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ABSTRACT

ELEMENTS RELATED TO CONFLICT BETWEEN SCHOOL BOARD MEMBERS
AND CHIEF ADMINISTRATORS IN AMERICAN-SPONSORED OVERSEAS
SCHOOLS AND INTERNATIONAL SCHOOLS LOCATED IN EUROPE

By

T. Patrick Van Kampen

Purpose: This study was designed to address five questions
concerned with (a) arenas of conflict between school board members
and chief administrators, (b) elements contributing to conflict, (c)
methods employed to resolve/manage conflict, (d) how these conflicts
affect teachers and parents, and (e) how the size of student
enrollment influences these conflicts.

Procedures: A survey technique utilizing descriptive statistics
to analyze the findings was employed. Two instruments were designed
to collect the data: a six-part questionnaire and an in-depth
interview format. Questionnaires were sent to 90 school board
members and 30 chief administrators in 24 American and six
international schools. These schools were categorized by enrollment
size.

Findings: Of five major conflict arenas, both board members and
administrators agreed to only one, "role and responsibility of the

school board."” Ethnographic data indicated both groups were

concerned with "finances."



Board members and administrators agreed "lack of communication,"”
"lack of clear role definitions," and "lack of leadership" all
contributed to conflict. Ethnographic data showed both groups agreed
only on "lack of funds" as the primary conflict.

The Thomas-Kilmann Conflict Mode Instrument (1974) revealed a
high percentage of the board members utilized "compromising" and
"collaborating” to resolve/manage conflict. Administrators used
“"compromising™ and "avoiding" techniques.

Teachers indicted low morale contributed to a tense educational
environment which may affect parents and students. More than
two-thirds of the parents indicated they were not aware of any
conflict in their school between the school board and its
administrator.

Board members reported "performance expectation" as the only
source of conflict common to all three enrollment size categories.
"Lack of communication" was the only element of the five major ones
perceived as contributing to conflict. Ethnographic data showed the
board members emphasized their current administrators were very good.

Chief administrators reported "salary increases for professional
and support staff members"” and "role and responsibility of the school
board” were both sources of conflict in all three enrollment size
categories. They indicated "lack of clear role definitions" and
"lack of communication" contributed to conflict. Ethnographic data
showed "fiances" was the conflict issue most often reported.

Conclusions: The school board members and chief administrators

inability to agree on the arenas of conflict itself creates conflict.



The ethnographic data was not consistent with the statistical data in
reference to the board members regarding "financial matters."

There is an inconsistency between the statistical data and the
ethnographic data relating to both groups ability to recognize
elements contributing to conflict in their schools.

Four conclusions may be drawn from the analysis of the results
of the Thomas-Kilmann Conflict Mode Instrument: (a) The school
board members and administrators use similar methods to resolve
conflict. (b) The methods employed to resolve/manage conflict
contributes to conflict. (c) The school boards tend to employ
administrators with similar conflict management styles. (d) A
majority of the board members and administrators strive to maintain
the "status quo” and avoid conflict.

Teachers perceive conflict between board members and
administrators lowers morale, which then retards the educative
process. The parents lack awareness concerning conflict between
board members and administrators indicated these groups are able to
disguise internal conflicts.

The statistical and ethnographic data from both the board
members and administrators indicated schools with enrollments of 151

- 300 students have the most conflict.
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CHAPTER 1

INTRODUCTION

The researcher’s purpose in completing this study was to examine
the arenas of conflict existing between school boards and chief ad-
ministrators in American-sponsored overseas schools and international
schools located in Europe. The researcher also examined the per-
ceived elements that contributed to these conflicts and how they were
resolved/managed. How such conflicts affect both the professional
teaching staff members and parents of these schools was another area
of focus. Finally, the size of the student enrollment was examined
to determine if this had an influence on the different types of con-
flict existing between school boards and chief administrators.

It is widely acknowledged, within the field of education, that an
effective relationship between the school board and chief administra-
tor is imperative to the efficient operation of a school district
(Bennett, 1984; Cistone, 1975; Dykes, 1965; Goldhammer, 1964; Gross,
1958; Jongward, 1982). When the school board and chief administrator
have similar goals and can communicate openly with one another about

difficult issues, the school community benefits greatly (Johnson,



1980). However, if the members of a school board and a chief adminis-
trator have difficulties in managing their conflicts in a profes-
sional and timely manner, the educational program of a school can
suffer (Fowler, 1977). As educational researcher Menzies (1986)
noted, "Development of acceptable conflict resolution alternatives in
critical decision-making situations may do much to improve long-term
board-superintendent relations® (p. 7).

One of the important areas in which school boards and chief ad-
ministrators must have a clear understanding is that of their unique
roles (Gross, Mason, & McEachern, 1958). In an attempt to clarify
the role of each group, the National School Board Association and the
American Association of School Administrators (1980), as cited in
Martinez (1987/1988), jointly published a statement expressing their
views concerning this sometimes problematic area.

School boards are primarily concerned with es-
tablishing policy and representing the educa-
tional interests of district constituents.
Superintendents are charged with translating
policies into administrative practice and with
providing professional expertise to the dis-
trict. (p. 1)

Other areas having disharmony between school boards and chief ad-
ministrators were outlined by Fultz (1976). He completed a survey
under the auspices of the Michigan Department of Education and cited
eight conditions that directly affect the relationship between school
boards and chief administrators. The data were collected over a 10
year period and include interviews with 384 school board members and

60 chief administrators. Fultz reported:

1. Weak rapport with the board poses the biggest threat.



2. Lack of staff respect bodes ill for the superintendent.

3. Poor communications up and down the line present problems.

4. Annual written evaluations make a difference.

5. Hiring practices typically dictate firing practices.

6. Enrollment size makes it a numbers game sometimes.

7. It helps to be a recognized leader in education.

8. It also helps to be a good negotiator for management. (pp.

42-43)

Fultz, along with a number of others (Cuban, 1976; Dykes, 1965;
Garmon, 1982; Goldhammer, 1964; Gross, 1958; Martinez, 1987/1988;
Zeigler, Jennings and Peak, 1974;), substantiated that conflict does
exist between school boards and chief administrators in public
schools within the United States.

In general, American-sponsored overseas schools and international
schools are organized similarly to public schools in the U.S., having
both an elected school board and a chief administrator to initiate
and administer the school’s policies (U.S. Department of State,
1988). Therefore, by successfully completing this study, the re-
searcher intended to assist overseas school board members and chief
administrators to identify their arenas of conflict, determine the
contributing elements, and resolve/manage it in their schools.

Overseas schools are in a unique setting which can help foster a
creative and challenging educational environment for their students.
Pupils have an ideal opportunity to learn firsthand about other cul-

tures and countries existing around the world (Orr, 1985). Overseas



school boards and chief administrators can contribute to this unpar-
alleled learning experience for their students if they can identify
and resolve/manage those issues causing conflict.

It should be noted that throughout this study individual school
board members, chief administrators, professional teaching staff mem-
bers and parents will all be referred to as "he," although the par-
ticipants were both males and females.

The names of the individuals who participated in this study will
not be identified. All materials and personal comments have been

treated confidentially.

Background of the Study

Conflict has been a part of human society since the dawn of man-
kind. Throughout history, one man or group of men reacting to con-
flict has determined the very survival of each and every cultural
group located around the world today. The crucial question is how
were disagreements between these people resolved or managed? In the
past, like today, men fought battles or wars to settle disagreements.
Conversely, men also met together peacefully and discussed the vari-
ous aspects of an issue before making a final decision about which
all or nearly all would be in accordance. No matter what the mode of
settling disagreements, man has always been faced with resolving or
managing conflict.

Conflict has been a necessary component in the development of all
societies and their institutions. Pugh (1985) believes without some

form of conflict, an institution would stagnate and fail to develop



into a viable and productive entity. On the other hand, too much
conflict within an institution can impair its operation. He further
emphasizes that managers of these institutions must be cognizant of
the positive and negative role that conflict has in an institution.
Blake, Mouton, and Williams (1981) contend that conflict will

occur in a setting where people approach problems differently and are
encouraged to express their opinions. They emphasize:

The effects of conflict can be either disrup-

tive and destructive or creative and construc-

tive, depending upon whether the persons in-

volved can work toward a mutual understanding

or simply an agreement to differ without dis-
respect. (p. 5)

Boulding (1964) states, "Conflict is a phenomenon so omnipresent
in social 1life that we tend too easily to take it for granted, almost
like speaking prose.” He adds, "...unmanaged conflict which gets out
of hand can become bad for all parties" (pp. 75-76).

Thomas (1976) believes that many view conflict negatively. Spe-

cifically, he notes:

Until recently, social scientists have been
mostly aware of conflict’s destructive capa-
bility - epitomized by strikes, wars, interra-
cial hostility, and so on. This awareness
seems to have given conflict an overwhelming
connotation of danger and to have created a
bias toward harmony and peacemaking in the
social sciences. (p. 889)

Today a more balanced view of conflict is appearing in the liter-
ature. Thomas concludes, "More and more social scientists are coming
to realize - and to demonstrate - conflict itself is not evil, but
rather a phenomenon which can have constructive or destructive ef-

fects depending upon its management" (p. 889).



Deutsch (1973) reviews the works of Simmel 1955 and Coser 1956
and postulates, "Conflict has many positive functions."” He elabo-
rates further:

It prevents stagnation; it stimulates interest
and curiosity; it is the medium through which
problems can be aired and solutions arrived
at; it is the root of personal and social
change. Conflict is often part of the process
of testing and assessing oneself and, as such,
may be highly enjoyable as one experiences the

pleasures of the full and active use of one's
capacities. (pp. 8-9)

Deutsch did not limit his discussion primarily to conflict among
individuals but also examined how conflict affects groups. He sug-
gests:

...conflict demarcates groups from one another
and thus helps establish group and personal
identities; external conflict often fosters
internal cohesiveness. ...In addition, con-
flict within a group frequently helps to revi-
talize existent norms; or it contributes to
the emergence of new norms. (p. 9)

For Deutsch and a number of other social scientists, this sense
of "...social conflict is a mechanism for adjustment of norms ade-
quate to new conditions.” They believe society as a whole "...bene-
fits from conflict because such behavior, by helping to create and
modify norms, assures its continuance under changed conditions" (p.
9).

Wynn (1972) takes a different perspective. He believes, "Con-
flict should be viewed in neutral terms rather than hostile terms"
(p. 4). ...It may be good or bad" (p. 1). To better illustrate his

point, the author then discusses a definition offered by Mary Parker

Follett. She defined conflict "...neatly and dispassionately as ‘a



moment of interacting desires’'"™ (p. 4). Wynn interprets this defini-
tion of conflict as not connoting ‘good’ or ‘bad.’ He views it:

...only as a consequence of the level of civi-
lization which people bring with their inter-
acting desires and the statesmanship of admin-
istration and others who attempt to mediate
these interacting desires. (p. 4)

Wynn then stresses, "...the administrator who views conflict as
inherently pathological, something to be avoided or muted, is in
trouble right from the start" (p. 4). "...Effective administrators
can accept conflict and capitalize on it to move the organization
forward more rapidly"” (p. 1). He concludes:

To the extent that conflict is intelligently
approached and fairly resolved, it may remove
irritants, reduce misunderstandings, reinforce
goals, quicken commitment, establish individ-
ual and organizational integrity, and other-
wise refine the attributes of wholesome orga-
nizational climate. So it is not conflict
itself which should be alarming but rather its
mismanagement. (p. 6)

Finally, Boulding (1984) and others believe conflict in itself
should not be the only concern for individuals and organizations.
They emphasize that conflict management must be the primary focus of
attention. 1If conflict is inevitable, then:

The objective of conflict management is to see
that conflicts remain on the creative and
useful side of an invisible but critically im-
portant barrier that divides the ‘good’ con-
flict from the ‘bad.’ (p. 76)
"Fortunately, no one has to face the prospect of a conflict-free

existence. Conflict can neither be eliminated nor even suppressed

for long" (Deutsch, 1964, p. 10).



Iypes of Overgeas Schools

For centuries, overseas schools have provided education for expa-
triate children in a variety of locations throughout the world
(McPherson, 1982). This organizational system of schooling has de-
veloped in order to permit the children of expatriates living in
overseas locations an opportunity to pursue their formal education in
the indigenous language.

Six types of overseas schools have been established to serve the
needs of individual expatriates throughout the world. They are mis-
sionary, proprietary, company, international, U.S. Department of De-
fense Overseas Dependents Schools (DODDS), and American-Sponsored
Overseas Schools (ASOS) (Orr, 1974). A further description of each
of the schools is presented in Chapter II.

Because it was beyond the interest and financial resources of the
researcher to have included sample schools from each of the six cate-
gories, previously described in this study, the researcher focused on
24 ASOS and six international schools following an American-type
curriculum. Further details concerning the selected individual ASOS
and international schools are discussed in Chapter II.

The chief administrator of an overseas school may be referred to
by a variety of different titles, i.e., superintendent, director,
headmaster, and principal (Bale, 1984/1985). Generally, within the
United States, the superintendent is the chief administrator and may
have a number of subordinate administrators assisting him with the
management of the school district. This also may be the case in an

overseas schools with student enrollments larger than 250. This of



course depends entirely on the community and the student enrollment
of a particular school.

The schools that participated in this study had student enroll-
ments between 50 and 600 students. In the smaller schools (enroll-
ments of less than 150), the chief administrator generally did not
have any subordinate administrators to assist him with the operation
of the school. 1In fact, because of budgetary constraints in many
schools, the chief administrator had teaching responsibilities in ad-
dition to managing the affairs of the school.

Conversely, in schools with a student enrollment larger than 150,
the chief administrator may have had one to three subordinate admin-
istrators assisting him with the managing of the school. 1In general,
the term superintendent is rarely used as a title to refer to the
chief administrator of an overseas school. In order not to confuse
the reader and to maintain continuity throughout this research
project, the term superintendent will not be used. Instead, "chief
administrator” will be substituted and will refer to individual ad-
ministrators who participated in this study. However, the term su-
perintendent will be used when referring to research literature com-

pleted within the U.S.

Statement of the Problem

Conflict among groups or between individuals is an accepted con-
dition of any institution. When people and resources are brought to-
gether to accomplish an established goal, conflict is bound to result

(Perrow, 1986). Schools are no exception to this generally accepted
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fact (Nebgen, 1978). "Conflict is an inevitable part of the process
by which we make cooperative efforts; one person suggesting action
usually hears from another who thinks otherwise" (James, 1967, p. 5).
"It is a premise...conflict is an inherent aspect of school gover-
nance, and that learning to cope with and manage conflict is an im-
portant area for school board development" (Garmon, 1982, p. 1).

Public schools within the U.S. today face many problems in pro-
viding quality education for the nation’s youth. When schools at-
tempt to resolve these dilemmas, school boards and chief administra-
tors may be confronted with a variety of different types of conflicts
and a vast array of elements that contribute to these conflicts.
Conflict can be either healthy or unhealthy for a school system. The
manner in which a school board and its chief administrator re-
solve/manage these conflicts often directly affects the quality of
education within that school system.

American-sponsored overseas schools and international schools lo-
cated in Europe are organized and managed similarly to good private
schools in the U.S.. Therefore, it might be assumed that similar
conflict situations may or may not exist in these schools. It was
the intention of the researcher in carrying out this study to deter-
mine the arenas of conflict, the elements that may contribute to con-
flict, and the methods employed to resolve/manage conflict between
school boards and their chief administrators in overseas schools.
Other focus areas examined were how these conflicts affected the pro-

fessional teaching staff and parents and if the student enrollment
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size had an influence on the types of conflicts that exist between

school boards and chief administrators.

Purpose of the Study

The researcher’s purpose in completing this study was to learn
more about the arenas of conflict, the elements that contribute to
conflict, and the methods employed to resolve/manage conflict between
school boards and chief administrators in American-sponsored overseas
schools and international schools located in Europe. The researcher
also examined how these conflicts affected the professional teaching
staff and parents and if the size of the student enrollment had an
influence on the different types of conflict that exist between
school boards and their chief administrators. Therefore, the re-
search questions for this study were as follows:

1. What are the perceived arenas of conflict
between the school board and its chief ad-
ministrator?

2. VWhat are the perceived elements that con-
tribute to conflict between the school
board and its chief administrator?

3. How are conflicts between the school board
and its chief administrator re-
solved/managed - not resolved/managed?

4. How are the professional teaching staff
and parents affected by conflict between
the school board and its chief administra-
tor?

5. Does the size of the student enrollment
have an influence on the different types

of conflict that exist between the school
board and its chief administrator?
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The results of this study should give school boards and chief ad-
ministrators a better understanding of the different types of con-
flicts, the reasons for these conflicts and some possible methods for
resolving/managing their conflicts effectively. Furthermore, it is
assumed that the results of this study may also be beneficial to
other school boards and chief administrators in American-sponsored
overseas schools and international schools in other geographical re-

glons around the world.

Significance of the Study

Historically, conflict has always played a major role in the de-
velopment of any healthy institution. Without some degree of con-
flict, an institution would stagnate and fail to develop into a
viable and productive entity. On the other hand, too much conflict
within an institution can immobilize its operations. Managers of
these institutions must be cognizant of the positive and negative
role that conflict has in an institution (Pugh, 1985, p. 314).

Public administrators have been caught in the
crossfire of social conflict since before the
assassination of Caesar. Although its inten-
sity wanes the time and place, conflict is
ubiquitous in public affairs, and right now,
it is certainly not waning in the beleaguered
world of the school administrator. (Wynn,
1972, p. 5)

During this century, the school administrator has had to deal
with many different types of conflicts in schools. Each decade has
brought a variety of challenges and changes. These situations have

also brought with them a certain amount of conflict that needed to be

resolved or managed effectively. Wynn (1972) demonstrates this point
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by disclosing the problems superintendents had during the beginning
of this century. The following quotation is from the June, 1913

issue of American School Board Journal.

No recent year has seen wholesale changes in
the superintendencies and other high school
positions as the present year...There has been
a perfect storm of unrest culminating in
wholesale resignations, dismissals, and new
appointments. (p. 5)

With so many changes and conflicts occurring in society, social
scientists and other researchers have been eager to understand the
dynamics behind these changes and how they affect the operations of
private and public institutions. Although some research concerning
private institutions has been conducted, little investigation was
completed for public schools.

Gross (1956) as cited in Bidwell (1965), illustrated this fact
vhen he reviewed "...the sociological literature on education from
1945 to 1955..." and concluded, "...that a systematic study of the
school as an organization had yet to be made" (p. 972).

However, within two years, Gross (1958) and Gross et al. (1958)
had completed several studies concerning public school boards and
their relationships with their superintendents. Gross (1958), summa-
rized:

If an executive and his board of directors
hold similar ideas about who should do what,
and if they agree on policies and programs for
their organizations, then one crucial ingredi-
ent is present for relatively smooth working
relationships. If they have different ideas
about these things, then the stage is set for

confusion, tension, frustration, and conflict.
(p. 113)
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Bidwell (1965) reviewed the research literature from the time
that Gross and his colleagues completed their work until 1965 and
commented:

Few students of organizations have turned
their attention to schools, and few students
of schools have been sensitive to their orga-
nizational attributes. To understand what
schools are like as organizations - what char-
acteristic structures, processes, and func-
tional problems are - we must rely on empiri-
cal work, much of which either was not explic-
itly directed toward these questions or was
narrowly focussed on some sub-system, process,
or activity within the school, without being
informed by a general conception of the school
organization.

As a result, this empirical literature is
fragmentary and discontinuous. The need to
order the existing research findings and to
set a systematic, coherent frame for new in-
quiry gives the development of such a concep-
tion paramount importance. (p. 972)

Bidwell continued his discussion and stressed that more research
was needed with regard to the relationship between the school board
and superintendent:

Evidence concerning the most significant
aspect of relations among school officers and
boards, their actual patterns of interaction,
is presently lacking. ...For example, there
is nothing concerning the frequency or nature
of observed conflicts or strategies employed
to resolve them, such as attempts by superin-
tendents or board members to mobilize power
resources within the school system or in its
environment. (p. 996)

In conclusion, Bidwell stated that new research was needed in the
field of educational organizations to investigate a host of areas
that had not been previously researched. Specifically, he wanted

more studies that would:
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...systematically investigate the interaction
of variables subsumed under organizational re-
cruitment, structural context, and board and
superintendent attitude and action. Such
studies should attend to those situations in
which boards and superintendents differ in
their attitudes towards the responsibilities
of their positions, since situations may not
only characterize significant numbers of
school systems, but also reveal important
sources of strain and conflict inherent in
school-system structures. (p. 1001)

However, nearly 10 years after Bidwell made his recommendations,
few research studies investigating the relationship between school
boards and superintendents had been completed.

Zeigler et al. (1974) completed a research study that investi-
gated "...the school board as the authoritative and representative
political body in the school system" (p. 18). They concluded:

...the governmental aspects of school systems
have been only incidental to those investiga-
tion. ...Yet, when the content of the charges
and countercharges are examined, the fact is
that no one has systematically analyzed the
governing of American schools. (p. 1)

Salisbury (1980), in a study concerning citizen participation in
education, noted that while he was conducting his interviews, the
top1ic of conflict continued to be a concern for many of his partici-
Pants, He summarized:

School activists dislike conflict...They are
uneasy about changes within their communities
or in their school program, in part it seems,
because change represents the possibility of
disagreement. They are, with some exceptions,
uneasy in the presence of heterogeneity, of
race or class, because this too means poten-
tial conflict over what values ought to pre-
vail... Our data are not remotely sufficient
to explore thoroughly this issue, but the
matter of American attitudes toward political
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and social conflict is thoroughly deserving of
a prominent place in the research agenda.
(pp. 198-199)

Zeigler, Kehoe, Reisman, and Polito (1981) completed another
study in which school superintendents and city managers were compared
to one another to determine which group could effectively re-
solve/manage conflict in their individual organizations. They dis-
covered "Conflict as an area of inquiry is still novel to education
research” (p. 6).

Despite the theoretical and practical significance of the school
board and superintendent relationship phenomenon, it remains a virtu-
ally unresearched domain.

A review of the literature and a systematic search in Disserta-
tion Abstracts International located only two dissertations directly

related to conflict between school boards and superintendents within
the U.S.: Cummins (1980/1981) and Martinez (1987/1988). Eight other
researchers explored specific topics regarding the relationship be-
tween school boards and superintendents: communication and trust
(Aleshire, 1980/1981); role conflicts (Barger, 1981); & Littleton,
1983 /1984); behavior expectations (Beam, 1981/1982); power, partici-
Pation, and control (Hentges, 1984); school superintendent-school
board president (McEwan, 1983); role expectation and role behaviors
(Smith, 1983/1984); and superintendent turnover (Thies, 1980).
Cummins’ research study (1980/1981) specifically looked at the:
...goals and resources; roles, responsibili-
ties, and relationships; operating procedures;
decision making and leadership in school dis-
tricts to clarify how they contributed to
board-superintendent relationships and whether

they related to a continuum of conflict in
those relationships.
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His study disclosed:

...only "35% of those surveyed, answered the
questionnaire. Because few responses were
diffused among 11 districts and they were so
varied, it was difficult to generalize. Major
themes tended to be inconclusive. (p. 4225A)

Martinez (1987/1988, pp. 4-5) reviewed several previous studies
and noted in the following: Hentges (1984) "...that tensions between
superintendents and their boards appeared to be mounting in recent
years. This was evidenced through unfamiliar demands, expectations,
conflicts over valued resources, and critical public acclaim" (p.
11). Barger (1981), "...a need has existed to provide empirical data
to identify conflict perceived by school board members and superin-
tendents..." (pp. 8-9). Thies (1980), "...little information is

available concerning the inability of superintendents to avoid seri-
ous conflicts with individual board members"” (p. 5).

Martinez (1987/1988) noted that even with the educational re-
searxch studies concerning conflict completed to-date, "The character
of conflict between school boards and superintendents is a matter of
continuing concern among everyone who interacts in school systems"
(p. 6).

A gecond search was conducted for studies that have been com-
Pleted in reference to overseas schools and conflict management fol-
lowed the researcher’s search for studies on conflict between school
boards and chief administrators within the U.S.

Sixty-nine studies were identified which explored some aspect of

Amer1t'.'a1'1-spousore¢‘.i overseas or international schools. Many of these



18

studies completed were in reference to bi-lingual and bi-cultural
programs. However, 19 of these studies focused on either the subject
of school boards or chief administrators: Bale (1984/1985); Benz
(1971); Bergman (1986/1987); Breton (1984/1985); Cope (1988/1989);
Domidion (1964/1965); Droppert (1984/1985); Farr (1985/1986);
Gonzalez (1987/1988); Halley (1984); Hansen (1984/1985); Harvey
(1976); Kemple (1981); Mandrell (1980); Perez (1981); Roth (1972);
Vest (1971); Walters (1983/1984); and Wendling (1986/1987).
Further investigation revealed that only Farr's study (1985/1986)
examined the relationship between school boards and superintendents.
It did not specifically investigate the issue of conflict between
school boards and superintendents. The purpose of his study was:
.. to describe overseas schools board members

who were perceived as powerful by the board

presidents and superintendents who were work-

ing with them at the time this study was com-

pleted. A secondary purpose was to determine

if there was a significant difference in the

perceptions of the board presidents and super-

intendents. (p. 2869A)

Attempting to fill the void concerning research about overseas
schools, Orr (1974) completed an extensive search for those disserta-
tions and other research studies that had been completed about over-
Seas schools. He organized the research he found into six major cat-
egories: (a) school setting, (b) school institutionalization,

C(c) school organization and administration, (d) school program,
(e) school personnel, and (f) school pupils.
A model was developed to classify the research completed and to

id"“lt:ify those areas that needed further investigation. With regard

To school administration, Orr (1974) stated:
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The administrative mode in the ASOS varies
significantly as a function of the background
and beliefs of the superintendent and the
board, and combined with the dynamic nature of
the ASOS and high turnover rates, results in
styles and patterns of administration which
vary substantially according to people rather
than precepts of administrative roles related
to position. (p. 46)

After completing a review of the relevant literature concerning
conflict between school boards and superintendents within the U.S.
and abroad, the researcher has concluded that this study would be a
welcomed addition to the educational research that has been completed
to-date. Moreover, Orr’s research matrix regarding overseas schools
demonstrated that studies concerning conflict between school boards
and superintendents were nonexistent when he completed his work, and
that the need for such a study existed.

In sum, the lack of research concerning conflict between school

boards and chief administrators in American-sponsored overseas
schools and international schools demonstrated the need for the com-

Pletion of this study. It is hoped that the results of this study

will increase the existing knowledge base in this arena.

Theoretical Base

It is imperative to any research study that a theoretical frame-
Work be employed to interpret those observations which may coalesce
into a set of possible generalizations which either broaden the
lc"“D‘Vleclge base or provide questions for established theories.

Zeigler (1974) notes, "That which links the unique event to a much
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larger class of events is the abstract theory which is used to order
and to categorize the various observations"™ (p. 146).

It is beyond the scope of this research to attempt to make ex-
plicit the conceptual framework underlying the assumptions regarding
the major social, organizational, and managerial theories with regard
to conflict, i.e., social, bureaucracy, power, and others. Further-
more, it 1s understood all of these theories are interrelated and in-
clude conflict in one description or another. In general, "The con-
cept of conflict has been treated as a general social phenomenon,
with implications for the understanding of conflict within and be-
tween organizations" (Pondy, 1967, p. 296).

For the purpose of this study, the researcher has structured his
research in part on Boulding’s (1964) theory of conflict as applied
to organizations. Also included as part of the theoretical framework

are Deutsch’s (1973) variables affecting conflict, Bailey’s (1971)
typology of conflict levels, and Thomas and Kilmann’s (1974) conflict
behavior mode.

The theoretical framework established enables the researcher to
analyze those data regarding the arenas of conflict, the elements
contributing to conflict, and the methods utilized to resolve/manage
confljict between school board members and chief administrators in
All'et'ican-spousored overseas schools and international schools located
in Europe.

The theory of conflict applied to organizations, as described by
Bo‘-‘ld:lng (1964), has four basic components: the parties to the con-

fli-"-t. the field of conflict, the dynamics of the conflict situation,
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and the management and control of conflict. Boulding asserts that
with an understanding of these concepts it might be possible to de-
termine why some conflict management methods are effective while
others fail to benefit the parties involved.

In addition to these four concepts, Deutsch (1973) describes
seven variables which he believes have a direct affect on conflict.
Through his research and analysis of conflict he concludes that indi-
viduals involved in conflict should consider several pertinent ideas
regarding conflict management. Specifically, he suggests individuals
consider the following: the characteristics of the parties in con-
flict, their prior relationship to one another, the nature of the
issue giving rise to the conflict, the social environment within
which the conflict occurs; the interested audiences to the conflict;
the strategy and tactics employed by the parties in the conflict; and

the consequences of the conflict to each of the participants and to
other interested parties.

After reviewing Deutsch’s variables affecting conflict, the re-
searxcher examined Bailey’s (1971) typology of conflict types to as-
cextain the different levels of conflict existing in overseas inter-
national schools. Bailey suggests there are three types or levels of
conflict within any given organization. He isolates:

1. Subordinate conflicts (conflicts between
administrators and those over whom they
have authority).

2. Lateral conflicts (conflicts between ad-

ministrators and a person or group with
equal authority); and
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3. Superordinate conflicts (conflicts between
an administrator and a person or group
which has authority over him or her). (p.
234)

Following an analysis of Bailey’s levels of conflict, the re-
searcher determined it would be both beneficial and valuable to this
research to examine the various behavior modes exhibited by individu-
als when they resolve/manage conflict. Therefore, the Thomas-Kilmann
(1974) two-dimensional conflict model was selected in order to de-
scribe the various modes used to manage conflict. Thomas and Kilmann
suggest when individuals manage conflict, they exhibit one or a com-
bination of two behaviors: (a) assertiveness (the extent to which
the individual attempts to satisfy his own concerns) and (b) coopera-
tiveness (the extent to which the individual attempts to satisfy the
other person’s concerns). Using these two behaviors, the authors

were able to define five specific methods of handling conflict: com-
peting, accommodating, avoiding, collaborating, and compromising.

This brief review of the theoretical framework is elaborated further

in Chapter 1I.

Assumptions
Five sets of assumptions and beliefs guided the research design

of this study.
First, it is appropriate to believe that conflict exists within
Schools, specifically between school boards and their chief adminis-

Trators,
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Second, there is a variety of reasons why conflict exists between
school boards and their chief administrators.

Third, conflict between school boards and their chief administra-
tors may directly affect the professional teaching staff and parents
of the educational community.

Fourth, there are methods that can be employed to assist school
boards and their chief administrators to manage conflict effectively.

Fifth, the size of the student enrollment may affect the types of
conflict that exist between school boards and their chief administra-

tors.

Limjtations
One limitation of the research was the number of schools se-
lected. Thirty schools were requested to participate in this study.
These schools were not randomly selected. They were chosen because
of their student enrollment size and geographical location within
Europe.

A second limitation was that not all of the schools participating
in the study were ASOS schools. Six of the schools were interna-
tional ones. However, these schools were selected on the basis of
their American-type curricula.

A third limitation was that not all school board members and
chief administrators who completed the questionnaires were involved

In the in-depth interview. Financial restraints and time limitations
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prevented the researcher from personally interviewing all of the par-
ticipants.
A fourth limitation of the study was the method used by the chief

administrator to select the professional teaching staff members and

the parents who participated in the in-depth interview. Because of

their amicable relationship with the chief administrator, these par-
ticipants did not always respond objectively.
A final limitation was the method employed by the chairman of the

board in each school in selecting two other board members to complete

the questionnaire. The board members selected shared similar view-

Points with the chairman of the board.

Delimitations
The researcher delimited the study to an analysis of the data
< © llected from the questionnaires and in-depth interviews completed
T>>3> those school board members, chief administrators, teachers, and
> & xents currently affiliated with the American-Sponsored Overseas
= < hools or international schools designated in the study. This popu-
AL = tion may not be representative of individuals in other

A:':'lex'i.cam-Spom:ored Overseas Schools and international schools located

X2 - oughout the world.

Other types of overseas schools (DODDS, missionary, and company)
"7« xe excluded from this study for two reasons. The ownership and

go\?eming policies for each of these school systems are organized
dj~ffe1:em:1y than those of the ASOS and international schools. Sec-

Qndly, it was beyond the intended scope of this study to include
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these school systems given the limited time and financial resources
of the researcher.

The results of this study may well be relevant only to schools
included in this study. DODDS, missionary, and company schools may
or may not have similar types of conflicts between their
policy-making personnel and their chief administrator.

It was not the researcher’s intention in this study to offer def-
inite answers to the research questions. However, the researcher de-
sired to present a systematic set of conclusions taken from the find-
ings of this study so that some new light may be shed on this rela-

tively unresearched area of study.

Conflict:

...1s the process which begins when one
party perceives that the other has frus-
trated, or is about to frustrate, some con-
cern of his. (Thomas, 1976, p.891).

Conflict Management:

. ..manage conflict by reducing or stimulat-
ing it, depending upon the situation, in
order to develop the highest level of orga-
nizational performance (Huse and Cummings,
1985, p. 560).

...means that the parties (involved in a
conflict) find ways to continue their work-
ing relationship despite their differences
(Garmon, 1982, p. 45).
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ternational Schools:

ASOS and International schools are
American-type public schools located in for-
eign countries throughout the world. They
are governed by elected boards and are owned
by the parent community. The purpose of
these schools is:

...that of insuring that American youth
living abroad, for whatever reason, have
access to educational programs comparable to
what they might expect in their home set-
tings (Dafoe, 1976, p. 11).

They have ... two common missions; to pro-
vide the best possible education for their
children: and to enhance the mutual trans-
mission and integration of culture between
the United States and the host country (Orr,
1985, p. 31).

School Board:

The school board (or - as it may variously
be called - the school committee, the board
of education, school trustees, or board of
trustees) ...is an American invention which
is necessary because of the decentralized
educational system. ...(it was) ... estab-
lished for the purpose of managing the af-
fairs of the school district. (It) ...is re-
sponsible for the making of decisions, the
formulations of policies, the development of
programs, the employment of personnel,
...the provision of educationally related
services, and the management of the use of
the physical facilities of the school dis-
trict. (Goldhammer, 1964, pp. v, 1, and 4).

Superintendent - Chief Administrator:

The superintendent functions as executive
officer of the board of education and as the
regulator or monitor of the decision-making
process in the school district (Griffiths,
1966 p. 100).
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Expatriate:

...those voluntary temporary migrants,

mostly from affluent countries, who reside

abroad for one of several...purposes. ...in

their ability to return to their home coun-

try if they so desire (Cohen 1977, pp. 6,

17).

Policy-making:

..that is, establishing goals and objectives

and determining in broad outline how they

are to be achieved (Dykes, 1965, p. 10).

...making rules under which the school will

be run (Goldhammer, 1964, p. 40).

Contribution
The researcher, by successfully completing this study, hoped to
be able to contribute to the dearth of existing research literature
concerning the field of overseas schools and conflict resolu-
tion/management. Specifically, the primary purpose of this study was
to increase the present knowledge base in order to enable overseas
school boards and superintendents to identify conflict, determine the
reasons for conflict and better understand ways in which to re-
solve/manage it more successfully. Also, the findings of this study
should be of interest and benefit to those who are working in the
field of international studies or inter-cultural relations.
Furthermore, this study was of great personal interest to the re-

Searcher and expanded his professional knowledge extensively. His
Professional career has been devoted exclusively to overseas schools.

A better understanding of the issues that create conflict between

School boards and chief administrators will eventually assist him in
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being a more effective administrator in the future. Consequently, it
is hoped that this insight will bring about a better form of educa-
tion to the students for whom he will be responsible, and more sup-

port from the community at large.

Organization of the Study

The study is organized as follows:

Chapter II is devoted to reviewing the related literature con-
cerning: (a) the theoretical framework, (b) conflict resolu-
tion/management, (c) school board - chief administrator relations,
and (d) international schools.

The research design is outlined in Chapter III. Included are
the: (a) rationale for the methodology, (b) site and population,

(c) data to be collected, (d) sampling technique and selection,
(e) reliability and validity of the instrument, (f) the data analysis

procedure.

Chapter IV includes the presentation of the data and the research
findings.

The implications of the data collected, the summary of the find-
ings, and specific conclusions about the data are described in Chap-
ter V. Finally, the researcher offers 10 recommendations to school-
board members and chief administrators in overseas schools with

Tegard to conflict in their school. A further three recommendations

for future research are also included in this chapter.



CHAPTER II
REVIEW OF THE RELATED LITERATURE

Introduction

Chapter Two includes two sections. In section one is discussed
the theoretical framework of the review which is subdivided into four
parts: (a) a definition of conflict and its effects, (b) theory of
conflict applied to organizations, (c) types of conflict, and (d)
conflict behavior.

A comparative review and analysis of the prior, major research
studies are presented in section two. Materials presented in this
section are relevant to conflict resolution/ management, school

board/chief administrator relations, and international schools.

Theoretical Framework
It is beyond the scope of this research to attempt to make
explicit the conceptual framework that underlies the assumptions
regarding the major social, organizational, and managerial theories
with regard to conflict, i.e., social, bureaucracy, power, etc.
Moreover, it is understood that all of these theories are
interrelated and include conflict in one description or another. 1In

general, "The concept of conflict has been treated as a general

29
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social phenomenon, with implications for the understanding of
conflict within and between organizations® (Pondy, 1967, p. 296).
However, for the purpose of this study, the researcher has based
his research, in part, on one organizational theory: Boulding's
(1964) theory of conflict as applied to organizations. Also included
as part of the theoretical framework are Deusch’s (1973) variables
affecting conflict, Bailey’s (1971) typology of conflict levels, and

Thomas and Kilmann’s (1974) conflict behavior mode.

A Definition of Conflict

Throughout the history of mankind, all societies and their
institutions have been confronted with a wide variety of conflicts
for a multitude of reasons. Because conflict has been an inevitable
part of the development of man, it is has been for the most part
something feared and avoided at any cost. Conflict itself has not
always been a major focus for all societies, but the manner in which
it has been resolved/managed has been. History is full of written
accounts describing how individual groups have attempted to
resolve/manage their conflicts, both successfully and unsuccessfully.
Interestingly, throughout the development of mankind, the manner in
which conflicts have been resolved/managed was, in some instances,
the overwvhelming factor in determining whether some institutions,
societies, or cultures survived or perished.

Researchers have viewed conflict through many lenses but have

generally agreed that it is, in fact, an inevitable part of life.
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Pneuman & Bruehl (1982) are two researchers who view conflict as
inevitable. They note the following.

It (conflict) exists within each of us. It is
present in the dealings of any to persons whose
interests or relationships are interdependent.
It is inherent in the life of every group and
every organization, formal or informal. Yet,
there persists all around us--in us, our
institutions, and our society--a pervasive fear
of conflict. This wide-spread [sic] fear
engenders an emotional and pseudorational [sic]
reaction, which culminates in a collective
strategy calling for denial, control, or if
possible, elimination. (p. 1)

Blake, Mouton, and Williams (1981) also view conflict as
inevitable. They contend that conflict will occur in a setting where
people approach problems differently and are encouraged to éxpress
their opinions openly. They emphasize the following.

The effects of conflict can be either disruptive
and destructive or creative and constructive,
depending upon whether the persons involved can
work toward a mutual understanding or simply an
agreement to differ without disrespect.
Inability to cope with conflict constructively
and creatively leads to increased hostility,
antagonism, and divisiveness. Clear thinking
disintegrates, and prejudice and dogmatism come
to prevail. (p. 5)

Thomas and Tymon (1985) concur with Blake, Mouton, and Williams
that conflict is inevitable among people with different opinions.
However, they believe three additional specific conditions should
exist to have a conflict situation:

1. two or more people have somewhat different
beliefs, needs, or preferences;

2. they are interdependent (that is, decisiomns
need to be made that affect them all); and

3. resources are limited (so that not everyone
can be satisfied). (p. 336)
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With these three conditions, it is quite understandable why
conflict is, in fact, a part of all organizations. In general, when
people are assigned various responsibilities within an organization,
they need to interact with each other to accomplish their tasks.
Whatever the task may be, planning a budget, buying needed materials
and supplies, or hiring additional staff members, conflict is
inevitable because of the interaction between people and the limit
and use of organizational resources.

Analyzing these three conditions, one can understand why Thomas
(1976) believes a majority of the social scientists, until a few
years ago, have been preoccupied with " . . . conflict’s destructive
capability--epitomized by strikes, wars, interracial hostility, and
so on." Unfortunately, this attention has ". . . given conflict an
overwvhelming connotation of danger and to have created a bias toward
harmony and peacemaking in the social sciences" (p. 889).

Thomas notes that today a more balanced view of conflict is
appearing in the literature. He concludes, "More and more social
scientists are coming to realize--and to demonstrate--that conflict
itself 1s not evil, but rather a phenomenon which can have
constructive or destructive effects depending upon its management"
(p. 889).

Turning now to the origins of the definition of conflict,
Pneuman and Bruehl (1982) stress that for many who studied it in the
classical interpretation, the work conflict had a "negative"

connotation until recently. They explain the word confljict
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originates from Latin. 1Its ". . . roots . . . comprise fligere,
meaning ‘to strike,’ and com, meaning ’‘together.’" Therefore, it is
understandable why people throughout history have associated the word
conflict with ". . . such images as warfare, death, attack,
destruction, and other forms of uncontrollable fury" (pp. 2-3).

With this historical definition, Pondy (1967) noted that there
has been a considerable amount of controversy regarding the
definition of conflict. Further, he indicated that a wide variety of
conflict processes have been described and discussed by researchers.
Some of these processes are as follows:

1. antecedent conditions (for example, scarcity
of resources, policy differences) of

conflictful behavior;

2. affective states (e.g., stress, tension,
hostility, anxiety), etc.;

3. cognitive states of individuals (i.e., their
perception of awareness of conflictual
situations); and

4. conflictful behavior, ranging from passive
resistance to overt aggression. (p. 298)

In conclusion, Pondy believes that it is not necessary to argue
about these different perceptions regarding conflict, but suggests
that one general definition be used to encompass all of these
phenomena.

Expanding on Pondy’s suggestion, the researcher found a
definition which he believes encompasses Pondy’'s four points and is
also appropriate for this research. The definition, as written by

Thomas (1976), defines conflict as ". . . the process which begins



34

when one party perceives that the other has frustrated, or is about
to frustrate, some concern of his" (p. 891). It might be argued that
this is not the best definition of conflict, but it is the most
appropriate one for studying conflict in this research.

Additionally, Thomas (1979) points out, "Conflict can occur between
any units or parties--supervisor and subordinate, companies and
unions, between peers, departments or other groups, or between
organizations" (p. 152).

Having examined several definitions regarding conflict, a brief
historical excursus into the development and research of conflict ;n
organizations may be beneficial at this point. After reviewing the
philosophies and definitions of conflict, along with an analysis of
management theory, Robbins (1974) classified the attitudes towards
organizational conflict and its management into three philosophies:
traditional, behavioral, and interactionist. Thomas (1979) reviewed

these philosophies and summarized them as follows.

The traditional philosophy dominated the

management literature from the late nineteenth
century through the middle 1940s, and still
survives in some forms. (It) views all conflicts
as destructive. Supporters of this view
recommend the elimination of all conflict in the
organization.

The behavioral philosophy emerged in the 1940s

and continues to be popular in the field of
organizational behavior . . . . this viewpoint
(was summarized) as acceptance of conflict.
Conflict is viewed as inevitable in
organizations, and its existence is accepted as
serving some organizational goals. However, (it
was) pointed out that almost all efforts of the
behavioralists have been directed at resolving
conflicts. Therefore, (it was) argued that this
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philosophy has the flavor of rationalizing the
existence of conflict in organizations while
continuing to seek its resolution.

The interactionist philosophy is . . . a
viewpoint which has only recently begun to gain
attention within the field of organizational
behavior. Essentially, (it) recognizes
appropriate uses of conflict in organizations and
takes the logical next step of recommending the
stimulation of appropriate conflicts while
seeking to prevent or resolve others. (p. 177)

Robbins’ interactionist philosophy, though relatively new,
appears to be the most appropriate one to consider regarding conflict
within organizations today. There are, of course, various conflicts
that should be prevented, resolved, or suppressed. However, there
are many conflicts which, if nurtured and managed effectively, could
stimulate creative growth in all organizations.

Finally, Thomas and Tymon (1985) conclude from the results of
current research studies that ". . . one central consensus has
emerged: conflict itself is intrinsically neither bad nor good.
Rather, it has the potential for being either."” They further note,
"It is thus unfortunate that the word conflict has negative

overtones, for it is as appropriate to see conflict as an opportunity

as it is to perceive it as a danger" (p. 337).

Theory of Conflict Applied to Organizations
The theory of conflict, as discussed by Boulding (1964),

attempts to bring together a common set of concepts regarding
conflict relations in reference to industry, economic organizations,
international relations, race relations, and family life. Moreover,

this theory can be applied to any institution or organization which
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has individuals and/or groups interacting with one another.
Furthermore, this model may be used to determine what certain
techniques used are able to manage/resolve conflict creatively so
that all parties involved are satisfied with the outcome, while other
techniques fail to adequately benefit those involved in the conflict.

Boulding'’'s theory is based on four basic concepts: the parties,
the field of conflict, the dynamics of conflict situations, and

conflict management. A brief description of each follows.

The Parties

There must, of course, be at least two parties to
conflict, but there need not be two persons.
Conflict also takes place between certain aspects
of the personality of a single individual or
between factions within an organization.

Conflict must, therefore, always be visualized as
a relationship between or among two or more
parties, but the parties can be persons, groups,
or organizations.

The Field of Conflict

The field of conflict may be defined simply

. as the whole set of relevant possible
states of the social system. (Any state of the
social system which either of the parties to a
conflict considers relevant is, of course, a
relevant state.) In the case of an industrial
conflict, relevance might consist, for instance,
of all possible labor contracts in the situation.

The Dynamics of Conflict Situations

In the simplest model, we suppose that the field
consists merely of the combinations of the
positions of the two parties, and we then suppose
that each party simply adjusts its own position
to what it believes the position of the other
party to be.
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Conflict Management

(This) . . . involves the management, control, or
resolution of conflict. A conflict system
exhibits control if it has some sort of machinery
for avoiding "pathological” moves. It is not
alvays easy to define what is meant by a
pathological move. An "antitrading” move is
clearly pathological . . . . We cannot assume
that all moves which cross the system boundary
are pathological or that all alternating systems
are pathological .

In any conflict field, however, it is not
unreasonable to suppose that there is some
boundary, on the far side of which the system
becomes pathological. A conflict system, then,
exhibits control, if it has an apparatus
somewhere in the system which can "perceive" that
the system is approaching the boundary of
pathology and can then set forces in motion to
reverse the movement of the system and pull it
away from the boundary. (pp. 138-143)

In sum, Boulding emphasizes the permanentness, expense, and
potential threat of conflict in organizations. He stresses that the
risk and cost to organizations of unresolved/unmanaged conflict is
far too great to ignore and that more research in this area is
needed.

Boulding concludes that both the field of conflict theory and
management of organizations can benefit from the applications of his
ideas. Since all organizations consist of individuals and/or groups
of individuals working together for the purpose of producing some
good or service, it is inevitable that conflict will exist in one
form or another. It will continue to exist in organizations because
not all individuals or groups have the same goals in mind for the
organization, nor do they agree on the methods that should be sued to

achieve their goals. Consequently, if an organization does not have
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the appropriate methods or techniques to resolve/ manage conflict
effectively, it risks the possibility of destroying itself.

Perrow (1986) agrees with Boulding’s observations and finds that
theorists and researchers from Weber to Likert have acknowledged
conflict does exist among groups within organizations, but they have,
for the most part, failed to build intergroup conflict into their
models, "except as evidence of a failure to utilize the model."
Further, he asserts that not even March and Simon’s (1958) ".
expanded bureaucratic model . . ." included conflict among groups.

He concludes the following.

While much conflict in organizations is
undoubtedly an interpersonal phenomenon--two
people in competition, or with incompatible
personalities, or lacking in ability to empathize
with one another--a theory of organizations
rather than one of individual interactions,
should be able to accommodate group conflict.
They should see conflict as an inevitable part of
organizational life stemming from organizational
characteristics rather than from the
characteristics of individuals. (pp. 131-132)

Thomas (1976) concurs with Perrow’s analysis and notes that the
research regarding the theory of organizational conflict still
appears to be isolated and disjointed. He emphasizes the following.

Although there are several pieces of quality
research and many important theoretical insights,
the theoretical ties between them are often
unclear. Researchers look at different
manifestations of conflict, different independent
variables, and so on. It is easy to get the
impression that conflict is a general label for a
number of largely unrelated phenomena--strikes,
absenteeism, arguing, budget disputes, religious
schisms, tensions, and so forth. (p. 930)
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Thomas suggests there should be greater emphasis on developing
more integrative theory and comprehensive research strategies for the
field of organizational conflict.

In an effort to bring more clarity to organizational conflict
and broaden the research literature, Deutsch (1973) describes seven
variables which he believes have a direct effect on
resolving/managing conflict. If the conflict ". . . is between union
and management, between nations, between a husband and a wife, or
between children, it is useful to know something about":

1. The characteristics of the parties in
conflict (their values and motivations;
their aspirations and objectives; their
physical, intellectual, and social resources
for waging or resolving conflict; their
beliefs about conflict, including their
conceptions of strategy and tactics; and so
forth).

2. Their prior relationship to one another
(their attitudes, beliefs, and expectations
about one another, including each one’s
beliefs about the other'’s view of him, and
particularly the degree of polarization that
has occurred on such evaluations as
"good-bad," "trustworthy- untrustworthy").

3. The nature of the issue giving rise to the
conflict (its scope, rigidity, motivational
significance, formulation, periodicity,
etc.).

4. The social environment within which the
conflict occurs (the facilities and
restraints, the encouragements and
deterrents it provides with regard to the
different strategies and tactics of waging
or resolving conflict, including the nature
of the social norms and institutional forms
for regulating conflict).
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5. The interested audiences to the conflict
(their relationships to the parties in
conflict and to one another, their interests
in the conflict and its outcomes, their
characteristics).

6. The strategy and tactics employed by the
parties in the conflict (in assessing and/or
changing one another’s utilities,
disutilities, and subjective probabilities;
and influencing the other’s conceptions of
one’s own utilities and disutilities through
tactics that vary along such dimensions as
legitimacy-illegitimacy, the relative use of
positive and negative incentives such as
promises and rewards or threats and
punishments, freedom of choice-coercion, the
openness and veracity of communication and
sharing of information, the degree of
credibility, the degree of commitment, the
types of motives appealed to, and so on).

7. The consequences of the conflict to each of
the participants and to other interested
parties (the gains or loses relating to the
immediate issue in conflict, the precedents
established, the internal changes in the
participants resulting from having engaged
in conflict, the long-term effect on the
relationship between the parties involved,
the reputation that each party develops in
the eyes of the various interested
audiences). (pp. 5-7)

In sum, Deutsch views these seven variables as valuable

resources when dealing with conflict at any level, whether this be
with individuals, groups, or organizations. The more insight one can
obtain about a conflict situation, the better the chances will be to

resolve/manage it effectively.

Iypes of Conflict

Having outlined Boulding’'s theory of conflict and Deutch’s

variables affecting conflict, the next task is to identify the
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different levels of conflict within an organization. Bailey’'s (1971)
typology describes three levels of conflict which occur in an
organization like a school district. The levels are as follows:
1. Subordinate conflicts (conflicts between an
administrator and those he has direct
authority over).
2. Lateral conflicts (conflicts between an
administrator and a person or group with
equal authority).
3. Superordinate conflicts (conflict between an
administrator and a person or group who has
authority over him). (p. 234)

Subordinate conflicts, according to Ziegler et al. (1981), are
those common daily conflicts which occur within the school and are
identified as intraorganizational conflicts. An example of this type
of conflict might be where a teacher requests permission to go on a
field trip and the request is denied. This, of course, would cause a
minor conflict between the administrator and teacher, forcing the
teacher to think of an alternative plan for her/his students.

Lateral conflicts, on the other hand, might involve the chief
administrator and the school board. An example of this might entail
a decision regarding the possibility of upgrading several buildings
in a school district. If there’s not enough money in the budget to
complete this project, there is very little that can be done at this
point. However, if the funds are available and the school board
decides not to allocate the money for this project but to spend it

for another one, this might cause a conflict between the school board

and the chief administrator.
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Superordinate conflicts occur between legal agencies above the
local school district and the school board and/or chief
administrator. An example of this type of conflict in the United
States might be where a school is named in a law suit or some similar
legal action. In overseas schools, this type of conflict might
involve the federal government where the school is located and the
school board and/or chief administrator. Though rare, an example of
this type of conflict might be where the school fails to keep its
teachers’ working visas up to date.

After reviewing Bailey’s (1971) typology of conflicts, the
researcher concurred with his analysis of the three types of
conflicts. However, he concluded that lateral and superordinate
conflicts are the primary sources of conflict between school board
members and chief administrators in overseas schools. This is due,
in part, because most decisions regarding the operation of an
international school are made by the school board and its chief
administrator with little or no interference from the foreign
government where the school is located. Further, if the school board
believes the chief administrator is competent and managing the school
effectively, it will seldom intervene when there is a subordinate

conflict.

Conflict Behavior
Having established the levels of conflict as described by

Bailey, the various approaches to resolving/managing conflict will
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now be reviewed. Garmon (1982) reasons that individuals, in dealing
with conflict, adopt one or more methods to resolve/manage it. Some
individuals are successful with managing conflict while others have
difficulties. He asserts that some of this may be due to the
backgrounds, education, and experiences of people. He further
suggests, "Some of our responses may be innate--part of our
biological heritage" (p. 40).

Boulding (1964) and others believe conflict by itself should not
be the only concern for individuals and organizations. They
emphasize that, if conflict is inevitable, then conflict management
must be the primary focus of attention. "The objective of conflict
management is to see that conflicts remain on the creative and useful
side of an invisible but critically important barrier that divides
the ’'good’ conflict from the bad’'"™ (p. 76).

Blake et al. (1964) postulates that within a group or
organization, a certain amount of conflict will exist. The manner in
which an organization can handle this conflict will determine how
successful or unsuccessful an organization is in dealing with
conflict.

Wynn (1972) suggests school administrators who view conflict as
negative, problematic, and something to be avoided, will have
difficulties in becoming creative educational leaders. He says
administrators who can accept conflict and utilize it have a better
opportunity to move a school ahead to meet the challenges of the

future. He concludes:
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To the extent that conflict is intelligently
approached and fairly resolved, it may remove
irritants, reduce misunderstandings, reinforce
goals, quicken commitment, establish individual
and organizational integrity, and otherwise
refine the attributes of wholesome organizational
climate. So it is not conflict itself which
should be alarming but rather its management.

(p. 6)

If conflict resolution/management is important to an
organization, then the behaviors exhibited by those individuals
dealing with conflict must be equally as important. To determine the
behaviors used by individuals, the researcher reviewed several models
regarding conflict management. The originators of these models are
Blake and Mouton (1964), Lawrence and Lorsch (1967), Hall (1969), and
Thomas-Kilmann (1974). After a review of the literature, the
researcher selected the Thomas-Kilmann Conflict- Mode Instrument as
being the most appropriate model for this study. This
two-dimensional model was designed to determine the methods of
managing conflict utilized by people when they are confronted with
conflict issues in organizations. It was based on an early model
created by Blake and Mouton (1964) called "The Managerial Grid."

Thomas and Kilmann (1979) departed from the "Managerial Grid" by
emphasizing a person’s intentions in a conflict situation rather than
the person’s personality (i.e., values or styles). They suggest
these intentions may or may be related to the ". . . supervisory
goals such as production” (p. 155). Therefore, they note, "Conflict
situations are situations in which the concerns of two people appear

to be incompatible” (pp. 9-10). The foundation for their argument is

based on the following two "dimensions of behavior."
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1. Assertiveness, the extent to which the
individual attempts to satisfy his own
concerns.
2. Cooperativeness, the extent to which the
individual attempts to satisfy the other
person’s concerns.
These two dimensions can be used to define the five specific
methods of dealing with conflict. These five "conflict-handling

modes"” are shown in Figure 1.
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Figure 1. Thomas-Kilmann two-dimensional model of conflict
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To better understand the significance of the five modes, Thomas

and Kilmann (1974) offer a detailed description of each mode.

Competing 1s assertive and uncooperative--an
individual pursues his own concerns at the other
person’s expense. This is a power- oriented mode
in which one uses whatever power seems
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appropriate to win one’s own position-- one’s
ability to argue, one’s rank, economic sanctions.
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