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MAJOR CAUSES. .OF -QRGANIZATIONAL CONFLICT

-5

_— RO

. DIAGNOSIS FOR ACTION

-

g ' d

*  ‘The success or failure of any organization is - B

£

dependent upon the use of its 1ndigenous, collect1ve s .

LT S

Whed*procedures are clear, the "esprit de S

» ~

corps" is high, and the energy resources of the organ1- .

energies.

‘Zation qge prlmary and dynamlcally d1rected towards

agpievement of the organlzat1on s task goals, then ‘
& N ) -
Bt

the enterprise is said to be productive. The.number A

and depth of ‘tle -unmanaged internal*ahd-éif?rnal'confiicts
draining its energy resources can generally determine .

-

an organization's place on the scale betweéén success and i

failures—,
i

G

o

-

s -

-

-y -

’ - ® il - " % .
The primary goal of an organization’s manafement team, 3. s

therefore, is to divert resource énerby_from_qonflict

4

- . »

- ' -

- . . " .

dissipation to task-=goal impleméntation. In-orderlpo
do this, ways and means must be gpqu ahg applied.ﬁ6 B

turn conflict energy into_prbd?ctivity, or at least, °
- /

to eliminate the conflict energy draih;

}ﬁ

5
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An othér words, ..
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to use conflict-directed organization.energy ) -
positively. . '
This is not a simple maneuver. Organizational

conflict ,occurs at the same organizational level of

- -

individuals and groups generally responsible for diag-

-

nosing the-problems and effecting the cure. _"Doctor, . °
cure thyself {.Tf but in order to do so.it is important
that “to thine own self be true'..;' in terms of the . -
organization's Qood, even if_it means sacrificing youri
own ambitions, needs and satisfactions.

. In an ideolpgically-oriented organization created

;to handle a war, social unrest or psycnic‘disorder! for

example,-the sacrifice of "gelf" for the *good of the

'.organization” carries its own rewards. In a-caréer-

oriented organizatio;, however, "self' must be preserved
at all costs, or ‘there will be no car%?} and'no rewards.’

This is the primary and motivating distinction between -
career-oriented organizational conflict and,conflict

:generated.within an ldeologically-oriented organization.

. ., e o g ’ - * .
and'conflict management -and while valid concepts and

: models at any level of analysis should hold trye for
_,other levels as well, there are, nevertheless, some’ unique
features of career-oriented organizational'conflict which,
Ghen highlighted, may be. useful to stqdents of;co@plex

-

'organizations.- o .7 " _

White*there—is—need—for“nofe*ﬁenergl theory about confTict

. .
» ~ - - v .
“ . . /ﬁ -
B .
-
' 7 s . : - B .‘.' -
. . -
[ - '
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‘fighting, incompatible interests, violence and pfgblemv

. . .
. -” . . - -

JThe emphasis in this article is not on the uniqueness

L] L)
-

between the two types. of organlzatlons and the1r confllcts,

but rather on the major areas of -dispute that occur,

éspecially within career—orlented-organlzatlpns. .
. ) - " -t .. -
. PV O S S s
The teérm “conflict® (or "dispute™) is used in a J

variety of ways including tehcisq, oppositiony’competitionT

Kenneth W. Thomas and other ﬁriters'on-the subject

L] »

have. pointed out that the temrm "confl:.ct" has no c1ear

solving.

1. In this Qaper, the concept is 0perat10nally

referrent.
defined to mean: energy expended in the enterprise in

) ) k4 ] v -
reaction to a felt tension. The causes of that tension,.

their intensity-effect and the p0331b11;ties of. coplng with

" conflict are treated below.

- e .

x FIELDS OF INTEREST AND o :
-’ SCHOOLS OF THOUGHT C

- -
«

The management of oEganizatiqnai conflict,

* - . L

as a ‘special subfield of conflict

resolution, has come to be much studied and discussed,

tutlons only w1th1n the past five years..

by the'ﬁtofessiohs (fields) they serve.

generally, and experimentally implemented in some insti~

However,'several-

schools of thought on. the subject did-begln to evolve

serlously-around 1960, the genesis 901ng back to 1950.
(as .cited in Table I) when major journal art1c1es on. the

subject first appea:ed. _The Tqble-I articles are listed

Tt is interesting

L - 8; .. {’ " £y
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-

. to’'note that more has been written to business and
academic audiences than to practitioners in either

education or puinc adminlstr;tian’ In fact, the ' -

P S : 3 )
Harvard_Business Review has run many more articles )

- 3 .

for practitioners than the. other comparable Journals,

and the Aduinistrative Science Quarterly -has prihted

' far more articles on this subject for academiciqns. = .
T . - . - . /

. . . - ’ i
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.ot . . TABLE I 5.
E+3 - ‘? R . L .'_ ,
¢ V. : * Journal Articles on Organizatiohal Conflict
| ' . : » ,
o) ’ . '
¥ ‘{ J
T - ' PUBLIC .
| BUSINESS EDUCATION AIMINIS- ;' ACADEMIC
’ ’ * . .+ |TRATION . :
| e o oR* | Ter* | ANt | EAGS™ | Eao» .| PARM,_ | ASQ* | JABS* | JCR* .
" 1951-73 |1965-73 :I1§58'73 ,196.5-7"3_ 1952-73 |1951-73 1965-73 | 1950-73 1956-73 1965-73 1957-73.
Directly-Related - . " . s
ATticlen® .. 19 1 A 0 8 L .2 15 8., 7
t t
!3.\ K i - L
) .- v ey ) ) " N ’ Y
Tangentially- > . - : » _
Related - ) .15 1 16 2 7 1 A 7 12 . b 17
Articles* . A : S ' )
% .o S - o
SEE APPENDICES 1 AND -II* N ;
S " s *




"ﬁireptlxjrelated* articles are those that concen-
trate-on confliot within organizational boundaries and
are illustrative of. knowledge, 'skills and strategies I ¢
(situatidns) for actually managing disputes. "Tangen-
tially-related“ articles, on the other hand, may relate
_information that has implications for’either what we
know about varieties of organizational conflicts‘or how -
to resdlve them. This latter category does not d1rectly‘
_address thé’ subject but adds to. our understanding.

. Table II 1llustrates the point that the real
concentration in’ this field is a post-1960 endeavor.
’Onl; nine directly~-related articles were printed in-tﬁe’_
1956's, while sixty-seven articles'have appeared since‘

that ‘time. "’ "Also, some thirty-nine articles were printed

since 1968 (during the last five years], whereas only

twentywseven were in circulation between L960-1968 The

appendix lists all of the articles considered by the

¢ author\to be tangentially and’ directly related

co \ "
~ N
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"l'he li;t_eretu.re mostly deecribesoopinions- ebfo‘iif the “' . :

._ g_ene_si‘s:“of organiz‘a_tional confli_ct. Since 1965, however; | -
o -fth_ereﬁ‘lias been .an .e'uphaeie on effec‘tive actiox';- tou manage ¢
i€, The nost prevalent approach. is the collaborative -oné _ - _j
aec}:ibed to by. organization development (0D) pz;opoﬂents. _
Theéy point_‘ out f_'-hfltt. conflict 1s néither good por bad but & . B

? . ] - _ . ' .
normal consequence of organizational 1ifa; ‘that it occurs is not

' 20 ili:'o'rtaﬁt es -how 11:‘ ia l'eneg'ed. . The ;eth_od- “th'et' leede-':to ' . —--.‘-*-:-x--*.;

gff, j:imee; 1a. one. uhich vim thejliepute lsﬁcreative_teneion & s s

leai;.qto 1nnovation, better interpetsonal reIai:ionehipe and :l.ncreased

produo'&‘fvify. T co o - } -

A more recent approach to organizational design and

; Al

o theory~--has focused*ont:iﬁfe*r.vening in the. ‘organi_ ation to. T—— .-

t‘!r.

— - o
) P match the internal "tasks. and structure to the demands of

5
L #

the externel environment. '.l‘hJ.-.B school of thotight cont'ends' .
th&t' there 1s no."best"™ vay to deeign ‘the ent.erpri.ae, since .

appropriate ’etructure, for exmple, is contingent . -upon the: tesk,

‘the environnent nnd the neede of :l.ndividuals aﬁd groupe wrking 1n A

ﬂle systen. 'rhe theory and empirical researoh supporting

g

“+

- - -this point- of view has resulted in a body pf literature
' ’known as "'Contingenoy '.l‘heory. 3' One rule of thumb is '

that: the preecripxion for 1Itprovenent,_mt be eppropriete and

T ¥ £ - .- T ‘.~

w there_fore, can only be ude-_e_fter 2 careful diegnqeie. .

.
r L




. descrlbes the-author's synthesis of what the lltegature

In a Contlngency Approach effective conflict manage-~

~ment depends on an 1n—depth assessment of the major ‘causes

of the dispute.

Almost any effective action will depend on a vslid
. and useful diagnosis of the problem(s). jhhether the

research suppoits a more normative (collaborative) OD
: ? ;

view about effective conflict management or a Contingency

wheory~approach is a much debated question. Thé’following

T - A e e e e, .

says are the maJor reasons for confllct

Ehoseuwhlch*have:

'

implications for intervention and management--which will later be

freated with some of his and others' e:;periénces in the

_application of different managemént procedures.

~MAJOR CAUSES OF -CONFLICT -

According to the 1iterature, there are innumerable

oy

origins,of ofgqnizatipnai:disputs'ahd'eacb_proauces'its

own variety qf'effects.
o - r - -

(1) the interpersonal disagreements tHat arise

In general, there arée six major
. - >
sources:

when one persoh is experiencing individual stréess; '

(2) the ;problems ;ésulﬁihg from role conflict, a condition

. that occure when there is alglash over ohe's role in the

-

organization;. (3) the power struggles that pit persons and
groups against oné,ang;hsr to achieve;their own selfish
objectives; (4) the misunderstandings and dissgreemedts

¢

= I
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10, -

from differentiation, i.e., the clashes that arise because -

people approach common prbblemb from very different

orientations: (5] the interdependence requireﬁents for - -

‘collaboration which, if not extensive and balanced .

between the parties, caiuse communication and iﬁteractfbn
breakdowns which, in_turn, if critical, lead to more ' _—

intensive conflicts; and .(6) the external_p;gssuféé._w

-

from forces outside the enterprise that brggd internal~ - . -

pressures as the system seeks to adapt but not to. dlsrupt

-_— . — - e

its internal order. =~ ° PR

INDIVIDUAL STRESS

R . . - .

v

Oftimes the feelings, anxieties and tengionézéxgy, »
oo . .- . - - - . .

perienced by a person are so strong as-to influence his .
'1 work réla;ionshiés with others. - The origin of these -

PR

internal conflicté may or may‘not be &irectly attributed - . -

- ’

~40 Eﬁe*organizétiop. _People bring their whole s€lves to

v

the workplace and they may be -experiencing stress as a’

result.of their membership in other organazati;;s (e.g.r _‘;
voiuntary groups, the family) or they'mayvbe working” ) . ’ 5
through psychological issues. (e.g., depression, per- ;,+; :,_;
sonality cpange, identityzcrisis!. Thére are, however,

" several causes of individual stress that are directly o

e ’
r

‘related to the organization.. , .-+ : .- : . ..
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11,

Unfulfilled Expectations

|

‘There is often an eXpectation:gap‘between'what
the eﬁployee'Understands‘the job or task to be and what
it.actuallx is. In some organizatioﬁs}:recrniters tend
® to overemphasize‘favorable asﬁectstof>a-job~so that -
false-expectations are generated. This is espécially o
”mL'EEGé when the job is professional in nature (e - - '
requiring individual expertise that comes from special-

training, the product_of which can-only-be judged by

others with 51m11ar knowledge) ‘bécaise the conditions- —

and emphasis of the position vary according to the
organizations needs and: therefore. cannot be- defined.

Q&Elems in his field of expertise that were high priority

W

at the time of recruitment migﬁt be downgraded, forcing

-
-

‘the professional to accept a lesser degree of importance

-

in ﬁhe organization, in direct ratio to ‘the problem-solving

emphasis required by the‘organization. _ 3.

ri

In other instanceB €he recruit himself is so 1ntent

.on achieving his own objectives'that-he interprets'the

W recruiters messages:to suit himself 'He is 1ater-disap=

- pointed to discover that it is not possihle to redefine

_.-- -  tm o ——, -

the grey areas between his objectives and those of the

..organization toﬂﬁis satisfaction w1thin thc already

¥

established 'social system.

JThe rate of -organizational change inﬁoqr sooiety

.

-

18
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ty

often makes it impossible to keep orzgxnal Promises and -

contracts. The needs and objectlves of the organlzatlon

-

may charige dramatically with new teehnology, new com- O

, petition and new client vyientations. " Jobs and tasks B oo

inside the system must vary accordingly to adapt to

. demands coming from theiexterna; envirgnment., | .

-

" 7 'Research by Séhein‘.a’md-xot'tei:5 stresse;-that a

. », » .
worker's satisfaction and productivity in his first year

_is largely determined by the degree to which hls expectatlons
and those of the organlzation match._ Kotter s work under-

) scotes “the importance (for employee motiﬁhtion)'6f9he§éhiﬁ§
expectations even over the possibility of an uQexpected

6 -
bonus, . Argyris’; and Levinson’ have also stressed
the importance of stated and unstated expectations as a .

. powerfuiuheterminant of ordantzational behavior.

| / ‘
) “::“" .. Lo ’ ) A . N &
3 i . . .

Values

L

It is increasinglﬁ commonplace for -an emplbkee's’

* personal valués to be in conflict with the norms,:érccedﬁtes

..

and goals of the enterprIse. 'Employees‘believe'less and'
less that ‘they shguld subordlnate the1r interest to those N
] of the organizatlon. ' i

The emergence of the dbtion that a person hae a

greater. moral duty to exercise his judgment agalnst the

organization for the good of society is growlng. For .

. example, Ralph Nader encourages government employees to

. -
. - e e e — - e
”~ ’ ‘

- .
- o B v . -
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- : - -

_‘ ) serve as social watchdogs and report to publ;c scrutlny
groups, any,ihformation‘that confliots with their infer-
© - ° . pretation of ‘the public good. The cases of Daniel Ells- .

Berg re1easing'the.Pentagoanapers for publication and

Jack Anderson reportlng the National Security Counc;l'
S
d;scusslon of. the India-Pakista# War "tilt" are illus-

trations of this new vérsion of moralzty.
- R ‘ )

"- Values gréatly influence indi&idual behavior.élThey-_ .

e

atr .
- ]

T -deterqine what the individual regards as good, rightfand

important.- They govern' his attitudes towards causes-aad
- issues. They control the way he internalizes, assimflates,

and transmits information and concepts. They even serve a
as guides for hés behavior. when a person experiences
a conflict betweéen his values and those of‘the organization,'
he undergoes personal stress that may weil affect ‘his -

.performanoe and cause digficuities.fo:ithe enterprise.

S Authority Relationships

An 1nd1vidua1 S psychologlcal tolerance for and
response to author;ty flgures are. cr1t1ca1 1mpact factors
Gon his relationghip-to tEe organlzatlon. Varlous types.,
i;%-' - _-M-of éubordinates may haveud;fferent réﬁponses to the .
) - same ‘boss: one may work well with one boss and clash
“wlth another, a colleaguenmlght favor the second boss -

and-flght ‘with the flrst The’ 1eadership stylé of the

" boss and the disposltlon of the subordlnate towards

authority persons in general and towards a 1eadershlp

L

\)‘ ey




style in particular, will deterhine the extent to which

' actively seek to overthrow the authority person. This

friction he creates within the organization reacts.

~ him.

operandi. Suffering from a senseé 6f‘§ﬁfIt“§B§ﬁ£°his'

© “and maniﬁdiative.‘JHe is capable of.spreq&ing malicious

“and- have the rest of the time to himself, or .to be in the.

there exists personal stress in the subordinate that

could lead to organization conflict.9 ‘ ‘. ’ “, =

Some persons have deep, psychological needs to

deminate or control. Such a type can be impulsive .and

is the so-called “trouble-maker. His insatiable need )
for power canses him to create conflict situations to
undermine the-guthg;ity‘persoh who dominates him.

When he organizes others against the hoss,‘the

-t

detrimentally upon t system and ultlmately against

&

-

There is still another type of individual who also

wants to dominate but he uses a more passive modus

negati&e‘feeiings towards. his boss, his aggression is

usually mo;e.hidden and his tactics are more indirect.

gqgsip and of sabotaging the work to make the authqrity

person look bad. _ o o o
”Theﬁ”there,fs the indivigua% ﬁhg’needsﬁtO'be:in-contrql

of his own destiny sc that,any di;ebtives‘by an authority

figdre'are negatively vieued.: His greatest goal is‘either'

to have a well defined Job where he can do the minimum

capacity of,a‘professional with maximum flexibility and

19
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9 .
- . 1508
. * s .,
autonomy. He- rebels against authority by avoéding it, :
trying to become as free as possible from its influence.
He even avoids interaction and participation for.feat iy

F » T ]

that he will then be forced to follow the.group's’
.. - . R p
decision iristead of acting independently. Such -an employee
. - F) - F - Fl . a

-

\Beeks to build barricadesiaround himhélf in order to -

-

enjoy maximum autondmy. . - - -

» o - oy

. . Relative Deprivation ' -
- — - 3

-

People frequently -evaluate the1r well-be;ng in . .-

relatlve rather than absolnte terms. They compare them-

faelves with oOthers and thelr apparent St%ﬂdlng 1n the , .

e

-
- . -

fa -

comparxson determlnes .their happiness. The fee11ng of

‘being deprlved in relation to othErs rather than actually
_being deprived 18 a state known_ as ‘xelatlgemﬂeprlnatlon "

¢ .

However, relative deprlvatloﬁitheoryﬁfresumes that

there w1ll be close aSEociatlon w1th a reference group so'

that the degree of sxmllarlty between the ind1v1dual and

R TS :‘,«—’-.{ .
the other people (of reference) ‘cany bg.established.

The

1nd1v1dual will then have to choose whlch 8 ate he prefers.

-

Such conditiong exist in a complex organizatlon.:wpg_ple

"opporturiities, etc., to others 'in the group.

the system compare themselves'to other groupsss

work closely—w1%hin their own'work group and they compare
: .- / { '
themselves as to salary, work conditions, status, authority,

;Gronpsﬂwithin

" ¢ . ¥
“ .-

20
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____.so that ‘he values himself. he is then

"ﬁereons and/or-groﬁps-in organiced-settingido .
experience relative deprivation.- As a result, the “ B
"individual nay be openly hostile £6 another nehber of - ) -;_- SRR

the-group, ‘or the group hostile to another group. They | _

Inay feel that the organization. is taking advantage of

then end that they ahould act against it (e . o sabotage)
-- or should do lees work ‘They may sxmply feel'hurt ‘because .

zthey are not'valued and, as a consequence, may - withdraw, o

‘ -

performing only the minimum required-of_ghemtl_

-

e . - Ll

L ‘ : Self-Esteém
] — - - - - ’ R— L ) . - -.--

Chris:Argyris.maintaine that_three_espects,of - ' .f

individual,éersonality relate to one'e-coppetence-and

_ eftectivenese,l; ?irgf@ thie person ﬁh;t adaabijhiﬁsdrfv--'

Jece - . B
feedback regarding his attitudes, ‘his work and work - k s
products,-a\\ to be minimally defensive., Thie is because |

. ‘he values his whole self enough to consider criticiem
willineg and accept\suggeetione that ‘can improve a part
of him;elf that is laciing {without, in turn,hdevaluing

Hig—uhole-eelf)m——Secend7 the*pereon—muét—get—confirmationw~m~—+~*“——4—;»~

that his. view of reality on -any g ven. ﬁubject orgproblen :

'compares £avorab1y with the view of ) thers; this gives
him more self-confidence in his own per\eR\ions, Finally, .

the peraon needs -the freedom to be able to ekpress his own ' . '

s0 that

capabilities'and concerne_:or,improving the sys

.
-
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he feels essential to its effectiveness. R S

- o

The feelrngs of essentiality, confirmation and
» self-acceptance are preconditions to heing bffective in e

organizations. These are all,part of a person's total

sélf-esteem. - _ - ' o S

- ‘On—the Other-hand,.‘ndividuals'with low self-esteem = ' .

in one or more of the 'self' areas, can generate many
- .rr." <
organizational confiicts. Such persons tend: to become

overly defensive 1n order to be - able to survive with the ..

low opinions they hold of themsélves. ,35 a result, they

depersonalize any feedback and attribute it to uncontrollable

évents or to other people. They rationalize away negatsve
information rather than aétifg to. fmprove the—situationu .
s - . N . -,

They“regardfsuch data as a cunmulative attack on themselves

rather than accept as useful that‘feedback which seeﬁs‘to_

-

© beé acc’i:rate. : . L L C e .

.- - om

Conflicts occur when the person of low self-esteem s

_...-..-— .

defensive behavxor blécks ?gnest and meaningful 1nteraction

with fellow workers, also when.they.berceive that he is
w

fragile, they tend to ignore or. avoid him; when.such a-

L3

" person, under stress, withdraws and denies to the others

— L

- T e e e e ey

4 '-’..

acczes to information he'holds (inciuding nis QpinibnSJ

.

he holds back as well the-benefit of his bestwperformance )

which, under normai-conditions, would require takingﬁrisks,- o
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ROLE"CONFLICT L ey

» . . . .
LT Toa f— - * . £

. Some-tocial psychologihts arghe that-an-organization

-
P -

People act on materzals, on machlnes, and on one- another &

A —— L

_Thua, the organization isg compriaed of persons interadtlng Yo
in oertain.rolee, and it'is poasible to-unoeratand-an; Rl

indi?idual's-behavior in"the organization by finding éut o .

"what 'his roles are inlreapeqt.toxothere.

Role behavior in a complex organization refers to

- ' "the recurring actions of en.in&ividﬁel,'egpropriately..

1nterre1ated with the repetitive activitiés of others 8o

- ’

- L) ] '

° as to yield a predictive outcorne."12 Members of the- ) ;**‘t_

b -

——r . e

organlzatlon perform thelr interactiona with others who.

-
- ‘4

_are often called the "role~set." -The role-set is compoaed

-

'

of those penaona who are Lnterdependent w1th a partlcular

peraon in the organizatzon, and the activitiea that défine N

_ his role are mﬁ&ntalned-through the expectatlona of membera -
' of the role-set, Sometimes, however, the person does not ) ,”'i?
L - - . ,.1‘
chooee-to conform to theee expectatlons qnq;confljct ‘arises. 1

——— e EY - . . 3 -. .

The stfon&est individual stress aspects in rolé VA

conflict are the expectations' gaps that cauae personal

tension. These ‘are often aue to the claah between the

-

persaon and his role-set rather than, for example, thg

{ - o &

-perapnjand the whole organization. The other causes of .

ry = - . -,

individual stress presented aboVe are all. 1ntensi£ied as’

’ nu'.an individual interacta with other members of his rore-aet. -

— o5

Q . . . .
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. roie conflict and individual stress per se.

'dlsputes that occur -‘when- there 1sn1nteractlon between

the person and hls role set.

- .

Howéver, there is an‘.important distinction between

.In the-

former, the emphasis is placed on understanding the:

o-

In the latter oategqry:

- L]

there is an effort'to try to determine what happened-
within the person that led him first to experlence con~.

flict and later to act it out on the role set. Role

- conflict is 1nterpersona1 and 1ntragroup in nature-

‘individual stress is 1ntrapersona1 but eventually 1eadlng

As Katz and

#+

to the. 1nterpersona1 level of ana1y51s.

Kahn state about the nature of role theory.

- -~
o <

It is the receiwed role which 13 the immediate
source of influence and motivation of his
behavior (insofar as ‘it is,influenced by members
‘of his role set). . Finally, the focal person
acts; showing some combindtion of compliance -
and non—coFgliance with the expec&ations of his
role-set.

e

_There are a number of reasong'ﬁh} individuals may

not conform to the expectationS'of members ‘of their role'

setl. One! contradlctory messages rece1ved from others,

- ~—----such as trying to 11ve up to the expectations of the

A

.of a, teaching.team.

- < .

pr1n01pa1 of a school Wthh may violate important normsﬁ'

Two: different persons within a
role-set-may have divérse expectations and the individhal:

may ‘have to’ choosé one set of expectations -instead of

-sometimes a new teacher may have to

another,- Example:

i

a

T

&

ey




.choose between what his/her profeSsor.in college taught

to strive toward’and‘the different philosophies and’

methods of the faculty with which she/he is now working. -
*

-

Three interrdle conflicts manifested due to the

‘multiple roles iin the organizaticnuwhich most persons

must assume, individual may bg)a teacher, the head.
of a curriculum committee~ the member of a planding

committee, and at the same time a teachers association
’ !

representative..’ A choice will have to be made by this. -

person- between the expectations of the different~roles
1

takers w1th whom he interacts, for an expectation of one

: might well be in conflict-with the expectations of another.

- of

-+

Four role overload a result of expectations of

menbers of the various ‘role sets which are too demanding.,

It may be impossible to satisfy them all.

Five personal reluctance ‘on the part of the

individual who'simply does not want to comply with the

t e

expectations of. members of his role-set. The expectations

.may be perceived by the individual as against his personal

.'vaii;:, not personally interesting to him, in violation'

professional orientation to the work or different
_,9-

from his own perceptions of what is needed. This part of

.role conflict theory is similar to the individual stress

category. Once again, however, the emphasis in this

'

last differentiation between an individual's perceptions

and what is needed.lies in the choice he makes about how
_-—__—-_‘ ' v
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. to oppose the others in the group, and not on his personal

L4

tensions which may leag sometiﬁes unintentionally, to

. interpersonal disbutes. R "

w
-
- -
- * .
. >

POWER STRUGGLES. - - . -

Power struggles seém to bé~a natural part of
- L b '
organizational life. Robert Ardrey claims that man has
a real need for territory or a piece of the action he can
14

call his own. " pavid Mpciellaﬂgkhas distipédiéhed ’
bétwéen socialized power,ithat is, the,desire to use - ‘o

influence to serve and be more socially responsible,-ahd

personallzed power, deflned as the need to control and

-

use power to advance 'one's-self.
L

‘need is normal ‘among lp ders and might be benef:clal to
g‘a‘{‘
the - organlzatlon.1§ Of coutse, persogallzed power need
'taf

“can also.be déstructive. Hzchagl crozaer_states that "

power plays of one kind or another were’at the: heart of

all the conflicts he:haS'studieq.le And the conclusive.

thesis of Anthony Jay's "Management and Hachiavelli“ is .

that bureauaratic politics (power playing) are nermal and

natural and should therefore be dealt with d13passzonate1y

17 o ;-
@

_Power struggles 0ccux=when some persoqs'br'a gronp(s)

as a reality of organlzatfbnal llfe.

4

try to gain advagﬁage over others. One commpn:reasoﬁ for

Moo e ' : :
a power struggle is competition for scarce resources {€.g..

PO

L]

.The -socialized power ’f-‘

o

e

»1




‘ status,_information, work load, budget) . ‘The. objective - LT

- i8 to get up ‘a destruétive win-lose situation whereby '

s .
- ‘s

= 'one of EE? ‘parties will be destroyed or at least . o~ . .
dom1nated‘by the V1ctor. = . - R '
) ‘.-’5 S i - ’ .
2 - A sécond cause of power struggles in complex organi= : v

3

;zataons?ar}ses_when-parties seek to gain influence through

. the;inforﬂal organization. The person dr,group(s} who B s

r

" have ‘the recognition-based power, are the-key-to this gambit. -
*—~fr——~That;iam_ﬂhég_ggwis (or?they are) perceived by organizational’ -

. 1 . --—_-_-_-—-__'—"—'—1, i .
~ e e R L. S 3 ‘"——-'_'_""'-——-—-___ - L . . 2% . - :
-membérs as having access to the boss, or havefgaaned_Qy :
|
T whatever means deference from others, received key assign- B -
. ments. ‘he “(or tHey) are able because of position to d r

services and favors, etc., ahd‘a powe;ewielding position

-~ “ B w
5 -+

. has "been estaolished.

- .. A third cause of. power struggle conflict springs .
from the ‘incompatible drives for autonomy and inflaence
By definition, to be influential is to be _nvolved with

b
T

. ptﬁers and to be autonomous is to be neither involved nor
- E influenced. To be influential-therefore, fulfills certain-

‘power needs for control over others, whilefto be autonomous

allows one to be his own man (exercise control over self)
"Tigu;e I represents the power triangle“ and helps us_:

better to understand some of these dynamics ‘or the

organizational power strudgle leading to conflict. 'f °
N % - & ' .
L L * b

4




S -~ 'FIGURE I:

- -+ THE POWER TRIANGLE ¢

Influence and autonomy are mutually 1ncompatib1e
ob;ectives that clash at the vertex and. are 11nked
together by the common “base of formal authority. Persons

.trying to bé autonomous attempt to. resist the rules,

‘policies and pressures of those in authority, and those

W
———

~~ Twho—seek-influence either try to enlist the support’of

__-........,___._____

. author1ty figures (to use them) or vie for the p031tlons
themselves-sonthat they can combine informal 1nf1uenoe
R . ) .
with formal authority. Conflict ariées when, for example,

¢, subordinates resist the orders of those in authority or
- . . <

L]

when the organizatioo cannot.gain_fu11.compiiance by - .
. » subordinates for'ite dec¢isions. ‘

Qonfliots_also arise wrthrnfa-person or.groﬁp'that
- attempts to be both-infloeﬁtial and autonomous. A "best

[~3 - ]

of both worldp” approach seldom .succeeds and, in this
o case, it is difficult to straddle the line between gettlng- .

- .

involved and staying. alcof.

A yalidireeson;for conflict develops when an emergent

leader with influence (e.g.,. senior professor) disagrees

H

{. . with the authorlty person (e.g., department chdirman) 1n
}
|
|
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2

some organizations, the emergent leader can gain more

-

influence Sy remaining a marginal -or informal leader,

‘ i.e., keeﬁidg-a lew prbfile and manipulating through others.

. Confljct also occurs when an individhal succeeds.
at gaining freedom from the restrictions and thereby the -

influence of his role set. Such a peréon-is often disputed.

o5

_ hecaﬁse he capnot be counted on- to -do hisg -share of: the

-~

workj support the'norps congidered by the role set to be

important or to contribute to a resolution of the problems

._~and issues being deliberated by them for which they ‘are

responsible.

The fourth of the _power_ struggles causes is manifested

when persons of equal authority in a work group (peers) vie
for leadership positions and influepce. Most group decisions
are usually made ey compromises. or consénsus. Either
process resulte in upleashing pbweréei points ef Qiew‘that
try to sway the Qroup} these can Ieed to unmaﬁqged negative

feelings and disagrcements. In fact, wide open channels of

communication can encourage‘th; expressidh‘bf'tengiqnq--all

of which is to the good, but dniy'if'those feelings are
"manag_ed. o e ‘ -
Group~based emergent 1eadership is qften cqﬁtgred by
articulate spokesmen because the scene (a group with members -
téﬁking) is ome in which expressive persons ‘can dominate.

This sometimes causes conflicts for the inarticulate,’the

, timid and for those who haye a different,reactive style

20 ;
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'(e;g.,.Amerioan Indiahs,-through tribal.trshitioos‘ " .
inculcated frOm‘birth'generally listen ahd-remain silent

-until there is a movement towards consensus, or they

i really have a deep felt posltlon ‘to take)..

) Intragroup confiicts also emerge when newcomers flnd
it dlfflcult to gain true access to the rest of the groug_
or when trying to establzsh their 1nf1uence-1dentity
through certain incumbents, they offend or irritate others.

.The indigenois seeds of power struggles take root
when group-ossed decision making does not york. The con-
fidential information that was freely'ekéhanged becaqse
there was ;nitialntrust is row ysed oy warrihg factiohs:
in thé TOrm'or'delitorioqsugossip.or making strategy ~
decisions against thé opposition. ‘ T,

A fifth po;er struggle confrontatien occurs wheo some .
of the interrelated departments dnd”orgsnizetions~ere fiot
bound by erther-a~Cd@pﬁﬁ'authority-or the need to collaborate
(iﬁterdependence) These independent units, however,“tené

to get 1nvolved in important power struggles to strengthen

their already strong posltlons. They fight unllaterally

, for jurlsaictlon over various functions (terr;torles);_

. they vie with competitors. for sCarce‘resourcss within the

‘common marketplace, demonstrating to:-clients that they can
out-perform their competitors (e.g. by profit sgtatements),
failing really to commuriicate in thé "gelling” phase the

joint problems they have in common with the others; they

30
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alike. Thus, as the opposing uhits.unité“defensivelY1 . ‘o

‘autononous unit are built, and as a result, humerous 1nter-

-persopal hostilities and: attitudes of distruse develoﬁ._,

" later time when the autonomous unit needs to work together

‘with one’ or more of the other units. e

DIFFERENTIATION

some patterns of structure and behavior are more-appropriate " -

. with these patterns are more effective.;

- on environmental and task demands.

"funotioﬁ dynapically‘ﬁithin the nqq.énviroﬁngntal'gtmoiphere,

. = ‘ _ ' : -~ féﬁm{'
distort or withholﬁ'ihgégﬁétioh from clients and competitors -

strong intragroup feelings of solidarity against the S .

These are .difficult, if not impossible, to overcome. at a

B

-

The relationship between organization and environment .

x

has been the focus of much recent regearch and theory

building. Both empirical and theoretical studies have : .

shown that, given certain task -environmental requirements, 1 .

than‘otheié{ that organizations Conforming.hore;glogoly
. 18 This cohcept;_ - . e
suﬁject of a’growing body of literature, is called . |
'Contingency ‘Theory." It is a 'contingent" theory because

the theme common to these studies is that effective patteins

Oof organizational structure and behavior are cOntiggent

19 an organizational

pattern; initially wellrsuited to_ap.existipg-envigonment,. .
ceases to be appropriate as majorx environmeotal changes |
occur.. They require compensating changes in the task

patterns of the qrgahfﬁqtion in ‘order for the o;gahization.tof

-




-
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The basxc Premlse of ' Contlngency Theory is that an nnstable

envxronment requlres the organizatlon to exhibit alertness,

¥
flexiblllty andsdynamlc responsrveness to whatever changes

.b

~
-

may occur.

Several empirical and theoretical Studigﬁ'bf-orgéni-

zational response to environﬁen;gl change?gupPOrt this

ccnclusion.20 For example, Burns_andu8£alker“ﬁave Bhbwﬁ ¢

that in order to .survive, organizations thrust into dynamic
. A
and nncertain environments require different patterns of

structure and conflict resolutlon than-do organlzatlons

...... -

comfortably ensconsed in stable and unchanging environ-

ments.zl Wbrk by Emery and Tist, D111, Starbuck, and

Terreberry also support these- flndings and suggest. that

as environments evolve in terms of diversity, turbulence,

" a3

rates of change, or uncertainty, o:gan;zatzonal patterns

of behavior must evolve with them.22

One of the most recent and -elaborate Coritingency Theorles

-+

has been advanced by Lawrence and‘Lorsch. ‘Their approgch
has already 1ece1ved-quch-attentiqn in business-circlesfrz

-

Building on several other studies concerning: organizational-

environmental "fit,"” Lawrence and Lorsch viewed orJanizations

as opéen systéms capable of internal differentiation. Within

- this premise, they developed a contingency model for studying

the relationship between environment and internally differen~

tiated complex ofganizaticns.24 Obsefving.that organizational

env@fcnmenES'often\offer;g wide diversity of‘;ssues, they -

‘a

4




thesized that if the individual 'subenvironments' and

-operationally'definea as the differences among members. of

- major subunits in codnitive and attitudinal orientations,

- formality of structure, time orientation,-andvinterpersonal

‘cach industry required different patterns of differentiation .

o

postulated that organizations segﬁent themselves into - .

subunits, each subunit.coneentratiqg on:‘one part of the. :

organization's task and environment. The authors" hypo--

the corresponding tasks of these subunits were different
from each other,'then.the-internal organization-of each
of the various subunits.wouid,also.have to differ.

They theorized-that segnentation into subunits.
has two. consequences: (1) the efforts of the ‘various
segmented parts are -integrated, making the entire organi-
zation viable; and (2) differentiation among members of

the various parts is created. ’Differentiation' was

i.e,, differences in attitudes and behavior, not simply B ;' .
division of labor or sgecialization of knowledge. Differen- |

tiation was measured in. four areas: goal orientation, '

"

orientation. _

Using these constructs, Lawrence and Lorsch postulated,
ano_later %howed empiricafiy, "that the greater-the differen- .
tiation among parts, the-more'gitticult it wes“to'bring

we5

about_integration of effort. Integration was defined as

the percéived state of collaboration between major pairs of subinits.

In a comparative study of,orgenizatione in three

different U.S. industries, Lawrence and Lorsch.found that

33
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if organizatiggs/;;;e to- be effective, ‘In the more diverse .
and uncertain industry*envifonments, subunitg had to be
" ‘ ) . [
more differentiated from each other if the total organi-

-

zation was toccope with.thg'diversity.of.its taéks'and:
subenvironments. Environmental diversity ﬁas'éperatibnaliy
defined as-the degree to whiclor the. subenvironments cofréé’po’ndiﬁg

to vaf:lous subunits differed in l:he:lr‘re;l.at:lve cel,'l:;a:l.n?'l:j_r of information,
time span of feedback, and the major‘issues they prqseial;egil tc the .
organization. 2% - -

. Lawrence and Lorsch discovered that the ﬁqreleffective

firms (in terms of e;onomic.criter;a) in i@dhstxies .

charadterized by high diversity were more differeitiated
27

than the leés-effective firms. They a1soAfound'that.
these firms had simultanequsly-achievgd higher "states of
_integration between subunits. In the more divérse environ-
ments, high differentiation ﬁas réquiféd betw@en_SHbunitg' -
buf coﬁsiéergbie integration was needed to br}ng-tdgéther-

these differentiated but interdependent parts. ’

- . A study of the best perfofhing oréaniza;ibns-épegatigg
in the differentiation mode showed that,the? wére ‘more‘
effective in resolving %nter&epartmehﬁai conflic;.and in
join£ decision making th@n:fhe lésqgi performing firms.

It was found. that the mechanics for ipted;é;ioﬁ'in'thé
latter were more highly developed than in the fprﬁer. These
-conciaéion; suggest that Ehe'highef'ihe‘degfee of differen-

tiation among subunits, thé_gféate: the need fér elaborate

-

-
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.integrating (conflict management) devices: '.?

James Thompson 1nd1rectly reinforces this contention
when he;states=that_division of labor Isegmentation) is
one of the major causes-of organizational conflict and that
this is due ‘to the diverse orientations of the heterogeneous
organizational population (differentiation}. 29

Todd Laporte, in s*udying a government research and

development organization, discovered a minimum of differen---

*

tiation and therefore a minimum of conflict because the
workers were for the moot part self-dependent scientists
who required littlé interaction with other scientists to
_accomplish their part of the organization's task,,29 However,
in” Harrison White'g studies of the dieagreements-between
an R & D and a production department in an industrial -
enterprise, the, kinds of conflicts he describes are similar
to the ones discovered by Lawrence and Lorsch in the highly
differentiated firms, and by-and-large substantiate their
.conclusions.30 . ’
Conflicts occur because people-and groups approach‘
,problems“with totally different orientations, This 13'
especially true at the intergroup level of analxsis wheré
whole departments becone cohesive and‘compétitive and take
on.speciél indulgent characteristics‘to éervé and protect
_their domain,'cauginghconflict therebg with other groups
outside their’orbit ﬁhoeevorienration and_objectives are

different. This is just as true at the interpersonel level

when tWo different individuals try to collaborate .(e.g..

35 .
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academic consultant and line adﬁinistrator; the directors
» ,

of two different departments, and old-timer and a young

MBA in the seme task foxce).

[ T -

INTERDEPENDENCE *

-

The'gore twb_persons_or groups are required by the
nature of the task to work together (be interdependent),

the greater the potential for conflict. If persons ﬁust
work closely and dependently with one another to get the

job done, they will be more sens;tlve to the1r drsagreements.

Forced to collaborate, the magnitude of the consequences

of disagreements are intensrfied on a'oneito-one basis

‘because of the nature of the close, endurlng relatlonshlp -

As a result, the potentlal for fr1endsh1p or antagonlsm is

e

in direct ratio to the intensity and frequency-of their

disagreements. Thus, whenever conflict arises, it is made --

more iritense or less intense by the relative climate 6f the

&

' interdependence between the ind1V1duals.

the correspondlng dr1ve for autonomy.31 If

L]

of joint activity is too demandlng, the people. 1nyolved

- A resmdual effect of high 1nterdepende > éeeméoto'te

l-!\Ee iﬁpositlon
wlll conilder it an invasion of their right to pur;he same
of their own interests. Interdependence, therefore, breeds
conflict wher people with needs for autonomy for'their
intereets tend to resist it {(dependirig on how heavy are

the requirements for collaboration).

L T
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schools,,musthaccomplish-three.major functions simultaneously

32,

2.,

e When.collaboration isvsuperimposed by the organization

—

pn departments or other groups, some-common‘conflicts.often

emerge. Uspally they»are the kinds of probléms we discussed
in the previous section on differentiation. Moreover, if ‘
‘thé two groups-have had a’ history -of poor relations in the ’
paSt, the new venture is adversely affécted-from—the beginnfnga
This negative entry into collaboration can quickly accumulate'
1nto a struggle over who will possess what informationH
spend what budget, initiate action.or control decisions.

on the other hand, the lack of interdependeéence can " - -
also be a cause of organizational conflict.-’ ﬁérsons,who
do not havé to collaborate on-the main body of their work
*and therefore do not-frequently communicate or interact with
others, tend to guard their insular domain by being gsecretive
and distrustful They generally do not understand nor seek
knowledge of the problems of other persons or groups.
Operating without validated information, they will react
to. apparent or imagined encroachments on their autonomy,
creating real'conflicts where often, none need to exist.

&

ud

"EXTERNAL PRESSURE

Complex organizations, -whether they be business or

- @ .
-

in order to survive: they mus€ adapt to demands cominga

from the external environment, they must change internally

_to facilitate such,adaption, 'and they must meed Organizational

L]
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;32 ."Thus, “an enterpriSe-does not -éxist in‘a

objectives.
vacuum, ratber, it is a part of its own external env1ron- o

ment and must meet those external demands in order to ..
“q s

continue existence. These factors'are-part of the Lawrence

and Lorsch theory described above in the section on
- ©

differentiation.

The boundaries of an organization at the interface

-

~with jits environment are not self-contained but are

-

permeable. There is a continua; process of importing,

converting and exporting materials to; and from the environ~

s

ment. Walter Buckley underscores th%&onnceptr

Y

3
1 .

That a system is open, means, not simply that it engages
in interchanges with the enviromment, but. that this
interchange is an eggential factor underlying the system's
viability, its reprodugsive ability or continu:lty and

:I.ts ability to chanse.

L]

The external envircanment can be a formidable: force

impinging on the organization. , It can-cauae organizational

conflict as the 1nterna1 system tr1es to-. adapt to of defend

against preséures from without.

recognizes the impact of its c11ents and competitors on

its performancé; every school agstem feels vulnerable to

the demands of pareént and community groups, to changes_in

L]

teachlng and administration. .

Some OD theorists believe that exceptlonal conflict ot

possibilities are put on the s’ystem- when the environment

38
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For example, every bu31ness

RY
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. is genera’lly uncertain or unstable je:gu, in'innovative I - -

- - a

e . ‘industries’ such as. electronics. or plastics or, inh the -

publi¢ sector, whenrgovernment_fuhding_is uncertain). - ) .
. - . .: . . . . Lo " : . . - . L
. Persons in such tentative-systems—are--fearful -and—are———— —~

i £ n s o v

.

under constant préssure to provide for their own surwival. n
. : - - ’ IR — ]

This leads to many conflicts, even whéﬁ a-disaster'threqt ‘ )
) . - " . ¢ "2 L .

is not imminent. However, when crigis reigns"andﬂchaos'
" " is rampant, the authority persons .at the top of the organi- -

zation t1ghten their ontrols S0 as to assure system surV1va1 .

. . and thereby their . As a result, many become involved
in.vic1ous power‘st qule'conflicts. Each tries to dominate

and securé his position with added power and at the same time,

{)

take advantage of e crisis An order to possess greater

- 1n£1uence and more. territory when it has passed.

\
bring direct force to bear on the serving .organization.
However, some environmental groups are part of the systenm's

ewn mechanism for 'gaining external cooperation and feedback.

% . ' For example, stngholders vote 2nd express their Qﬁinions : .
-at;the annual meeting. The PTA serves asfa channel for
parents to discuss their Views with Epe school systeml -Many Ny o i
-feel, however, that the effectiveness of an environmental |
‘group's input on the system is minimal because the organi- ¢ ' i
zation controls whether or‘not to act.on ‘their sﬁggestions.‘ ’
'_pr, if it doea act, it may-douso in such.a way that.the

interest of persons in the sSystem are first protected and/or °

s
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’ servedk dieﬁortipg and pOSSioly éestroyrhé the-intent-of

the sﬁggestioq_and-the‘efﬁecti?eness of implementation..
Also, orgehizations can’and do coerce-the involﬁement ot

o

of these klnds of groups 1n de0151ons to back the1r own

___that will satisfy the group"s .objectives. Wheh‘the'

self—serv1ng versions of a group-sponsored program of aotlon
o ¢
hy deceptlve-promlses to utilize the program in a way -

deception surfaces, it is 00 ‘la'te_-a.in‘d.i_:[eneraliy too -

emharr3351ng for the decéived group to admit its gulla-ﬂ\
- I‘“" n

bility b‘]sabotaglng a program,lt supported

However, recent decades in Aﬁerioan history haqe

demonstrated the powerful impﬁ?; of protést gfoups on’

V‘;’»c,

-

organlzatlons. Students have 1q§ﬁpa01tated unlver31t1es,
schools have been boycotted and, sometlmes, shut down by

rioting students‘and unhappy citizen groups; goyernmental

p'eagenéies, parEicuLarly—thcse whose functions related to

e .

*

the Vietnam Way and preeentij those whose focus is on

poverty,;race relations, etc., have heen the victims of

many irate citizens' assaults.

Protéstors have a whole meni of destructiVe‘techniqueo

. : . - ’ . ' by ’
they use effectively to enginéer dissrders, glowdowﬁh,“and
sometimes ruin to the target drganizations: whicle schools

are immobilized and thrownaznto chads by the 31mple act o£

-settlng off fire alarms.or by calling in false bomb reports-
valuable productive time. of a organization's import«nt

personnel 19 dlssxpated respondirg to false aocusatlons, to

“_"1. -

oty
=

* )“.‘L‘_.
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: *crank‘ letters and phone caIls, to forged cemmunications
- °¢' ’ 5 -
- containing information that is “false, malicious and :
embarrassing, a store -8 service is. disrupted when ah o .. 1,;

- z -

"army " of-phoney-custoners take up the’ c1erks' tiﬁe.w;th a "’

-

series*of nuisance questions and false accysations- for '&\'

LI

the simple purpose of harassment and to make the regular : A

A

custoners.impatient with-the resulting lack of serV1ce

Often ‘the technique is a subtle campaign of halfﬁtruths PO

&

© edesigned to get the media on the side of the protestors
@ , and take a position againstothe organization. This. is '

o o not 86 say that a11 protest grﬂups that resort to such

extreme techniques are not advocates of worthy causes,
. 7/

Generally, all other methods of making their cause félt . .t

and acteq upon have failed and some sort of extrene }

techhique is a last resort, On the other hand, there -

Sv T L are protest grdhps whose purpose is not to}better conditions

or improve the 8system-* within socially acceptable coordinatesﬂ

Their objective is to destroy the organization and the

. system itself becausquhe~systemuwi11 not accept them on L
.t ‘ . B

equal:terms-randéto thﬂs;énd, no action nor_tactic is Y- e

,( "~ too extreme. , ' _ ‘ . I ' A
The author has- extensively resﬂarched the eyolution .

of protest groups and their target organizations, -over

é ) a period of years, tracing the progression of the strategies

‘enployed to influence the‘organization-fiom_legitimate and

’ traditional:presentations’through channels_provided for byf

o °

-

.
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the systenm. through the extreme means of force and violence

e ] £
wwhich-were ultiqaﬁely resorted to when the system refused
their demands. aﬁdbfought off their strategic moves. The

!. . .t =

- ostuay ‘was concetned with the black communities in New York

and Boston vying for their communities’ control of the

public schools. I

: In the first study, the author 1dentified twelve

- -

maJor groups that influenced the Boston School bepartment‘

‘between 1962-1970. The major ones were in order of their

importance' parent and cxtizen groups‘in the black

community, local univerSities, the mass. media,. federal and

state governmental agencies, the teachers union, other

+
» -

parental groups, dissenting students, reform groups from -

suburbia, professional organizations,.the buSiness community,

City Hall, and éccredited agencies.33'

In a second, as ‘yet unpublished gtudy of five groups
in the bilack community in ﬁew Xori and Boston’ that were
vying for community control of the schools, the author

identifies the major strategies they use to exert influence,

upon-the'system: First, local organizations usedfthe

traditional and‘legitimate channels (e.g., contacting the
school personnel in charge’about given;problems, also -
through the PTA) }rying to- work with ‘the school ;fstem
organization. Failing to achieve their goals, a.nupbeg

of environmental -groups reported using-the'political process

»

tg_try and exert pressur H

they organized rallies and -

LN

RO
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"they used a lobby to try and infiuenoé the city council

and state legislature; they solioiteo the ‘support of the
haaa media for their cause; they-eyoked'their conaiderable-
membership to send telegrams andnlettera to public orfioialef
Then an attempt was made to "bore” from with1n° the bnreau?
'cracy:of the environmental group tried to work quietly and
directly with membera]of the school syatem bureaucracy,
hoping to achieve their obJectives at lower hierarchial
1eve13, wlthout going through the politicized process of
?orking_with;those at the top of the organization who.

. seemed éntagonistic an&-prejudiciall Failing at‘thia level,
the external groups ,used a tnird party, someone reaoecteq.

by ‘the school -system ‘and whole community (e.g., a university

"peraon or someone from induatry1‘ ﬁhik tactic had: as its

H

obJective to. use thlS person to-get the other side to- the
e

bargaining table so that the environmental group could be

i

-

seen as an equal power. -Then, still trying to work: within
the system, these external groupé*tr@ed'to-go around the
established'nierarchyiof the school eystem by eliciti;g':
the support of higher aourcea of infiggnoe: the courts,
the mayor, the state departme&t of e&pcation, ft was only
after they'were frustrated at every 1evei within the
“system that they tried to sabotage directly the efforts of
the school’ system by diarupting ongoing programs, by
training Btudents to disrupt clasaea and other acholaatic

activities, by striking, by being aelectfvely-uncooperative

1 o
. wa, "
\Jﬁ .
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and by leaking informationfto the press to be used against

'first, they threatened”and then actually organized riots.

\joncessions to drop_their huge demands and support the ~

‘diversion, bringing to the fore other important projects

and concerns, ignoring the enVironmental groups’' .problems

39.

-

[

the school systéem. Finally, some of these énvironmental

L)

groups seceded from the school system and set up alternative

models worthy of the public's-support. Other groups resorted
it . __,-r",'
to threats of violence and then to actual violence in order

to try and get the .school system to respond to their'demand;:

<

and heatedaprotests; and finilly, they threatenéd to cause
harm to officials and to birn school buildings.
The - schodl system fought.back with every resource at

its commapd. In tne early.stages; appeasement was tried,

offering the environ@ental groups small, incgnsequential
. '

status quo. When this failed to stem the tide of protests
anid demands, the’ systems marshalled their legal mandates
to combat the problem-groups Eurthermore, they demanded e
and were given (for the most part) the support of the career ‘
personnel within the organi;ﬁtions, who refused to collaborate
with the unknowledgeableﬁlaymen onlthe,simple-pringiple_that
they were non-professional and not oonpetent to judge nor '
deal with the matter over which they were profesting. The ‘ - ;
systems reinforced théir intransigent position-on every. B ‘

i'ssue through biased public relations campaigns and by

as though they were non-existent. 'They further weakened the
groups"impact by banning or outlawing them from the system,

a
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thereby discouraging the possibility of external funding
to support their fightqt By refusing to-givg‘the groups
public hearings or to interact with them_on any levg}; they
succeeded in eliminating much of:tﬁeir-public visibii?ty,
And, lastly, when faced wiﬁh;threat;-and with actual “
violence, the systems rétali&ted in-kind"ﬁfilizing police
_and in extreme cases, the Natiohal Guard. '

Another more, recent ‘trend by client and -consumer groups
to bring external pressure to bear on the internallorganl-
zation, is the activity of "scrutiny® groﬁp;, such as the .
Ralph Nader ofganizatioh; Theqe-citiéeh watch?dgzgroups ,‘
exist to make private anq.publié organizatiofis socially

responsible. The media have traditipnaliy played this role

,and continue ﬁoebe a powerful environmental force but they 7

-;re joined by this new force. . The-purposes and iactics of
Isﬂrutlny ~groups are much dlffe;ent from those -of the pro-
.tehtors and, in some ?ays, it is easier for the qrganlzation
to defend against the latter. . ' Te

Scrutiny groups seek after Ecarée_informationlthat
might indict ap organization-and depogsfﬁate that it is not
’qdequately'berving society,"They infiltrate fﬁé ;;stem and,
through Spffpg, get access to carefully guarded information.
They investigate public records.- 'i‘hey sr;oof: an& prob’ia.

Such groups not only make an organization nervous but ‘can

cause it to change or face undesirable consequences (e.g., -

. *‘boycott, loss of votes).

Anothér type of client group that needs to be mentioned




—
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“on. the activitieés of publi€ agerncies?

&

is the regulating agéndéy. Accérediting agencies review
the school curriculum and have considerable impact on it.
Government teams and agencies investigate and regulate

businegs activities. Fact-finding committees keep-watch

-~ . : . .

A

Healthy orgaoizations.adapt to Importént_enVironmental
demands but do so.}n.a.wgy Eﬁet does not disrupt their cord
functiohe._ They engace in strategic-plannind;tg'effect_. |
some orderly response to externai bressﬁreg;-otherwiseé
they menaae.by crisie. Maoy enterprises seek to iofloence

their environments as well (e.g., throhgh advertising) to -

make the process even more rational. Because the impact

of the external environment is felt within the organization,

[

an objective is to be adaptive and inoovétive by managing

-t -

the cohflicts caused by external pressures. Their object:

L)

to be prepared and therefore not to be the victlms‘of
environmental whims and crises. " B - .
However, managlng these types of confllcts is very
dlfflcult. The sets of enterprlses comprislng the relevant
enviroﬁment lack a common authority to .bring them together,
and often compete for scarce'resources:(e.g.. within the
industry). They are not compelled to collaborate in order

Ll

to. be effective and must accept a far more abstract and

complex situation than if they were managing their own internal

disputes.® -

-



_mgnfioned above. . Mayer Zald feels that, in addition to

‘when organizational Joals lead individuals and groups to

~ pursue mixed policies and when those goals give thie organi-

'gruéncy. *who has what,” formai authority in the hierarchy,

~always a desired state.

g_t‘ll_e_!f: ) . . . . -
Scholars have mentioned other causes of organizational SRR .o

conflict that do not necegsarily fall into the categorles . - ;

the balance of power and the level of .interdependence
and communication, the levei of conflict is intensified

accbrding to the organization's goals. ‘This.héppgné

zation a more ﬁfobleﬁrsplving (treatment) o@ientapion

rather than a routinized or custodial orientétion.36

Joe Kelly also: mentions the more formal aspects of o -
organizational life that,cause conflict: the physical

sﬁhpe of the building (e.g., the lack of pfi?acY impinges

3=

on one's autonomy), the career structure, status incon-
. ) -~

organizational size, and the claséhstruggle between workers - .
an& managers.?q - - ;

A number.of'ﬁfiters have discussed thé inabii@ty to‘
coﬁmuniéate effectively as the chief c@ntrib@tor-to b;gani- :
zational disagréements. Louis Pondy a]so'believesJ.along
with many game theorists, that a more perfect exchange of
information allows one to act more in his own self-interest,
whereag ignorance forces ﬁﬁq éarties to agree on alternative;
of mutual interest. Thus, perfect communication is not

38 However, Warren Schmidt and

‘ i
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Robert Tannenbaum warn that unless a dispute is based on

i the same set of percezved facts, confllcts could arlse

- 3

simply be45use of mzsperceptzons and uncommon 1nformat10n.39 -0

_ While good communlcatzon is essential for managing
conflict, poor communzcatzon may -only be a symptom of st111 . R S
another underlying cause ‘of disagreement. qummupzcatzon
helps to resolve many of the disputes mentioned above,
but it is a tool for managing a conflict that is _usually
caueed by oee of the six prqbleﬁs-heretofere discussed. -

Finally, organizatiohel conflicts are attributed to
line versus gtégg misunde:_:standings,40 to the degree of
information about one another!s activities, to competition
and the need»to compete, to stetus E}ffe:eneee to donflicting

L] v

ideas and to pereonality clashesi - S
. . . *x B . T "

T !

+

IMPLICATIONS FOR ACTION

Fi L} -~

Based on a valid diagnosis of the situation, the
B , Conflict Manager can then intervene to help managé the

dispute. Conflict has been defined as_energy expended in
-~ i - B []

reaction to felt tension. The objective of an intervenor - L

is to make use of‘this energy for the good-of the enterprise.
- An indi%idual worker or a group within the eyetem,khowever,

.may be most concerned about prdtectihg-self?interests,

>

winning, keeping a lower profile or promoting goddfworking

relationships. Thus if the CM is to use this tension-energy

i

productlvely, he must attempt to find a resolutzon strategy

"

which matches the self—znterests of 1nd1viduals, groups and

; . the organization. 48

|
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Contingency Theory is one conceptual tool useful to

integrate mutual self-iﬁterests for managing organizational -

conflict. There are three major conflict ﬁqnagement )
approaches from yhich'an intervenor can draw-tq_fo;mdlate ’

Aan.apprqach appropriate for rggolving_a dispute: collabora- ’
tion, bargaining and power-play. ‘The appropriate use of
any one of these methods depends on the individuai and

- the o;gan;zatiobal state. '

:'Cbllaborationz This theory main;;ins7thattp90p1g

should surface their differences (get them out ‘in thé Opéni:
. and then work on the problgms until they have attained -
mutually .satisfactory solutions- ’This approacﬁ assu&es - .; ‘
"that people will be motivated to expend the timé and energy - T
for sucﬁ.problemhsolving aqiivity; I£ tries to exploit the ‘ .
possiblé mutual é&ins of the parties .in the dispdﬁé and
views the.cogflie{;;s a ‘creative force pushing them to

-2

achieve an improvéd state of affairs to which both sides

are fully committed. - S - ' .
_Bargaining: mhis;mode fqr managing conflicts assumes *

that neither party will emerge satisfied from the con-

frontation but that both, through negotiation, can.get

something they do not have at théﬁsﬁart; or more of something

" they need, usually by’giving up qometﬁing of lesser impor-
" tance. One party generally wins more than the other; by

the skillful use of tactical trades, he can get the maximum

possible from ;heiéther side. Sdmgtiﬁgs the tactics used

- - ’

49
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' in trading are underhanded and create bad fqelinés, Iﬂ

- "~ the end, when ad\adfeement is reached, it is usually
enforcéd by a written contract'witﬁ sanctions in case of
nbn-compliapce. In the event no agreemgnt:is fegched, a

. third-party mediator ﬁay be employeq to biﬁ& the. sides to
eventual arbitr&tibn. . f S B

Power-play: - This mode différs from the other two

approacheS‘bebause'its emphasis ﬁs on self-interest..

. Whereas, in collaboration and' bargaining the two sides

come together to try to resolVé their pﬂbbiémst bhen.gower
- is the dominant mode, the actiofhs are unilateral or in

-
- -

coalitions acting UHilateraLiy; All of the power technician’s

resources are unleashed‘agqinst his opponent to win:on a

- -
-

given issue or a- long-range program. ° He-gives-néither

inﬁernal commitmént norﬂgoeé he agree to external sanctions

gqaranﬁ%eipg compliance to joipt decisions. '

) COILaboratiSn is the_most'p;gfegfed strategy for the
Qood of the enterprise because:. (l) it promotes authentic

* interpersonal relations; (2) it is a creative force for
innovati&h and- improvement; (3) it enhances feedback and
information flow, and (4) it has a way of ameliorating the
climate of the organization so thatsthere is:more 6pénnesg,-

.trust, risk-taking and good feelings of intégrity.

H

+

Bargaining is the second most preferred alternative.
It_is an approach that, at the least, brings the ‘parties

together and it can lead to binding them tpgetﬁer to "joint
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decisions. It gets the substantive issues out on the table

where they.can be better understood-and acted upon, It

allows \for 1nteraction on the problem.

-plai is ‘the least de51rab1e method for organi- \
zational e ectiveness (althqggh it may be the most desirable
. approach for anézndividual who hag the potential for winhing).

f gsive and hostile -feelings exist between

-~ Generally, aggr

those locked in a r struggle, -shutting off communication
and interaction. Vi ious gossip may ensue, causing rumors -

information. ‘a11 of’this tends to

ana otﬁ%rwise distort

drive 1nformation underg ound so that the organization and

the partiés involved canno 1earn from their experience
since there is little honest {eedback A large amount of
sabotage and non-compliance takes Place which harms the . -

' gsystem. People acting in their own self-interest often

subvert. the organization ) r'\\

Serious cases of indiVidual stregs lead to personal

preoccupation with "self,' at the. expenge of the organi-
zation. The employee ‘may, however, remain important to ;’
- the enterprise if a selfish bargain is strnck whereby some
of his needs areé met in returnhfor useful service, Otherwise, ' ‘
the person may have to be “fired or transferred:\ In less b ’
dramatic instances, a more collaborative stance qan be - .
" taken with unhappy individuals through counseling>\coaching,

*

and third-party consultation. o ' \\ '

~ ) . ; N\ '
Instances -of external pressures are also more prone

ERIC - - .81 -
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to being fought using power or they .can be resolved through
b&rgaining. -Indepehdent entities in conflict have nB common-
authoFity to.bring-phem tOgetherJ,since they compete for
scarce resources and lack common puUrpose. - T6 become more
collab;rhtive, they need to establish power parity, f£ind

ﬁays=to enhance their mutual interests (pe;haps'by figﬁting'f.’

- N =]
a common enemy), structure more independence, and provide

resources to support common efforts and skillful intéfgctiqns.
Bargaining i$ a method for winning power parity which,
when used effectively, permits the-parties to begin a

co-equal relationship when it is achieved. To assume a.

trading position connotes equality, as eaéh3bérty recognizes

that the other has something of value to-qﬁfér-and/or :
withhold.’ Acting in good faith, trust can theh be gstab:_
lished between both parties. JWith.suqﬁ.a-cLimate-fOr
coIlabo;atidn, the pa%ties can begin to pién, p;pblem-
solve and carefully define their mutual interégts:-

For example, the author and his cqlleagues-conqucted
a bargaining intervention within an elementa;y'schqalA
{between inaepenaent teaching tgéms) and chanQed-tﬁe 5
balance of power to a condition of more powefoparlty.
This made it possible to 1ncrease the collaboration efforts

between the part;eg. 40 Once power parity and 1nterdependence'--

‘have been estabiished, ¢pen-systemsxplanqing schemes provide

tébhnplogy for organization-environmental éollaboration.41

T

i v

’ . .
.
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Role conflicts can be managed by matching the psychoh

logical expectations of members of the role ‘set, by adapting
the design -0f the. work in such a way that there is 150. role-

‘0verload and so- that one is eyval ted on the in-rolé't&skq .

He performs. This can be accomplia_ d by ‘team=building
’ L . : : .
"within the role group to develop procesges for effective

cbmmunication,-by conflict managemont,ldecisionimakiné,

goal-setting and by planning, establishinq, and chan‘ing

-

thebnorms and values. A third-partyaconsultant can, often

)

help role group members by more objectively clarifying Eﬁe
disputes.: He-can do this by structuring‘the time; place
and ground rules for the encounter,*and by helping tho

members find solutions to' problems by engaging in an

o .
exploratory process and encouraging-them_tovconfront in a-

£

skillful manner. , _

Power struggles demand a gomewhat di%%erent collabora-
tive strategy; A CM can resort to authority and'mandate.a )
solution to. the probleém. He can attempt to co-opt ‘the
influential parties in order to get them. to join the effort.
He can b01ld coalitions «of influentials. He can develop a -
*favor” system—wherebf.othcrq owerhim-depts offgratitndéz s
and recognizeuhe 6111“5% the sourcé-of rutﬁfg'bﬁnefits-q

thereby making them support his activ;ties.

However, a more collaborative style than any mentioned
above would be to build a climate wherein'opeqness, trust

and risk-taking,yore rewarded. Workers would attempt to

o
1

s
-, ar . ™
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exert their influence and. share their'poqer agendas (self-

interésts) quite openly in collaboriting witﬁzothera, The

Best‘ideas (not necessarily those“coﬁing from the higheer
_adthority) wod{d«preVail, Decisions wbgld be m&aeaby 2he
'"dreﬁb.. People would be encouraged to-peryiéipate, as

effectivelf as'ﬁessiple, in this prpblem-soiring-aq;ivity.

F

. Increasing interdependence ups the-stdkes'and.mekes

- - - -
»

'cpnrlict'management more-cqmpelling and more apt to be.

s

‘ engaged in by the workers. By the same token; decréasing..
1nterdependence leads to conflicts Whlch may have less .
consequence for the énterprise since the parties do not )

g have; to interact to accomplish important tasks. preyer, .

, ~ decreasing interdependénce meyibe a nethod'in and of itself |
to reduce the 1mportanFe of confllcts and, thus, to manage -

E them. “JIf an orqanlzatlonJcan afford to decrease 1nter-

~. dependence by the nature of its cr1t1ca1 task as 1nf1uenced

o

by the external env;ronment, it may ‘view a gallure to

1

manage conflicts as simply lost opportupifies-for‘improvement

]
:

rather than threats to its durvival.

. . Differentiation is a common maniféstation lending .

_* itself to collaborative conflict manaéementf; There are various

ways tb‘reeoive this phenomenon: by emphasizing cémmon

'f . §urposee areund‘wngch the varioughgrientations can coalesce;
by increeging the individdallrewards for accemnxiShing-;he»
, collective task; by encouraging‘skillfal‘listening,and '
cenmunicetien 504tght differenees are clarifieg end underi
i(pteod; ny!engaging in ; problem-aolvrnd-process maximizind '

@ )
-
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< the resources of the various membérs; and lastly, by &
b .... £ -

uslag a consultant to help.the group workathrough 1ts ) o ..
-differepCes. Additionally, the use 1n.the“h1erarchy-of . C .
:oositions-with'thé authority'and information to make o .

-

coordination an important prior1ty helps- the differentlal

cparties to achieve a state of collaboratlon. . s ) ;.;

B b . & g

% The following figure suggests “a contingency approach

]

PR to conflict management. . : Pt -
% ; ,/‘ FIGURE II: conrucr MANAGEMENT CIRCLE = = ws .

' _Bamm'NG NG,

, -Mulcdadulg,
slnu e

; :MRQ‘NON f‘. . Lo

At.. the boundary of the orbit are those problems . - .1 s

v
-which often origlnate outside the system and qQver Wthh

it has 11ttle controle At the core of the'process are ' T
" "instances of tonflict ‘which 1end themgelves to a more o '
'collaborativevapproach. -The:collaborative Tethod will ' ,_-
f - . - - s ,' .
3 < -
-, ' ?' e ) q. i »
i:’_ ) B . - . - E]
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also lead to more grganizational improvément. While

-

" bargaining is the second most prefeﬁred CM-mohe, it is

less central to the orbit than éollaboration. Power tactics. - .-

may ‘be necessary (even functlonal) to'ﬂeal wlth some

probléms but,’ in genera1¢ are to be applled only where

.conditions dq not exist for 'a more }ong-term 1mprovement

Fl

strategy. - .

-

E 4 PR

-

For example, external threats which seek’ to destroy

the legltlmacy of the enterprlse (e.qg., revolutlonary

movements, scrutlny act1v1t1es) can be combatted uffhg
power tactlcs; This is algo. true for serious 1ndiv1du§1
stress and for some 1nternal power struggles. 'Those

1ndlv1duals with a high psycholog1ca1 need for power, a

desire for‘winning their 1nterests at any posg or a .commit-
ment to hurting the organization, may need'to be dealt with

commensurately. .

-

However, bargaining may be the best strategy to ‘use
under the following copdltlons: when power ‘parity needs to

be'established in order td work through a prbblem; ‘when

external pressures are such that a-commdﬁ-solgtion to‘the 

L]

ptoblém is possible and parties are willing to- collaborate; q‘

when individuals feeling mqﬂera;e.tengion-waﬁt to strike a
‘more satisfactory personal contract with the-system, Bar-

gaining is also important when resources are scarce and

parties must compete for an pbsoiute.

Without a doubt, for organizational héai%h,'go;lhboraéion

‘

. .
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- ig the most effective w;y to manage conflicts. It is
true that collaﬁoratiie'ﬁethqu lend thegs?lves to;some
"iéhtanqeg of 1gdividua1-str§§s-an& extgrnal.pres;ure.'
~ Yet, this approach is best employed with role disputes,
diftefentiation-anq_éoweéfequaiiiétion alternativés-t?
. power struggiesfunder cgndiﬁiona_of’h1§h=intgrﬁependéhce. S
Table-TIT below 11lustrates the various technologies ] |
-applicable. to each major cause of conflict given the

three different approa%pes;

A
[}
i
i
!

Y
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£ S ' TABLE ITI ‘ 53.
_ CONFLICT MANAGEMENT PARADIGM
r C . i ) . "
) ) . M TECHNOLOGIES .
‘Causes of Conflict |{ Collaboration Bargaining | Power -~
: External pressures { open systems plan-| negotiation |  force and threats
. : . ning ' . -« of force, use of
. . - laws co- optaum,
: _ . strategic use of
Tt | .- . | infommation, co-.
T T _ ‘ : - .| alition building
Individual stress ‘counseling, " | contracting ‘fire,
’ .. . coaching, - transfer,
problem-solving | . T careful job
- ¥ .o description
’ Power struggles 1] build organiza- ° nhegotiation, . use of legitimate’
- || tional climate, ~ | solve substan- | authority, |,
. make decisions ~ | tive issues of | co-optation,
") , close’ to infor- scarce resource, coalition build- _
.}[ mation source, - allocation, es- - ing, favor system
| best ideas pre- tablish power - - S
vail, encourage parity
| participation, .
> ’ ~ || problem-solving ‘
- Low interdependence increasing group negotiation to -use. of legifimate .
11 interaction. { enhance inter- - authority to ° o
action . structure more 1
1 7 1nteract1on
Role dlsputes, team bm.ld:u'ng, : ] rt with formal
differentiation, 1| éommmication | - .authority and
. | high interdependence | sKills, problem rewards
’ : - |{ solving, con- . : , °
_ - || frontive style,
N ) imaging, third-
’ ) ’ party consul-
: - tation, climate
58
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. aﬁp_endii 111 which. follows is an attellpt to describe”
‘ bric'fly' the varioni"\terni- and tochnologi_ei in Table III.
In general, when the i:§unes', of c_onfiic’t are .ro1¢- disputes,
* _ differentiation, liigh interdcpehdtnge.'or sou_ae fo_rns of
pot"er -stnijgie‘s, a co,l—l_aboi_:_ativo--stfatggjt's;eéils' to be .
- . most: effective. - _
We can conclude by stating a inple ground rule which
the Conflict Manager can use to guide his interventions-
_ -. " assess the situation and then act appi:opriat‘ely. As luchef

»..- Crozier has stated in a critique of the strictly rational .

" which méans he is. free to

play his own game...
‘Subordinates can be consideiad

as free agents who can discuss.
their own problems and bargain:
about them, who do not only
submit to a power strfucture but
ialso participste in that structure.

* Managing organizational conflicts situationaliy
allows for the integration of the heart, the hand and
the head ini one of the most important aspects of

]

oré,ani zational life.
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and the strictly human relations approach to dispute ’
. - ¥+ 2
L settlolpent. ) ‘ T ) T
. B T A human beilit, however, does . R
p not have only o hand and & - - L _ .
heart, He also has & head, - .

-
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Confrontation style: '

~ Contracting:

d}ﬂp&ﬂiau'

. Counseling:

69.

APPENDIX III

L

GLOSSARY OF UNCOMMON TECHNOLOGICAL TERMS

<

Helping a person by encouraging, adv:.smg,
instructing, and othexwise aiding in the
accomplishment of a goal.

Léaming how to listen, -understand issues, .
explore verbal and non-verbal messages so

that the conflict can be worked productively.‘ .

Teaching people to value a style which
openly surfaces- disagreements -and then,

- based on the data, attempt to -confiront

the 1ssues and solve the problems v

Setting psychological expectations and
making agreements by explicitly dis-
cussing agendas, wants, needs, quid- pro
quos a.nd services. .

-

Dlscouragmg opposition by encouraging
opponents to join-the- -organization- and,
thereby, be forced to abide by the rules,
norms and. decisions “they help create. ' 4
This also means that the orpanization .
may ‘have to allow itsélf to be influencéd ~
by the opposition in order to attract Y
them to join it. . :

- Engaging in a therapeutic relationship

with a person to help him resolve (for - <
hlmself) h1s own internal tensions.

A procedure designed to uncover the. common . -
perceptions and misperceptions of parti

in conflict so that the problems (issues
are clearer, validated. and can be used as
levers. for managing the- dispute.
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Power parii.:y: _

Problem solving:

-compra’nise .

* Various methods for including parts of -

. The nomms, be11efs‘, values and rewarded’

. Trymg to gain advantages ﬂ:rwgh. con-

-as well as in the general c_';lima'te.,

> to accomplish their tasks creatively.

L)

A procedure, varying in its degree of -
formality, for deciding substantive issues
in a conflict and mechanisms to ensure
resolution. It implies. give-and-take

the external environment in the internal
decision making of the orgam.zatmn (e g-
the charette)

behaviors which constitute informal laws
in the enterprise.. If the climaté supports
taking risks, for example, risk-oriented,
workers will not hesitate to ‘take th;m.

frontation; the amassing of resources;
demonstrating strength; a feeling -of being
treated as a peer or equal on given issues

1

Openl)r shanng mfonnauon (including - -
conflicts and anger). and expanding energy

to try to atrive at a common and creative ‘ .
solution to a problém benefiting both j )
parties. A more or-1éss soph1st1cated

procedure can be used to arrive at a

solutmn.

Building skills, a productive climate, -~ . -
good:-interpersmal relations, and conceptual :

mderstandmg within .the work group so .
that it can use conflict producing energy Y

The use. of sameone both skilled (knowledgeable)-
and outside the immediate dispute to listen

to thé ¢énflict and inteivene in order to

help the parties manage their problems nore
productwely
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