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SOME PERSPECTIVE

“No recent year has seen snch wholesale changes in the superintendencies and
other high school positions as the present year . . . . There has heen acperfect
storm of unrest culminating in wholesale resignations, dismissals, and new
appointments.” The quotation is front the American School Board Jowrnal —

the June 1913 issue! :

Publie admivistrators have been canght in the crossfire of social conflict
since before thie assassination of Caesar. Although its intensity rises and wanes
with tinse and place, conflict is ubiquitous in public affairs and right now it is
certainly not waning in the beleaguered world of the schiool administrator.

The recent study by the American Association of Scliool Administrators,
The American Schoo! Superintendent, reveals that the issiue most likely to °
canse snperinteidents to leave the field is “attacks on superintendents.”” Some
will no doubt become professors of edncation and .teach others how to do it;
others will retire prematurely. Many of the superintendents who responded to
the study said that they needed “skills in conflict: resolntion” if they were to
maintain their effectiveness as administrators. Such skills are rather hard to
conie by. We know minch more about the causes of social conflict than we know
aliout the cures. Judge Learned Hand observed that “justice is the tolerahle ac--
comniadation of the conflicting interests of society, and I don't believe there is
any royal road to attain such accommodations concretely.”

Justice Fland’s admonition notwithstanding, here goes. No royal road is
promised, only a rather simplistic review of some concepts relative to conflict
which seem to he usefnl-to the school administrator. '

We will start with some platitudes about conflict, then analyze the nature
of conflicts, weigh the various outcomes of conflict, consi:ler the relationship
of the organizational climate of the school to productive-conflict and destructive-
conflict organizations, and review our knowledge of the relationship of the
board of education and the administrator to'productive-conflict and destructive-
conflict schools. With a little bit of luck, we may uncover some practical advice
on how to strengthen the conflict profile in our schools.

Let us consider some of the platitudes that are familiar to all commence-
ment speakers, _ ,
- Conflict should he viewed in wentral rather than hostile terms. Mary
Parker Foliett defined conflict neatly and dispassionately as “a moment of inter-
acting desires.” This definition permits us to view conilict without connotations
of “good" or “bad” and to realize that conflict becomes good or bad only as 2
consequence of the level of civilization which people bring with their inter-
acting desires, and the statesmanship of administrators and others who attempt
to medhate these interacting desires. In other words, the administrator who
views conflict as inherently pathological. something to be avoided or muted, is
in trouble right from the start. He is likely to become part of the problem rather
than a force in its solution. Many scholars of organizational science have pointe
out that conflict and cooperation are inextricahly intertwined in the life of an
organization.! o state that cooperation is essential to any organization is
tautological. Thus, if conflict and cooperation are two reciprocal processes or.

" as some have put it, two sides of the same coin, one might reason that some

1 Charles H. Cooley, Sogial Process, New York: Scribner’s Sons, 1918, p. 39 f.
5
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couflict must then Lo uecessary in any viable organization. Seemingly nobody
has determined how mneh conflict is enongh. So it s wot suggested that the
superintendent tush ont and hire Abbic |loffman and Jane Fonda to his
administrative staff. 1t is suggested that the compelling challenge to scliool
administrators is to mobilize the inevitable {orces of conflict to generate the
enstiing cooperation that 'is essential for progress.

[mpetus for Dnprovement of instibdions is accelerated during periods of

_sorial titrbalence, Almost every connnencenient speaker assiees nis that if it is a

tiue of great tuninoil then it must also be o time of geeat opportunity. The cvi-
dlence of histary is on their side, As Alfred North Whitchicad ohserved, *The
clash of doctrines is not 3 disaster, it is an opportunity.” Most of man's ad-
vanices hiave heen wchieved during periods of conflict. The examples are legion.
Iivery new program of federal support for education has been enacted during
periods of war, depression, sociul unrest, intcrnational tensions, or othier- dis-
locations. The Morrill Act, which contributed so wwnch to the democratization
of Ingher education, was enacted doring the darkest days of the Civil War, The
G1 Bill was enacted in the midst of World War 11, The Elementary and Sec-
ondary Fedueation Act wonid never have passed without the conflict arising
from poverty and social injustices. And so it goes. We do not say that all social
progress resolts from conflict nor that all conflict produces social progress. But

“cemfliet does present educavional Icuders with far wmore leverage for the im-

provenient of the cdncational enterprise than they would find in periods of
trancuility. Although ground may be lost on some fronts. the gains should
outrun the losses in any well-admiuistered scliool system,

Periods of conflict often permit the leader to exercise high statesmanship.
This, of conrse. is a corollary of the ahove, George Bernard Shaw said that “ihe
test of a man or woman's breeding is how they hehave in a quarrel.” Just as
the ship's captain demonstrates Ins greatest skill in rough waters, so school
achiinistrators face the most hracing exercise of their skill in times of turbu-
lence. Tlink of the great presidents of this country, or the great sclivol ad-
ministrators. and they are likely to be persons wliose tenure spanned very diffi-
cult times. This is not to say that great leadersinp capacity never exists 1 tinie
of sérenity but rather that these times do not permit lendership to reach its
apogee. Heroics are virtoally impossible without danger,

Conflict mav leave an organisation stronger than before, depending npon
the degree of wisdom and justice applied to the resolution of the conflict. The
destructive consequences of conflict are wcll known: the productive conse-
(uencees are not. Inst as a sufficiently deep personality conflict within the indi-
vittual can destroy his ability to function. so a deep and protracted conflict with-
in any organization can result in some destruction of the organization.. We have
all witnessed in soue school systents the creeping paralysis that follows dead-
lock in confiict, But madern administrative science recognizes the productive
potentalities of conflict. Coser wrote an entire hook, The Functions of Social
Conflict. and pointed ont that some of these functinns are essential to the whole-
somic developmient of any organization. Awmong these were the cathartic effect of
releasing pent-np hostilities, relicving divisive forces and re-establishing unity,
helping to define group structnre, and refining orgamzational objectives and
policies. All lovers are aware of the euphoria that inevitably follows a patched-
up quarrel. Rational conflict forces reexannination of old dogma, reconsidera-
tion of goals. cotlectjon and cvaluation of new cvidence, and consideration of
new alternatives. These are the processes by which a free society and its insti-

6
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lutlous are strcn;,thcﬂcd. It is said that Franklin Roosevelt dl.hhcratcly created
“web of tensions” amoug his subordinates to release the ereativity and the
moti\ntion ameng them which Roosevelt Lelieved o be the hfeblood of a
shecessinl atllnlniatrnhon. Pcrh.lps lie had read M1ry Parker IFollett’s obscrva-
tion that “we ean set conflict to work and make it dé something for us.” The
sociopsychological climate, as we shall see titer, can be improved through con-
flict. To the extent that conflict is intelligently approached and fairly resolved,
it may remove irritants, reduce misimderstanding, reinforce goals, qmcken
commitment, establish individnal and organizational integrity, and otherwise
refine the attributes of whelesome orgamzational elimate. So it is not the con-
flict itself which should be alarming bt rather its mismanagement,
A ¥

THE -ANATOMY OF CONFLICT

=

" The administrator nnist recognize that con?llct contes in many typcs, wlncll

wuist be distingnished if they are to be dealt with effectively.

Constructive v. ne)‘anom attacks .
First there is the obvious difference between conflict generated by respon-

- sible, constructive reformers and the confliet generated by nefarions critics

whese wission is to destroy rather than imFrove schools. Some administrators .’
make the scrious mistake of treating them both alike, Fortunately it is usually

rather easy to distinguish between the two. The constructive critics ask ques-
tions. try to nnderstand positions otlier than their own. search for truth through

- stndy and fact-finding, work through the superintendent and the board, nd

nse rational and ohjective language. If constructive critics are treated by ad-

_ inistrators as subversive, they may indeed become so. Snbversive agitators

prefer to attack people along with issnes, use hateful ‘language, go directly to
the pnblic rather than "work within the system, issue dogmatic statements
rather than uestions. hold inflexille positions. elaim to have all the facts they
need, threaten disruption, and inveigh against the conspiraey which they sec
behind all opposition. Any standard reference work on guerrilla warfare will

_be helptul in dealing with subversives. Radical critics may claim lofty motives

while at the same time employing guerrilla tacties. Regd@rdless of their motives,
if they proclaim that they mmst first destroy the system, they must be dealt
with like the subversives they are in deed, notwithstanding their proclaimed
idealism. No publlc administrator can responslhly preside over the destrnction
of a public institution be is obliged to maintain. Fortunately the subversives are
usually relatively few in number and, generally speaking, unahle to generate
little currency for their goals among most school communities if certain cir-
cumstances pre\ratl 7

Howe\rer. it is crucial td consider some of these circumstances under’
which any ‘mlnonty — radical or otherwise — can motilize the silent ma-
jority to action. James Coleman. who has spent much of his career study-
ing conflict, identifies the three circumstances necessary for the conversion

‘of the mass of relatively uminformed and ordinarily apathetic majority to
‘the banners of a minority, First, there must be several discontented
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utinorities irritated enongl by several unresolved and festering cleavages-that
they can e mobilized into a coalition pnited in its desire to “throw the rascals
out.” Second, a vational climate of fear and suspicion over some pervasive
wsues, such as race relations or the threat of commumist conspiracy, among
uihiers, helps to exaccrbate the conflict, Third, the conflict cin hecomne nncon-
trollable if the administration has failed to maintain close and continued good
redations within the organization and with comunmity organizations.? Coleman
believes that all these iugredients are essential ; others are 118t so sure that all
of thent are esseutial. Colentan speaks of *Greshant’s Law of Conflict” in which
“the harmfol and dangerous clements drive ont those which would keep the
contflict within bounds.”™ * As the conflict escalates, there is au increasing reli-
ance on power and e tactics of threat, coercion, i deception, Within ench
of the conflicting parties there is incveasiug pressure for confdrmity of opinion
anel @ tendency for leadership to be pre-empted from the conciliators by the
intransigents, “Thinking bhecomes polarized and the antagonists come to view
the alternatives as heing linnted to victory or defeat,

Coal conflices

Getzels and associates hive identified several general categeries of con-
flict derived frong their model of educational administration as a social process,
wliich we shall oversimplify aned paraphrase here as orgamizational goal con-
flicts, indivichinl persotality conflicts, and individual-organization conflicts.*
One need not have a Ui to understand that there is wide disagreement in

- socicty regarding the goals which schools shoitld nudertake. Illustrations of

this kind ‘of conflict are legion. Somc people would like to see students bused
as necessary in order to achieve racii balance in the schools, while others
woulid not. This issuc is so pervasive that'it is very much a part of the national
political debate. Some people would fike to have sex education in the schools,
wliile others are sure that sex edncation is the work of the comnumists or the
devil. And so it goes. The list of issies is long and passions can run high, filling
a school auditorium with wild dehate at a moment’s notice.

Since institutional goal conflicts are nearly always a microcosm of the
vilue conflicts of society itsclf, the school administrator has very limited
leverage in resolving these conflicts in any very fundameintal way. Although
soinc school administrators have managed to achicve some tranquility on the
husing issue, for example, they know that. as long as this issue is fiindamentally
nnresolved in the larger socicty, tranquility can be lost at almost any moment.’
The forces that snstain these goal conflicts are often so external and so
powerfitl that the schonl administrator may De linited in his ability to cope
with them. At thre very least he shonld maintain communication among the op-
posing gronps and bargain ent compromise agreements that permiit schools to

. operate under a kind of armed trnce until higher anthority is capahle of resolv-

ing the issne. Better yet, hic should try to make the compromise work, experi-
ment with creative alternatives that forge ahead. if even in limited ways.
toward the nitimate objective. As a responsible pnhlic servant he cannot in
good conscience cop ont on moral issnes. As an educator, he is ethically obliged

3 ibid.. p. 14, .
4 Jacoh W, Getzels. James M. Lipham. and Roald F. Campbeli, Educational Adminis-
tragion as a Social Process, New York: Harper and Row Publishers, 1968, pp. 108-119.
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to raise the level of public understamling and response to the great social
issues of the times, '

Indsvidual personality conflicss

Personality conflicts may be manifested within a single individual or
among individuals, For exaniple, [ wiay want to be treated equally with others.
hut I may also want to have my individuality recognized and acconunodatesl.
But how can I Le treated both eqtlly and individually? When my owu per-
sonal needs are in confliet 1 may irritate the boss with problems that are more
in the domain of my psychiatrist than the domain of the boss. About all that
the hoss can hope tor, if my conflicts are too severe, is that 1 have a good
analyst or that the grievance machinery is well greased or that 1 will get pro-
moted to a principalship in someone else's school system.

Individual-organization conflists

We come now to the third family of conflicts, which is the natire of most
conflicts which administrators nst deal with on a (lay-(l‘?o-day basis. This is the
conflict between the individual (s) and the expectations or goals of the organiza-
tion. We focus on this family of conflicts particularly for two reasons: first, it is
a very comition kind of conflict in schools and. second, unlike the other two, the
school administrator is in much berter position to mediate this type of conflict.
This collision between the individual(s)-and_the organization represents the
classic conflict that permeates so much of humiavres - rience. It has not only
drawn the attention of great scholars of administrative scignee, notably Weber,
Argyris, Getzels, Thompson, and Presthus. among othérs, hut has also heconie
the classic theme in so'many great works of literature. In Up the Down Starr-— - -
cuse, it was a very humane Enf!ish teacher struggling against inhumane sec-
ondary school administration. In The Godfather, it was the struggle of the
godfather’s youngest son against the Mafia tradition of his family which finally
ensnared him. 1n A8 Quiet on the Western Front, it was the destruction of a
sensitive young German soldier by the Prussian military machine. In Jonathan
Livingston Seagull, it was the struggle of a creative young seagull against the
oppressive orthodoxy of the seagull “‘establishment.” Examples of this endemic
conflict between 1he individual and the organization are legion, both in fic-

~ tion and in nonfiction, as indeed it is 1n real life. This collision between the
goals of the organization and the needs of the individual or individuals is the
type of conflict that we shall be focusing upon largely in the discnssion which
follows. This is the kind of conflict that is so often mauifested when teachers
strike, when parents hoycott schools. when students deptonstrate, or when
grievances are filed. although, of course. this conflict may have overtones of
cither of the other two families of conflict.

[€)
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ANATOMY OF THE OUTCOMES
OF CONFLICT

We tiru uow to consideratinn of the classic ontenimies of conilict: avoidunce,
deacllock, victory-defeat, compromise, and integration, I'he first four are well
knowa: the last nue, generally the nmst preferable, js less well known, Bertram
Gross, in_his hook The Munaying of Orgonisations, provides an excellent:
amlysis of the strengths il linitdions of each of these outeomes, from which
the following nterial is abridged.’

"

Avoidance .

Avoidance is a necessary response to sone kinds of conflict in certain
circumstances. The divergence of iuterests muong individnals and between the
organization and ludividuals is often so great that it is highly doubtful wheilier
schools or other social systeins could exist without some forins of avoidance or
suppression of conflict, In fact, withdrawal from conflict seeis to be one of
na's most natural and traditional ways of coping with certain couflicts.
Internal conilicts may be cither consciously or unconscionsly repressed. Ex-
ternal tonflicts inay be reduced by rearranging the situation so that antagonists
may avoid cach vther. A stndent in constant difficulty with oue teaciier may be
transferred to anothier teacher, Teacliers nmay he granted transfers to other
schools to escape principals with whowm they can't get along. [lawever, attémpts,
at avoidancé of condlict aire often connterproductive when acdwinistrators at-
tenipt to avoid very ripe irritations with the hope that they will go away if
ignored. Today's collective hargaining and grievance procedures in schools are
making it increasingly impossible for administrators to ignore incipient conflict
within the teacling rauks. Hlowever, stutdents do not yet enjoy easy response
to adninistrators’ attempts to avoid the resolution of their problems. School
problems exacerhated by administrators’ attempts to avotd thein are legion.
Clearly the option of avoiding couflict by ignoring root problemns is one that
the scliool adninistrator should use with great prudence. Qu the other liand, the
avoidance of conflict by solving incipient problems before they erupt is part
of the genius of administration. N

Deadlock

Deadlock is another conimon ontcome of conflict. Like avoidance, dead-
lock may be regarded as sucli a negative state that it may be intolerable. In
deadlock. neither side wins and botl: sides are frustrated. Some conflict, like
the Vietnam war and some niarriages, can continue in deadlock for a long
period of time. Deadlock can he accepted only when the dangers of defeat make
a stalemate more palatable. When the power of the conflicting parties is ap-
proximately equal and when the issue is a zero-sum issue, peace through stale-
mate may be more acceptable (0 the conflicting parties than is peace through
mutual cxhanstion. Also, a stalemate may provide both sides with breathing
space throngh which they can mobilize {or renewed conflict. Deadlock then

5 Bertram M. Gross, The Managing of Organizations. Glencoe, Illinois: The Free Pressy '
1964, vol. 1, pp. 274-279 .
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may be viewed as an ontvome of conflict bt seldom as a resolntion of conflict.

Victory-defeas ' .
Victory and defeat are common outconies of conflict, cspecinlly in zero-
‘sum issues. By zero-smin issues, we mean issucs in which ope side’s gain must
be the other side’s loss, If teachers are 1o get a raise, then taxes must go up,
If one vice-principal is promoted to the principalship, then another vice-
. principal cannot be. The victory-defeat ontcome is the neatest and most un-
 amibiguoas of them all. The issuc is clearly and decisively resolved, and adiniiis-
“ trators, like most of society, rather Jike decisiveness, We are well sicenlturated
to accept majority votes. guilty or acquittal decisions, arbitration awards,
referces’ decisions, or school board resolutions as binding. Zero-sium issues can’
hardly be rcsolved by any ontcome other than victory-defeat or conpromise.
tlowever, victory-defeat'1s also the most circumseribed form of ontcome and
therefore usnally the least desirable cutcomie for losers whose loss is total, and
losers, Jike the Germans in World War 1, have heen kuown to come back to

the fray again another day with renewed vigor.

Compromise

This outcome is familiar to anyone who las observed thescollective bar-
gaining process. It 100 has lots of allure, gsince each party to the conflict wins
something and loses sowmcthing, As cvery negotiator knows, coinpromisc re-
quires people to hehave deceptively, You denuind wmore than you expect or
merit so that you have room to compromise withont losing too much. You
issie ultimatnmms and threats that you have no intention of xecuting. Yon
deliberately obfuscate data and confuse comnmnication. Compromising be-
havior is deliberately deceptive and is scen by idealists as unmitigated evil,
It requires a kind of behavior that is really alien to most educators. The nost
effective negotiators often appear to be the most unprincipled people. Gross
argues that overindulgence in compromise may lead to erosion of moral values.
Compromise often results in temporizing, since the contenders renew later’
the demands that were lost in compromisc earlier, The people wha really profit
from compromise are the professional negotiators. the Eact-finders, and the
mediators. But we emphasize again that compromise and victory-defeat may be
the only available outcomes when zero-suin issucs arc at stake.

Integration .

Intcgration is the least known. least practiced. yet usually the most effec-
tive and enduring outcome &f conflict. It is the outconse which offers the 1fose—
hope for permanent solution. We are indebted to Mary Parker Follett for first
explicating this outcome.® Integration can probably be best understood
through illustration. The Faculty Council in a professional school of a-univer-
sity wis attemipting to establish the parameters of faculty participation i the
governnce of the school. Administration insisted that the Faculty Council's
role should be that of “making recomnicndations™ to the adninistration. The
faculty found this objectionable hecause of the generally poor record of ad-

6 Henry C, Metealf and L. Urwick {als.). Denamic Administration: The Collected
5’6?15” of Mory Parker Follett. New York: Harper and Row Publishers. (940, pp.

11
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visory bodics to allinistrative powers, Like most facultics, they were not
enchanted by a “meet and discuss” mode of participation. Adwinistration, on
the other hand, rejected the demmnd that faculty should “approve™ programns,
policies, and hudgets. Both partics theu backed away from the objectionable
words il began exploring instead the procedures by which faculty wight par-
ticipate in the actual decisjon-making processes without preenpting adminmistra-
tive prerogatives, while at the same time requiring excentive acconntability for
deparfures from faculty preferences in these matters. Loth faculty and admin-
istration discoveral afier a lot of discussion that they could describe the
processes by which both faculty and achuinistration- could -participate in the
decision-making process without comprowmising the expectations of cither
sidle. The Faculty Council’s cliarter fiow defines those processes and avoids the
words "recommuendations” and. "approval.” Both faculty and administration
are happy with the agreenment. '
lutegration is then the most fundamentally satisfying mode of conflict reso-
lution for all parties. 1t produces the most enduring settlements. 1t is at the
same time the mest difficult prode of resolition in most cases. Why is it diffi-
cult? Each party must trust the othérs Each party mwst strive hard to under-
staidd and agconmodate the other side. Each party must struggle to get behind
the symbol@dhat hide the true state of affairs and bring the fundamental issues
at conflict int the open so that underlying interests can be analyzed forthright-
ly. Hidden agendns must come out of hiding. This process is akin to the
“working through" process in psychoanalysis. It requires repeated exploration
“for réw and usually more complex and creative solutions-that can satisfy both
sides as fully as possible. It often produces solntions that are more difficult
to administer than those decisions that are yickded by victory-defeat or by com-
promise, Barmard- referred to this outcomne as “moral creativity,” A large
nicasure of inventiveness is required and that takes time, patience, and wisdom.
But the outcome is usually worth it hecause both parties are satisfied and often
exhilarated by the solution. As Follett pojnted out, the process of integrating
divergent interests is an escential part of developing an organization's power,
The total power which an organization energizes through integration is vsually

~ much greater than the power that the organization gains either through com-

promise or victory-defeat. We have learned from our studies of organizational
behavior that organizational power is not a fixed s1..n that must be won or lost
but, with integration, a variable sum in which all can gain. That is why the term
collective gaining is somttimes associated with integration.” 1t is indeed possi-
ble for all parties to gain power in this mode. But this is an uncommon concept
that is ncither well understood nor well pursued by most conflicting parties,

1t should be remembered, however, that integration, like power, is a sword
that can cut in any direction. It can unite the forces of the devil as well as the
angels, Whether any specific integration is to be regarded as good or evil must,
like any other outcome of conflict, be determined entirely by one’s ethical
premises. .

As noted earlier, not all conflicts can be resolved through integration.

~ However, many more conflicts in our society could be solved through integra-

tion than is presently the case. Much of thshe genius of school administ ration lies
in distinguishing clearly hetween those iSsues that'are amenable to resolution
through integration and those which are not, and then maximizing the oppor-

7 Richagd lW'len.' “Collective Gaining,"- Phi Delta Kappan. vol. 51 (April [ 1970},
9, ' Do T y

pp. 415-4
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tunities to solvee all thmse thiat are wmenable to integeation i that ngaer,
Unfortunately, our present preacenpation with collective bargaining wilitates
against this stratigrem, Let us anidyze the varions types of dilemimas to deepen
our understianling of Hwse which are amenable o integration aud those
whiclt are not, ' : .

IFigure 1 helps us sort ont dilenmee aind make some importaat distinetions
between those sources of couflict which. can be resolved thirough integration
and thuse which ciumot. | ' J :

Frevue 1 Dilewnas ad Their Awensiility to Resototion by Dategration
ur Victory-lefeat aul Compromise )

IsHUlS:
quantitative
fixcetl-sut
witi-lose clioices

PROBLEMS;
qualitative
variable-sum
mutual gan chojces

WELEFARE GOALS
satisfied through
remutterative
power
resultivg in calcula-
- tive involvenent

|
1Tigh victary -defeat
potential

Low integrative
potential

LExunples:
parochiaid
across-the-hoard
salary increases

I

Modlerate victory-
defeat potential

Maoderate integrative -
potential

Examples ;
differentiatedd
sularies :
faculty promotions

CHLTURAL
GOALS
satisfied through
norn@tive powger
resulting inmoral
involvement

11

Maderate victory-
defeat potential
Muoclerate integrative

potential

Examples:
racial balance

. through busing

sex educntion

A

l.ow victory-defeat
potential

High integrative
potential

Examples:
student govermnent
curriculum
developnient

Walton and McKersie distinguish letween conflicts that involve zero-sum
or fixed-sum issues and those which involve variable-suni issues.? Fixed-sim
issues, shown in the middle vertical colwun, are those which force win-lose or
victory-defeat options only, They tend to be the big nioney issues and those in
which the stakes are fundamentally quantitative, In contrast, conflicts may. -
arise also from problems which are qualitative rather than quantitative in
nature, These tend to he variable-sum problenis and are represented here with

8 Richard E, Walton and Robert B. McKersie, A4 Beharioral Theory of Labor Negoti-
ations, New York: McGraw-Hil] Book Company, 1965. '
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some examples in the right column. Etzioni classifies sources of conflict in
Ssuother way.” He distingtishes between welfare goals, represented here in the
top hiorizontal column, and culftural goals, represented here in the bottom hoeri-
zontal columu, The welfiure goals have to do largely with the welfare of em-
poyees nr clients of 4 organization and jnvoke largely remunerative power or
persofial rights and pfivileges, In contrast, cultural goals. involve cultural or
wieral interests and are satisfied through normative power,

By combining Etzioni’s analysis and Walton and McKersie’s analysis in
this four-way grid, we are able to consider them together, Etzioni suggests
that the cultural goals niay lend themselves ratlier well to resolution through
integrative decision-making, whereas the welfare geals do not. Walton and
McKersie suggests that the, variable-sitm problems usually lend themselves
rather well to resolution throungh integrative dcclsion-maf-:ing. whereas the
fixed-sum issues do not. Tlus permits us to reason that the kinds of problems
found in cell 1 gre not yery compatible with integrative conflict resolution,
cither by Eizioni's or Walton and McKersie's analysis. These are the real
tough conflicr issues that miust.probably be hammered ont through an adversary
bargaining process and find their solution either through victory-defeat or
compromise. By comrast, the kinds of conflicts illustrated in cell IV lend
themselves eitlier way to resolution through integrative decision-making, In
fact, one conld argue that it is prohably tincivilized to attempt to solve the
kinds of problems that fall in cell 1V in the collective bargaining mode, since

~ " that style of conflict resolution tends to force us into victory-defeat or com-

promise ontcomes, which nsually fail to give us the creative and mutual gain
sohutions that integrative conflict resolution permits. Cells IT and IIT include
potential conflicts, which by one analysis appear compatible with integrative
resolution but not so with respect to the other. These may be thought of as
“rerixed issues.” In sum, we can raise the lebel of civilization in conflict resolu-
tion by applying ihe integrative mode t6 as mhny problems as possible,

=

- ANATOMY OF THE
ORGANIZATIONAL CLIMATE

The relationship hetween conflict, administrati¥é response, and orgzdnizational
climate is illuwtrated in Figure 2. Whei ?onflict ariges, adnnnistrators respond
dn

‘either positively or negatively. This adniinistrative response then helps to
shape the organizational climate either whalgsoniely or unwholesomely. This
orgganizational climate then predisposes the School system toward either pro-
ductive or destructive conflict syndréihes when successive conflict occurs. The
illustration is oversimphified since other factors, such as the response of teach-
ers, students_and community, also help to shape the organizational climate,

A number of scholars have §tudied organization health. Miles speaks of or-
ganization health as the ability to “survive in its environment., . .. fand} to -

9 Amitai Etzioni, 4 Comparative Analysis of Complex O‘rgaﬂi.::trlions. New York: The
Free Press, 1961 . l 3 . .
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cope aderiately over the Tong Il ¥ Miles pecifies ten dimensions of organi-
Zubion Leadt) whicly, it seerus plansible to assunie, would help to distinguish the

_productive-couflict schools from the destructive-conflict schools. By productive.

conilict schwools, we-mean, not those withiout conflict. hut rather those which are
capable of coping with cenflict by making it operate for the improvement of
the organization, T . .

I1rst, Miles tells us that liealthy organizations have rather clear goal focies,
as opposed to those organizations which suffer from role smbignity. Ilealthy
orgmzatious are engaged in vigorous cffort to deflue hoth appropriate and
achicvahle goals and to help people within the organization 1o understand and
accept those goals. Much of the couflict which beleaguers schools arises over
vitrions steans, and this conflict over merns catmnot be resolved until some con-
seisus is reached with respect 1o goals. low ilo you feel about career educa-
tion? Open education? Differentinted staffing? PPBES systems? Voucher
[Hans? Perfornance contracting 2 These are all means which cannot really be
consitlered sensibly until one las first reduccd the dispute over goals. Several
scholars have called attention to burciucricies’ tendencies to substitute con-
sderation of nieans for cousideration of goals and therely encounter jrreducible
thspates. Whether or not jeans are acceptable is gucdeterminable until goals
lisie heen-establishied aned recognized. Fortumately 'some helpiul tools are be-
witning to enterge to lielp us with the task of clarifying goals. The Pennsylvania
ility Faucation I'reject is one exaniple of an effort to help schooly/ clarify
their goals in heliavioral and ‘'measuralle terns, rather than in the somewliat
nseless platitudes that once chiarncterized the statements of educationat philoso-
phy that most scuools forundite and then ignore. Manugenent-hy-objectives,
aystems force attention upon manmagenent goals. PPBES systemis also foree
us 1o confront the matter of goals before we tackle programs. policies. budgets,
and evaluation, 1ndeed any -evaluation system should require clarification of
goals. Goal clarificition, though not always simple, is nevertheless essential.
Mau has heen in dispute over the goals of education ever-stiice schools have
existed. i '

Sccomd, Miles emphasizes the importance of communication adequacy in
organization health. Fecding more information 1o opposing parties is no
guarantee tliat they will itteract niore lovingly, but to be ignorant of the prob--
lem or the opponent’s expectations is often an imipossible handicap in problem-
salving. One of the great dysfunctions of the collective bargaining process is
that bhoth sides typically obinscate communications and withhold information
from cach other deliberately. These tactics may help us progress toward
victory-defeat. comproniisc. or stalemate, hut can only hinder integrative con-
flict resolution, The importance of adequate communication and the organiza-
tional pathologies that arise from inadequate communication are so well known
that we need not helahor them here.

" Third. Miles speaks of the importance of optimum power equalization.
Simply stated, this coneept suggests that unequal power distribution predis-
poses ns toward solution by victory-defeat or conipramise and that real inte-
aration is unlikely when one party to the conflict holds disproportionate
power over the other. It is usually inpossible to resolve fundamental conflict
10- Matthew B. Miles. "Planned Change and Organizational Health: Figure and Ground,”

in Richard O. Carlson ¢t af. (odds.}. Change Processes in the Public Schools, Eogene,

Oregon: Center for the Advanced Study of Educationat Administration, 1965,
Chapter 2. .
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with any Justice wlien one party is holding a pistel to the liead of the other,
This ciremnstance usually destroys the opportunity for cooperation and often
Lrings losses to both partics. Collective bargaining and grievance procedures
appeal to teachers becanse they appear as Stratageis toward'power cqualization
with administrators and boards o})eed_ucminn. which of conrse they are. Bt to
the extent that bargaining or any other device upsets tco far the Lalance of
power between cmployers and employees, or between admiuistrators and teach-
ers, or between the layman and the professioual, they tend to he sclf-clefeating.
Sonie scholars speak of power equalizatiou in terms of organizational equilibri-
um. They tend to consider the maintenance of equilibrium as an cssential
characteristic of productive-conflict organizations.

Fourth, Miles speaks of resowrce utilisation as an esscntial attribute of
organizational health. He tells us that conflict is exacerbated when any group
of people in an organizaticn are either overicaded or idling, or when cither
party to the conflict is subject to unnsuaily heavy pressurcs toward accomnio-
dation. As an illustration. one of the great sources of disconteit among blacks in
efforts to achieve racial balance in schools is that it is the black children who
must vsually be bused in greater numbers out of their neighborhoods into wlite
scliools. rather than the other way around. Destructive-conflict schools would
foree students to acconimodate toward teachers and administrators iore often
than teachers and adiministrators are forced to accommodate toward students.
Tn destructive-coutlict schools. school boards would press teachers to do most
of the acconunodating or teachers would force boards to do miost of the
accommodating.

Fifth. Miles identifics cohesiveness as an essential characteristic of healthy

" " organizations. Coliesivencss nieans the cxtent to which panit}l'ﬁams like the

organization and want 10 remain in it and to influence it collaboratively. Co-

hesiveness is ciosely related to morale, the sixth characteristic that Biles

treats. If an organization is cohesive and morale is high, people will work hard

to solve the problems of the organization that they really care about. If the

organization is not cohesive. morale tends to be low, and people can find satis-

faction in immobilizing or destroying the organization, Miles does not suggest

that cohesive organizations do not have conflict. Indeed. cohesive organizations

may have a high incidence of overt conflict. But they alsq have a higher

tolerance for conflict because they are confident that this conflic will not.
destroy the organization and can therefore be tised constructively, In other

words, cohesive organizations weicome conflict because they are confident thnt
they can make it work for the good of the organization, Deisch speaks of this

chatacteristic as “optintal motivation,” meaning “an alert readiness 1o be dis-

satisfied with things as they are and a freedom to coniront onc’s ecnvironment

without cxcessive fear. combined with a confidence in one’s capabilities to

persist in the facc of obstacles.” !

Seventh. Miles considers innovativeness and its relationship to organiza-
tion health. He defines this as the capability of the organization to invent new
“procedures, work toward new gogls, and hecome tore . differentiated. The
innovative organization has greater capacity for change and therefore for con-
flict resolition than does the inflexible organization. As noted earlier, the
capability for innovativeness is essential to the integrative mode of conflict

11 AMorton Deutsch, “Conflicts : Productive and Destructive,” Journal o] Social Tssnes,
- vol. 25 (Janpuary, 1969), p. 21.
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resolution, The classical studies of organizations always reveal that the cor-
porations, the public agencies, the arnies, indeed even the nations that sorvive
and prusper are those that are capable of changing to accvmmodate new cir-
cnnstances aed new expectations,
Eightly, Miles emphasizes the importance of anfonomy m orgamization
Liealth, Autonmy refers (o the extent o which the interactions hetween the
orgamzation and its external environment are reciprocad rather than scryile,
The healthy school systemn, for exuuple, is neither the master nor the slave of
its constituency. | teachers, or administrators. or the hoard seck ta usorp
power at the expense of the commwnity, which provides both the resonrces
and the clients, they are in for trouble. Let's face it, what 1s good for teachers
or goord for the hoard or good for administrators is not necessarily good for the
public. Carlson draws a distinctior hetween “domesticated  organizations,”
such as schools, and “wild organizations,” such as hoys’ eatmps.’* Domesticated
orgamzations enroll clients who are not free ta accept or reject the service,
These organjzations arc protected and cared for by society and need not strog-
gle with competition for survival: they ewdure far less pressure from socicty
for change than o wild organizations. Acenrding to Carlson, domesticated
orgianizations are able, witlin certain financial wnd legal constraints, to inpose
their goals and values upon their clients. 1t is exactly this concern for the un-
responsiveness of the schoals in their public menopolistic position that tempts
some people to udvocate vouelier systetns as a means of transforming these
domestic organizations into wild orginizations. Miles seems to sugpgest that
neither wild organizations, which are the servants of the external society, nor
domesticated organizations, which are to some degree the masters of society,
are well adapted to productive-conflict profile. Presumably we need to find
“ways in which the relationship hetween the professiontal edicator and the school
patron, and between the school organization and the connminity can becone
more reciprocal and power eqtralized, One of the serious limitations of the col-
lective bargaining niode as a weans of conflict resolution is that it is bilateral
hetween the employer and anployvee, Certainly the board'is expected to repre-
sent the public, hat this hag serious himitations aperationally. Antonomy then is
fastered to the extent that provision can be made for meaningful reciprocity, he-
tween the organization and its external envirowmuent. Colewim in his studies
fonnel this to be ant mportant chmracteristic of productive-conflict schools.!?
Snme of the practical devices for aeconmplishing this school-community reci-
proeity inclinde school advisory coumeils comprising facnlty, admimstration,
school board, citizens. wnd students @ parent-teicher conferences ; mnong others,
Ninth, Miles identifies adaptation as another attribote of the healthy
organization. This characteristic refers to the organization’s realistic and effec-
tive contact with its surronndings and the capahility of hoth the organization
and the community to become different as a result of their interaction, Inherent
in the concept of adaptation is the nrganization’s ability to bring aboist correc-
tive change in itscli fastcr than the change occurring in the surronnding
cnvironment, r
Finally, Miles speaks of problem-solving adequacy in organization health.
This refers to the school’s capability of sensing problamns and dealing with them
openly and with minimut strain and energy so that they stay solved. The

12 Richard 0. Carlson ¢f af, (cci.). ap. ¢it., Chapler 1.
13 James S. Coleman, op. cit.. pp. 7-9. :
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proluctive-conflict organization gains strength and credibility throngh its re-
peated nse and improvement of 1ts problem-solving machinery. Some people
speak of this as the institutionalization of confliet management. This problem-
solving machinery includes administrative .conncils, ombimlsmen, collective
hargaining, and most especially grievance procedures. These are all mediating
mechanisms that scem to be essemial to productive-conflict organizations.
Well-run grievance procalures can lielp 10 miake both administrators and
teachers more accountable by instittionalizing within certain guidelines the
school’s problem-solving tmcﬁincry. It is related to the concept of.dne process,

- Argyris adds another very important characteristic of organization health,
* an atmosphere of mutual trust.\* This reciprocal trnst is essential in productive-
conflict organizations. Both administrators and employces nmst feel free to
expose the shortcomings of the organization without threat of reprisals or
charges of disloyalty or nuprofessional condnct.

ANATOMY OF PRODUCTIVE
CONFLICT RESOLUTION

Deutsch, drawing npon the work of Stein, notes that scholars who have stndied
praihictive conflict vesolution have discovered a common sequence of processes: -

(a) An initial period which leads 10 the experiencing and recognition of a
problem which is_snfficiently arousing to motivate efforts to solve it.

(b) Second, a period of concentrated effort to solve the problem throngh
routine, readily available, or hahittal actions.

(¢} Then, with the failure of cnstomary processes to solve the prohlem,
there is an experience of frustration, tension, and discomfort which
leads to a temporary withdrawal from the prohlem.

(d) During this incubation period of withdrawal and distancing from the .
problem it is perccived from a different perspective and is reformn-
" lated in a way which permits new orientations t0 a solntion to emerge.

{e) Next, a tentative solntion appears in a-moment of insight often ac-
conipanied hy a sense of exhilaration.

(f) Then, the solution is elahorated and detailed and tested against reality.
(g} Finally, the solution. is communicated to relevant audiences.

There are three key psychological elements in this protess:

{(a) the arousal of an appropriate level of motivation to solve the prohlem ;

(b) the development of the conditions which permit the reformulation of
" the problem once an impasse has been reached; and

(c) the concurrent availahility of diverse ideas which can be flexibly com-
bined into novel and varied patterns. -

——

14 Chris Argyris. Integrating Hie Individual ond the Orgomization. New York: John
Wiley and Sons, Inc,, 1964, p. 31 .
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iach of these key elements is suliject to inflnence: from social conditions
and the persomalitics of the problemi-solvers,'

ANATOMY OF THE SCHOOL BOARD

Certainly the honrd of education is an importiant variable in schoal conflicts,
and we hive some researeh videnee that perimits somce tentative statements
regarding the characteristics of school boards in prodnctive-contlict schools.
School hoards in productive-conflict districts tend to empley siperintendents
with Ligher levels of conflict management skills and thed give these superin-
tendents wide latitudes, of initiative and decision-making authority,té
“Seeond, rather than avoiding or repressing conflict, the boards iy prodic-
tive-conflict districts encourage assanlt on conthct iu open hoard meetings. Al-

.though cvidently desirable, tlns open assault on conflict appears to be a difficult.

and micomamon stunce for most boards.'” Conflict appears to be inherently dis-
contorting to hoards of centrol and administrators, although some individuals, .
prubally a minority, seem to enjoy conflict.
Third. schionl boards in productive-conflict districts suffer from role am-
Liguity.'* Unlike bonrds {n productive-conflict districts. the boards in destrnc-
tive-comflict districts have not hanimered out a clear expression of the
the board in school affairs. Conscequently they frequently fail to sepagate the
policy making from the executive functions, and, more often than the §fb
tive-conflict hoards. they intrude npon the prerogatives of the superint
and his professional staff, . .
IFourth. productive-conflict boards commonly have well-developed poXg
statements. It has heen axiomatic for years that school boards that attempt to
operate without well-developed policy stateinents deserve all the trcuble
they get. oo '
IFifth. as anyone would gness. the Letter the contnumnication hetween the
hoard and the cormnmmity, the hetter the conflict profile wounld appear to be in
most instances. ! Boards in productive-conflict districts know what their com-
nmnities expect of their scheols, they know soimething about the contmunity’s
tolerances in school affairs, they know which concerns are of most importance
to the people of the cammunity. and they work hard at keeping in close touch
with their constitnencies. Olson's study revealed that productive-contlict dis-
tricts are also characterized by good conutunication hetween the superintendent
and the school hoard. ' '
_Sixth, school hoards in productive-conflict districts clo ot try to represent

15 Deutsch, op. cit.. pp. 2021,

16 David W. Minar. Edweationad Decision-Making in Suburbon Comumnities: School!
Roard and Community Linkages, Fvanston. 1L : Departmient of Political Scicnce and
Center for Metropolitan Studigs. Northwestern University, 1965. ,

17 James M, Lipham, Russell T, Gregg. and Richard A. Rossmiller, “The School Board:

8 ﬁq;olvcrzof Conflict 2 The Administrator's Noicbook, vol. 17 (Apnil, 1969). p. 3.
intd., P&, 3

19 Richard F. Olson. “Factors Aficcting Understanding Between Superintendents and

+  School Boards,” Unpublished Ph.[D. dissertation, Stanford, Calif.: School of Education,

- Stanford University. 1965. :
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special-interest groups i the comunmity, but rather deal with issues on the
hasis of their rationale. They tend to foens on the eriterion of what is hest for
studeuts rather than on the partisan preferenees of special-interest groups.

Seventh, school boards n productive-confliet distriets are characterized. by
nwitual respeet among individnal hoard members,

ANATOMY OF THE ADMINISTRATOR

What docs the profile of the productive-confliet adninistrator look like? Un-
fortumately we have more speculation and folklore on this gnestion than solid
research evidenee, Most of the characteristies stated here have been drawn from
studies of a relatively small nmbier of prineipals and superintendents.?® Thus
they should be considercd tentative, although they appear to have a great deal
of fuce validity.

FFirst, productive-confliet adunnistrators appear to have well-integrated
wrsonalities and cnjoy good meutal health, Social psychologists theorize that
eacders who are at peace with themselves, who understand and accept their own
strengths and weaknesses. arc most likely to be at peace with others. Self-
aceeptance appears to be a prerequisite to acceptance of others, which is essen-
tial to good interpersonal relations. The greater the psychological health of the
administrator, the more he tends to motivate teachers througl the personal
example he sets and the hutnanistic responses he cxhibits toward others. -

Second, the productive-conflict administrator seems to be characterized by
a gencral trust and faith in people, Conversely, the administrator who operates

~._on "the devil theory,” who cxpects the worst in others, is likely to find it
‘through the phenomenon which we have come to kuow as the self-fulfilling
prophecy. His perception of others is often distorted adversely and he helps
generate conflicts himsclf and often hecomes part of the problem rather than a
force in its solution. As Charles Dickens observed, "It will generally be found
that thoké who sneer habitually at human nature are among its worst examples.”

Third, the productive-conflict administrator hehaves authentically and
openly. He expresses himself freely even at the risk of losing friends. He 13
not afraid to express genuine approbation as well as anger. He behaves genuine-
ly, and this seems to have a contagious cffect on his' colleagues, eliciting from
tliem the same genuine behavior which is essential to integrative conflict resolu-
tion. Althongh artificial beliavior is often helpiul in conflict avoidance, in com-
promise, and in collective Largaining, it is anathenia to integrative resolution.

Fourth, the productive-conflict administrator is adventurous and risk-
taking, He is willing to risk eriticism of both self and the organization because
hie knows that crcativity and change are impossible without criticism. He
also knows that reasoned eriticism is the lifeblood of a free and open society.
He makes progress. not by avoiding conflict, but by respondjng to conflict in-

3
20 Richard W, Ford, “Psychological, Health of Elementary Principals and the Organiza-
tional Chmaie of Schools.,” Paper presented at AERA Convention, New York, Febru-
ary 4-7, 1971, and Richard Wynn, “Imerpersonal Relations in Educational Leadership,”

l_;l‘lpublishcd Ed.D. dissertation, New York: Teachers College, Columbia University, .
1952, _ -
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telligently. Tle may eveb enjoy cobflict, not hecause of any love for antagonism,
but because of his drive to get at igsnes forthrighly.

Fifth, the productive-conflict administrator is creative and nwotivates
change through intclligent inquiry, Creativity, as we Liave seen, is an essential’
Tallivark of conflict resolution thronglh integration, He is not devoted to innova-
tion just for the sake of change, but for reasoned innovation with rational
justification in response to new demniids and cireumstances.

Sixth, the productive-conflict adniinistrator seenis to have a deep compas-
sion for disadvantaged people. Llis deep scnse of concern.for people and his
sensitivity to the human condition commits him especially to the have-nots in -
sthool and socicty. This characteristic helps to forge strong support among
thosc most likely to Le critical of schools. :

Finally, the productive-couflict achninistrator is much more devoted to’
strengthening the school district’s decision-making processes than in making
decisions himsclf. As Griffiths has noted, he tends to make fewer important
deaistons himself and sees his role as creating the-organization and the climate
which wilt perwiit the best decisions to emerge from the organization. He knows
that, wlen the organization and climate are right, he has little to fear from the
decisions that cmerge from the -group. He also knows that group decision-
making niakes hiny more acceptable to the group. rcinforces the group’s com-
mitment to the decisions, and creates the very conditions under which conflict
is resolved as a vital part of the decision-making process. As one superin-
tendent put it, "To attack the acdininistration of this school system one must
attack the entire school system because we are all part of the decision-making
process here.”

.

SUMMARY AND CONCLUSION

Adwinistrators wlio search for a bag of tricks to find their way out of contro-
versy are likely to.he disappointed. Enduring resolution of conflict is not so

-much the result of clever tricks as it is the state of mind of superintendems.

hoards of education, teachers, students, and citizens and the organizational
climate of the schools and community, Some generalizations can be drawn from
this analysis of conflict. First, we stressed the importance of viewing conflicts
m neutral terms. realizing that the conflict may be good or had, depending
largely Lut certainly not entirely uplon the statesmanship of the school adminis-
trator himszlf. Tf this principle can hc accepted, we can then conclude that the

' most effective adntinistrators are those who can accept conflict and capitalize

upon it 10 use the unusual leverage which it often presents to move the organi-
zatior: forward more :Ipidly. :

We have suggested that many of the more difficult conflicts arise from
goal ambiguity and that the fundamental task is to strive for greater clarifica-
tion and agreement on the goals of the organization, By reducing goal ambiguity
we can reduce many of the conflicts which can arise over means,

““The classic outcomes of conflict were examined: avoidance, deadlock,
victory-defeat, compromise. and integration. We learned that the last- one,
integration, is prghably least common but most effective over the long run, Al-
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though it i% not possiblc to achieve intcgration in all types of conllict, it caa be
achieved much more frequently if we but had the wisdom, patience, and
creativity to make it work. We considered the difference between fixed-sum
and variable-sum problems and between welfarce goals and cultural goals and
found these ddferences to he helplul in sorting ma those dileminas that nre
resolvable hy integration and those that arc not.

The organizational climate or licalth appears to predispose an organization
toward ‘productive-conflict, or destructive-couflict postee; the adminstrator
can influence this climate significantly by his administrative style and valucs.
Characteristics which distinguish productive-conflict climates from destructive-
conflict climates were noted. These characteristics inclucde: goal:focus, com-
nwnication adequacy. Power equalization, resourcc utilization, group cohesive-
ness, morale, innovativeness, autonomy, problem-solving adgq_uac , and open-
ness in attacking prohlems. Mutual trust and anthentic bebivior by boards of
cducation and achuinistrators are also important. v

The concept of organizational health and its relationship to organizational
conflict is analogous to the concept of an individual’s ability to cope with per-
sonal conflict as a function of his niental health. One might speak of organiza-
tion health in terms of applied mental hygicne. It is a crucial concept o in-
creasing a school’'s capacity to cope with conflict constructively. The mental
hygiene of man and his institutions is interactive and contagious. Schools are
society in microcosm. Young citizens in a free society can hardly learn how a
frec society regulates conflict and i3 strengthened by it unless they can see it
happen in their schools, |

Tn thesc times many people and institutions are not behaving well in
quarrels, We can hardly criticize students’ misbehavior in conflicts until
teachers, administeators, boards, and citizens have become better exemplars of
the integration of interacting desires. Society has the right to expectius to
hehave well in quarrels, and we have the capability of dclivering. We are by
professidn scholars of group process, problem solving, interpersonal relations,
organizational climate, hmanity, and mental health.

Indced both the essence and high adventure of school administration in
these times may rest morc squarely with the civilizing of conflict in our schools
than with almost any other definition we can give our work. .
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