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ABSTRACT

. Power, or influence, in educational governance is
increasingly becoming diffused. Everyone in education now feels
relatively powerless. A political model of decision-making,
emphasizing consultation with representatives of interest groups is
now appropriate. In this model, the school board functions as
"meta-mediator.™ This modifies the role of senior administrators. The
plurali'stic power structuré, characterized by interest group
politics, is now the most common’ kind. In such systenms activist
educators are likely to cause and encounter conflict. The skillful
dxercise of influence in coping with conflict in pluralistic
environments is a vital skill for senior administrators. Conflict
occurs when grpups'percgive a divergence of interests, as opposed to
a. commonality of interests. The chances of peaceful 'adjustment are
maximized when a degree of shared interests exists and when sonme \49
other conditions, including the existence of institutional
arrangements for negotiation, are met. Conflict between the
organization and clients is increasingly Tommon and can be extremely
difficult to deal with. Two common strategies, attitude change and
power, can be used alternately. Conflict management is increasingly a
common activity and an essential skill of senior administrators.
Training or experience in it is thus an increasingly important
qualification for leadership roles. (Author/IRT)
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ABSTRACT S .

)t ‘ ’ y

Power, or influence, in educational gowernance is increasingly be-
coming diffused. Every¢ne in education now feels relatively power-
less. A political modefl of decision-making, emphasizing consulfatjon

L with representatives of interest groups, is now appropridfe. In this
model, the schooﬂ?boar functions as "Meta-Mediator'". This modifies
the role of the seniorf administrators. '

N - :

. Redent studies have iflentified a typology of power structures;
dominated, factional, pluralistic and inert sfructuyres exist, but
pluralistic, charactgrized by ‘interest group politics, are most
common. In such sysftems activist educators are likely fo cause and

. encounter conflict jn.their corner with organizational improvement.

< . * ¢ Y . * "

* Thesskillful exercie of 'influence in coping with conflict ip plural+

~+istic environments/i's a vitdl skill for senior administrators.
Conflict, as oppospd to co-operation occurs when groups perceive a
divergence of intdrests, as opposed to commonality of interests. The

- chances of peacefy! adjustment are maximized when a degree of share

interests ekists,[and when some other conditions are met, including

+he existefjce of finstitutfonal arrangements for negotiation.

o External chnflicts, befween the organization and clients, are increasing-
1y common fand cap be extremely difficult fo-'deal with. Two common | '
strategie$¢, attiftude change and power, can be used alternately.

Y Generally,, attitlude change strategies are fried first in educational '
conflictg, in the hope of arriving at compromise solutions, and only
when thede fail will power strategies be undertaken. Internal confijcts
are more/ eaily dealt with, because of additional resources available
to the administrator. Once again, it is desirable t® avoid power

sTraTgﬁfes.
, ! . l. 3 . k2l .
Conflict management is increasingly a common activity and essential
"skill of senior admipistrators. Training or experience in if is fhus
an increasingly important qualification for leadership rotes. . ‘.
\ L ’ A ' ‘ 'd
. -
v
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N
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THE IN&REASED PLGRALISM AND POLITiCIZATIONVOF PUBLIC EDUCATION -
' . COPING WITH-CONELICT ) .
_ . " X ) . Peter Coleman :
j' . Superintendent . .
. St. Boniface School Division -
. | am gofng to talk abouf edUEafiona! &ecision-meking:in political °
eonfexfs, end ih parficular,.declsion-makiné in conflict s]fdafions. My
E ' _viewpoinf is that of parricipanf ebserver, and generaldy, the sources of
C ‘ what | will say arg-my own experience and reporfed sbcial sEfence'fhdughf ‘
© and research Mu'c':h of the reported research seems to me-to fail the test of ~
’ expeFfence, fhef is, bes not seem reIevanf or helpful’ in undersfandlng l i
B ////:;ecislon-mak;ng in- which I have parf:cupafed or which | have observed. The s
generallzafions presenfed here about decision- making g believe pass fwo '
‘Tesfs:; fhey are consnsfenf with the findings of social scienfisfs, and they ‘
are’validafed by my own experience.
Va

First, | would like to establish a generel cantext by examining the

general distribution of power in educational govérnance at present, and the

effect this has on decision-making. Then | will deal more specifically with
. . .

community power striuctures i school districts, with the roles of two key

actors in educational decision-making, trustee and superintendent,.and the

-

{mﬁacf of community power structures on the ways in which these roles are ‘ﬁ~"‘\x
—~ " L. .

¢ - ' . .
carried out. Finally, lewill provide " what~seems fo me fo be a usefpl '
and releyant pérspecf)ve for a senior admlnisfrafor involved in educational

' . |
- .

& ‘
decision-making in @ variety of common sifuafions involving conflict.
: , - J
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POWER DIFFUS ION" AND EDUCATIONAL-DECJSION—MAKINGl ' . .

~

‘| have argued elsewhere that educaTors are betoming increasingly -
sensitive about power and its posSession, and that we are seeing ccrrunfly

‘ 3

a redlsTribuTion of: power in which Teachers and citizens (and perhaps students)

1

. A .

- are net galners, and a’minisfrafors and Trusﬁees aﬁé Adsers. uHowever, Use of«fhe

, . A
-Yerm power Is misieading in discusslons of education governance since power Is rarely

. B - 1Y
decisive. Influence is a more useful fterm. Decisions are effectively-con--
- / .

sensual decisions, since school systems are now characterized by what | would

Gall influence diffusion. (See Coleman, 1975, in pressy for deTaiied Qiscussion.%

]
.

Anofher way of describing this trend is to examine public value

orientations. Accordlng to Williams, (1973) governmental insTiTuTions general ly
—
are af fected by three basic value positions and.shifTs in emphasis beﬁneen

them. The positions are reéresenfafiveness, technical competence, and execu-

tive leadership. Curredtly, strong executive leadership by an individual is,

,noT'welcome in.our—decision-making contexts. Similarly technic#l competence -

v

is at a low ebb, The predominant value is representativeness or parTicipafion.
Decisions in education are very frequently questioned nowadays not because

they are wrong but because some groups with an inteFest in the issue were not

- . 1
consulted.

-

There are three important consequences of this diffusion of influence:
’ * - ‘

\ N
1. Senlor administrators 1ncreasnng|y feel powerless "administrative power-

.

lessness is becoming one of The most pervasive reaIiTnes of organnzaTnonaI

a

@

Ilfe " .(Erickson, 1972). ) -
1

2, As diffusion occufs, There is increased frustration since everyone feels
i

- powerless. ThIS was the concIusnon of two researchers for a Commlssnon

on Educational Governance whlch recently compIeTed a nation-wide examination

of citizen opinion on "Who Controls-the Schq?is?" in the United STaTes

IS

(Welnstein and Mitchell, 1975, .2+ * \

o

.
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' S 3( As{influence becomes more diffused both conflict and consultative modes
- T\ of operaflon .become increasnngly lmporfanf features’ of educafional
i o ‘decisjon-maﬁing: , .
b Lo ,t %~ "There is by no means unanimous agreement ébpuf administrator -
f SO ngerlessness; One examination of the governa:;e.issue sees the reduction .
~ " of -administrator power a; a major reqhiremen% for-impré@ed_governance, and » .
- yet .to be accomplished: - . ’ ©

MThe third part of‘governénce we address-derives. from the enormious

resources lodged in the superintendent's office and the widespread
. '\\fendency to label educational issues as technical and professional rather
Thus the third component cdnsists of the °

: abilify of ‘the public's representatives. to confront the superintendent's

than political questions.

' ‘ office, fbdfﬁoc1al and poliflcal elements about the district which *
»w
encourage confronfaflon, and the characteristics of board members and .

supernnfendenfs thCh are Important in this regard" (Zelgler and M

LA

' Jennnngs, 1974 p. XV). v "

It is. dlfficulf to reconcile this research flndnng w:fh the per-

ceptions of ofhers, unfil one nofes that Zeigler's data weregafhered hw\ N

»

1968 (p. 15),and identifies his inttial bias:"the éuperinfendenf and the

board are engaged in a contest for: influence" (p.19). Only in the 1970's

do’we~find perqsefions of adminisfrétd*»powerlessness~- the trend is of

recent origin. - A ‘ : . -

,

. In general, this relative powerlessness, resulting from influence

-

diffusiog, enforces a different kind of decision-makihg. The rational

decision making model , in which a series of alternatives is examined by a
"wise and far-snghfed administrator, who selects the "best" ln relation fo.

overall ‘goals, is R believe now onily relevanf to a small range of unimportant :

decisions,
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On(%b$f‘serious issues there are at least two alternative polnTS.
of vie_ requik*ng two different courées gf action, and Lased on difjerehf
‘value :§§1fioas.' Consultation in such insfanc;s invariably reqdlres toping
with conflict, and | would Ilke‘*o suggest a decision-making model, which can
‘ be called either a political modei or a conflic+ mode !, relevant to these
situations, and baseJ on Corwfn'é view &5 the nature of oéganizafiénsu
- Corwl& defines an organization as consfsflng of 1. stable patterns
'Qf interaction, béfween 2?4 coal ttions of groupihijvlﬁg a collective identity,
‘and 3. ~ pursuing interests and accomp | Ishing tasks,hand .4: co—ordina*ed
_fﬁ?bugh a system ot authority. (See'Parsons; 1963, pp. 244-248 for a full~u:'
. theoretical sfafemenf{). ). | + \ | .
. ) . N
. oo ' This dacislon-méklng mode!| emphasizes six thinds about some declngns
. lnieduc:flonal epmlhlsfraflon: A 5 S N * -
1. They.ape characterized.by compromise and copsensus based on fhe represen- .
‘ . fafjon of different points of vlgw by‘dlfferenf interest grodps, wﬁo~§re
. seén,as haming.fhe‘righf of consultation. C \ . i . '-;
2. The decfsion-making process is roufiﬁzzed in the commiffee-who;e me&beré
o~ represent different interest groups, which is so common a featurd of our
I:ves as administrators now as fg be virtually invisibtle.
« 3. There is an exbecféflqn‘fhaf each group represented will prbvide.sgme
value posifiéns, as their confribgfion,fd the declsion-making procéss{-i‘ \
‘ " This is éxpécfed to Iegifim}ze the decisions mad® in the eyes of organiz- |
ational members and cl?enfs: § .
4. The decision made will usually be ‘a compromise between different prefer-
ences,.réfher than the best decisign in +h; technical éense. Howeyer,
this 'model can be considered to iﬁciude the ra+ionallfechqfcql mode | ,
v - generally used by decision Theorisfs; since differenf inferesf grohps provide
ﬂ, dfffgrenf aifernafives,”anq often the "best" (in some sense) élfefﬁ?five ’
iJERJ}:‘ will be chosen. | ‘ : "

T o L
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-5. This model fhen slgnfficanfly limits the importance of'fechaical competence,

and thus of professional confrol of decnsion making

6. It should be emphasized that the mode! is intended %o suggesf that ‘each
Iqierasf group sees di fferent issues as vital, differenf'dafa as relevanf,
and differanf values as imporTadf. For example, teachers would be more
goncerned with c§;eer expectations, working ¢Ghditions, amd job assignmenfa
and woyld see such data as the important things about a new schocl.
Pa}enfs,on the other hand would regard school discipline,

' Tradsporfafion, Iunch’hours, the quality of the teachers, and the type.

of instructional programs as the important issdes, with data on these

1

issues being relévant.

. {
The model is portrayed in the chart which follows. The Board

-
-

- receives posiflon statements from a variety of sources, and may feel obliged .
to make compromise decisions. This perception of the Board's operations ia
identical with Lutz's view of the schodl board as "meta-mediator":

"A mefa-medlafor is a decnsnon-maklng sysfem “that processes all competing
demands, organlzes, raorgannzes, modlfues, generalnzes, illuminates and
emphasizes and in general reshapes these demands into an operational

decision involving, usuatly, the distribution of limited resources" -

i
H

(Lufz, 1975, p.1). ‘ ) .
This certainly has w!de acceptance as the fundamenfal task of ‘
school boards°(cf. the notion of responsiveness in Zeigler and Jendings,
"1974, ‘pp 77;94) pnforfunafely, emplrncal 'studies have demonstrated that
‘much of school board decision=-making is adm|n|sfraf|ve, and not pollfdcal \

in one study, only 16 of 187 @@gisions were policy decisions (Campbell, 1970,

p.189).

-/
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SCHOOL -DISTRICT DECIS ION-MAKING - A POLITICAL MODEL 4

7 %

INTEREST GROUPS

SCHOOL

, 'BOARD A A
- ' AS - ) [ \ X ’

DECIS | ON-MAK I NG , }
UNIT & Re .
g A,
- e

Groups

1.,
2.
3.

. 4.

5.

6.

Teachers

Administrators . 3
Government

Students

Parents

Taxpayers ‘ , C st

7




If the pol itical mode! of decision-making becomes the notm, there

will be significant effects on the traditional roles of trustees and administra-
yprs in decision-making. The frusfee\will increasingly derive legitimacy from
: 7 * 3 ‘

the institutional machinery of election, which ensures represenfafiveness; and

’

from commitment to "the effective transmittal of informed public expectation"
L4 . .

(Pitman, 1972, p.9). The distinguishing characteristics of the trustee will -
bes first, a clear notion of community wishes and commifmenf to a contifuous
process of reading public opinlonL and secona the atjiity to ensure that the

wishes of the community are part of the complex “of forces that produce

il

; - (I
educational decisions. - .t , U

.
“

The role of the senior administrator in board decision-making is 
generallyvdeSEribed as that of "profess?onal adviser". Tme adminisfrafor'
provides information on which the Board bases its decisions, “and then implemenfs
the deCisiongi\ However, this Is clearly an inadequate description.of the -

complex'relaffonship between administrator and board members. _In general,

senior administrators in education, as in public administration generally

(see Mannzer, 1973, p.70), now participate quite exfensnvely in decnsnon-maklng .

on policy issues. Procedure varies, but in some disfrlcfs there are essen%tially

two levels of decnsnon-making, fhe school level and the board Ievel, with senior

adminnsfrafors‘parflcnpafnng at the board level. This parficipafuon may some-

fimes take the form of the "policy researcher" roIe (Coleman, 1974), and/or the

role of mednafor between interest groups, on behalf of the Board, or mosf

'

commonly, that of advacate of a particular s IuTIOn or decislon. .

o~ -

Whafever,form the parficipaflon takes, the administrator will ‘ N

s

increasingly find himself deelfng with value questions. The polifidgf’model

emphasﬂzes fhese;.énd I'n any.event educational decision-making is value~laden.

1}

Since fhe\degree‘of technical expertise and specjalized knowledge in educahion

administration is not high, value concerns are more critical than in other
. ; )

- T
N

10
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areas of pubrié aqninisjnaffon.l Furfhérmore, 'public administration in a
cqnsTiteTionaJ démopracy is desTinéuished?fro pr}vafe adminisfrafion by
.gréafer value complexity" (Mainzer, 1973: . 17). - One illustratiod of
Thisifrend Is the curren+ interest in identifying goals, i.e. the value
bnses of policy decisions. The participation of professional adminisTraTors
Kn ;his-is‘essenfial bu; Tonqhy, since values ané the pa:ficular concern of -
the trustee (see poleman; i§74).‘ Another 1llustration is the current concern
‘with opinion surdeys of various ‘types.
This considerafion-of decision-making and roles has concerned

itself with new. qunds and probable developmenfs Empirical studies of

educational governance and the disTrlbuTIOn of power in communities demonstrate

7

that the situation has been quiTe'differenT, in the recent past.
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COMMUN ITY POWER STRUCTURES AND THE EDUCATILNAL ADMIN | STRATOR

The analysis of community power gtructures has some history.
Early "repufafiongl" studies, (e.g. Hunter, 1953) were criticiz d?OQ_fhe
grounds Thaflfhey assgmed that "decision-makers are |ikely to®femain the same
from issue TQ_isagg:qésélsby,'1963), énd because of "responde %s' confusion

of status and power" (Wolfinger, 1960). Contemporary studieslare likely to

supplement reputational techniques with decision analysis techniques {(e.g. Dahl,

1961) to avoid such problems.

@ .
A further problem.with such studies has been a tendency to over-

‘ generalfée the findings, to suggest that the community studied is typical.
Recent studies tend to find a typology of sfrucfures; within which actual
community power arrangements fit more or‘less»will (e.g. McCarty and Ramsey,

14
1971; Nunnery and Kimbrough, 1971). The two studies cited arrived at very

similar csnclusiops, each ideafifying four common alternative sfrucfures in
educational governance, and hence are rutual ly suppo?five.

. In the chart which follows, the McCérTy anduRamseY formulation is
used. Perhaps the ma{n weakness of their description is a Tendency to see
the structures as relatively permanent. in fact, it seems p;gbable that
changes from one type to another .occur relatively often. The lanhnoccone and
Lutz (1970) model, :although similar, provides for change In suggesting: |
1. The.notion of a cycle éf policy-making in which longer periods- of policy

. stability &re disrupted By periods of relatively ab:hpf policy change;
2. The discovery that two pivotal events reveal this policy change cycle in

§ '
action, namely:

“ ‘
.

a) the replacement of the chief executive in a district, and

b) the defeat of an incumbent school

board member at the polls.

-
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Basﬁd‘on McCarfy and Ramsey, The School” Managers Povier and ‘ ) .
Conﬁllcf in American Public EducaﬂonJ 1971. . .
¢ . . — . * ’
L QQMMUN]TY POWERKSTRUCTURE . ~SCHOOL BOARD . " "SURERINTENPENT
‘DOMINATED . .. 7 - DOMINATED T FUNCT | ONARY
A épecial;group exercises Board elechbns are not con- The Superintendent implements
power over policies of the tested, .sometimes through policy, without participating .’
. Board, and, the role of the  control of nominations. in its development, maintains
- Superintendent,. - ‘Trustees are members of #he ‘the organization, gand copes
. P - R dominangt group, or refer with problems.
. Conflict or controversy is decisions to:a'dominant ‘ ‘ -
cpnfro1[ed or el iminated group or ‘individual:’ ' SuperinfendenT is unlikely to
g . by influenfigl people. ” DeciSion-making is consen- initiate any change, or be seen’, -
?{ N _ E‘t ’ " sual;, and priivate, with as influential. He/she would
T ’ . A - .frequent reference to ' never oppose the Boaild on any
. ‘ o outside 1nﬁluenfiafs. - _issue. He/she gives the im= L7
N L * pression of- being cautious, «
procrastinating, and indecisive.
1 . o ) - . ‘\ .
\ . ' . Q@ DA .o
- FACTIONAL . | © FACTIONAL - | POLITICAL STRATEGIST
'-Two opposing. .groups exeF— ‘  Begard elections are con- The Superinfendehf is élways :
cise power on many issues, "?eSTed strongly with shift-  conscious of the factions on the .
tncluding Board elections ing majorities on the.Board. -Board, but tries to dvoid be-
and policies. These ' Trustees &re representatives coming identified with one
. factions may be based on * ° of factions, and react accor~ faction. He may seek public
3 political, religious, lin- . dingly on most issues. support personally for protection.
3 guistic, or cultural ' Majority decisions, contes- Since every decision is opposed
3 alleglancqf, and are * . téd by minority represen- . by some trustees, the Superinten-
3 relatively' permanent. .~ tatives, are normal. ' dent is always subject to . =~ ~
- : . Board activities are pub- criticism and hostility. 0Often,
. Aic and conflict-ridden. the Supéklnfendenf refrains from
3 P There is very rarely a con- making any commitments, or
sensual decision; even on expressing any opinions publicly.:
majur issues. Personal. : :
*. antagonisms are common. .
’ o . . » . . |
b Voo . J
. . . .
J -~
‘ .
\
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SUPERINTENDENT

COMMUN I TY POWER- STRUCTURE _

PLURALISTIC L

A.- variety of groups have
influence, but none ha®
decisive power. ,On dif- .
ferent issues groups combine
or oppose each other, and

- .may pro8uce candidates for

the Board elections.

.

\

-

SCHOOL BOARD

-~

STATUS-CONGRUENT

Trustees must pay constant

“attention to"issues and

community fedling. There
are no feuds. Debate in-
fluences voting on issues,
delegations are frequent,
and trustees articulate’
positions ofi issues. Their
status and "longevity are in-
fluenced by these positions.
The Board attémpts to reach
consensus on compromise
positions.

i

gi : L .
PROFESBIONAL- ADVISOR . .

The Superinténdent concentrates
on long-term organizatignal
improvement. “He is goal-
oriented, &ivd eager for useful

change.

By demonstrating rationality,

infegrity and reliability he/she
acquires the necessary support
to improve the organization. By
co-operative decision-making,
he/she retains it.

The Superinftendent participates
actively in Board policy-making,
but without seeking undue
influence. - -

L
No community influence or
Interest in Board.activities,
or in educational issues
generally, °

SANCT ION ING

~

The Board requires and
accepts professional leader-
ship. Recommendations are
rarely seriously questioned,
and almost never rejected.
No community .consultation
seems to take place.
Meetings are-short, effec-
tively private, votes are
unanimeus, and election
contests rare. Contro-
versial issues.are rarely
debated.

P
DEC IS |ON~MAKER

&
The Superintendent feels |ittle
hesitation in making a wide
variety -of decisions, and
assumes that his recommendations
are going to be accepted. He
feels no necessity to.consult
with the community, or a@nyone:
else. Candidates for the Board

-are often solicited and/or in-

formally endorsed by the
Superintendents

He is perceived by members of
the community and the Board as
the real decision-maker but
without uneasiness and hostility.




(1971, p. 244). § ; .

L]

. . I
Any cross-sectional, as opposed to longitudinal, study is likely

’
. "

to exaggerate permanence..'Héwever; if Williams is correct In seeing the

dominance of the ‘participation value, and if Influence diffusion is an 1

N : G . ) : -
PSSOCIafed and important freqd, one would expect dominated and inert power

‘structures to become”less and less common. They are of course asseciated with

-

lack of general interest in the community about educational issues. The -

rising costs of education, the wide audi nce gained by the critics of public
ot ¢ o .

education, and contipuing urbanization all make probable more and more cemmunity

.concern. ” Factional and pluralistic structures are likely to become fhé norm.
, ﬁcCarfy andwRamsey do not specify a:fréquency é}sfribuflon, but even though

’fhey were seeking’samﬁles of all«four types In the Northeast and the Midwest,

e

their final sample contained 23 pluralistic communities in a total of 51 .« -

-

.The. typology may also exaggerate the degree of subordination of

o r N
position holders; for example, McCarty and Ramsey mdintain that "if a

-

superintendent's dyle' of performance does not adjust to the community power -

e

structure . . . if necessary he will.be‘summarily‘diémisSed"'(1971, p.b4). -l

- would argue that there are other possibilities, including changes in power

structure, and that individuak superintendents and school board members are

-
’

not powerless to bring these about. Thus | am arguing for an interactive .

.

rather than a conférmisf model, in which there are at least fwo'imporfanf
variables: +the role expecfafions‘and the basichgsqmp#ions of individual
frusfeeg—and superlnfendenfs; o _ ' \

" In the previous sécfion,‘fhe effeéfs of fhé political, médel of
decision-méklng 6n‘fh§'éoies of ersfegsland administrators have been déséribedyl
Thetfrusfeg who sees his fole as.mediafbr will fit very badly into domihafed or
inert power structures, ag'Qill fhé adminlsfféfor who sees ff as part of .his duty

to ensure that the schools become and remain responsive to the wishes of the

community. ‘ ' S 15
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7’ .

With regard to the Basic assumptions of educatdrs, a simple dis-

tir.~*ion, between activists and preservers, is very suseful, - Activists seem
driven %& consciousness of the gap between an ideal edugational system and

- P ~

the real sysfem in ' which they work. They believe they can change things,.

& N
they are prepared to take risks, ‘and they do;not expec+ to remain_ In fhelr

!

;;r‘”r posiﬂons un’rll retirement. The preservers, on the ofher_hnand,

belTove that their presenﬁ‘Ei}*em is as good as can,be expected, that it is -

threatened by forces which they must fhwarf;!and that their job is system . -
maintenance. The activisf takes the initiative: he raisee issues; makes

. A ~ ,
demands on -people for performance, emphasizes evaluation and accountability, and

generally stirs things up. The preserver beeau§e\Pe a§sumes.fhaf fhe system
can only get worse,’reacfs to issubs, i reluctant to make demands on staff,
resiefs evaluation and.accounfabilify, and generally Tries&'; keep things quief.u‘

| Carlson (1972) makes a similar but.empfricat_disfincfion between types
of superinfendenfs Carlson's first type, place—beundosuperinfendenfs, values
work in a particular. communlfy over position; however, "the career—bound , | -
supernnfendentﬂg,aces greafer value on a career as superlnfendenf than on Ilfe‘
ina specific community" (1972, p. 42). Carlsoqﬂ%hows that place-bound super-’

infendenfe are less likely to adopt innovations, to develop new rules, fo-hirej

.
o

additional administrators for central effice, or to engagein conflicf.' The ‘
careef—bouﬁd superinfendenf sees‘conflict as inevitable and himself as expendadJe.
As one career-beund superinfendenf puts if describing a spécificrsituation, “I
knew ‘'this was a tough job. It:-looked to me as if the school board and fhe'eysfem
would ha;e to go'fhrough one more superintendent before the several communities
would learn to work together. | told the board this" (barleon, 1972, p. 139).
Activist educators and trustegs, with the role conceptions aiready,
suggested, seem |ikely to encourage and ae;isf in the move to more pluralisfic

structures, which may already -be the:norm. Within such structures, coping

with conflict is the most important activity of the educational administrator.

kY
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'.“f_. 19‘ P. 22) Thus confl rc’r should be seen as norma—l in organlzaﬂons, in many
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COPING WITH CONFLICT ) R Y

13

“ o .
. A . . ”"

| believe school admimistrators often regard conflict as unusual

. and undesirable. However, neither characfer1zafion~1s=accurafe Because an

3

- .-

. organizaTIOn 1s "an arrangemenf of InTendépendenf parfs, each having a

&

‘
" ~special funcf10n with respecf Te‘fbe whole" (Canfwrighf 1965, p.1» the relafioh-

. shiB‘befween parfs always’ involves some | 4 conflicf "Conflict fheory

: ~
‘sfresses fhe tension |nherenf in the very facf of differentiation" (Corwin,

. [

®

ways, it |s.also desirable. " For examp le, consider the signnfigance of
. .

grievanCes- . . ' . . Co

"Grlevances may be perceived in a more useful and c0nsfrucfive way, as’

3

parf of fhe~normal psychology of organnzafions " We can draw upon a‘

cyberneflc framewerk and see. grievances as consflfufing ‘a feedback | cop
ina personnel admjgisfraflon system . . . Since a feedbatk Ioop is a e

" hormal and necessaryyparf of a system and a vital control to govern the

functioning of the system, grievances can then ‘be” seen as normal and
oo « * , e . v .

even necessary. Grievances test the effectiveness of a'systemﬂiLufz,

.-

Kleinman and Evans, 1967; p. viid.
Some administrators may view conflict as undesirable because it is.
unpJdeasant for individuals. Even this view is somewhat Inaccurate.

a
. A

For ‘some people confllcf is in fact pleasanf, alfhough these people are nof

_usually'bureaucrafs: "Open conflicf can furn‘ouf to be irresistibly affrac*lve

o

to participants. Thzz may eany it wholeheartedly even while they feel

~

guilty over their enjoyment" (Hall,.1967, p.1). We calldsuch people™

"froublemakeks": éHowever, it Is a fact of life which should not be overlooked
]

in coping with conflicts. : v e
- | f conflicf is neither unusual- nor undesirable, and will be made more

common by the developing pluralistic power sf?ucfures, and by influence

-

diffusion, wi®h which administrators increasingly must deal, then learning to

L]
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"manage" conflict is an-essentfal new skill for ‘thé senlor administrator.

The ways In wh;th such administrators must cope with conflict are in?reasingly
poliflcaJ ways.’ -Since. the simple exercise of coercive power is no longer

. poSsibIe "one suspacTs +hat ever more frequen#ly lssyes will be resolved by

bargainlng and po}ifﬂcs (bo?h~be|ng forms of c0mpromise) rafher fhau~b7 » 7

3
Ty e

v dominafion" (Nnnnery, 1975, P. 5), -THus the admirisfrafOr musf Iearn fo wleld

voa . . L]
)

influence rafher fhan power, and thé vnfal quesfron abou¢ educafional Ieadershnp
R ? "Can fhe modern sfrafegles of persuaénon; |nvolvemenf parf:cipaflon, angd

- inferacf:on wnfh external sysfems and influenflals be widely used by educafional

s o
: o Ieaders" (Frlh%n\,:975 ‘P.4)? : : ,
: ’ . . | would & gue further that’'since change inevitably creaTes confllcf
- ) . .$ g
. . the adminnsfrafor'hrmself, if he is an acfivnsf, musf‘be ready 16 create new

- 4

conflicts and cope with thege. The alternative yields the inif{afiye to other

o groupé: . e . -

e - "|In many areas of educa}donal polioy decision: +the union or feecher
assoclaflon has almost complefely selzed Th%)4n|f|af|ve. I+ is at this
Iev41 fNaf the fight for edueaflonal leadership exists. It maf*ers not

so much whether feachers parf1c4gefe in policy and goal setting; . it matters

a great deal if the initiative is\consisfenfl§ and solely theirs and never-

with the board or the admnnnsfrafuon"(Lufz, f967 p.86).

-

Thus for the acfivisf edUcafor, in parficular, the development of conflict managemenT

-

skills s crucial., Failure‘fo manage conflict well .Is probably fhe.mosf

‘ [
’ ' &

‘ common cause of administrator dismissal, especially for activists.
g Educational administrators are likely to encounter a variety of

o kinds of conflicts arising” from a varie?y of sources. A usefuf'cafegoriza-
~ tion focusses on the orgenizafbon, and in this case the school disfric?.~
There is internal oonflicf, between members of the organization, and external

>

conflict, between the organization and its clients or ofher:organizafione.

- 18
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) -COnflicf can concern organazafional goals, mefhdps or proceSses, or oufcomes.

/ The dlscu55|on of confllcf provided here will be relatively broad,

and wull affempf to clarify fne general nature of conflict, in a way which

’

suggests hqw to cope with confllcTs of various kinds. | propose to treat -

~ conflict and co—operafion as the two exfremes on an Interaction conflnuum

' ¢
descrlblng one facet of group activity.

*

The confenf of the continuum is perceTved interests: "Just as the

sources of co-operafion are found in acfual or perceived commonality of

(

interests, the sources of conflict are found In some degree of acfuaL or per-

ceivedidivergence Q?iinreresf" (Gross,.1964,‘p. 271).
There are a varlety of poss?ble'conflicf outcomess. "These may

take the ?orm~9f avoidance, deadlock, Homjnafion-defeaf, combrOmise,land

'infejrafion. Any actual outcome of conflict reselufien'is usually a combieefion

of two or more of thése outcome forms" (Gross, 1964, p. 274). Another viewpoint

suggests that there zae only three possible oufcomee: coercion, peaceful

adjustment, and deadlock (Dahl, 196;’:§p._73).

These points can be summarized in a simple diagram.

CO-OPERATION CONFLICT
G, : >
S DEGREE OF PERCEIVED COMMONALITY OF INTERESTS
INTEGRAT ION . * RELATIVELY . RELATIVELY DEADLOCK OR
SATISFACTORY - UNSATISFACTORY DOMINATION/
COMPROMISE COMPROMI SE .. DEFEAT

e
We can now examine\the possible outcomes in more detail, and the conditions in

an organization which maximize the probabilityof peaceful adjustments of
.v . ) . .
conflict. *

s

»

-Avoidance or deadlock as an outcome is common, and sometimes: desirable.
Avoidance is a common technique, with major benefits. We all know of conflicts

in education which all parties concerned have avoided because of the potential

for great damage. For example, the issue of the working hours of teachers has.

19
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been* avoided fhroughouf Canade, fo fhis point. Deadlopk is common in sjfuefions
"where4power is widely dispersed among many individual groups, when every
solution is. a compromlse that is obJecTionable to many, and when every. settle-
ment itself creates new prqblems“ (Gross, 1953, p.26). But deadlock is only
de. o .;ossiﬁle when the interdependence of the parties to the comflicf Is so low fhef
. resolution is not essenfial (Danl, i963, p.73), or mhen the issue Js_of low
importance to both, compared to other issues which caﬁ.be resolded.

Victory or defeat is a rare outcome io in:2$ﬁal conflicts, because
. . of the impact in the long'run; It is-more common in external conflicts, but

| even here is avoided as much ee possible because of the ill-will.creafed. Thue
admihisfrafors add boards will go to great Iengfhe to plaoafe even\small
' dlssidedf minorifies,.in such issues asbfamily life educafion, for example.

I A : \
I Perhaps the most important thing about compromise solutions in

organizafional conflicT is that they are so frequently eafjsfaé#ory where the
fundamental .interests being profecfed have been clearly defined, and areas of
agreemenf can be seen. "The Iarger the area of agreemenf among differenf aofors
on what would consTifufe a desnrable solution, the beffer the chances for a
peaceful adjusfmenf". (Dahl, 1963, p. 77). The most serious problem in arrnvung
at compromises is often orevenfiné parties from adopflng frozen posnfnons. The

P

. inability to be- flexible with these positions of course shifts the conflict

- . "

\ from a bargaining game to a zero sum game, to use~9he terms common in game
fheory; 'In The zero sum game, there is only one. winner, aﬁdlfhe outcome is
not combromise, but domination/defeat. | ' “

Infegrafion is a very special and |nferesf|ng kind of conflict out-
come in thCh the |nferesfs of all parties are satisfied without any Iosses
being- involved. It is achieved by a very Brecuse analysus of desired and
unacceptable outcomes, and is an }deal form of conflict resolution.

N )

o SN 1) s
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Because fnfegraflve solutions require a very'high degree of creative thought),

v

They are rarely found in pracflce. , Certainly in dispufes ihvolving measurable
: . A
= commodnfles, money power, voflng strength, and so on, such a resolufion
, . ls not possuble. L ‘ : ‘ - .

yoo- Conditions atfecting the likellhood of peaceful adJusfmenT have bgen

S identified (Dahl, 1963 pp.77-87).: , . . T
?g“ 1. VThg I'ikelihood of peaceful adjysfmqnf to a c?nflicf is Incrﬁased if .
%%“ there exist institutional arrangements'that encouragelconsulfa+ion,
‘2%1 negotiation, the exploration of alternatives, and the search for
b mutually beneficial solutions ", |
;ﬁﬁéf(/’f‘ - 2. "The more that con?licfs are CUmulafive, the less likely is peacefui -

ad justment",
3. Resource shorfages reduce the Inkelnhoad of peaceful adjustment,

because compromises cannot be bought.

4. The extent to which peaceful adjustment has been succéssful in the past

I help To defermine |fs usetulness in. a current conflicf.

"The closer fhe parties To a conflict approach equallfy in pofenflal
.cogrcive power,Aas they .perceive their sifuaflon , the greater the
Iikelihoqd(bf'peaqeful'adjusfhanf". |

\

6. "The likelihood of peaceful adjuéfmeﬁf'depends on the personalify{ .
; characfefisflcs of, the individuals who Influénce’fhe decisions of the
various parties to a conflict".

Based on this list of conditions, good conflict managemehf could

cerTginjy include attempting to build in appropriate conditions for peacefu}

adjgéfmenf . . These would include extensive arrangements-for consuktation and

’

negotiation, such. as . the board-teacher |iaison committees which. have

- become popular, or parg}f committees which provide useful reference points in

A ]

the event of a eonflict.
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A brTéf”Eééé“ﬁTsfé?nyEOm our district may be usefud at this point.

We had a large French elementary schoof, K - 8) enrolling 800.students, al-
\

. i .
though bui |t for 500. We had built several miles south in a rapidly developing

X

subdivision a new school, designated as a Frénch échool, capable of accommo-

"

dating 450 students.” We wished to move some of the 800 to the, new school - to

. \,

- alleviate fh%iovercrowding. There was wide~spread agreement amongsf.pérenfs

that this alleviatior was necessary but no agreement on who should go, by
bus, to the ofher'school. We asked the parent, commit}ee. of the French school

to examine the problem and propose .a solution.

P 4

The parent .committee examined a number. of éolufions, Including fwb

L] .

major ones, the first one favoured by the adminisfrafion'of the district. A
number of students were already beinglfransporf&d to the existing French séhool.

The simple solution Qas to transport those students to the new school. The

.second alternative, devised by the parent committee, was to split the schools

by grade level, on the grounds that la®der agq}groupinds and hence more easily

" teachable groups could thus be developed. The parent committee proposed a

split in which the existing school enrolled K - 5 students, and the new one

1

enrol led gradest 6 - 9, plus local K children.

A:.great deal of discussion was carried on in the community with a
f}nal general mééfing which was very well attended. A clear ma jority favoured
the Qrade level splitting even though this meant f%a* many students ‘were

. .. ]
transported.

’

This little case hisfory illustrates some elements of the conflict

model, and the conditions making for peacé?ul resolution. First, the general .

- shared interests in alleviating od%rcrowding, and providing a second ‘French

sghOOI mode led on the first, were very dominénf, to the extent that the Board
had already appointed the highly respected principal of the first school to the
new school, to make placement at the new school more acceptable” to parents.

Additionally, neither party was IQCked'in¥o»an inflexible position: the two,




«

v a -
main alternatives were genulnely exploratory, and hence no one had a victory/

.

defeat stake In'fhem.,

»

With regard te the conditions for peacefdl-ﬁgso[uflon, virtually

allk were met, The'pareﬁf commlf}ee{was‘esfabllshed.and had engaged in consul-

)

’ fa+}dqs with the Board previously (1). Although the Board had been in conflict

with other parent groups over two schdol‘closures; that conflict was not regarded
és réievanf, so that there, was no cumulative effect (2).. Mbney was available’

to provide the additional franspoffaflon required by the parent comhlffee's
favoured alternative (3). Previous minor conflicts within the parénf

committee, and befﬁéen the committee and the school and dlvlsioh ;amlnlsfrafloh

.

had been peaceful ly resolved (4). Although the Board clearly had coercive
: . : ‘.

power avallable, its experiences with school closures had been so painfd#l and

_traumatic, ‘including boycotts, threatened intervention by provincial and even

federal authorities, aﬁd trustee electoral defeat, that both parties were
aware that the use of coercive power was unlikely (5). The school principal

concerned, the leaders of the parenf committee, and Board members were al | ’ *

+

relatively expérf negotiators, with a _high degree of commitment to rational

problem-solving (6). ‘ | . ¢

'

This little case history illustrates-one of the commonest kinds of

external COnfllcf; for school administrators, that between the administration

L} )

of a school district and a group of clients. Since this Is threatening as well
as common, | will give another illustration , in which further social sclience

insights will be brought to bear, in a case history involving the closure of

1

two smal | elemenfafy schools (one Freoch and one English).
Walton (1965).suggeéfs that ln'infergroup conflicts there are two

( y .
alternative 'strategies, the power strategy and the attitude change sfrafegy,

-

Thes‘k%%n be used sequentially or alfernafely; In educational contexts, it is

likely that attitude change strategies, aimed at compromise outcomes, will be

23 .

used first with recourse to power strategies after. IRC;;;\;ffifude changé
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§$rafegy, fhe following elements are |ikely: - "
1.. minimizing defégpnces in goals and emphasizlng co-operative sfrafegies; )
"We all have the jntérests of the students In mind and can work fogether".
2. emphasizing the déslrabllffy,of.a mutually satlsfaéfdryxou¢come; "no, one -
profits from.¢bnflfcfs between parents and fﬁé.béard". ‘
3. refrélnlng from harmful actions aqd statements; We Have not taken our

case to the media". - . T |

4. emphasizing mutual dependencies; -"The district must have the co—opera+lon

,

of the parents"
5. insuring equal status in negotiations; '"We should set up a joint working
committee, with equal:-representation". B

6. a}fempfing To‘undersfand motives and expectations; "We wish to give.y0u.
every opportunity to sfafé your’posifion".' | »
7. belng open about intentions and rationale; "We have documented The'
‘reasons for our proposed plan". |
Obvibusly in many*instances such strategies do result in compromise decisions, ‘
. - =)
which aré moderately safisfacféry +o bofh parties. However, should such I
affehpfs fo;modl}y éffifudes fail there may Be recourse by Tﬂe groups Té
power strategies. . In our caée, this Was &niflafed'by school boa}d resolutions,
noflng’fhe.laqk of alternatives and failure $¥ negottations, and announcing the
qeclslong to close the schools, despite parent profeéfs. Parent reaction also
exempllfiéd power strategies, characterized by the fbl?owing.sfeps:
1. affempfingnfo assert power; "We'presenf_fhe following petition éigned
b& 322 parents", .

2. threats to use the demonstrated power in embarrassing ways; "We will boycott’

the schools". S ' - .

. 3.. questioning -the goalé and motivations of the other group; "What is the

2

real reéason for wishing to close the schools"? r/,\\
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) ' 4. increasing ambiguity and confusion about the avallable informaff%n; "We
have.géfheréd our own data on enrolments and ours are the ‘correct figures".
From ‘the point of view of the administrator involved in such conflicts,

- several Thinés can be said. First, it is desiFabIe to be able 40 idenfify'

the.point at which bargaining breaks down, and powe} sfréfegies become appro-

priate.  The clearest indication is the extent to which positions are frozen, -

b

éo_fhaf the outcomes seen as essential by the parties are mutually exclusive ‘

" and non-negotiable. The only outcomes are then victory/defeat, or deadlock.

»

Second, at this point, the administrator should not try to avoid conflict,

-

but rafther, try fo minimize it and |limit i%s duréfion. Third, he should geft )

w55 his message fo the media firsf (rebuttals are alwayslweak) and often; he shoold

never refuse To speak fo the media, and always chaIIenge the oTher group's. .
»e -
: represenfafions of the- situation. |In presenting his case, he should sumpllky.

it as much as possible, even at the expense of precision. Fourth, he must

emphasize. the legitimacy (e}QpTed frustees) and réSponsibiIiTY of his group, -

and the illégﬁfimacy and irresponsibilify‘of the other group. School'bqycoffs,
’ - for examble, while common, are very much a Two-édged sword; a press,ﬁelease;
— . 1 . ~ . "

or better, ‘an interview on this threat can emphasize the irresponsibrlify.of

anyone advoca+ing boycotts. . Finally, note that the leader of the obbosi*ion
4

group wnII very IlkeLy be elected to the Board at fﬁ; next electlon. The wise

v

admlnusfrafor,caughf up in such power sTraTegles, had better ensuie that

Board members are the maln profagonlsfs, and make al| or mosT of The publlc

sTaTemenfs !

{ AII of #hls/l§ based on The premise that the ppwer sfrafegy'mus¢
E\ . d’
v, be made To seem, unwonbable fo the oTher parTy to the confllcf A reTurh to

atittude change sfrafegnes someT»me§ beComeéonssuble, If *the Ieadershlp of

. l‘
the other group is raflonal and sophtsTl@aTed, and becomes convsmced Thaf the
. powe4 sf?ai\gy will not pay off Any offered: opgor*upifies for fur?her negotia-
-~ t " i .
~tions mystvbe accepfed. To refuse to negoflafe os always poor sfrafegy

{ LRIC R 25 R




| . | Frehuenfly, of course, there is no bosslbilify‘of attitude change,
~and power prevafls. The~conseeuences in the short run are both personally and
\:2}/ organizational ly unpleasanf..‘ln our case They/lncluded a school” boycott over
a period of weeks by a small group of parents and efudenfs,.fhe éeTTiné up of
' an independenf school, apd.subsfanfial pressure from The premier'and the
Secretary of Sfa+efr This eoncerned-fhe French school only, of course. No-one
‘was concerned about the EIosure of the English school, except the parents,

-

Since coping with external conflicts is more.difficult, and mQ<e
threatening,”. this has been empha#ized._ But interral conflicts also are becoming
commoner, given the increased power of teacher organizations. Generally

speaking, the administrator seeking to manage internal conflicts has access

to an important source of:influence denied him in dealing with external conflicts.

’ »  "Most theorists agree .}} . that a major basis of influence is the
. » o ~ " .
possession, or confrol, of valued resources, ' provided these can
. N .
- u be used ‘to facilitiate or hinder the goal attainment of anoTher
\j, agenT Econom xc resources have this properTy, and These have been
‘ especially stressed in analyses of power in society and economlc
|nsTrfuT|ons. In recent years, psychologtcally oriented Theorisfs
have &ﬁinfai%ed many human needs require resources, other, than '
'” . - —————CEGTYA
X, economlc ones, which an agenf may control. As a resulf.fheuconcepf
Y
. vy '_'..: ‘:.‘ 759' .
'/ "J‘.~ g f?» *of resooree is now’ given a very wude range of referequ'(CarferghT
":.‘.’ . I\...-- ‘)a. . . I . R
Al LN e . r
. 1965,p.11) SR .
T T v« e :
oot . This noflon of The impor¥anceaof resijtes is of course baged on’an pxchange
Py - ) : \
o uvfew of human reLaTlogehlps. Some TheorusTs belleve that "exchanqe underlles
we-o . - \ .
ST all human 1nTeracf|on"’ Injsuch a COncepTion "resources are traded for changes
".-' t'\ ‘J‘ 4 -

in behaviour" . (CarTwrnghf; i965, p. 16 C|t|ng Homans, 1958, P 606 and

“

Gouidner, 1960)1;, have descrj%ed g}sewhere the |mporTaqée of. This concepfdon

for understandin

superordlngfe*s orgunafe relaflonshnps, and control *

o] AR . h o

[ -

mechanisms (Coleman, 1975).: \;‘ 26# L T
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Another feature of internal conflict favourable for the adminisfrafor'u

seeking to hanage it is the availablllfy and usefulness of written rules.
From the poinf of view -of the subordinate, written rules are important in fhai

they terve To reduce the threat inherent in power (Cartwright, 1965, p. 36) by

a

del ineating, accepfable behaviour. From the poinf ot view of the superordinate,

]

‘rules are also useful in l1m|f|ng internal confllcTs : .

]

"Rules in a’ bureaucracy tend to sfrucfure, deflne,tand limit the

) cozéggyfs.( Thef usually spell out how one slde or the other can
'ac ; ﬂconflicfﬁiluafions. Thus, under rules, behaviour ls'more
p;edlcfable‘and when conflict occurs it can take place within

3

agreed-upon- | imits"(Lutz, 1967, p. 96).

4 -

In other respects, infernal conflicfs/are similar to exfernal
conflicfs. There is often more readiness by admlnisfrafors.fo use power
strateyies,’ because nore power is available, bdf this can be mlsleading{ The
"power of a senlor admlﬁlsfrafor can be consndered a depleting resouree, and
llfs overullllzaflon is likelv boTh to. sol|d|fy opposition and ralgadoubfs abouf

|mporfanf management skills of the administrator. Power in resolvlng internal
' f'c0nfllcf shoufd{only be used when all else*fails, and, most imporfanfly, when
'vlfal organlzaflonal interests are fhreafene7 ’
'*‘\\ Perhaps the mos+ dlfflculf thing for an admlnlsfrafor to deal with
:ln coplng with conflict is the, physacal»sfress, a good deal of it deriving from
very real fears regardlng professional survival. But stress cannot be avoided
in a senior position, and in moderate doses is “not necessarily harmful, pro-
‘ vlded'youH healfh is good. Generally, power sfrafegles produce more stress,
and thus. it is hardly necessary to recommend avoudance ‘of power sfrafegles to
e*perlenced'admlnlsfrafors, because fhey seé the dangers. However, frusfees
often geT Tmpafienf and’arblfrary,"and an important part of the adminlsfraforls

-

‘role may be to encourage ‘trustees fO‘adopf attitude change sfrafegies in

most conflicfs; external andAln+ernal. "From this point of view, fhe salary

<+
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hegoflafldhs redulred by law are an importgnt fraining ground for trustees. v§

' Coplng with conflict is increasjngly the most important, interesting,

ehallenging, and rewarding agpecf of the work of the senior adminisfréfor, in

my view. Educational organizafiqns'are peculiarly subject to entropy (i.e. -
natural fendency;fo revérf‘fo chaos) and any éspecf of the oFbanizaffon which
afftacfs one's attention is Iikély to be imprdvab]e,-and.ény attempt to change

' Thfngs fg become an jssue, a new sourcé‘of conflicf; |

° The increased pluralization and polificizafion of education, with the

Eeéulflng frequéncy o*voccurrence of the political model of decision-making,
will Jncrease»fhe ampunf of‘cénffict in educational organizations, as Qill thé
"~ current fesurgence of conservafi?e social énd po[ificalfviews. TheAJob of fﬁe
senifor administrator will, increasingly résemble.fhazgof the professional -

negofra?or, or mediator. Fortunately, the role ?f principal has increasjngly

(Lo

taken on similar elements, go fhaf this mbsf common fraining-ground,for senior
administrators should inéreaslngly ?ef{uhtfional. -

At the risk of seeminé ungraféful ;g the sponsors of fhis-conference,
- | cannct }ay as much for university prepé#%fion programs, at present. Perhaps

all prospective “senior administrators should be required to serve as negotiations

chairman for their union Iada],_or in some similar acfivify. Recently, the

Board of the Winnipeg School Division, far the largest in Manitoba, appointed
- ) 4 : ¢ .
as Superintendent a man whose main experience in education was serving for = 7
. . ‘ - . . g,
16 years as the negotiator for the: Winnipeg Teachers' Associaﬁid/. His T

experflse;vclearly, is in coping with coanﬂé;.' It is an unusual roufe to the

. superintendency, but a sign of the fime&.

T
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