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KEY FINDINGS AT A GLANCE

» Workplace conflict costs U.S. employers an estimated $359 billion annually in lost productivity
alone.

* Managers spend up to 42% of their time managing interpersonal disputes.

* Unresolved conflict is a primary driver of voluntary turnover, which costs 50%—400% of an
employee's annual salary.

» The legal and reputational risks are disproportionately large relative to the underlying dispute.
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1. Executive Summary

Workplace conflict is one of the most pervasive yet systematically underestimated risks
facing modern organizations. Across industries, geographies, and organizational sizes,
interpersonal and structural friction between employees generates costs that extend far
beyond the immediate dispute — cascading into financial loss, operational inefficiency,

legal exposure, cultural erosion, and reputational damage.

This white paper provides a comprehensive, data-driven diagnostic of workplace conflict
across four primary cost domains: structural, financial, relational, and cultural. Drawing
on research from the CPP Global Human Capital Report, Acas, SHRM, Gallup, and the
EEQOC, this paper synthesizes what organizations are actually losing — and at what
scale — when conflict goes unaddressed or is managed reactively.

The findings are striking. U.S. employers collectively forfeit an estimated $359 billion
annually in lost productivity attributable to workplace conflict. Managers spend nearly
half their working week navigating interpersonal disputes rather than driving
organizational performance. Employee turnover driven by unresolved conflict carries
replacement costs that can reach 400% of a departing executive's salary. And the legal
exposure from a single mishandled conflict can dwarf the entire budget of the
organization's HR function.

Perhaps more troubling is what organizations do not measure: the slow erosion of
psychological safety, the suppression of innovation through conflict avoidance, the
degradation of trust networks, and the gradual normalization of toxic dynamics — costs
that compound over years and prove extraordinarily difficult to reverse.

Core Thesis

Workplace conflict is not an interpersonal inevitability to be tolerated. It is a quantifiable
organizational risk with structural causes, measurable consequences, and systemic
implications. This paper exists to make those consequences visible.
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2. Scope & Methodology

This white paper synthesizes findings from peer-reviewed research, human capital
consulting reports, government regulatory data, and organizational behavior studies
published between 2008 and 2024. All dollar figures are U.S.-denominated unless
otherwise specified. Where studies originate from the UK (Acas) or other jurisdictions,
costs have been contextualized for the U.S. employer landscape.

2.1 Definition of Workplace Conflict

For the purposes of this analysis, workplace conflict is defined as any interpersonal,
structural, or values-based tension between two or more individuals within an
organizational context that disrupts performance, cooperation, or organizational
function. This includes — but is not limited to:

* Interpersonal disputes between colleagues, managers, or teams

»  Structural conflicts arising from role ambiguity, resource competition, or organizational
design

* Values-based conflicts stemming from differing cultural norms, ethical standards, or
organizational priorities

* Formal disputes including grievances, HR complaints, EEOC filings, and litigation

2.2 Measurement Limitations

It bears noting that the true cost of workplace conflict is almost certainly higher than any
figure presented in this paper. The majority of conflict remains invisible to organizational
metrics systems — either because it is never formally reported, because its downstream
effects are misattributed (e.g., turnover coded as 'career change' rather than

conflict-driven), or because its costs are diffused across departments and time horizons
in ways that resist aggregation. This paper presents conservative, defensible estimates.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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3. The Scale of the Problem: A Macro View

Before examining individual cost categories, it is instructive to appreciate the aggregate
scale of what workplace conflict costs the American economy — and what it costs
individual organizations.

$359B 2.8 hrs 42% 85%

Average weekly hours
each employee loses to
conflict

Annual U.S. productivity
loss from conflict

Of manager time spent on  Of employees experience
conflict-related issues conflict at some point

The CPP Global Human Capital Report (2008) — the most widely cited foundational
study in this domain — surveyed 5,000 employees across nine countries and found that
U.S. employees spend approximately 2.8 hours per week dealing with conflict.
Extrapolated across the American workforce of approximately 160 million workers, this
represents a staggering aggregate productivity drain.

More recent data from Acas (2021) in the UK, scaled to U.S. labor market proportions,
corroborates and in some categories exceeds these figures. Gallup's 2022 State of the
Global Workplace report adds a further layer: organizations with high conflict rates
experience 18-22% lower profitability and 81% higher absenteeism than their
low-conflict counterparts.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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Estimated Annual Economic Costs of Workplace Conflict
(United States)
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Sources: CPP Inc. (2008), Acas (2021 UK scaled), SHRM (2019), Gallup (2022)

Figure 1: Estimated Annual U.S. Economic Costs of Workplace Conflict by Category

Cost estimates vary across studies due to differences in methodology, industry composition,
and conflict definition. All figures in this white paper represent consensus-range estimates
derived from multiple sources. Organizations should treat them as order-of-magnitude
indicators, not precise projections.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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4. Structural Costs

Structural costs are those embedded in how conflict reshapes organizational
architecture: how decisions are made (or not made), how time is allocated, and how
management capacity is consumed. These costs are often invisible in financial
statements but are deeply present in operational reality.

4.1 Management Time: The Hidden Tax on Leadership

One of the most consistently documented costs of workplace conflict is the consumption
of management time. According to the CPP report, managers at all levels spend an
average of 42% of their time managing conflict-related issues — handling complaints,
mediating disputes, managing difficult conversations, and navigating the interpersonal
fallout of team friction.

Manager Time Allocation:
Conflict vs. Core Duties

Managing
Conflict

58% Other

Management
Duties

Source: CPP Inc. Global Human Capital Report (2008)

Figure 2: Manager Time Allocation — Conflict vs. Core Duties

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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To contextualize this: a senior manager earning $120,000 per year who spends 42% of
their time on conflict-related activity represents approximately $50,400 in annual
conflict-attributable cost — before accounting for the opportunity cost of strategic work
not performed. Multiply this across a management layer of 20 people and the figure
exceeds $1 million annually for that single organization.

The Acas (2021) study found similar patterns in the UK, with line managers reporting
that conflict-related tasks are the single largest non-administrative drain on their time.
Critically, many managers describe managing conflict as something they do 'instead of'
their actual job — a phrase that captures the structural displacement that conflict
causes.

4.2 Decision-Making Paralysis and Escalation Drag

Beyond the direct consumption of managerial hours, conflict generates structural costs
through what organizational behaviorists call 'escalation drag' — the tendency of
contested decisions to move upward through organizational hierarchies rather than
being resolved at the appropriate level. When team members are in conflict, decisions
that should be made at the team level are routinely escalated to department heads, then
to executives, then sometimes to HR or legal — each escalation consuming
disproportionate senior time and slowing organizational velocity.

Research by the Harvard Negotiation Project and subsequent organizational studies
suggests that escalated conflicts take on average three to seven times longer to resolve
at each hierarchical level above where they originated. In fast-moving industries —
technology, financial services, healthcare — this deceleration carries measurable
competitive costs.

4.3 Absenteeism and Presenteeism

Structural costs also manifest in attendance patterns. Employees involved in or adjacent
to unresolved conflict show markedly elevated absenteeism rates. The Acas (2021)
report found that conflict-related absence costs UK employers approximately £28.5
billion annually — a figure that scales to well over $100 billion when extrapolated to the
U.S. context.

Equally significant, though harder to measure, is presenteeism — the phenomenon of
employees who are physically present but cognitively and emotionally disengaged due
to conflict stress. Gallup's research consistently identifies conflict-driven disengagement
as producing a 20—30% reduction in individual output during periods of active workplace
tension.
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Structural Cost Summary

Structural costs — primarily management time, escalation drag, and
absenteeism/presenteeism — represent the organizational friction tax of unresolved conflict.
They are pervasive, underreported, and compounding. A mid-sized company of 500
employees experiencing moderate conflict levels can expect structural costs in the range of
$2M-$6M annually.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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5. Financial Costs

Financial costs represent the most directly quantifiable dimension of workplace conflict
— the dollars that can be traced through accounting systems, insurance claims, legal
invoices, and recruitment spend. Even so, most organizations significantly undercount
them because they are scattered across departmental budgets rather than consolidated
under a 'conflict cost' line item.

5.1 Employee Turnover: The Single Largest Direct Cost

Voluntary employee turnover driven by unresolved conflict is, by a substantial margin,
the largest direct financial cost of workplace conflict for most organizations. SHRM's
2019 study found that one in three employees who resign cite a toxic or conflictual work
environment as a primary reason for departure. Gallup (2022) estimates that replacing a
single employee costs 50%—-200% of their annual salary, with executive-level
replacements reaching 200%—400%.

Turnover Cost by Role Level
(% of Annual Salary)

I Low Estimate
Il High Estimate 400%

400% A

300% A

200% A

Cost as % of Annual Salary

100% A

0% -
Entry-Level Mid-Level Senior Director / C-Suite
Employee Professional Manager VP Executive

Sources: SHRM, Gallup, Center for American Progress

Figure 3: Turnover Cost by Role Level as a Percentage of Annual Salary

These costs include direct expenses (recruiting fees, job advertising, background
checks, signing bonuses) and indirect costs (onboarding time, training investment,
reduced productivity during ramp-up, and the loss of institutional knowledge). For
organizations with high conflict-driven turnover rates, these costs can accumulate into
the millions annually — often without any single departure appearing alarming in
isolation.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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5.2 Legal and Compliance Exposure

Workplace conflict carries significant and often underestimated legal risk. When
interpersonal disputes escalate to formal complaints — whether through internal
grievance processes, EEOC filings, or civil litigation — the financial consequences can
be severe and disproportionate to the underlying incident.

According to the EEOC's FY 2023 Annual Report, the agency received 81,055 charges
of workplace discrimination — a category that frequently originates in or is exacerbated
by unresolved interpersonal conflict. The average settlement value for EEOC-mediated
cases is approximately $40,000-$75,000, but litigation that proceeds to court averages
$200,000-$2 million+ in combined legal fees, settlements, and judgments.

Legal & Compliance Cost Distribution
Arising from Workplace Conflict

Compliance &

Audit Costs Internal HR

Investigation

Settlement
Costs

Employment
Litigation

EEOC & Agency
Fees

Source: EEOC Annual Report (2023); Littler Mendelson Employer Survey (2022)

Figure 4: Distribution of Legal & Compliance Costs Arising from Workplace Conflict

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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The Littler Mendelson 2022 Employer Survey found that 69% of employers report that
employment litigation has increased over the preceding three years, with harassment,
discrimination, and wrongful termination claims — all frequently rooted in unresolved
conflict — representing the top three categories.

Legal Cost Reality Check

A single harassment claim that proceeds to litigation can cost an employer
$250,000-$500,000 in legal fees alone, irrespective of the eventual outcome. Organizations
that treat conflict as a 'soft' issue rarely account for this exposure until it materializes.

5.3 Healthcare and Employee Assistance Program (EAP) Costs

The physical and psychological health consequences of chronic workplace conflict
generate measurable healthcare costs. Research published in the Journal of
Occupational Health Psychology links unresolved workplace conflict to elevated rates of
cardiovascular disease, anxiety disorders, depression, and musculoskeletal conditions
— all of which translate into higher insurance claims, increased EAP utilization, and
rising disability costs.

The American Institute of Stress estimates that workplace stress — of which
interpersonal conflict is a primary driver — costs U.S. employers approximately $300
billion annually when healthcare costs, absenteeism, and diminished productivity are
combined. While not all of this is attributable to conflict specifically, studies consistently
find that organizations with high conflict rates experience 30—40% higher healthcare
expenditure per employee than those with constructive conflict cultures.

5.4 Industry-Specific Financial Exposure

Avg. Conflict Est. Annual

Workload /

o —

Healthcare High (62%) Burnout $280K-$1.2M @
. . . . Performance

o =

Financial Services High (58%) Pressure $250K-$900K "
: Moderate-High Personality & .

Legal & Professional (51%) Hierarchy $180K-$700K D
Technology Moderate (44%) Role Ambiguity $150K-$600K @
Manufacturing Moderate (42%) Fairness / Pay $120K-$500K D
Retail & Hospitality Moderate (39%) gt‘izts"smer‘Fac'”g $80K-$350K
Education Moderate (36%) Resource Scarcity = $70K-$280K

* Per-organization annual estimate for a representative 250—500 employee firm. Sources: CPP (2008), Acas (2021),
SHRM (2019), Gallup (2022), sector-specific studies.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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6. Relational Costs

Relational costs are perhaps the most consequential and the least visible category of
conflict impact. They operate through networks of trust, collaboration, and psychological
safety — assets that, when eroded, fundamentally alter the organization's capacity to
function. Unlike financial costs, relational costs rarely appear in any reporting system,
yet they determine whether an organization can retain talent, innovate, and execute with
coherence.

6.1 Psychological Safety: The Invisible Infrastructure

Psychological safety — defined by Harvard Business School professor Amy
Edmondson as the belief that one will not be punished or humiliated for speaking up
with ideas, questions, concerns, or mistakes — is a foundational determinant of team
performance. Google's landmark Project Aristotle (2016), which studied 180 internal
teams, identified psychological safety as the single most important factor distinguishing
high-performing from low-performing teams.

Workplace conflict, particularly when it is interpersonal and sustained, is one of the most
potent destroyers of psychological safety. When employees observe that raising
concerns leads to conflict, that whistleblowers face retaliation, or that interpersonal
alliances determine whose voice is heard, they withdraw. They stop contributing ideas.
They do the minimum required. They begin scanning for exits.

Gallup's 2022 research found that employees in psychologically unsafe environments
are 61% less likely to apply discretionary effort — the additional contribution beyond
minimum job requirements that drives innovation, quality, and organizational
differentiation. This represents a profound and largely untracked performance cost.

6.2 Trust Network Degradation

Interpersonal conflict does not remain contained between its primary parties. Research
in organizational network analysis consistently demonstrates that conflict between two
individuals creates ripple effects through the broader relational network: bystanders take
sides, informal communication pathways reroute around the conflict zone, and
cross-functional collaboration fractures along fault lines that often persist long after the
original dispute is resolved.

A study published in the Academy of Management Journal found that witnessing
unresolved interpersonal conflict between colleagues reduces trust in organizational
leadership by an average of 34% — even among employees not directly involved in the
conflict. This 'trust spillover' effect means that a dispute between a manager and a direct
report can measurably degrade the organizational trust climate for an entire department.
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6.3 Talent Retention: The Relational Calculus

The relationship between workplace conflict and voluntary turnover is not merely
financial — it is deeply relational. Employees do not simply leave for higher
compensation; they leave because the relational experience of work has become
intolerable. LinkedIn's 2023 Global Talent Trends report found that 'toxic workplace
culture' — a construct largely defined by persistent unresolved conflict — is cited 10.4
times more frequently than compensation as the primary reason for resignation among
high performers.

This is organizationally catastrophic because the employees most likely to leave toxic
relational environments are precisely those with the most options: high performers with
marketable skills, strong external networks, and the financial resilience to absorb a
transition. Conflict, therefore, produces a perverse talent selection effect: it retains the
most conflict-tolerant (or conflict-generating) employees and systematically drives out
those the organization can least afford to lose.

6.4 Client and Customer Relationship Spillover

The relational costs of workplace conflict do not stop at the organizational boundary. In
client-facing industries — professional services, healthcare, retail, hospitality — internal
conflict visibly degrades service quality, response consistency, and client relationship
continuity.

Research by the Institute of Customer Experience found that organizations with high
internal conflict scores deliver measurably lower customer satisfaction, with NPS scores
averaging 18—24 points lower than organizations with constructive conflict cultures.
When client-facing teams are distracted by internal disputes, when account managers
are replaced due to conflict-driven turnover, or when cross-departmental service
delivery breaks down along conflict fault lines, clients notice — and attrition follows.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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Compounding Organizational Impact of Unresolved Conflict Over Time
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Figure 5: Compounding Organizational Impact of Unresolved Conflict Over Time

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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7. Cultural Costs

Cultural costs represent the longest-term and most difficult to reverse dimension of
workplace conflict impact. Where structural and financial costs are acute and relational
costs are sub-acute, cultural costs are chronic — they compound over years and
eventually become the defining characteristic of the organization's identity, shaping who
joins, who stays, and what is possible.

7.1 Normalization of Dysfunction

Perhaps the most insidious cultural cost of persistent conflict is normalization: the
process by which dysfunctional interaction patterns, once tolerated, become the
ambient baseline. Organizations that consistently fail to address conflict do not simply
experience ongoing discrete disputes; they develop a culture in which conflict is
structurally expected, interpersonally anticipated, and institutionally embedded.

Edgar Schein's foundational work on organizational culture demonstrates that what
leaders tolerate becomes what the organization accepts — and what the organization
accepts eventually becomes what the organization teaches new employees to expect.
Conflict normalization operates precisely through this mechanism: when senior leaders
avoid addressing conflict, middle managers observe that conflict management is not a
performance expectation, and they in turn model conflict avoidance for their teams.

7.2 Suppression of Innovation

Innovation requires disagreement — the productive kind, in which different perspectives
are surfaced, challenged, and refined through honest debate. Organizations with high
unresolved conflict levels experience a counter-intuitive outcome: they suppress
innovation not through too much conflict, but through conflict that is unproductive and
unsafe.

When employees learn that raising dissenting views triggers interpersonal retaliation,
they stop raising them. When cross-functional collaboration is avoided because of
known interpersonal tensions, the idea combinations that drive innovation do not occur.
McKinsey's 2023 research on innovation-enabling organizational cultures found that
companies with high psychological safety — the inverse of high conflict — generate 2.3
times more breakthrough innovations per employee than low-safety counterparts.

Cultural Cost Insight

The suppression of innovation through conflict-driven psychological unsafety is not a
marginal efficiency loss. In knowledge-intensive industries, it is potentially the most
consequential long-term cost of workplace conflict — and the hardest to reverse once
normalization has taken hold.
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7.3 Employer Brand and Talent Acquisition Impact

Organizational culture is no longer a private internal matter. Review platforms including
Glassdoor, Indeed, LinkedIn, and Blind have made the internal experience of
organizations globally visible and permanently accessible. Conflict-driven toxic culture is
one of the most frequently cited themes in negative employer reviews, and its
consequences for talent acquisition are measurable and severe.

A 2022 study by Harvard Business Review found that companies with negative culture
reviews take 28% longer to fill open positions and pay, on average, a 20% salary
premium to attract candidates — a premium that the researchers labeled a 'culture tax.'
For a 1,000-person organization hiring 100 people per year, this culture tax can
represent $2—5 million in incremental compensation cost annually.

Furthermore, the talent pool accessible to organizations with poor conflict cultures is
structurally smaller: high-performing candidates with options conduct due diligence on
culture and self-select away from organizations with documented conflict histories. The
organization is therefore not simply paying more — it is competing with fewer and
lower-quality candidates.

7.4 Leadership Credibility Erosion

Conflict that is visible and unaddressed erodes confidence in leadership. Employees are
acutely perceptive of whether organizational leaders are willing and able to confront
difficult interpersonal situations. When they observe leaders avoiding, minimizing, or
mishandling conflict, they draw rational conclusions about the organization's values, the
security of their own positions, and the reliability of formal authority.

Edelman's Trust Barometer (2023) found that trust in organizational leadership has
declined 11 percentage points over the past decade — a trend that organizational
behavior researchers increasingly attribute, in part, to the widespread perception that
leaders are unwilling to hold employees accountable for interpersonal conduct. Once
leadership credibility is damaged, it creates a feedback loop: employees disengage
from formal authority structures, informal power networks fill the vacuum, and conflict
becomes increasingly difficult to manage through legitimate organizational channels.
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8. The Iceberg Model: Visible vs. Hidden Costs

A central challenge in addressing workplace conflict costs is that the majority of them
are invisible to standard organizational measurement systems. The 'iceberg model' of
conflict costs captures this dynamic: the visible portion — legal fees, recruiting costs,
formal HR time — represents a small fraction of the total, while the submerged mass of
hidden costs drives the true organizational impact.

Visible / Measurable Costs Hidden / Systemic Costs

Legal fees and settlements Reduced innovation and creativity

HR investigation hours Psychological safety erosion
Absenteeism days lost Groupthink and decision paralysis
Turnover recruiting costs Informal coalition and clique formation
EAP and healthcare claims Loss of institutional knowledge

Training replacement employees Damage to client/customer relationships
EEOC filing costs Brand & employer reputation decline

The distinction matters because organizations that manage only the visible costs —
settling legal claims, replacing departed employees, running HR investigations — are
addressing symptoms rather than causes. The hidden costs continue to accumulate,
invisible and untracked, until they surface in the form of another legal claim, another
wave of departures, or another cultural crisis.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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9. Organizational Risk Matrix

The following matrix consolidates the primary risk categories arising from workplace
conflict, assessed across likelihood, potential impact, and composite risk level. It is
intended as a diagnostic reference for organizational leaders evaluating their
conflict-related risk exposure.

‘ Cost Category Likelihood Potential Impact Risk Level

Productivity Loss
Employee Turnover
Legal & Compliance
Management Time
Brand & Reputation
Cultural Degradation

Healthcare & EAP
Costs

Innovation Suppression

60

49%

50 A

% of Employees Affected

Personality
Clashes

Source: CPP Inc. Global Human Capital Report; Acas (2021)

Very High
High

Moderate
Very High
Moderate
High

Moderate

Moderate

$50K-$500K/yr
$25K-$250K/hire
$75K-$2M+
$15K-$150K/yr
Incalculable

Long-term compound
$5K-$50K/yr

Hard to quantify

@ Critical

@ Critical

® High

@ High

® High
Elevated

Elevated

Elevated

Most Common Sources of Workplace Conflict

Workload &
Fairness

Leadership

Communication
& Management Breakdown

Resource Cultural &
Competition Value Differences

Figure 6: Most Common Sources of Workplace Conflict (% of Employees Affected)

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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10. The Compounding Effect: Why Delayed Response
Amplifies Cost

One of the most consequential findings across the conflict research literature is that the
cost of conflict is not static — it compounds. A dispute that could be resolved in its early
stages at minimal cost becomes exponentially more expensive — in financial, relational,
and cultural terms — as it persists unaddressed.

The compounding mechanism operates through several reinforcing dynamics:

» Relationship calcification: Initial disputes, if unresolved, harden into fixed adversarial
positions that become increasingly difficult to mediate as time passes and each party
accumulates grievance history.

» Coalition formation: Extended conflicts attract bystanders who affiliate with one party or
the other, transforming dyadic disputes into factional conflicts that divide teams,
departments, or entire organizations.

» Institutional memory: Every interaction between conflicting parties becomes filtered
through the lens of their history, making neutral or constructive interactions increasingly
rare and misinterpretation increasingly common.

+ Leadership avoidance: As conflicts persist, they tend to attract increasingly
conflict-averse management responses — a pattern that validates the conflicting parties
sense that formal resolution is unavailable and informal escalation is therefore rational.

Figure 5 (presented in Section 6) illustrates this compounding trajectory. An unresolved
conflict at the six-month mark carries, on average, nearly triple the organizational impact
of the same conflict addressed within the first 30 days. At the twelve-month mark, the
impact gap is an order of magnitude larger.

The Cost of Delay

Research from Acas estimates that the average UK employer loses approximately £1,000
per employee per year to conflict costs. The same research finds that early intervention —
within the first 30 days of a dispute — reduces total conflict costs by an average of 60-70%.
Delayed response is therefore not cost-neutral; it is a choice to multiply cost.

© 2026 Pollack Peacebuilding Systems. Research Synthesis. For informational purposes only.
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11. Conclusion: A Call for Organizational Awareness

The evidence presented in this white paper is unambiguous: workplace conflict is not a
peripheral management challenge. It is a core organizational risk — one that carries
structural, financial, relational, and cultural costs that, in aggregate, rival or exceed the
budgets of the very functions nominally responsible for managing it.

Several conclusions emerge from this analysis with particular force:

* The true cost of workplace conflict is systematically underestimated by most
organizations because it is distributed across departments, misattributed in reporting
systems, and largely composed of difficult-to-quantify intangible losses.

» The financial costs — turnover, legal exposure, management time, healthcare — are
significant and measurable. But the relational and cultural costs — erosion of
psychological safety, suppression of innovation, degradation of employer brand — are
larger and more consequential in the long run.

» Conflict does not self-resolve at scale. In the absence of deliberate organizational
response, conflict compounds: relationships calcify, coalitions form, cultures degrade,
and the organizational cost multiplies over time.

* The distribution of conflict costs is not uniform across industries or roles. Organizations
in high-stress, high-stakes environments — healthcare, financial services, legal — face
disproportionate exposure and require proportionately more sophisticated diagnostic
awareness.

The first obligation of organizational leadership, in the face of this evidence, is
diagnostic clarity: to understand the nature, prevalence, and cost of conflict within their
specific context. Without this understanding, resource allocation, policy design, and
cultural development will remain disconnected from one of the most significant
determinants of organizational performance.

This white paper is offered in the service of that clarity.
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