2024).
Employees under transformational leadership are more likely to experience healthy
competition that drives motivation without excessive interpersonal tension (Jaidi,
2024). In contrast, Transactional leaders focus on performance-based incentives,
structured rewards, and hierarchical authority (Burns, 1978). While this leadership
style can enhance short-term productivity by reinforcing competitive performance
metrics, it may also intensify rivalry, increase relationship conflict, and weaken
collaboration (Ali and Cai, 2024). In highly transactional environments, employees
may prioritize individual success over team cohesion, potentially reducing OC if
competition becomes too aggressive (Creon and Schermuly, 2024). Leadership also
moderates CWE’s effects on workplace conflict by shaping how employees perceive
and respond to competitive pressures. Leaders who actively manage competition
through fair policies and open communication can reduce relationship conflict and
promote constructive task conflict (Creon and Schermuly, 2024), while ineffective
leadership may allow workplace tensions to escalate, negatively affecting
commitment levels (Ali and Cai, 2024). Effective leaders establish clear performance
expectations, encourage ethical competition, and create transparent reward systems
to prevent CWE from fostering interpersonal hostility (Jaidi, 2024). Transformational
leaders, in particular, facilitate open discussions and conflict resolution, ensuring that
competition remains productive rather than destructive (Wondrusch, 2024).
Moreover, leadership influences OC by determining whether employees feel
supported, valued, and fairly treated. Employees who believe the support and justice
are provided by the leaders are also expected to be involved and committed, even in

competitive working places (Meyer and Allen, 1991). But employees who are
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exposed to the favor, unequal competitions, and perceived lack of support from the
leader are expected to experience greater conflict in the working place and less OC
(Kraus et al., 2024). Although leadership wont be a variable in this study, we should
acknowledge its moderating role in CWE and workplace conflict in order to give a

full understanding of workplace competition dynamics.

G. Job Demands-Resources (JD-R) Theory and Its Implications for CWE and
ocC

1. Overview of JD-R Theory

The Job Demands-Resources (JD-R) Theory provides a framework for
understanding how workplace conditions shape employee well-being, motivation,
and OC. The theory posits that every job has two fundamental elements: job
demands, which refer to the psychological, emotional, and physical stressors
associated with work, and job resources, which include factors that help employees
manage these demands effectively (Bakker and Demerouti, 2007). Job demands,
such as high workloads, tight deadlines, and competitive pressures, can lead to stress
and burnout if employees do not have sufficient job resources to counterbalance
them (Hessari et al., 2024). Conversely, job resources, such as supportive leadership,
opportunities for skill development, and a collaborative work environment, can
enhance motivation and engagement, ultimately strengthening OC (Li and Zhang,
2024).

Within CWE, employees frequently experience high job demands due to
performance-based competition, evaluation systems, and pressure to outperform
colleagues. However, the impact of CWE on OC depends on the availability of job
resources that help employees manage the pressures of competition. In organizations
where employees receive the necessary support, CWE can be a motivating force that
enhances performance and commitment. In contrast, if competition is excessively
demanding without proper resources, it can lead to workplace stress, interpersonal
tensions, and disengagement (Hessari et al., 2024). JD-R Theory thus provides an
important perspective for understanding why CWE affects employees differently,

depending on the broader work environment.
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2. CWE as a Challenge vs. Hindrance Stressor

JD-R Theory further differentiates between challenge stressors and hindrance
stressors, which help explain why CWE sometimes drives motivation and
commitment while at other times leads to stress and disengagement (Crawford et al.,
2010). CWE can function as a challenge stressor when employees view competition
as an opportunity to grow, excel, and enhance their skills. In organizations that foster
a fair and transparent competitive culture, employees perceive competition as a
positive force that stimulates innovation, goal achievement, and career progression.
This perception strengthens OC, as employees feel valued and motivated to invest in
their work (Hessari et al., 2024).

However, CWE can also act as a hindrance stressor when competition is
perceived as excessive, unfair, or disruptive. In environments where competition is
poorly managed, employees may feel that success is based on favoritism, unrealistic
expectations, or a lack of teamwork. Instead of feeling motivated, employees may
experience workplace anxiety, job dissatisfaction, and interpersonal conflict. Over
time, these stressors weaken their commitment to the organization, leading to
disengagement and increased turnover intentions (Li and Zhang, 2024). The
distinction between CWE as a challenge or hindrance stressor highlights the
importance of organizational policies and leadership in shaping how employees

experience workplace competition.

3. The Impact of Job Resources on CWE and OC

Job resources play a crucial role in moderating the relationship between CWE
and OC, determining whether employees thrive or struggle in a competitive setting.
Employees in high-resource environments, where they receive clear guidance,
leadership support, and access to development opportunities, are more likely to view
competition as a positive challenge. In such settings, CWE can drive engagement and
motivation, as employees feel empowered to leverage competition for personal and
professional growth (Bakker and Demerouti, 2007). Organizations that cultivate team
collaboration, fairness in rewards, and mentorship programs create a work culture

where CWE strengthens rather than weakens OC.

Conversely, employees in low-resource environments are more vulnerable to

the negative effects of CWE. When job demands, such as intense competition and
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performance pressure, are not met with adequate support, employees are more likely
to feel overwhelmed, isolated, and stressed. The lack of resources to manage
competitive pressures can lead to burnout, workplace conflict, and declining
engagement, ultimately reducing their commitment to the organization (Hessari et
al., 2024). Without structured career development programs, transparent reward
systems, or effective conflict resolution strategies, CWE may become an ongoing

source of stress rather than a motivator, pushing employees toward disengagement.

By recognizing the critical role of job resources, organizations can better
understand how CWE influences OC and take proactive steps to ensure that
competition is structured, fair, and well-supported. This alignment between job
demands and resources is essential for ensuring that CWE acts as a driver of

commitment rather than a source of workplace stress.

H. Cultural Moderators: How Workplace Culture Influences the CWE-OC
Relationship

1. Hofstede’s Cultural Dimensions and CWE

Culture plays a significant role in shaping how employees perceive and
respond to CWE. Hofstede’s Cultural Dimensions Theory provides a framework for
understanding cross-cultural differences in workplace behavior, competition, and
conflict resolution (Hofstede, 1980). Two key cultural dimensions—Individualism
vs. Collectivism and Power Distance—are particularly relevant in determining how
CWE affects OC across different cultural contexts (Mangula, 2023).

Individualism vs. Collectivism is a key determinant of how workplace
competition is perceived and internalized by employees. In individualistic cultures,
such as the United States, the United Kingdom, and Canada, competition is generally
encouraged, and success is measured by individual achievements. Employees in
these cultures often view CWE as a motivational force that drives personal success,
skill development, and career advancement (Liu and Li, 2024). They are more likely
to embrace competition as a challenge stressor that enhances commitment, provided

they perceive the system as fair and meritocratic.

Conversely, in collectivist cultures, such as Japan, China, and South Korea,

the emphasis is placed on group harmony, teamwork, and collective success

23



(Hofstede, 1980). Employees in these cultures may perceive intense workplace
competition as disruptive, particularly if it threatens group cohesion or fosters
interpersonal conflict (Mangula, 2023). In collectivist societies, CWE that prioritizes
individual success over team outcomes may be viewed negatively, leading to higher
relationship conflict and lower OC (Kashima, 2024). Organizations operating in
collectivist cultures may need to adapt competitive structures by incorporating
collaborative incentives that balance performance-based rewards with team-oriented

goals.

Another critical dimension is Power Distance, which refers to the extent to
which employees accept hierarchical structures and unequal power distribution in
organizations (Hofstede, 1980). In high power distance cultures, such as many
Middle Eastern, Latin American, and Asian countries, employees are accustomed to
strict workplace hierarchies, where leadership decisions significantly shape the
competitive environment (Mangula, 2023). Employees may be less likely to
challenge authority or openly compete with superiors, meaning CWE must be
structured in a way that aligns with cultural expectations of respect and seniority
(Alfifi, 2024).

In contrast, in low power distance cultures, such as Denmark, Sweden, and
the Netherlands, workplace structures tend to be more egalitarian, and employees are
comfortable engaging in open competition even with higher-ranking colleagues (Liu
and Li, 2024). CWE in these cultures is more dynamic and less constrained by
hierarchy, meaning employees may perceive healthy workplace competition as an

opportunity for advancement rather than a source of stress (Mangula, 2023).

2. How Cultural Norms Affect Workplace Competition and Conflict

Cultural norms significantly influence how employees experience and
respond to CWE, workplace conflict, and commitment levels. One of the most
notable cultural distinctions is Western vs. Eastern workplace environments, which

differ in their approaches to competition, collaboration, and conflict resolution.

Western workplace cultures, particularly in North America and parts of
Europe, tend to embrace competition as an essential driver of productivity and
innovation. Employees are encouraged to outperform their peers, with workplace

structures often designed around individual achievements, merit-based rewards, and
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direct communication (Liu and Li, 2024). In these settings, CWE is more likely to be
seen as a motivator, reinforcing commitment as long as competition is perceived as
fair and structured. However, if CWE leads to excessive interpersonal rivalry, it can

still result in relationship conflict that diminishes engagement (Alfifi, 2024).

In contrast, Eastern workplace cultures, including those in Asia and the
Middle East, tend to prioritize group harmony, long-term stability, and respect for
hierarchy (Hofstede, 1980). In these environments, excessive competition may be
viewed as disruptive, particularly if it creates tensions within teams. Employees in
these cultures are often less likely to engage in open workplace conflict but may
instead experience indirect stress or disengagement when CWE is perceived as too
aggressive or threatening to group cohesion (Mangula, 2023). As a result, companies
operating in Eastern cultural contexts may need to modify competitive structures to
incorporate more collaborative elements, such as team-based incentives rather than

purely individual competition (Kashima, 2024).

Beyond national cultures, corporate culture also plays a key role in shaping
how CWE is experienced. Industries with highly competitive corporate cultures, such
as finance, technology, and sales, tend to reinforce CWE by structuring workplace
success around rankings, performance metrics, and high-stakes incentives (Alfifi,
2024). In these industries, employees may expect competition and thrive under
pressure, assuming sufficient job resources are in place. However, in industries
where collaboration and creativity are central to productivity, such as healthcare,
education, and design, CWE may reduce commitment rather than enhance it, as
employees may feel that competition undermines the cooperative nature of their
work (Liu and Li, 2024).

3. Hypotheses Development

Building on the theoretical framework, this section outlines the development
of the study’s hypotheses, linking Competitive Work Environments (CWE), TC, RC,
and OC. The hypotheses are derived from Social Exchange Theory (SET), Conflict
Management Theory (CMT), Job Demands-Resources (JD-R) Theory, and
Psychological Safety Theory, providing a strong theoretical foundation for
examining these relationships. Figure 1 presents the conceptual model that guides

this study. It illustrates the direct and indirect relationships among CWE, workplace
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conflict (TC and RC), and OC. The model proposes that CWE influences OC both
directly (H1) and indirectly through the mediating effects of RC (H6) and TC (H7).
The diagram also depicts the hypothesized positive relationships between CWE and
conflict types (H2 and H3), as well as the negative associations between conflict and
commitment (H4 and H5). The solid arrows indicate direct relationships, while the
dashed arrows represent the mediating role of conflict in the CWE-OC relationship.

H3 /// Task Conflict \\ H5
- \\\
— H7

______________________________ »
Competitive Work H1 . Organlz§t|0nal
Environment Commitment

______________________________ ’

~_ -

T~
H2 e Relationship Conflict / Ha

Figure 1: Conceptual Model

CWE fosters a performance-driven culture where employees are motivated to
excel, achieve career advancement, and contribute to organizational success. In
dynamic and goal-oriented workplaces, competition can serve as a challenge stressor,
encouraging employees to enhance their skills, stay engaged, and strive for
excellence (Bakker and Demerouti, 2007). Social Exchange Theory (SET) suggests
that when organizations provide fair and transparent competitive structures,
employees perceive the workplace as rewarding, reinforcing their sense of
commitment. Similarly, Psychological Safety Theory highlights that in structured
CWE, where employees feel supported rather than threatened, competition can
strengthen engagement and workplace belonging (Edmondson, 1999). While
excessive competition may introduce conflict, its positive aspects—such as career
growth opportunities and performance-based recognition—can outweigh potential
drawbacks, ultimately reinforcing OC. As a result of this reasoning, | hypothesize the

following:

26



H1: Competitive work environments positively affect organizational

commitment.

CWE inherently fosters interpersonal tensions, as employees compete for
limited organizational resources. According to Conflict Management Theory (CMT),
workplaces with high competition often experience relationship-based conflicts,
characterized by animosity, distrust, and personal clashes (Rahim, 2002). When
competition is perceived as unfair or overly aggressive, employees may experience
hostility toward colleagues, leading to deteriorating workplace relationships and

increased RC (Ismail, 2024). For that reason, I hypothesize the following:
H2: Competitive work environments positively affect relationship conflict.

In contrast to relationship conflict, TC arises when employees disagree over
work-related decisions, processes, or strategies. CWE can stimulate healthy task
conflict, as competition encourages employees to challenge ideas, improve decision-
making, and foster innovation (Jehn and Mannix, 2001). However, according to
Dynamic Competition Theory, CWE's effects on TC can vary, with moderate
competition enhancing constructive discussions while excessive competition causes

dysfunction (Porter, 1985). For that reason, | hypothesize the following:
H3: Competitive work environments positively affect task conflict.

RC disrupts workplace collaboration, trust, and team cohesion, which
significantly lowers OC. According to Psychological Safety Theory, a work
environment marked by interpersonal hostility weakens employees’ sense of
security, leading to withdrawal behaviors, job dissatisfaction, and disengagement
(Edmondson, 1999). As employees face persistent interpersonal stress, they are more
likely to feel disconnected from the organization, ultimately reducing OC (De Dreu

and Weingart, 2003). For that reason, | hypothesize the following:
H4: Relationship conflict negatively affects organizational commitment.

Although Task Conflict can have constructive elements, unmanaged or
prolonged task-related disputes may lead to workplace frustration and
disengagement. According to Conflict Management Theory, poorly resolved TC can
create decision-making inefficiencies and reduced teamwork, thereby lowering
commitment (Rahim, 2002). When employees struggle with persistent disagreements

over job roles, processes, or expectations, they may experience reduced engagement
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and motivation to remain within the organization (Muslimin et al., 2024). For that
reason, | hypothesize the following:

H5: Task conflict negatively affects organizational commitment.

CWE fosters intense interpersonal rivalries, which in turn influence OC
through the presence of RC. According to Social Exchange Theory, employees
remain committed when they perceive workplace relationships as supportive and fair
(Blau, 1964). However, when CWE leads to interpersonal hostility, employees feel
disconnected, reducing their willingness to stay (Pimpong, 2023). This suggests that
RC may have a mediating role in the relationship between CWE and OC, reinforcing
the negative impact of CWE on employee retention and engagement. For that reason,

| hypothesize the following:

H6: Relationship conflict has a mediating role in the effect of competitive

work environments on organizational commitment.

CWE not only fosters interpersonal disputes but also intensifies
disagreements over tasks, roles, and responsibilities. Task Conflict, when well-
managed, can enhance engagement, but in many cases, poor conflict resolution
mechanisms turn it into a stressor that decreases OC (Jehn and Mannix, 2001). JD-R
Theory suggests that if organizations fail to provide adequate resources to resolve
task conflicts, CWE may decrease OC by creating persistent inefficiencies and
frustrations (Bakker and Demerouti, 2007). For that reason, | hypothesize the

following:

H7: Task conflict has a mediating role in the effect of competitive work

environments on organizational commitment.
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1. METHODOLOGY

A. Participants

The participants in this study consisted of employees working in team-based
settings across various industries. The study focused exclusively on non-managerial
employees, ensuring that responses reflected experiences from individuals directly
engaged in workplace competition and team interactions. The sample included
individuals from both the private and public sectors, providing a diverse

representation of workplace environments.

A total of 189 responses were collected. The adequacy of this sample size
was evaluated based on the criteria established by Terzis and Economides (2011).
According to their guidelines, the minimum required sample size should be the
greater of two values. Hence, it should be either ten times the number of items in the
most complex construct, or ten times the number of the largest independent variables
affecting the dependent variable (Chin, 1998). Given that this study incorporates 17
measurement items, the required minimum sample size was 170 participants. The
final sample of 189 valid responses exceeds this threshold, ensuring that the study
meets the statistical requirements for regression and correlation analysis. Even
though some respondents answered that they were unemployed, retired, or unable to
work at the time of the survey. These respondents were included as long as they had
relevant past work experience that allowed them to meaningfully evaluate workplace
competition, conflict, and OC.

The study employed convenience sampling, a widely used non-probability
sampling method where participants are selected based on accessibility and
willingness to participate (Etikan, 2016). This approach was chosen due to its
practicality in organizational research, allowing for efficient data collection from
employees who met the predefined participation criteria. While convenience
sampling has limitations in generalizability, it remains an effective method for

exploratory studies investigating workplace dynamics (Saunders et al., 2019).
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B. Data Collection Instruments

To ensure the validity and reliability of the study, well-established, previously
validated measurement scales were adopted. Each scale used a Likert-type response
format, enabling participants to indicate their level of agreement or frequency of

experience related to CWE, OC, and workplace conflict.

1. Competitive Work Environments

The Competitive Work Environments Scale developed by Fletcher and
Nusbaum (2010) was used to assess perceptions of workplace competition. This
scale consists of four items, each measuring the extent to which employees
experience a competitive atmosphere in their workplace. Responses ranged from 1 =
Strongly Disagree to 5 = Strongly Agree. The original study by Fletcher and
Nusbaum (2010) reported a Cronbach’s Alpha of 0.80 for this scale. In the present

study, the internal consistency was found to be a = 0.828, indicating high reliability.

2. Organizational Commitment Scale

The Organizational Commitment Scale developed by Jaworski and Kohli
(1993) was used to measure employees’ emotional and psychological attachment to
their organization. This scale comprises of seven items, each assessing the extent to
which employees feel aligned with their organization’s goals and values. Responses
recorded ranged from 1 = Strongly Disagree to 5 = Strongly Agree. The original
study by Jaworski and Kohli (1993) reported a Cronbach’s Alpha of 0.78. In this
study, the internal consistency was a = 0.713, which falls within the acceptable range
(Nunnally, 1978). Notably, items 3 and 6 were reverse-coded to ensure consistency

in data interpretation.

3. Task Conflict Scale

The Task Conflict Scale developed by Jehn and Mannix (2001) was used to
measure disagreements among team members regarding work-related tasks,
processes, and goals. This scale consists of three items, assessing the degree to which
employees experience task-related conflicts in their workplace. Responses were
recorded on a 7-point scale, ranging from 1 = Never to 7 = Every Time. Jehn and

Mannix (2001) originally reported a Cronbach’s Alpha of 0.81 for this scale. The
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current study found an internal consistency of a = 0.824, confirming the robustness

of the measurement instrument.

4. Relationship Conflict Scale

The Relationship Conflict Scale developed by Jehn and Mannix (2001) was
used to assess interpersonal tensions and emotional conflicts among coworkers. This
scale comprises three items, measuring the extent of emotional distress, hostility, and
personal incompatibility in workplace relationships. Responses were recorded on a 7-
point scale, ranging from 1 = Never to 7 = Every Time. The original study by Jehn
and Mannix (2001) reported a Cronbach’s Alpha of 0.79. The internal consistency
for this study was o = 0.787, which is considered reliable for social science research

(Taber, 2017).

C. Data Collection Procedure

The data for this study were collected through an online survey distributed via
Google Forms. The survey was designed to gather responses efficiently from a
diverse sample of employees working in various industries. Given the global nature
of the workforce, an online survey method was chosen to ensure accessibility and
convenience for participants across different locations. The survey was administered
over a period of approximately seven weeks, from November 19, 2024, to January 7,
2025. This timeframe allowed sufficient opportunity for participants to respond while
ensuring an adequate sample size was obtained for statistical analysis. Participants
were approached using a combination of professional networks, industry contacts,
and online platforms. Additionally, initial respondents were invited to share the
survey with colleagues who worked in similar organizational settings. Furthermore,
prior to data collection, ethical approval for the study was obtained from the Istanbul
Aydin University Social and Human Sciences Research Ethics Committee to ensure
compliance with ethical research standards (See Appendix B). The study and scales
were reviewed and approved. All participants provided informed consent before
completing the survey, ensuring that their responses were voluntary and confidential.
No personally identifiable information was collected, maintaining strict adherence to

data protection regulations.
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D. Data Analysis Strategy

The statistical analysis for this study was conducted using IBM SPSS
Statistics 30, a widely used software for quantitative data analysis due to its robust
statistical capabilities, ease of handling large datasets, and compatibility with
PROCESS Macro V4.4 for mediation analysis. To ensure a rigorous analysis of the
collected data, several statistical tests were performed. First, descriptive statistics
analysis was applied to summarize the demographic characteristics of participants
and key study variables, calculating mean, standard deviation, skewness, and kurtosis
to assess central tendencies and distribution. Next, the Kaiser-Meyer-Olkin (KMO)
measure of sampling adequacy and Bartlett’s Test of Sphericity were employed to
evaluate whether the dataset was suitable for factor analysis; a KMO value above
0.70 indicated sampling adequacy, while a significant Bartlett’s Test (p<0.05)
confirmed the presence of inter-item correlations, justifying further analysis (Kaiser,
1974; Bartlett, 1954). Following this, multiple linear regression analysis was
conducted to examine the direct effects of CWE on OC and the potential impact of
TC and RC as mediators, reporting beta coefficients (J3), significance values (p), and
R-squared (R?) values. Additionally, Pearson’s correlation analysis was used to
assess the strength and direction of relationships among CWE, OC, TC, and RC, with
significance levels of p<0.05 and p<0.01 reported. To test mediation effects,
PROCESS Macro (Model 4) by Hayes (2013) was utilized to analyze direct, indirect,
and total effects, with further statistical validation through the Sobel Test, which
computed the Sobel (z) statistic to confirm whether the mediation of TC and RC was
significant. These analyses provided a comprehensive statistical framework to
evaluate the relationships between CWE, OC, and the mediating role of conflict in

the workplace.
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IV. RESULTS

A. Descriptive Analysis

1. Demographic Analysis

Analysis of the demographic data was done to understand the sample pool
and their profile. The frequency distribution of demographic information is presented

in the next subsection.

The gender distribution among the participants was relatively balanced, with
51.9% identifying as male (n=98) and 48.1% as female (n=91). This near-equal
representation enhances the generalizability of the findings by ensuring that both
male and female perspectives on CWE, task and relationship conflict, and

organizational commitment are adequately captured (Figure 2).

Gender Distribution

Female
Male

Figure 2: Gender distribution of participants

The results reveal that the majority of participants (69.3%) belonged to the
19-30 age group, followed by 21.7% in the 31-40 age range, while only a small
proportion of respondents were aged 41-50 (4.8%) and 51-60 (4.2%) (Figure 3).
Additionally, a box plot (Figure 4) was used to visualize the age spread, highlighting
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the concentration of younger participants and potential outliers. The data suggests
that the sample predominantly consists of younger professionals, which may
influence how CWE and conflicts are perceived, given that early-career employees
often experience heightened workplace competition as they establish themselves

within organizations.

Age Distribution of Participants
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Figure 3: Age distribution of participants

Box Plot of Age Distribution
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Figure 4: Box Plot for Age distribution
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The study sample consists of 189 participants from various employment
backgrounds. The majority of respondents (60.8%) were employed full-time, while
14.3% were working part-time. Additionally, 18% were unemployed, 3.2% were
unable to work, and 1.6% were retired, indicating a diverse range of employment
statuses (M=1.78, SD=1.19). Regarding the job sector, most participants (73.5%)
were employed in the private sector, while 26.5% worked in the public sector (M =
1.26, SD = 0.44). Although the respondents were not explicitly asked, a significant
number of respondents were affiliated with organizations belonging to the

educational sector with other sectors being in the hospitality sector.

The mean age of respondents was 29.73 years (SD = 8.29), reflecting a
relatively young workforce. In terms of educational attainment, the majority of
participants held a Bachelor’s degree (55.6%), followed by Master’s degree holders
(20.1%) and those with a Ph.D. (12%). A smaller proportion of participants had high
school diplomas (7.4%), primary school education (3.2%), or other qualifications
(9%) (M = 2.66, SD = 1.31).

Participants represented a wide range of ethnic backgrounds, with Middle
Eastern individuals comprising the largest group (45%), followed by Asian (19.6%),
White/Caucasian (16.4%), African (9%), Hispanic/Latina (2.1%), North African
(5.8%), and Other (2.1%) (M = 3.72, SD = 1.76).

Geographically, respondents were primarily based in Turkey (36.5%) and
Saudi Arabia (31.2%). The study results show that the majority of the sample
respondents belong to a collectivist culture according to Hofstede’s cultural
dimensions score. Followed by smaller proportions from Qatar (4.8%), Tunisia
(2.6%), Canada (5.8%), and other countries such as USA, United Arab Emirates,
Bahrain etc. (19%) (M = 3.24, SD = 1.93).

Regarding monthly income, responses varied significantly, with 27.5%
earning more than $2001 per month, while 27% earned between $501-$1000.
Meanwhile, 16.4% fell within the $1001-$1500 range, 11.6% between $1501-
$2000, and 10.6% earned between $101-$500. A small portion of participants
(6.9%) reported earning less than $100 per month (M = 3.98, SD = 1.59).

The descriptive analysis highlights the diverse employment statuses,

educational backgrounds, and geographic locations of the sample. The findings
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suggest that the sample provides a balanced representation of different workplace
environments, contributing to the validity of the study's findings.

On the other hand, to enhance the robustness of the demographic analysis,
Skewness and Kurtosis were examined. acceptable ranges typically falling between -
2 and +2 for Skewness and -7 and +7 for Kurtosis (Kline, 2011), though stricter
thresholds of -1 to +1 for Skewness and -2 to +2 for Kurtosis are sometimes

recommended for smaller samples (Hair et al., 2014).

Skewness measures the asymmetry of the distribution of a dataset, indicating
whether the values are more concentrated on one side of the mean (Field, 2013). A
positive skewness suggests a longer right tail, meaning most values are concentrated
toward the lower end, whereas a negative skewness indicates a longer left tail,
suggesting most values are concentrated toward the higher end. Kurtosis, on the
other hand, assesses the "tailedness" of a distribution—higher kurtosis values
indicate heavier tails (more extreme outliers), while lower kurtosis values suggest a
more uniform distribution (Tabachnick and Fidell, 2019).

In this study, the age distribution showed a positive skewness (1.208) and a
kurtosis of 2.526, indicating that most participants were younger (M = 29.73, SD =
8.29), but a small proportion of older respondents contributed to a longer right tail.

This suggests a predominantly young workforce with a few older outliers.

For employment status, skewness (1.682) and kurtosis (2.532) suggest a
highly right-skewed distribution, indicating that most participants were employed,
but some categories (e.g., unemployed, retired) had much lower representation.
Similarly, education level (skewness = 1.659, kurtosis = 2.552) reflects a
concentration of respondents with higher education degrees, with fewer participants

holding lower educational qualifications.

Regarding ethnicity (skewness = -0.367, kurtosis = -1.318) and country of
residence (skewness = 0.038, kurtosis = -1.464), the data is more symmetrically
distributed, suggesting a relatively balanced representation of different ethnic groups

and nationalities.

Lastly, the income distribution appears slightly negatively skewed (-0.124)
and platykurtic

(-1.120), indicating that most respondents reported moderate to higher
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incomes rather than extreme variations. Statistical information on Employment
Status, Job Sector, Education Level, Ethnicity, Country of Residence, and Income

Distribution is presented in Table 1.

Table 1: Employment Status, Job Sector, Education Level, Ethnicity, Country of
Residence, and Income Distribution

Demographics Frequency Percent
Unemployed 34 18.0
Unable to Work 6 3.2
Employment Retired 3 1.6
Status Part-time 27 14.3
Full-time 115 60.8
Contract/Temporary 4 2.1
Job Sector Public Sector 50 26.5
Private Sector 139 73.5
Primary School 6 3.2
Secondary School 5 2.6
Level of Education High School 14 7.4
Bachelor’s Degree 105 55.6
Master’s Degree 38 20.1
PhD 12 12
Other 9 9
White/Caucasian 31 16.4
Asian 37 19.6
Ethnicity Hispanic/Latina 4 2.1
African 17 9.0
Middle Eastern 85 45.0
North African 1 5.8
Other 4 2.1
Turkey 69 36.5
Tunisia 5 2.6
Country of Qatar 9 4.8
Residence Saudi Arabia 59 31.2
Canada 11 5.8
Other 36 19.0
Less than $100 13 6.9
$101 - $500 20 10.6
Monthly Income  $501 - $1000 51 27.0
$1001 - $1500 31 16.4
$1501 - $2000 22 11.6
More than $2001 52 27.5

The following table represents the mean and standard deviation of the sample
to help better understand the overall distribution and consistency of the sample data.
with the mean representing the average value while the standard deviation measures
the spread of the data around the mean. All of the statistical information is presented
in Table 2.
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Table 2: Mean and Standard deviation of the sample

Descriptive Statistics

Mean Std. Skewness Kurtosis
Deviation
Statistic ~ Statistic Statistic ~ Std. Statistic  Std.
Error Error

Age 29.7302 8.29228 1.208 A77 2.526 352
Gender 1.48 501 .075 A77 -2.016 352
Identity
Employment 1.7831 1.19864 1.682 77 2.532 352
Status
Job Sector 1.2646 44227 1.076 A77 -.851 352
Level of 2.66 1.306 1.659 A77 2.552 352
Education
Ethnicity 3.72 1.759 -.367 A77 -1.318 352
Country of 3.243 1.9252 .038 A77 -1.464 352
Residence
Monthly 3.98 1.594 -.124 A77 -1.120 352
Income
CWE 2.9987 .99850 -.006 A77 -.402 352
ocC 3.1376 71631 -.191 A77 .360 352
TC 3.3157 1.17687 367 A77 .370 .352
RC 3.2169 1.36335 .710 A77 -.010 352

B. . Inferential Analysis

1. . Reliability Analysis

The reliability of each scale used in this study was assessed using Cronbach's
alpha, a widely accepted statistical measure that evaluates internal consistency. A
Cronbach’s alpha coefficient above 0.7 is generally considered acceptable, with
values above 0.8 indicating high reliability (Taber, 2017). The following subsections

present the reliability results for each scale, along with item-total statistics.

The Competitive Work Environments scale (Fletcher and Nusbaum, 2010)
comprises four items assessing the extent to which employees perceive their
workplace as competitive. The scale yielded a Cronbach’s alpha of 0.828, indicating
a high level of internal consistency (see Table 3). The item-total statistics in Table 4
confirm that removing any item does not significantly improve the reliability,

reinforcing the robustness of this scale.
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Table 3: Reliability Statistics of Competitive Work Environments

Cronbach's Alpha N of Items

0.828 4

Table 4: Item-Total Statistics for CWE Scale

Item Scale Mean if Scale Variance Corrected Item-  Cronbach's Alpha
Item Deleted if Item Deleted Total Correlation if Item Deleted

CWES1 8.8413 10.039 0.592 0.810

CWES2 9.0423 8.956 0.741 0.742

CWES3 9.0317 9.414 0.721 0.754

CWES4 9.0688 9.543 0.576 0.821

The Organizational Commitment scale (Jaworski and Kohli, 1993) consists of
seven items designed to measure employees' commitment to their organization. The
reliability analysis produced a Cronbach’s alpha of 0.713 (Table 5), which falls
within the acceptable range (Nunnally, 1978). Two items, OC3 and OC6, were
reverse-coded to maintain consistency in interpretation. The adjusted coding is

presented below (Table 6):
Reverse-coded ltems:
e OC3: "The bonds between this organization and its employees are weak."

o OCS6: "Our people have little or no commitment to this business unit."

Table 5: Reliability Statistics of Organizational Commitment

Cronbach's Alpha N of Items

0.713 7

Table 6: Iltem-Total Statistics for OC Scale

Item Scale Mean  Scale Variance Corrected Item-  Cronbach's
if Item if Item Deleted Total Correlation Alpha if Item
Deleted Deleted

OCSs1 19.0635 19.634 0.353 0.699

0OCS2 19.0952 18.161 0.559 0.645

OC3 18.8201 20.776 0.248 0.725

(Reversed)

OCS4 18.5714 18.480 0.589 0.642

OCS5 18.8360 17.659 0.619 0.629

OC6 18.7302 21.879 0.151 0.747

(Reversed)

OCS7 18.6614 18.895 0.533 0.655

The Task Conflict scale (Jehn and Mannix, 2001) consists of three items

measuring disagreements regarding work tasks and processes. The scale
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demonstrated high reliability, with a Cronbach’s alpha of 0.824 (Table 7),
confirming its suitability for this study (Taber, 2017).

Table 7: Reliability Statistics of Task Conflict

Cronbach's Alpha N of Items

0.824 3

Table 8: ltem-Total Statistics for TC Scale

Item  Scale Mean if Scale Variance  Corrected Item- Cronbach's Alpha
Item Deleted if Item Deleted  Total Correlation if Item Deleted

TCS1 6.49 6.283 0.661 0.775

TCS2 6.74 5.991 0.689 0.747

TCS3 6.66 5.810 0.689 0.748

The Relationship Conflict scale (Jehn and Mannix, 2001) assesses emotional
and interpersonal tensions in the workplace. The scale’s Cronbach’s alpha was 0.787

(Table 9), suggesting an acceptable level of reliability (Taber, 2017).

Table 9: Reliability Statistics of Relationship Conflict

Cronbach's Alpha N of Items

0.787 3

Table 10: Item-Total Statistics for RC Scale

Item  Scale Mean if  Scale Variance  Corrected Item- Cronbach's Alpha
Item Deleted  if Item Deleted  Total Correlation  if Iltem Deleted

RCS1 6.6296 9.851 0.539 0.800

RCS2 6.4656 7.676 0.660 0.674

RCS3 6.2063 7.154 0.699 0.628

The Cronbach’s alphas from all the scales are indicative of high internal
consistency, confirming the measurement tools’ reliability in the current research.
The CWE Scale (o = 0.828) and the Task Conflict Scale (a = 0.824) are extremely
reliable, indicating the consistent measurement by the items in terms of competitive
perceptions and task conflict. The Organizational Commitment Scale (o = 0.713) is
less, but also good, and consistent with other research (Nunnally, 1978). The
Relationship Conflict Scale (o = 0.787) also depicts good internal consistency,
confirming the same in the measurement of tensions at the workplace. Overall, the
results confirm the use in the current research by the scales to be statistically reliable,

making them fit to use in inferential analysis in the later sections.

40



2. Validity Analysis

To assess the measurement instrument's validity, the Kaiser-Meyer-Olkin
(KMO) Measure of Sampling Adequity and the Bartlett’s Test of Sphericity were
carried out in each scale. The KMO test examines if the size of the sample is good
enough to carry out the factor analysis, and above 0.60 are regarded to be good and
near 1.0 to represent good factorability (Kaiser, 1974). The Bartlett’s Test of
Sphericity tests if the correlation matrix significantly deviates from the identity

matriX, so the use of the factor analysis is appropriate (Bartlett, 1954).
Competitive Work Environment Scale:

The KMO test result for the CWE scale was 0.774, indicating a strong level
of sampling adequacy. Additionally, Bartlett’s Test of Sphericity was statistically
significant (> = 295.802, df = 6, p<.001), confirming that the correlation matrix was
suitable for factor analysis (Table 11).

Table 11: KMO and Bartlett’s Test for Competitive Work Environment Scale

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. 174
Bartlett's Test of Sphericity Approx. Chi-Square 295.802
df 6
Sig. <.001

The total variance explained was 66.46%, suggesting that the extracted

factors effectively capture the variance in CWE perceptions (Table 12).

Table 12: Total Variance Explained for Competitive Work Environment Scale

Total Variance Explained

Component Initial Eigenvalues Extraction Sums of Squared
Loadings
Total % of Cumulative Total % of Cumulative %
Variance % Variance

1 2.659 66.463 66.463 2.659  66.463 66.463

2 647 16.165 82.628

3 395 9.882 92,511

4 300  7.489 100.000
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Table 13: Component Matrix for Competitive Work Environment Scale

Component
1
CWESL1 770
CWES2 874
CWES3 .858
CWES4 753

The OC scale yielded a KMO value of 0.776, indicating strong sampling
adequacy. Bartlett’s Test of Sphericity was significant (y* = 337.787, df = 21,
p<.001), supporting the suitability of factor analysis (Table 14).

Table 14: KMO and Bartlett’s Test for Organizational Commitment Scale

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. 776
Bartlett's Test of Sphericity Approx. Chi-Square 337.787
df 21
Sig. <.001

The total variance explained was 41.26%, which, while acceptable, suggests
that additional contextual factors may also influence organizational commitment

beyond those measured by the scale (Table 15).

Table 15: Total Variance Explained for Organizational Commitment Scale

Total Variance Explained

Component Initial Eigenvalues Extraction Sums of Squared
Loadings
Total % of Cumulative Total % of Cumulative
Variance % Variance %
1 2.888  41.258 41.258 2.888 41.258 41.258
2 1.443  20.613 61.871
3 719 10.272 72.142
4 607 8.674 80.816
5 496 7.092 87.909
6 456 6.509 94.417
7 391 5.583 100.000
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Table 16: Component Matrix for Organizational Commitment Scale

Component
1

OCsS1 610

0OCS2 .769

OCS3 794

OCS4 787

OCS5 812

OCS6 .835

OCS7 753

For the TC scale, the KMO score was 0.720, indicating good factorability for
the sample. Bartlett’s Test of Sphericity was statistically significant (y*> = 202.343, df
= 3, p<.001), confirming the appropriateness of factor analysis (Table 17).

Table 17: KMO and Bartlett’s Test for Task Conflict Scale

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. .720
Bartlett's Test of Sphericity Approx. Chi-Square 202.343
df 3
Sig. <.001

The total variance explained was 73.96%, suggesting that the scale captures

the majority of variance in perceptions of task conflict (Table 18).

Table 18: Total Variance Explained for Task Conflict Scale

Total Variance Explained

Component Initial Eigenvalues Extraction Sums of Squared
Loadings
Total % of Cumulative  Total % of Cumulative
Variance % Variance %
1 2.219 73.961 73.961 2219 73.961 73.961
2 414 13.802 87.763
3 367  12.237 100.000

Table 19: Component Matrix for Task Conflict Scale

Component
1

TCS1 .849

TCS2 .866

TCS3 .866
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The RC scale demonstrated a KMO score of 0.673, which is considered
mediocre but still acceptable for factor analysis (Field, 2024). Bartlett’s Test of
Sphericity was significant (y*> = 174.528, df = 3, p<.001), supporting the factor

analysis process (Table 20).

Table 20: KMO and Bartlett’s Test for Relationship Conflict Scale

KMO and Bartlett's Test

Kaiser-Meyer-Olkin Measure of Sampling .673
Adequacy.
Bartlett's Test of Approx. Chi-Square 174.528
Sphericity df 3

Sig. <.001

The total variance explained was 70.16%, suggesting that the scale
adequately captures variations in relationship conflict perceptions (Table 21).

Table 21: Total Variance Explained for Relationship Conflict Scale

Total Variance Explained

Component Initial Eigenvalues Extraction Sums of Squared
Loadings
Total % of Cumulative Total % of Cumulative
Variance % Variance %
1 2.105 70.165 70.165 2.105 70.165 70.165
2 567 18.894 89.059
3 328 10.941 100.000

Table 22: Component Matrix for Relationship Conflict Scale

Component
1

RCS1 773

RCS2 .856

RCS3 .880

3. Correlation Analysis

Pearson’s correlation test was conducted to assess the strength and direction
of relationships between the study variables (Table 19). The results indicate that
CWE is positively correlated with OC (r = .194, p = .007), suggesting that higher
competition in the workplace is associated with increased commitment. However,
both Task Conflict (r = -.167, p =.021) and Relationship Conflict (r = -.248, p<.001)
exhibit significant negative correlations with OC, implying that as workplace conflict

intensifies, employee commitment declines. Additionally, a strong positive
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correlation exists between Task Conflict and Relationship Conflict (r

.546,

p<.001), indicating that when one type of conflict increases, the other tends to rise as

well (Table 23).

Table 23: Correlation Matrix

Correlations

CWE ocC TC RC
CWE Pearson Correlation 1
Sig. (2-tailed)
N 189
ocC Pearson Correlation .194** 1
Sig. (2-tailed) .007
N 189 189
TC Pearson Correlation .332** -.167* 1
Sig. (2-tailed) <.001 021
N 189 189 189
RC Pearson Correlation 291** -.248** 546** 1
Sig. (2-tailed) <.001 <.001 <.001
N 189 189 189 189

**_Correlation is significant at the 0.01 level (2-tailed).

*, Correlation is significant at the 0.05 level (2-tailed).

4. Regression Analysis

Regression analysis was conducted to examine the direct and indirect
relationships between CWE, OC, TC, and RC (Table 20). The primary objective was
to test the hypotheses (H1-H7) and assess whether Task Conflict and Relationship

Conflict mediate the relationship between CWE and OC. The analysis followed a

structured three-step approach to mediation, utilizing Hierarchical Regression (Baron
and Kenny, 1986), PROCESS Macro Model 4 (Hayes, 2013), and the Sobel test

(Sobel, 1982) for additional confirmation.

Before conducting mediation analysis, direct effects were tested using

regression analysis. The results are presented in Table 20. The hypothesis testing

yielded the following results:

o« H1: Competitive Work Environments positively affect Organizational

Commitment — Supported (p =.139, p<0.01)

e« H2: Competitive Work Environments positively affect Relationship
Conflict — Supported (p =.291, p<0.01)
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o H3: Competitive Work Environments positively affect Task Conflict —
Supported

« (B=.332,p<0.01)

o H4: Relationship Conflict negatively affects Organizational Commitment
— Supported (p = -.248, p<0.01)

o« HS: Task Conflict negatively affects Organizational Commitment —

Supported
e (Bp=-.167, p<0.05)

These results confirm that higher competition at work increases both task and
relationship conflict (H2, H3), while higher levels of conflict reduce employee
commitment (H4, H5).

Table 24: Regression Analysis for H1-H5

Dependent Variable Independent Variable Beta Standard P-Value
B) Error

Organizational Competitive Work 0.139  0.051 p<0.01

Commitment Environments

Relationship Conflict  Competitive Work 0.291 0.051 p<0.01
Environments

Task Conflict Competitive Work 0.332 0.053 p<0.01
Environments

Organizational Relationship Conflict -0.248  0.037 p<0.01

Commitment

Organizational Task Conflict -0.167  0.045 p<0.05

Commitment

Before proceeding with the mediation analysis to test H6 and H7, it was
necessary to establish the direct relationships among variables. In line with Baron
and Kenny’s (1986) mediation conditions, the first three requirements were
confirmed: (1) the independent variable (CWE) significantly influenced the
dependent variable (OC), (2) CWE had a significant effect on the mediators (TC and
RC), and (3) the mediators (TC and RC) significantly influenced OC. Since these
conditions were met, the next step involved testing the mediating effects of TC and
RC using PROCESS Macro Model 4 (Hayes, 2013).
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5. Mediation Analysis for Task Conflict

To assess the mediating effects of Task Conflict and Relationship Conflict,
three different approaches were applied. First, Hierarchical Regression (Baron and
Kenny, 1986) was used to determine whether the direct relationship between CWE
and OC weakened when TC and RC were introduced. Second, PROCESS Macro
Model 4 (Hayes, 2013) was employed to measure direct and indirect effects. Finally,
the Sobel test (Sobel, 1982) was conducted to further confirm mediation effects. The
mediation analysis for Task Conflict demonstrated a partial mediation effect. The
direct effect of CWE on OC was significant before introducing TC (B = .139,
p<0.01), but after controlling for TC (Table 21), the effect decreased (p = .0620,
p<0.05), indicating that CWE influences OC primarily through its impact on Task
Conflict. The indirect effect via Task Conflict was significant (f = -0.062, p<0.05),
confirming partial mediation (Table 25). Mediation effects, as defined by Shrout and
Bolger (2002), should be statistically significant if the confidence interval (CI) does

not include zero since this would be a statistically significant indirect effect.

Table 25: Mediation results of TC with SPSS Process Macro

Effect Beta (B) SE t p-value Confidence
Interval (CI)
Direct Effect 2012 .0530  3.8003 .0002 LLCI: .0968,
ULCI: .3057
Indirect Effect -.0620 0248 - Significant LLCI: -.1155,
ULCI: -.0185
Total Effect 1393 0515  2.7064 .0074 LLCI: .0378,
ULCI: .2408

Table 26 confirms that the mediation model for Task Conflict is statistically
significant (R* = .0981, F = 10.1132, p<.0001), indicating that TC partially mediates
the CWE-OC relationship.

Table 26: Mediation analysis model summary for TC

Model Summary
R R-sq MSE F dfl Df2 P
3132 .0981 4678 10.1132 2.0000 186.0000 .0001

6. Mediation Analysis for Relationship Conflict

Similarly, Relationship Conflict also partially mediated the CWE-OC
relationship. The direct effect of CWE on OC before including RC was = .139,
p<0.01, but after accounting for RC, the effect was reduced (f = .0695, p<0.05). The
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indirect effect via RC was significant (f = -0.069, p<0.01), indicating that CWE
affects OC through workplace conflict. The mediation effect is supported by the
confidence interval values (LLCI and ULCI), which do not include zero, thereby
confirming mediation (Shrout and Bolger, 2002). These findings align with prior
research emphasizing the negative role of interpersonal conflicts in workplace

commitment. The corresponding results are detailed in Table 27.

Table 27: Mediation results of Relationship Conflict with SPSS Process Macro

Effect Beta (B) SE t p-value Confidence
Interval (CI)
Direct Effect .2087 .0510  4.0916 .0001 LLCI: .1081,
ULCI: .3094
Indirect Effect -.0695 .0240 - Significant LLCI: -.1207,
ULCI: -.0274
Total Effect 1393 0515  2.7064 .0074 LLCI: .0378,
ULCI: .2408

Table 24 confirms that the mediation model for Relationship Conflict is
statistically significant (R? = .0377, F = 7.3245, p = .0074), indicating that RC
partially mediates the CWE-OC relationship.

Table 28: Mediation analysis model summary for RC

Model Summary

R R-sq MSE F dfl Df2 P
1941 0377 4.964 7.3245 1.0000 187.0000 .0074

To further verify these findings, the Sobel test (Sobel, 1982) was conducted.
The results confirmed that Task Conflict significantly mediated the CWE-OC
relationship (z = -2.158, p = 0.0154) and Relationship Conflict also played a
mediating role (z =-2.361, p = 0.0091).

These results further validate the mediation effects established through Baron
and Kenny's (1986) and Hayes' (2013) analyses.

Overall, the results provide strong support for the mediating role of
workplace conflict in the relationship between CWE and OC. While CWE did not
directly reduce OC, it significantly increased both types of conflict, which in turn
negatively affected OC. This highlights the importance of conflict management in
competitive work environments. A summary of hypothesis testing results is

presented in Table 29.
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Table 29: Summary of Hypothesis Testing Results

Hypotheses Result

H;: Competitive Work Environments positively affect Supported
Organizational Commitment

H,: Competitive Work Environments positively affect Relationship
Conflict

Hs: Competitive Work Environments positively affect Task
Conflict

H, : Relationship Conflict negatively affects Organizational
Commitment

Hs : Task Conflict negatively affects Organizational Commitment
Hs : Relationship Conflict has a mediating role in the effect of
Competitive Work Environments on Organizational Commitment
H-: Task Conflict has a mediating role in the effect of Competitive
Work Environments on Organizational Commitment

The descriptive analysis confirmed that the sample primarily consisted of
young professionals with a diverse employment and educational background.
Reliability and validity tests supported the robustness of the measurement scales,
ensuring the data’s suitability for further analysis. Inferential results demonstrated
that CWE significantly increased both Task and Relationship Conflict, which in turn
negatively affected OC. However, contrary to initial expectations, CWE also had a
direct positive effect on OC, suggesting that workplace competition may enhance
commitment despite fostering conflict. Mediation analysis using multiple methods
confirmed that both types of conflict partially mediated the CWE-OC relationship, as
the direct effect of CWE on OC weakened when mediators were introduced, while
the indirect effects remained significant. The Sobel test further validated these
findings, reinforcing the role of workplace conflict in shaping how competition
influences commitment. However, since CWE directly increased OC, rather than
negatively impacting it, this suggests that conflict acts as a partial mediating
mechanism rather than a full mediator. These results highlight the complexity of
CWE’s impact, emphasizing the need for effective conflict management strategies to

sustain employee commitment in competitive organizational environments.
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V. DISCUSSION

The purpose of the current research was to test the association between CWE
and OC and to evaluate the mediating effect of TC and RC between them. The
research refutes the conventional assumptions about CWE, revealing that, despite the
generation of conflict in the workplace, CWE does not necessarily diminish
commitment. Instead, CWE positively affected OC, suggesting that, if seen to be
constructive and equitable, competition could enhance employee engagement. The
effect, however, depends on the kind and the size of conflict that develops.
Relationship Conflict strongly and significantly impacted OC, suggesting the adverse
effects of interpersonal conflict. Task Conflict, apart from having a detrimental effect
on commitment, also possesses a multifaceted function, and under the right
situations, could be constructive. This result resonates in the research objectives of
the study, bringing about a balanced explanation of how employee experience in the

workplace is affected by competition.

A key finding was that CWE positively impacted OC, refuting previous
research suggesting only disengagement and stress resulting from competition (De
Dreu and Weingart, 2003). More recent research, including Hessari et al. (2024) and
Najafi Arkhodi et al. (2024), states, in turn, CWE acts to be a source of motivation if
employees experience the competition to be structured and just. This aligns with the
theory of Job Demands-Resources (JD-R) (Bakker and Demerouti, 2007) in
hypothesizing job demands, if framed in terms of challenge, are sources of
motivation. Competitive employees may experience structure-based performance
goals to be opportunities to develop, leading to greater commitment. Rahman and
Zhang (2024) reinforce this perspective, highlighting that competition increases
career engagement and goal orientation when employees receive sufficient resources
and recognition. This perspective is further supported by the Social Exchange Theory
(Blau, 1964), which posits that employees reciprocate perceived organizational
investment with loyalty. If competition is structured fairly, employees may see it as

an avenue for career advancement rather than a source of stress. However,
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Psychological Safety Theory (Edmondson, 1999) cautions that CWE can only
enhance OC if employees feel secure in their roles. Recent work by Kraus et al.
(2024) confirms this, demonstrating that high-pressure workplaces only sustain

commitment when psychological safety is maintained.

The results also confirmed that CWE significantly increases both
Relationship Conflict and Task Conflict, aligning with prior research by Jehn and
Mannix (2001) and more recent work by Ali and Cai (2024). Conflict Management
Theory (Rahim, 2002) explains this by suggesting that competitive environments
create conditions where employees must assert themselves, increasing both task-
related disagreements and interpersonal friction. Huseynzada (2025) provides further
support, emphasizing that competitive pressure in workplaces often leads to
misaligned goals, misunderstandings, and heightened interpersonal tensions. The
findings reinforce this, showing that employees in highly competitive settings are
more likely to experience both work-related disputes and emotional tensions.
However, the effects of these conflicts on OC were distinct. Relationship Conflict
had a particularly strong negative effect, supporting research that highlights how
personal disputes undermine trust and workplace cohesion (De Dreu and Weingart,
2003). This finding is also consistent with Petitta and Ghezzi (2025), who show that
highly competitive industries often suffer from reduced team cohesion due to
unresolved interpersonal disputes. Task Conflict, while also reducing OC, had a
more nuanced role. Tjosvold (2008) suggests that task-related disagreements can be
beneficial if managed constructively, leading to innovation and enhanced decision-
making. More recent findings by Geraldes et al. (2024) confirm this, emphasizing
that task-related disputes, when mediated effectively, can enhance organizational
learning. However, in environments where task conflicts escalate without resolution,

frustration and disengagement can result, ultimately weakening commitment.

The mediating analysis further clarified these relationships, demonstrating
that both RC and TC partially mediate the CWE-OC relationship. However, RC had
a stronger mediating effect, reinforcing the idea that interpersonal disputes are the
primary mechanism through which CWE can undermine commitment. This aligns
with Psychological Safety Theory (Edmondson, 1999), which emphasizes that
employees must feel secure in their workplace relationships to remain engaged.

Recent work by Jaidi (2024) supports this conclusion, highlighting that organizations
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with high interpersonal conflict experience significantly lower retention rates and job
satisfaction. The findings also highlight the moderating roles of leadership, cultural
values, and job resources. Transformational leaders, as discussed by Wondrusch
(2024), can buffer the negative effects of CWE by fostering an inclusive and fair
workplace culture, reducing the likelihood of conflict escalation. Cultural
dimensions, such as individualism versus collectivism (Hofstede, 1980), further
shape these dynamics, with collectivist cultures being more sensitive to interpersonal
tensions. Additionally, job resources, such as mentorship programs and structured
career pathways, can mitigate the negative effects of competition by ensuring that
employees have adequate support. Hessari et al. (2024) confirm that employees in
competitive settings with strong career development programs are less likely to

experience stress-induced disengagement.

This study extends JD-R Theory by showing that CWE functions as both a
motivational driver and a hindrance stressor, depending on job resources (Hessari et
al., 2024). It refines Social Exchange Theory by emphasizing that employees
reciprocate workplace investments only when competition is perceived as fair and
supportive. In Conflict Management Theory, it makes the difference between
constructive Task Conflict and Relationship Conflict, the latter constantly
undermines OC (Ali and Cai, 2024). This refutes the theory CWE reduces OC, and

conflict and psychological safety are the mediating drivers.

To leverage CWE without harming OC, companies must ensure fair
competition, structured career growth, and transparent rewards. Leadership is crucial
in mitigating Relationship Conflict and fostering a psychologically safe, high-
performance culture (Kraus et al., 2024). Early conflict resolution training and
collaborative incentives can transform CWE into a driver of engagement rather than

stress, enhancing retention and productivity.

Although this research contributes to the literature, | faced some limitations in
conducting it. The use of self-reported survey data may introduce response bias, as
participants’ perceptions of competition and conflict might be influenced by personal
experiences rather than objective workplace conditions. Additionally, the cross-
sectional design limits the ability to establish causality, making it difficult to
determine whether CWE directly influences OC over time or if other external factors
play a role. Another limitation is the focus on specific industries and cultural
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contexts, which may restrict the generalizability of findings to other work

environments where competition dynamics function differently.

This study unfolds space for more research to be done on the matter, as future
research can consider a longitudinal design to assess how CWE, workplace conflict,
and OC evolve over time, offering stronger causal inferences. Expanding research
across different industries and cultural settings would also enhance external validity,
particularly by examining how cultural norms shape the perception of competition
and conflict. Additionally, incorporating qualitative methods, such as interviews or
case studies, could provide deeper insights into how employees navigate workplace
competition and conflict in real-time. Finally, investigating the role of leadership
styles, emotional intelligence, and psychological safety interventions could offer

practical solutions for managing CWE while maintaining a committed workforce.
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VI. CONCLUSION

This study examined the complex interplay between CWE, Workplace
Conflict (Task Conflict and Relationship Conflict), and OC to better understand how
workplace competition influences employee retention and engagement. The findings
challenge conventional assumptions by demonstrating that CWE does not inherently
reduce OC; rather, its impact is mediated by workplace conflict. Specifically, while
CWE fosters both Task Conflict and Relationship Conflict, the latter plays a more
detrimental role in reducing OC by undermining workplace cohesion and
psychological safety. Task Conflict, on the other hand, can have both positive and

negative effects, depending on how it is managed within an organization.

By integrating JD-R Theory, Social Exchange Theory, Psychological Safety
Theory, and Conflict Management Theory, this study provides a more nuanced
understanding of the mechanisms through which competition influences workplace
dynamics. The results confirm that CWE can act as both a challenge and a hindrance
stressor, reinforcing the importance of leadership, workplace culture, and job
resources in shaping its outcomes. The mediating role of conflict underscores the
need for organizations to not only regulate competition but also actively manage

interpersonal tensions to sustain employee commitment.

From a practical standpoint, these insights highlight the importance of
leadership strategies in fostering a competitive yet supportive work environment.
Organizations should strive to implement fair and transparent competition policies,
foster collaboration, and equip employees with the necessary job resources to
manage workplace challenges effectively. Addressing relationship conflict and
leveraging task conflict constructively can enhance commitment, ensuring that

competition drives innovation rather than disengagement.

Overall, this study contributes to existing CWE literature by emphasizing the
mediating role of workplace conflict and the contextual factors that determine
whether competition enhances or hinders organizational commitment. While CWE

remains a defining feature of modern workplaces, its effects are not uniform—it is
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how organizations structure, regulate, and support competitive dynamics that
ultimately shape employee experiences and long-term retention.
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VIIl. APPENDICES

Appendix A — Survey Demographics and Scales Used in the Survey
Section 1: Demographic Information

1. Gender identity

o [ Male
o [ Female
2. Age group

o [119-30 years
o [J31-40years
o [141-50years
o [151-60 years

3. Employment status

o [ Unemployed

o [ Unable to work

o [ Retired
o [l Part-time
o [ Full-time

o [ Contract/Temporary
4. Job sector
o [ Public Sector

o [ Private Sector
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5. Level of education

o U Primary School

o [ Secondary School
o [ High School

o [ Bachelor’s Degree

o [ Master’s Degree

o [ PhD
o [ Other
6. Ethnicity

o [ White/Caucasian
o [ Asian

o [ Hispanic/Latina
o [ African

o [ Middle Eastern
o [J North African

o LI Other

7. Country of residence (please specify, if different from nationality)

o [ Turkey
o [ Tunisia
o [ Qatar

o [ Saudi Arabia
o [ Canada
o [J Other

8. Monthly income



Competitive Work Environments Scale (Fletcher & Nusbaum, 2010).

o [ Less than $100
o [J$101-$500

o [J$501-$1000
o [1$1001 - $1500
o [J$1501 - $2000

o [ More than $2001

Section 2: Measurement Scales

No | Items 5
1 | My coworkers are very competitive individuals.
2 | My coworkers work hard to outperform each other.
3 | My coworkers are constantly competing with one another.
4 | Everyone at work wants to win by outperforming their
coworkers.
Organizational Commitment (Jaworski & Kohli, 1993).
No | Items 5
1 | Employees feel as though their future is intimately linked to
that of this organization.
2 | Employees would be happy to make personal sacrifices if it
were important for the business unit's well-being.
3 | The bonds between this organization and its employees are
weak.
4 | In general, employees are proud to work for this business unit.
5 | Employees often go above and beyond the call of duty to
ensure this business unit's well being.
6 | Our people have little or no commitment to this business unit.
7 | Itis clear that employees are fond of this business.
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Task Conflict (Jehn & Mannix, 2001).

No | Items 7
1 | How much conflict of ideas is there in your work
group?
2 | How frequently do you have disagreements within your
work group about the task of the project you are
working?
3 | How often do people in your work group have
conflicting opinions about the project you are work?
Relationship Conflict (Jehn & Mannix, 2001).
No | Items 7
1 | How much relationship tension is in your work group?

2 | How often do people get angry while working in your
group?
3 | How much emational conflict is there in your work

group?
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