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Public administrators have beszn caught in the crossfire
of social conflict even before the assassination of Caesar.
Although its intensity rises and wanes with time and place,
conflict is endemic in public affairs, as any school administrator
well knows.  Conflict has forced some school administrators
into early rctirement and prompted others to become professors
of school administration and teach others how to handle it.

There is no-abundance of research on intra-organizaticnal
conflict and most of that which does exist focuses more on the
analysis of the causes of conflict and the variables involved
than upon the management of conflict. There are no simple
answers to the tricky business of ranagement of organizatioaal
conflict. Conflict resolution strategies that work in one case
may be disastrous in another. So it is difficult to generalize
about conflict management beccause almost every conflict is a
unique casc with its own issues, participants), dynamics, and
consequences. :

This paper is not a collection of guarantced nostrums
but rather a statement of some propositions about conflict which
seem to differentiate between thos2 organizations which handle
conflict productively and those which do not. It will also
suggest some management stratagéems which seem to sustain these
constructive organizational characteristics. )
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Conflict can be classified in scvceral ways. March
and Simon spcak of (1) individual conflict. (2) intcrorganizational
confiict, and (3) intraorganizational cornilict. I have becn
asked to focus upon the last type, intraorganizational conflict,
which takes place among various groups within the school systcn.

March and Simon define conflict as "a breakdown in the
standard mechanisms of decision making so that an individual .
or group =2xperiences difficulty in selecting an action alternative'!
They also identify conditions nccessary. for intergroup conflict
within an organization: (1) the existence of a felt need for
joint decision making and either (2) a diffgrence in goals or
(3) a diffcrence in perceptions of recality.

. SOME PROPOSITIONS e

There are several propositions regarding intra-
organizational confiict derived from the work of those who have
‘studicd this phenominon. I rcfer to them ws propositions, which
arc proposals tc be considered, rather than principles, which
zre fundamental truths or accepted actions or'conduct. e

1. Conflict should generally be viewed in neutral
terms. For most of us, and cspecially so for administrators
WHo must preside over it, some conflict is not a pleasant
experience. Consequently we are tempted to regard it as
unfortunate, which indeed it often is. It may generate disorder,
hostilities, anxiety, disruption, and cven violence. But conflict
always takes place within the context of intcrdependence of
people or groups. Lippit* notes that this ''system of -inter-
dependence has value for .1l parts of the system and if perception
of the common values maintaining the system can be kept alive in
all parties to the conflict, this provides a force toward creating
some mutually satisfactory and acceptable rcsolution of the
conflict, which in cffect. nmeans the improvement of the system".~
lle contends that "all individual growth and sccial pXOgress
involve rationally crcative resolution of conflict'. Many
scholars have noted that conflict and cooperation are inextricably
intertwined in the life of any organization. Thus if conflict
and cooperation arc two reciprccal processes or, as some have
put it, two sides of the same coin, one must rcason that some

lyames G. March and llerbert A. Simon, Organizations,
John Wiley and Sons, New York, 1958, p. 112.

21bid., p. 115.

3Gordon Lippitt, "The Significance of llusan Conflict",
mimeographed paper, p. 2.

41bids, p. 1. 3
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conflict is.necessary in any viable organization. Almost cvery
commencement spcaker assures us that if it is a time of great
turmoil, then it must also be a time of grcat opportunity. The
evidence of history is on their side. _Alfrcd North Whitehead -
observed that "the clash of doctrines is not a disaster, it

is!an opportunity". 1Most of our grcat-advances have beon
achieved during periods of conflict. The cxamples are legion.
They include the Morrill Act, which contributed so much to the
democratization of higher education; the Civil Rights Act; the
Elementary and Secondary Education Act; the GI Bill; the generation
of codes of student rights and responsibilities; and countless
others. We dc not say that all conflict produces social piogress.
Although ground may be lost in some conflict, the gains should
outdistance the losses in any well-governcd and well-administered
school system. ' .

_ I like Mzry Parker Follett's definition of conflict:
"a moment in the interacting of desires'. This definition helps
us view conflict without connotations of "good" or "bad" and

to realize that conflict becomes good or bad only as a consequence
of the level of civilization which pecple bring with their
interacting desires. This neutral view is absolutely cssential
for both the study of conflict and the management of conflict.
Indeed, the administrator who vicws conflicts as.inhherently
pathological, something to be avoided or nuted, is in trouble
right from the start. That administrator is likely to become -
part of the problem rather than a force in its solution.

2. Conflicts commonly energize higher lecvels of

leadership. George Bernard Shaw noted that "the test of a man
or woman's breeding is how they behave in a quarrel'". Just as

a ship's captain demonstrates his greatest skills in rough water,
so school administrators face their most bracing tests in
turbulent times. Think of the great presidents of our land and
they arc likely to be those who presided over very difficult times.
lleroics are not possible without danger and leadership is not

" possible without change. Since co‘flict"usually produces change,
the capable leader has morc opporganity to consummate change

with conflict than without it. Indeed the subject of change

in organizations can be addressed with -1most the same imperatives
as the subject of conflict.



_ 3. Conflict commonly lecaves an organization stronger
tlan before. Tt may also do the opposite. The destructive
consequcnces of conflict arc well- -known; the productive conscquences
of conflict are not so wecll understood. Just as a sufficicntly
decep personality conflict within the individual may destroy
one's ability to function, so a deep, protracted,. and unresolved
conflict within an organization can result in some destruction
of the o6rganization. We have all seen in somc school systems
the paralysis that follows deadlock in conflict. But _Lewis
Coser wrotc a book, The Functions of Social Conflict,” pointing
out‘the relationship between conflict and functions which are
essential to the wholesome developrent of any organization.
Among these are: the cathartic cffect of rcleasing latent
nostil.ities, examining divisive forces, clarifying ambiguous
goals, integrating dissonant goals, reducing rolc ambiguities,
refining policies and procedures, improving group structurec,
validating - information or perceptions of reality, and m:+y others.
A1l lovers are aware of the euphoria that follows a patched-up
quarrel. Conflict may alsc cnergize higher levels of motivation
among people. We arc often willing .to work harder and sacrifice
more during turbulent times than we arc during tranquility.
Franklin D. Roosevelt deliberately created a "web of tension"
among his subordinates to.rclecase the motivation and creativity
which he regarded as the _ifeblood of successful administration.
Perhaps he had read Mary Parker Follett's observation that '"we
~can make conflict work and make it do something for us". To
the extent that conflict is intelligently approached and fairly
resolved, it may rcemove irritants, reduce misunderstanding and
me1v41ty, reinforce geals, quickcn commitment, establish
ind: vidual and organizational integrity, and otherwise refine.
ths attributes of wholesome organlzat10n1l climatc. So it is
n. - the conflict itself which should be alarming, but rather
ity possible mismanagement.

4. The essential stratcgy for conflict management is
not the reduction of the incidence orlntensltyof’confllct I
but the development of an organizational climate and structurc
that are capable of maKing Corflict work for th¢ good of the
organization. Octviously this is more cn511y said than dome.
If one accepts the three previous prop051510ns then one 1is
persuaded that attempts to avoid or ignore Or cover up conflict
are not generally productive. If therc is one prime lesson to
be learned from the Watergate-related cpisodes, that is it.
instead, administrative response to conflict might better be
the devclopment of stratcglcs that permit orywnlzatlond to decal

SLewis A Coscr, The Functfonsfgﬁ Social Conflict, The
Free Press, Glencoe, Illlnois, 1956,
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productively with conflict, rather than cover it up. Effecctive
organizations are not thosc without conflict, but rather*thosec

Co that have found ways to make conflict work, make it "do something
for us", in Mary Parker Follett's words. When conflict ariscs, ‘
the organization may respond cither productively or non-productively.
The quality of the ‘response helps to shape the organizational -
climatec either wholesome 'y or unvholesonely. This organizational
ciimate then predisposes the organization toward either productive
or non-productive syndromes when successive conflict occurs.
This is the essential theme of the remainder of this statement.

O
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OUTCOMES OF CONFLICT /

o .Bertram Gross, in his hook The Managing gﬁ
Organizations® provides an excellent analysis of several
outcomes of conflict: avoidance, deadlock, victory-defeat,

compromise, and integration. o

Avoidance

Avoidance is a necessary response to some Kinds of
conflict in certain circumstances. It is highly doubtful
whether organizations could exist without some forms of avoidance
of conflict. Withdrawal from conflict seems to be one of our
most natural ways of.responding to some conflict. We often
rearrange situations so that antagonists may avoid one .another.
A student in constant difficulty with one teacher or school
may be transferred to another. We do the same with teachers
who can't get along with principals. tlowever, attempts at
avoidance of conflict are often couterproductive when we attempt
to ignore very ripe irritations with the hope that they will go
away. Clearly the option of avoiding conflict by ignoring root
problems is one that administrators should use with grecat
" prudence. . ’ . '

Deadlock

Deadlock is another common outcome of conflict. In
deadlock, neither side wins and both sides are frustrated.
Deadlock can be accepted only when the dangers of defeat make
a stalemate more palatable. Peace through stalemate may be morc
acceptable to both parties when the power of the conflicting
parties is approximately equal and when the issue is a fixed-sum
issue. By fixed-sum issues, we mean those in which one side's
gain must be at the other side's expensc. A stalemate provides
both Sides with time to re-mobilize for renewed conflict.

Victory-defeat

Victory and defeat aie commonly outcomes of conflict,
especially in.fixed-sum issues. The victory-defeat outcome is
the neatest and most unambiguous of them all. The issue is
clearly and decisively resolved and administrators, like most
of society, rather like decisiveness. We arc all well acculturated

)

‘6Bertram M. Gross, The Managing of Organizations, The
Free Press, Glencoe, Illinois, 1964, Vol. 1, pp. 274-279.
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~ Administration: The Colleccted Papers of Mary Parker Follotty

to accept majority votes, guilty or acquittal decisions,
arbitration awards, referecs' decisions, or school board
rcsoluticns as binding. Ilowever, victory-defcat is also the
nost civcumscribed form of outcome and thereforc usually the
least desirable outcome for loscrs, whose loss is total.

<

Compromise

. _This outcome is familiar to anyone who has engaged
in the collective bargaining process. It has lots of allure
in tough conflict because each party wins something ‘and loses

~something. But as every necgotiator knows, compromise requires

peoplc to behave dcceptively. You must demand more than you
expect so that when the difference is split you won't be losing
too much.- It forces you to obfuscate data and confuse communica-
tion. Compromise is deliberately deceptive and rcquires a kind
of bchavior that is alicn toe’most ‘educators and people of
principle.. Gross' argues that overindulgence in compromise may
lead to the erosion of moral values.

.:’:%’:*‘k*:’:‘k:k****
R |
" These outcomes of conflict--avoidance, deadlock,
victory-defeat, and compromise,--are well known to us all.
Although they are common outcomes of conflict, we can hardly

rcgard them as real resolution of conflict because they almost
alwvays leave one or both parties frustrated and unsatisfied and

‘'they come back again on another day, as did the Germans following'

World War. I to renew the fray, often with renewed vigor and
power. The trouble with them all is that they fail to provide
fundamental solution to conflict that is acceptable to all
pacties. In the case of fixed-sunm issues, -fundamental solution
acceptable to all parties is often, but not always, impossible.
If school enrollments are declining, some teachers may have to
be involuntarily furloughed and not cveryone can be happy with
that outcome.

-Integration

- 3 R

However, much conflict arises over variable-sum rather
than fixed-sum issues. These issues®lend themselves to the
lcast-known, least-practiced, yet usually the most effective and
“nduring outgome of conflict. Mary Parker Follett calls it °
integration.’ “The concept can probably be best understood by
illustration of an integrative solution to a conflict. 1In one
school district, professional employees were entitled to ten
days' sick leave with pay per year under certain conditions.

i

7Hlenry C. Metcalf and L. Urwick, (eds.), Dynamic

farper .and Row, New York, 1940, Chapter 1.
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The school board preferred to retain the limit at ten days, but .
the teachers were asking for thirty days. Avoidance, deadlock,
or victory-defeat would all have resulted in either the retention
of the ten days or the adoption of the thirty days. Compromisc
would have split the difference, pérhaps at twenty days. S
llowever, in this: instance, both sides listened-and tried to
understand the other. They both tried for a creative, integrated
solution that would satisfy both sides as fully as possible. . The
result was a truly integrative solution. In brief, they agrecd
upon a policy of unlimited sick leave in Which employces would
receive full pay rcgardless of the duration of the illness or
disability. The district would continue to pay the costs up
to ten days for each teacher. A sick.lcave bank was cstablished
. to cover cases in cxcess of ten days-and a disability incone
protection insurance plan was adopted to cover cxtended periods
of disability beyond ,thosc covered by the sick leave bank. The
school district and the teachers sharcd the cost of this
insurance. The new solution was better thun the proposal which
either party made 3 the first place. Teacher abscnteecism was
reduced as a result of ‘the incentives provided through the sick
lcave bank. The school district's bill for tcacher abscnteeisn
was held approximately constant cven though tecachers now had -
full income protection for»what amounted to unlimited_ paid
sick leave.

<. Intcgration is then the most fundamentally satisfying
mode of conflict resolution. It produces the most cnduring
settlements.. It id at the sdme time often the most difficult
mode. Both sides must trust cach other. Jach party rust strive
nard to understand and accoimmodate the other. Lach party must
strive to get behind the oObfuscatior and the hidden agendas and
rhetoric and bring the fundamental "intcracting desires' of both
parties into the open. The process is akin to the "workifig
through' process in psychoanalysis. I requires repeated
cxploration of new and usually morc complex and crecative solutions
that can satisfy both sides as fully as possible. It often
produces solutions that are more difficult to administer. Barnard
referred to this outcome as ''moral creativity'.. A large measurc
_of .inventiveness, time, patiencec, and wisdom is rcquired. DBut
the outcome is usually worth it because both parties are morc
fully satisfied and the conf}ict tends to remain solved. Both

[4 ) 2



parties arc exhilarated by the solution. As Follett points out,
the process of integrating divergent interacting desires is an
‘essential part of developing the organization's power. The total
power which an organization generates -through integration is
usually nuch greater than the power that the organization gains

.. through cither compromisc or victory-defeat. We have lcarncd

" that organizational power is not a fixed sum which.must be won
or lost but, with integration, a variable sum in which all-can .
gain. That is why I. have coined the term "'collective BAfgaining”
to. describe this mode of problem solving. But this is an '
uncommon concept that 1is neither well understood nor wvell pursued
in many organizations. It should be remembered though- that
integration, like power, is a sword that can cut in any dircction.
It can unite the forces of the devil as well as the forces of
‘angels. AS noted earlier,.not all problems can be resolved )
through integraticn, as Mary Parker. Follett acknowledges. However,
many conflicts’'can be resolved through the integrative mode. The
rollowing figure is helpful in distinguishing among those issues
which can be solved through intcgration and those which can net.

[

e

8Richard Wynn, ﬁCQilectivc.Kﬁigaining”; Phi Delta
Kuppan, Vol. 51 (April 1970), pp. 415-2419.




- Dilemmas and theirn, amenability to resolution by

-Figure 1
¢ ‘integration or victerv-defeat and compromisc .
. \ x
- ISSULS . PROBLEMS
quantitative qualitative -

fixed-sum
win-lose choicés

B,
N

variable-sum

_rnmutual-gain choices

v

WELFARE GOALS * )

-satisfied thrpugh

{ :
high victory-defeat

RO

moderate victory-

academic freedon

renunerative power’ .. potential defecat potential
resulting in calculative’ ﬂf lcw integrative moderate integrative
}nvolvement ' ( potential potential
exanple: examplé:’
- = ‘staff rcduction differentiated
‘staffing
CULTURAL GOALS ITI Iv
satisfied through moderate victory- low victory-defeat
normative power . defeat potential potential
resulting in moral moderate integrative high integrative
involvement potential potential
example: example:

student-faculty
government

. S
.

1

From Richard Wynn, Administrativec Responsc to Conflict, Tri-State
Arca School Study Council, University of Pittsburgh, PA, 1972, p. 13.
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. CHARACTERISTICS GF ORGANIZATIONAL
CLIMATE LONDUCIVE ?O PRODUCTIVE CONFLICT MASAGEMENT

We come now to the hecart of the tepic: what can
we say to schodbl administrators- that may oe helpful ia the
management of conflict? v :

.1 warned earlicr that this paper would 1ot produce
a collection of nostrums guarantced to resolve all conflicts.
Such an approach to the topic. 1s, to my mind,-.dangerous
nonsensc. The only égproach which is meaningful to.mc is to
examine- those characteristics of organizations which seem to .
be related to productive recsolution of confiict and to identify
administrative bchaviors that .tend-to rcinforce these constructive
"characteristics. For the most-part, they are administrative
stratcgies “that arc compatible with Mary Parker Follectt's
concept of the integrative approach to the resolution of
conflict. In this discussion, I have drawn heavily from the

L works of Mark Parker Follett, Matthew Miles, Gordon Lippitt,
Chris :Argyris, March and Simon, Amitai LEtzioni, and Robert
‘Owens. 7. _ a : . .

- 1. An open climate. Macaulay observed that pcople
are 'mever so Iikely to settle a question rightly, as when
they discuss it freely.” Obviously an open climatec is nccessary
for pcople to Jeal with conflict. Without it, pcople must
attempt to hide ang suppress conflict, which is not generally
wholesome. Attcmpts, to deny or suppress conflict lcad to
destructive modes of cxpressing ard handling it. This justifics
and reinforces the fears that lcad to its donial and suppression
in the first place. In closed climates, administrators tend
to regard thosc pygincipals ofteachers who discuss the shortcomings
of the schools as disloyal or unprofessional. Adnministrators
may make a virtue of submission to established power relations
on the assumption that power rather  than wisdom makes right.
Administratorsemay ask "Who started it?" rather than "What '
are the rights in the situation?" - To.the cxtent that collective
bargaining forces conflict r¢solution, behind closed doors, as it

o T———

® 9Henry C. Metcalf and L. Urwick (eds.), Dynanmic
Administration: The Colleccted Papers of Mary Parkcr follctt,
Harper and Row, New York, 1940; Matthew B-Miles, 'Planncd Change
and Organizational Hecalth: Figure and Ground', .in Richard-O.
Carlson, (cd.) Chan#c Processes in the Public Schools, Center 57
fox the Advanced Study'of Lducational Administration,. Eugenc, '

. . Oregon, 1965, Chapter 2.; Gordon Lippitt, "The Significance of

fluman Conflict" mimeographed paper; Chris. Argyris, Integrating'

‘the Individual and the Orecanization, John wiley and Sons, Néw York,

1964 Jamess G. March and llerbert A. Sinon, nggpizatiog§!/ﬂohn

Wiley and Sons, New York, 195%: Amitai Btzioni, RModern Organizations,

Prent®ce-1lall, Englewood Cliffs, NJ, 1964; and Robert Owens, S

Organizational Bchavior in Sclools, Prentice-Hall, Englewood Cliffs,

NJ, T970. ' 12 “ V o
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commonly does, 1t too™ may contribute to a closed climatec.
Convcrsely, we have seen_in-rccent years a number of dcvelopments
which tend to sustain open climates. These include sunshine
laws, students' and teachers' right of access to their pcrsonal
récords, open agendas for delibecrative bodies, grievance
procedures, ahong others.

- 2. Goal clarlflcatlon and acceptance. A common

clcment in most of the literature on organizational conflict

is the importance of reducing dissonance between the organization's
goals and the goals of individuals or groups within the’
organization. Peoplec have been in dlsputc over the goals of
schools ever since schools have cxisted and probably always

will be and should be. 'Nevertheless healthy organizations arc
characterized by- their ability to work toward reduction of

goal -conflict and goal.ambiguity. I find that much of the

.conflict in schools arises over various means and tlhat this

conflict over mecans sinply cannot be rcsolved until some consensus
is reached with respect to goals. Illow do you fecl about

differentiated staffing, MBO, PPBS, sensitivity training, ungraded

school organizations, values clarlflcatlon open campus, and .

the 1ike? These are all means which really cannot be considered
sensibly until goals are defined and accepted. Several scholars
have notcd bureaucracies' tendency toward substituting consideration
of mcans for consideration of goals and therecby cncounter
irreducible conflict. This results in the displacement of goals

by means. The "publish or nerish" syndrome on many college

campuses is an illustration. Although we would all agrce that
professors should strive toward the goal of cxecmplary
scholarship, publication is simply a means which may or may
not be rclatcd to scholarly teaching and research. Although
goal clarification is not always easy, it is neverthelecss
imperative if contflict is to become a productive cnterprise.

o In addition to goal clarlflcqtlon the acceptance of
the organization's goals by administrators, tnachcrq and
students is. also-critical. The essence of "both oroanlzdtlonal
productivity and the morale of tcachers and students hinges
heavily on the degrce to which thesc people can accept the
organization's goals as their own. Argyris call it the
"internalization" of institutional goals by the individuals

within it. If I can satisf{y my own ncecds dispositions with

the same bchavior that accomplishes the organization's goals,

then I tend to be both productive and happy in my work. This
13
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integration of individual goals with organizational goals ‘is
obviously very germaine to Mary Parker Follett's concept of
integration. I find systems applications to school administration
one of the more promising stratagems for accomplishing all

this. ELvery systems application begins with the definition of
goals or objectives. Nothing happens until goals are agrced
upon. Then plans, programs, and budgets are derived from thesc
goals and finally evaluation takes place strictly in terms of
the stated goals. All systems applications tend to bo highly
goal-sec’ ing in naturc and thereforc forcec attention of goal
clarification. They also force us-to move from the use of broad
platitudes in defining goals and to choosec only those goals
which are appropriate and achicvable. They also force us to
consider the feasibility problems before we accept the goals.
Management by objectives systems are also appealing because,

if they are handled bilaterally, as they should be, they force
attention upon.the integration of individual goals with e
organizational goals. I would like to see the concept of

- management by objectives -extended to education b objecctives

and include not only administrators but all employecs in the
systcn. : Some of the best teacher cvaluation systems that

I have seen are really cxtensions of MBO to the work of tcachers.

3. . Role clarification and acceptance. Pecople in
organizations with non-productive climafes often suffer fron
role conflict and rolc ambiguity. Supervisors arc expected
to help tcachers at the samec time that they are asked to conduct
summative evaluation of the same teachers for administrative
rcasons. Superintendents arc cxpected to be exccutive officers
of the school board and the lecaders of the professional staff.
Principals are not surc sometimes whether they arec an arm of
management or principal teachers. Much of the interpersonal
conflict in schools arises from role ambiguity and role conflict.
This role conflict and ambiguity can probably ‘never: be entircly
eliminated but it can be reduccd through careful development
of good job descriptions.” .

4. "Problem solving mechanisms. Conflict tends to be
more productive in thosc organizations with well-cstablished
problem solving mechanisms. Good management rcquires that
these mechanisms be as closc as possible to the problem at hand,
which is to say that decentralized problem solving mechanisms
at the building level are important. This incrcasces the schools'
capebility of sensing probilems carly and dealing with them
Close to the source of relevant information and action so that
they stay solved with minimum strain and cnergv. Those

14
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statements arc so obvious that they require little explanation
other than a few reminders of what some of these problem

solving mechanisms may be. They include well-defined gricvance
procedures beginning at the building level. MBO can also help
solve many problems. Administrative councils, student councils--
or better yet, student-faculty councils--study committees and
advisory councils arc often useful problem solving mechanisms.
These collaborative approaches will not reduce the frequency

.of éonflict. If they work well, they will probably increase
the frcquency and somectimes even the intensity of conflict:

“But productive-conflict organizatioens gain strength and
credibility through their repecated usc of successful conflict
resolution machinery. Some pcople speak of this as the
institutionalization of conflict management These are all

. mediating mechanisms that scem to be useful” in. productive-
conflict organizations. : .
5. Comnmunication and fecedback systems. Uow'often we
have heard in discussions. of specific contlicts, "There's a
comnmunications problem here"  Feeding morc information to
.opposing partics 1is no guarantec that they will interact more
“lovingly, but to be ignorant of the opponent's perceptions of
the problem or their expectations is often an impossible
handicap in resolving conflicts. Frece access to rclevant
information is critical in resolving organizational conflict.
Collective bargaining is often dysfunctlonal because it
prompts sccrecy and obfuscation of comnunication.. Carl Rogers
. emphasizes that good comnunication is psychotherapcutic for
both the individual and the organization. The whole task of
psychotherapy is that of decaling with failure in communication.
The emotionally maladjusted person is one whosc communication
within himself has broken down and, as a result, his communication
with others has brokén down too. The prime task of psychotherapy
is helping the person restorc good communication within himself.
The prime task of maintaining organizational health is also
that of restoring and maintaining good communication within the
organization. Rogcrs believes that the major barrier to comnmunica-
tion is our natural tendecney to cvaluate, agrece,.or disagrce
with statements of others. Real communication, according to
Rogers, occurs only when we listen with real unucrqtandln" and
. when we ask: .What does this mecan? Rogers says: '"Lach person
can spcak up for himself only after he has first restated the
ideas and fecelings of othexs accurately and to those persons'
satisfaction." To do this takes courage because, in so doing,
we risk changing oursclves. -

. L=

I am distressed that more scnoolq do not enmploy some
of the more obvious nodes of 1mprov1nw communications. Of .
coursc, we¢ all have ncwsletters and bullctins =mad policy statemants
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and job descriptions and they all help. But they don't nermit
the kind of understanding and interaction that Rogers was
spcaking of. Rap scssions, ombulsmen, morale surveys,
organizational climate measuring instruments all permit pcople
in the¢ organization- to "talk back-to us". . Thev give us the
fecdback which is so important in early warning of latent
problens as well as in testing the depth of our understanding
of what people in the organization are thinking and saying,
if we but give them the opportunity to spcak while we rcally
list~n. ’

6. Power cqualization. Unequal power cqualization
Ain organizations predisposcs us toward resolution of conflict
by victory-defeat or conmpromise rather than througn integration.
It is impossible to resolve conflict with justice if onc party
*s holding a pistol to the head of the othor. Conflict 1is -
often cxacerbated if either party to a dispute must accommodatc.
much heavier nyessures than the other. For example, one of
the great sources of discontent among blacks in attempts to
reach racial balance in schools is that it is the black children .
who must usually be buased in greater numbers out of their
neighborhoods into white schools. Collective bargaining has
certainly brought better pover cqualization bctween employees
and employers in schools. However, I susvpect that in most'
schools students are still forced to accormocate toward tcachers
and administrators more oftcn than tcachers and administrators
arc forced to accommodate toward students.

v .Therc are a number of mcchanisms that work toward
power equalization. Productive-conflict schools have discovercd
and used them. They include equal represcntation and power in
deliberative, problem-solving bodics such as student-faculty
councils. They include due process protcctions from arbitrary
actions. Codes of student,or t~-:her rights and responsibilitices
are useful if they arec develope . multilaterally and administercd
fairly. - :

7. Capacity for innovation. We have said that
productive conFIlict rcsolution and change are closely rclated.
Obviously an organization's capacity for change is rclated then
to conflict management. This includes the organization's
ability to invent new procecdures, work ‘toward ncw goals, and
become more differentiated. As noted carlier, this capacity
for creativity and innovativeness is essential to the integrative
mode of conflict recsolution. Studics of organizations always
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rcveal that thosc COTpOTdthHJ, public agencics, armies, cven
nations that survive and prospcl arc thosec that are capable of
changing to accommodate ncw circumstances and expectations.
Schools can increase their capacity for change thrcugh such
stratagems as systematic cxploratlon of future necds and
Ctrcsscs through devices such as'the Delphi Technique;
rcwularlzcd brainstorming sessions; long-range plannln
carcful cvaluation of prcscnt pcrformdnce systematic and
periodic review of policies, prograns, and proccdures;
decliberate rotation of membership on dcllbcratlve and problen-
solving bodies; deliberatc sclecction of more hetcrogcncous
profecssional staff; zero-sun. budgeting; research; viable in-
scrvice developnent programs; organizational dévelopnent
tecchnologics; hiring cosmopolitans instcad of locals; broken-.
front rather than solid-front progran dcvclopment uh1cw
ncans abundant usc of cxperimental proqrams arong many others.

, §. Cohesiveness. Miles calls attention to cohesiveness
as an- esscntial characteristic of healthyorganizations.
Cohesiveness wnecans the extent to which participants like the
organizatign and want to remain in it and to influence it
constructively and collaoordtlvely It is closely rclated to
morale. If an organization is cohesive and movale is high,
pcople will work hard and nake personal sacrifices to solve
problems and kecep then solved because thcy rcally carc about 7
the orqanlzatlon. T{ the organization is not cohesive, people’
arc more willing to stand on the sidelines and obscrve conflict
and perhaps cven find satisfaction in w“t(hln; administrators’
hcads.roll and the organization immolilized and destroyed. Miles
docs not suggest that cohesive orgunizations have less conflict.
They may have a higher incidence of overt conflict -but they
arc confident that the conflict will be resolved constructively
for the good of the organization. Dcutsch spcuaks of this as -
"an alert rcadiness to be dissatisficd with things as they arc
and a frcedom to confront onc's cnvironmnnt without cxcessive
fcar, combined with a confidence 1T00nc s’ capabhilities to
persist in the facc of obstacles. .

-

~

Cohesiveness is a natural byproduct of many of the

{ management stratagems alrcady mentioned, such as collaborative
goal sctting, planning, decision making, and evaluative boilics,
but only if they function well. Cohesiveness can also be
rcinforced through intensified social interaction of people

- _ 10:0rton Beutsch, "Conflicts: Productive and Destructive”
Journal of Social Tssues, Vol. 25 (January, 19¢(9), p. 21
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under certain circumstances. The administrative team may be

onc way of building cohesivencss among the administrative

ranks in an organization. Building intraorganization coalitions
agairst external thrcats can also strengthen internal cohesive-
ness but it can become a two-edged sword. -

9. Trust. Finally, we come to tho important matter
of trust. We mention it last, not becausc it is least important,
but becausc it should tend to follow naturally as a consequence
of all the other wholesome characteristics of productive conflict
organizations. If the climate is opcn, roles and eoals arc
clear, if the problem-solving mechanisms cxist and function
properly, if cowmnunication is open and honest, if power is :
equalized, if the sclool has capacity for innovation and
Ccohesiveness, and if one assuncs a positive view of humanity,

then most of the ingredionts of trust are therc. As Thorcau

noted, trust is reciprocal and the best way to gencrate trust
from others is to extend it ourselves to them. :

* % o% %

These then would appear to be the critical hallmarks
of produc “ve-conflict Organizations: opcn climatc, role
clarification and acceptance, goal clarification and- acceptance,
cffective problen solving mechanisms, good cormunication and
fecdback, power cqualization, capacity for innovation,
cohesiveness, and trust. I cannot help but note in passing
that collective bargaining commonly contributcs little to any
of 'these other then power equalization (as it reclates to
cmployces, not clicnts). -

: One final cavecat is imperative. It should be obvious
that the schocl administrator, although an important variable,
1s only one variable in the milicu of conflict. I hope this
paper does not sugzest that school administrators’should commit
hari-kari if th.-.cznnot solve happily all intraorganizational
conflict. There will be conflicts that cannotybe resolved
despitc the most enlightcned and vigorous and paticnt

-administrative behavior. So be 1®, as indced it is in all

organizations. In such instances I can only invoke that ancicnt

maxim: - Give me the screnity to accept that which cannot be changead,:

give me the courage to change what should be changed, and give
me the wisdom™ to know onec fron the other.
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The concept of organizational hecalth and its
relationship to conflict areanalogous to the concept of an
individual's mental health.and one's ability to copc with
personal conflict. One might speak of organizational health
in terms of applied mental hygiene. It is a crucial concept
in increasing a school's ability to cope with conflict
constructively. The mental health of people and their 1nst1tut10ns
is interactive and contagious. Schools arc socicty in microcosm.’
Young citizens in a free society can hardly learn how a frec
society manages conflict and is strengthencd by it unless they
can sce 1t happen in their. schools.

In tha2se times many pcople and institutions arc not
behaving well in quarrels. Wec can hardly criticize students'
nisbehavior irn conflicts until teachers, administrators, boards,
and citizens have become better cxemplars of the 1ntcgration -
of conflicting desires. Society has the right to cxpect us to
behave well in quarrels, and wc have the capability of delivering
We arc by profession scholars of group process, problem solving,
interpersonul relations, organization climatc, and mental health.

Indeced both thc essence and the high adventurc of
school administration in thesc times may rcst more squarely
with the civilizing of conflict in our schools than with
almost any other definition which we can give to our work.

A .
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