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FIE ~The pnrpoee of thie etudy was to 1dentify and
_i-fr; exemine tectice employed by aenior educationel B
'?e;{ifladministratore to achleve cloeure of'en educetional conflict" o
‘ﬁﬁifiiiin which they. were involved. Five eub-probleme were poeed _‘»'r"ijJ
'"%fcfefreglrding the. nature of the conilict episodes. the frequency ? |
h_vd; doﬁ the teotics employed. the - reletionshlps.b‘}ween the jf f‘
"f_fiteotioe and the kinds of conflict the usefulness of the |
v!{';:thctics. and the uaefulneee of the. research technique |
'Fﬁfid'employed in this etudy. | : ~ |
- ‘ “In order to address the major problem end the o
_ f?ri,?subrprobleme. Flanagan 8 Critice Incident Research //r r
Jj;rdjrftechnique wae ueed to collect the 1nformetion deemed .
.tn@tffmeseentlal for the etudy. The data were*analyzed by content 'c“
 fif;ff&ana1ye1e.; The date for the 1nveetigation were obtalned |
lf'”fi;tmrough twenty-four 1nterviewe conducted wlth Saekatchewan
dﬁfiffDlrectore end Superintendente of Education in e four month

' "ifﬁf}period boginning in November of 1980 end ending in February }5: y

"'F??{of 1981.,l | . L .
o . The deta were exemined 1n 8 number of weye.z The

’“ogt proddctivq analyeie reeulted trom exemini%g the g}ii{}y?’d'
:*°fponeea when.grouped by conflict pertioe. Those groupe 35ff5§77“v°
are : It wee;f
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L n~fiusing the tactio of impositipn of r@les ang regulations.; In S

' fﬂ'&;such cgses.the incident had a short time spaﬁ and the issue

55%¢was most often a question of the teaches s competence and

'"ffrequently ended inithe termination of contract- When in f_

ﬁ;wﬂﬁconfliot with baards. the adminisﬁratorsytegoed to use the

‘._;most frequently '

.tactics*of forming coalitions and stalling for time.‘ In
;those episodes the ti:e span was relatively long. The issue;

w‘e one whore the administrator end his

: L
~ board: disagree]

in principle on educetional philosophy. ,‘
ieWhen the senior“fdministrators were in conflict with school
| principals‘the tac ics most often used hx them were '_

| information contro” and imposition of rules and regulations¢ r
'9The factov‘of tims f"ethe iesue were not concerns which

o could be generalized in these inetanoes._ Finally. Whent‘

‘l“dealing with othor groups. the requndents used information f.l

':;control as a tactic.- However. because there were only two eh
j'jsuch cases. time an@ issue were not cbnsequentiel.

Six of the tactics (information control. ooalition ,

m»;,formationf rules snd regulaglonsr information channels.

sffdenigration,.and stall ror tiwe) accOunted (or 81 percent of

‘j_}.{i‘f. all the tactics used by the reapondents- The Nmainins

" gix tadt
‘ ””f}environmont-f‘ntrol withdrawal. reward oontrol. and ,?l”ﬂfi;ifﬂixn

1'*71f?fneivete)_mad up~xho balan e

.:(information distort&on, coalition destruotion, S
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powez‘ful. . Some ex remely senaitive da\ta were collected and T i

soma infomation gained which would not have been possible - ’
through the use of a difrerent procedure. T e
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Chapter 1
? THE -PROBLEM

INTRonooTION

¢ Q

Conflict has been a concern of social scientists
for many ycars. As early as 1902, Simmel disouased
6onflict. its sources and possible alternatives.forhits
resolution. Argyrls (1957:77) said that a . . formal
organlzatlon creates 1n a healthy ‘individual feelings of
fallure and frustratlon. short time perspective and
confllct." Conflict will obcur'in all organizations.

<

Contemporary social sc1entists have documented
.conflict‘between organlzations and between groups and
1nd1viduals within organizations as a- fact of organlzatlonal
1ife. Perrow (19721158); Hall (1977:229), ‘Porter, Lawler

and Hackman (1975:463). d_Gwens (1981:277) have- all

| :“noted the pervasiveneaa of organlzatlonal ponflict.«-u

G Van Doorn (1966:111) underscored the importance of
-3 conflict to social SCience theory when he saids

Social tensions and conflict have been a major .
preoccupation of sociologists since social science .
‘first came into being. e can say without - o
- ‘exaggeration that various lines of social thought
were determined at the. outset by a struggle for PR
'}power in social reality. RS . | ":,“v,;% o

Further. the resolutlon or management of conflict



(&

’%\eettins°'?’7 S - i
| ‘-vi ,2 Are some tactics used by the administrators and h';:,;j~

has been an area of much research in the last several
decades. Blake and Mouton (1961).~Blake. Shepard and |
Mouton (1964) and Liker; and Likert (1976) have published

major works related to the topic.' B

Handy (1976:232~235) dealt brief " with tactics and

revealed 1ittle other discussion regarding the subje t'of
tactics and strategies related to the management or B
resolution of conflict. The thrust of this study was«to

examine the tactics used by educational administrators in

- conflicts in which they became involved. | RN

STATEMENT.QF THE‘PRQBLEM' S T

' The major problem addressed in this study was to
identify and Bxamine tactics employed by senior educationalj\
administrators in dealing with organizational conflicts in -

which they were involved. The major problem was- addressed :

R through the examination of the folldwing fou& sub problems. o

1. Hhat is the ature of the confliot episodes

| described by the senior administrators in an educational ¥

B ,A,. .

which tactics are used more frequently than others?
3~ Are any particulsr taotice ueed by the

administraters typioal of»a particular kind of oonflict? fﬁfﬁ;ff}ff,

Are specirio‘tactics employed by the

f*ie

.




administrators more useful to administrators than other

\

tactics in dealing with conflict°. '_‘ .

S . Further. an ancillary sub problem emerged from the
research technique. It was thought that t e critical
incident approach would uncover meaningful ata which might
not be aVailable if a different approach we e used. }

| Flanagan 8° critical incident research technique (195&:327—
| g 592\!23 chosen as ‘the vehicle for data collection for the
. thesis

Previouslyk‘the procedure was seldom used in }

'b educational administration research. Therefore. an attempt .

was made to determine the usefulness of the technique for
; researchvin<educationa1‘administration."'
. A‘RATioNALE' FOR THE STUDY

"*A{g? B As noted above. _there is an. abundance of

information on the phenomenon of conflict itself bug a .

dearth of literature dealing specifically With tactics

participants use when engaged in an organizational&conflict. ”

Although much has been written regarding tactics and
strategies used by antagonists in a setting which is by

"a’definition adversarial. such as ccllective negotiations

and courtroom proceedings. conflicts which arise from f?g-’

v_have heretofore not been extensively examined insofar as

_3tactics are QOnCaned‘i;‘i,,,,j __/

hev oftenvbcen explored from the parspective of sl

j;day-to-day 1iving and working in an educational organizati°n 7;??i“i




,understanding-the dynamics'involved~ but the researcher was
o unable to find any references in scholarly work which dealt
. with the more enigmstic and subtle aspects of the ,.75'

'.phenomenon. For example. the question of whether people

react intuitively when engaged in conflict has not to

.kithe writer 8 knowledge \been fully addressed. In other .

H words. the various aspeots of conflict (such as functions. |
dysfunotions. kinds. resolution) have often been explored; s
however, other. more subtle components of a conflict in an -
- educational organization have not been explored- Therefore.
g ‘this study has\focused on a unique aspect of the phenomenon
f;'of conflict; i e.. the tactios which educational
Hﬁladministrators use in attembts to hasten closure of a.

conflict &plsode. : ', R |

: " Finally, the winning or. the losing of the conflict
iiuor the functional and dysfunctional aspects of the episode
jwere of minor coneern iﬁ this investigation. Although such

‘considerations dre important to a oonfliot they were not \

’1'included as basic components of this study. Therefore.v

ﬁ‘they were subjected to little scrutiny. ,-Afr

i DcRme 0P mE sTDY 4

First. as stated sbove, little has been documentedgf;

educationel settingf_fThe study examfned‘some ways in

“fgfffwhion participante oonduct themeelves when:deelins With the

*3;regardlng the taotics employed by parties n;a oonfrict in"*fﬁ.iul



—conflict. i
Second, March (1974:21) said,
Educatlonal admlnlstratlon programs that have only
recently embraced conflict mana, ement as the
fundamental fact\g§ administration will discover the
conflict muted by ennui and 1nstitutionallzed into
bureaucratic procedures. .
However, Main and Roark (1975:754-759), Bethel and others'
(1978:22 27). Frey and Young (1 8:18 21), Likert and
Likert (1976:1-5) and many othe \contended that confllct
will be more etident in educational organizations in the
future. This study was designed "to contribute to the
“exlsting body of knowledge regarding organlzational confllct
;generally and to the knowledge of conflict in. educat10na1

admlnlstration speclflcally.
! «

“f Practlcal Signlficance

There are three ma jor practical dlmen81ons ‘of this

studya They are: . '
1. the tactlcs jdentified in this study will allow
practising adminlstrators to broaden their conflict
'n?iresolution akills. That ye. a list of specific tacﬁics may-
‘:allow administrators to be cognizant of such tactics, and d
:Jt'i;they may then choose one in preference to another; o

2. if some tactics can be said to be more useful

:ﬁfthan others..it would be POBBible for administrators to
}gchooae one tactic in preference to another in future
15;¢onflictsao a.nd | el » -
B i”f{, 3 the implications for in-service conflict




w%itCOnflict is the Process which besins when one party

the field could be taught the tactics\yhlch aﬁe most

\

useful. o '\; . \\ \e\

- \ %
) - N O\
?Delimitations and Limit;tiohs - \ \ B

p conflict' - However. he stated that worki‘g _efinitldn

f perceives that the other\has frustrated. or is about to

;s,frustrate. some concern of his. Fo: the purposes of this
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of what he believed to be a conflict within his educational

. V.
organization.

Tactic
The term‘"tactic" was used to portray a procedure
lemployed by the administrator to hasten closure of the ..(

conflict which he discussed with the researcher.

In this document the term administfator was used to

' skatChewaniSﬁperintendent of Education or Director
.of Education. A Superlntendent of Educatlon is employed J
by the Saskatchewan Department of Educatlon._ Ih‘?ﬁequxa;
1980 -81 school. year there were 11 such people. A Diréétd?la

‘of Education is employed by the Board of Educatlon which he
serves. In the 1980- 81 school year thqre were 76 such

people.

Board of Education

A ‘board of educatlon 1n Saskatchewan is composed of
) duly elected people, 1living in a, school d1v191on. Whlch
constitutes the fiscally autonomous declslon—maklng

"T,authority for_the schéol division.

A district bcard of . trustees in Saskatchewan 1s

compbsed of duly elected people. 1iv1ng in a school
attendance area, which fulfllls .an advxaory role regarding -

the school (s) in’ the attendance area. The term is used

: /

NS
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synonymously with "local board."‘ In urban jUrisdictions.

2

local advisory commlttees take the place of dlstrlct boards.
ORGANIZATION OF THE THESIS

: Chaéﬁer 2 of the thesis-eontains-a brief survey
of general conflict llt;rature and more Speclflc literature
\related to 'the problem and sub-problems.

Chapter 3 is a descrlptlon of the technlque used
-for gatherlng the data and the methodologlcal approach
employed for the analy91s and 1nvest1gat10n of the
| informatlon. The data. as they relate to the problem and
sub- problems, are presented in Chapter L, ‘

Some relatlonshlps between -the confllct llter 'A-

rev1ewed and the data for this study are explored in

' Chapter 5., A dlscu531on of flndlngs and how they re;ate to

the main problem and the subdproblems 1s found in Chapter

—
i

-.6. The final~ chapter ‘contairis a serles of conclu51ons and

1mpllcat10ns as well as a summary of the study.‘



Chapter 2
REVIEW OF RELATED LITERATURE

The major thrust ¢f this 1nvest1gatlon was ‘to
1dentify and examine tactics used by admlnlstrators wheh
engaged in an organlzatlonal confllct. “An overviezgof the
llterature on the phendqsnon of confllct within, between

~and among organlzatlons 1s presented in thls chapter. As
‘well, a list of tactlcs employed in such Eonfllct 1s
’tf} . developed from the research and dlSCusSlon of confllct

'Sltuat;ons in organlzatlons. | : | , 0
AN OVERVIEW

Thomas (1976 889) noted succ1nct1y that:

s

Conflict, like power, is one of those fa801nat1ng but
frequently abused and misunderstood subjects. Like
S - . .any potent fprcé, conflict generates ambivalence by
M- . . wvirtue of its ability to do great injury or, ;f
T “'*»,harnessed. great good. ' _

However. Bouldlng (1977:26) sald ‘that, although confllct is
pervasxve in soc1ety. the greatest amount of human endeavour 8

’~ is not conflictual.} He statedz

-'_f»f”Confllct processes are so spectacular “d visible that
o Rwe/are apt to overestlmate their importance: I would
 be extremely surprlsed if more: than 10% of°human’ :
- activity|goes into conflict.  The other: 90% - goes 1nto
..-essentially. nonconflictual activities consigting of _
Tproductiin. consumptlon. ‘sociability, communication, ~,‘

s

L trawal. atlng and’ sleeping. teaohing and 1earn1ng. séx.;vg ~
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Therefore, conflict can. be v1ewed as an 1ntegrai
facet of human behav1our, but it does not exert a constant
force 1n.shap1ng the magorlty of human aqt1v1ty.“JConfllctf
is exceptional human.behaviour‘and, when examined,,must be
unders;ood as such and should not be exaggerated‘simply
beoause of its visibiliry; However, the consequences of
confllct are-‘'such ‘that they are major contrlbutors to the'

study of organizations and organlzatlonal‘behav1our. ’

Causes of Confl;ct

1

Roethllsberger (1959:127) when addre551ng confllct

in organlzatlons stated

Management is out of touch with the sentlments of the. v
worker and frequently has to act in ignorance of- these ‘
sentiments; consequently, management practlces often

" ‘colllde with the sentlments of the employees e e e

a

, For hlm, a 1ack of understandlng between management and

.

/“w

orker was the cause of dlsagreements between the two groups.
Ruben (1978 202) clalmed that communlcatlon, or the

" lack of 1t was at the root of confllct. He stated._
: » )
Probably the most perva81ve view of the relatlonshlp
(between communication and. conflict) is that .conflict .
is, in fact; the direct result of faulty communlcatlon-— o
a mlsunderstandlng or a dlsagreement.“-- : , E

‘Most confllcts, accordlng to thls v1ew, could ultlmately be |
attrlbuted to problems in communlcatlon.,; f f : |

Tgf' f;f_ Assael (1969:5?3) 1nd1cated that confllctbwas an

| outgrowth of "functlonal 1nterdependence and tha scarclty of7*‘“
resources » When grougs w1th1n an organlzatlon depend upon ;7 
eaoh other for gbal attainment or product1v1ty, the result 'f

-._I‘
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will be conflict. Also, scarce resources in an organization
cause conflict between competitors for those resources.

Pondy (1969:500), when sgmmarizing Walton's work,
concluded that conflicts in an organization could be
attribyted to jurisdictional boundary ambiguity, a perceived
increase in departmental friction, departmental dependence
or physical obstacles to communication.

Corwin, when studying staff conflicts in 28 public
schools identified five variables which could lead to
conflict. They were:

1. structural differentiation——where conflict was
associated with the degree of organizational differentiation,
staff specialization and the number of levels of authority;

2. participation in the authority structure--where

[

‘conflict was a result of decentralization of decislon-

making;

3.- regulating procedures--where conflici was
related to the degree of organizational control%

4. heterogeneity and stability--where heterogenelty

Oy

of the staff, additions to the staff and the past experience
of the staff were all related 1o COnQéi@?% and

5. interpersonal structure—-wﬁgre“the rate of
informal interaction among a staff was related to the amount
of tension and conflict.
In essence, Corwin found causal relationships between
conflict and organizational structuré:'participation,

regulating procedures, heterogeneity and stability and the
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interpersonal structure.

In sum, ‘these authors indicated that conflict will
occur at those places in an organization where people meetl
and must deal with issues/pg%ated to boundaries of cont¥dl,
interdependence, resouch competition and differences in

approaches to problem solving.

yY

Types of Conflict

Barnard (1938:261-264) indicated that man's onduct
in society is dictated by a set of private moral codes. The
codes are derived from the social environment (political,
religious, economic), the physical environment (biological
properties, phylogenetic history), technological practices’
or habit, education and training. They are gained by
absorption.from‘the environment or negatively by the lack of
concrete experience. He said that some‘of the codes were
superior to others. However, when ". . . codes have
substantially equal va%idity or power in the subject
affected, conflict of-codes'is a serious personal issue.”
(p. 264). Thereforé, for Barnard the type of conflict an
individual experienced was a direct réSult of the specific
codes of behaviour which were puliiﬁg the individual in
different dlrectlons.

However, Argyrls (1957 39) clalmed that.

Confllct generally é\‘aklng. refers to the event which
occurs Wwhen a person is not able to act inga spe01f1c

ysituation. All conflict involves opposite needs being
(f»—-.J/in action (tension) at the game time.

According to Argyris, four types of conflicts arise. He



47 13
describes them as follows: . o

1. when a person de31res to do two things which he
likes equally well but it is possible to do only one;

2. when a person has the choice of doing only. two
thinge neither of which he likes; |

\3. when a person has the choice of doing something
he likes, but runs the risk of punishment; and

L, when a pefson has the alternative choices of
doing something he likes but runs the risk of Epnishmen£.
For Argyris, conflict was merely a matter of choices and/or
the risk of some form of punishment.

More recently, Likert and Likert (1976:8) adopted
the Guetzkow and Gyr categoriiation of organizational
conflict. The first was substantive conflict or "'conflict
rooted in the substance of the task.'® Conflicts which
were, for whatever reason, a manifestation of job related
frustrations they termed substantive. However, affectlve
conflict was "'conflict‘deriving from the emotional.
affective aspeets of the . . .\interpersonallrelations.f"
Fersonality conflicts, or emotionally_sparked conflicts,
were called affective. o A

Coser (1956-45) also identified. two types of
cohflict. Realistic confllct was seen as belng only one
‘of several means’ to an end. "Conflicts whlch arise . from
‘frustratlon .. dlrected at the presumed frustratlng

-obJect . + " he called reallstlc. Whether the COnfllct

*emanated from task .or personallty, if it was the result of

{
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frustration it was labelled realistic conflict. On the
other hand, nonrealistic conflict was an end in itself.

It was motivated ". . . by the need for teiision rélease of
at least one of the participants . . . .” Thig type of
conflict was Often‘é result of the simple lust te‘fight.

" Bernard (1965:454) supported the notion; "Some peoﬁle love
to pit their wits against worthy opponents.”

Pondy (1967:297) identified thfee‘conceptual models
of conflict ". . . to deal with the major classes of
conflict . . . ." They weres: | . |

1. the bargaining model--to deal wifh the interest
groups, both inside and outside the organization, which
compete for scarce resourees:

2. the'bugpaucratic model--to deal with
| disagreementslalong the vertical dimension of the hierafchy:
and

3. the systems model--to deal with disagreements

‘along,the’léterél dimensibn&of.the organization.
Thus three-types of conflict were visualized by Pondy, two of
which would oceur within the orgénization{and one which
woﬁld‘oceur betweeﬁ}the organization-(or its members) and a
dlfferent organlzatlon (or its members) | .

Beck and Betz (1975:59-74) examlned organlzatlonal

h

: confllct ‘in’ schools and named two types of confl;;t. Flrst.l
1ntra stratun conflict was deflned as belng confiict between
"groups or 1nd1v1duals of equal (or approxlmately equal)

power. Second, 1nter stratum’ confllct was confllct between
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gronps or individuals of unequal power. That is, conflicts
within the schools were typed on th% basis of the power
bases within the organization of the confiicting parties.

In sum, it would seem that, with thelexception of
Coser's lust for the fight idea, conflict has been grouped
into two generic.typologies: those which occur within the
organization between organization-menbers, and those which
‘occur betwéen competing organizations.
Dysfunctions of Conflict <

Parsons (1954:54) stated that conflict in an
organization was disruptive, digsociating and dysfunctional
and that organizational conflict was an indicator of
organizational sickness. There was no room in a healthy
system for,conflict. Coser (1956:123-25) also indicated‘that
Roethlisberger; Mayo andLWarner viewed‘conflict-in an
organization as' inherently ‘bad and as a force ". . . des-

troying stability and endangering the structure of American

society e s o0 W | '
| Barnard (1938:4)‘said that organizations could be

described rather than defined. The most important’
characteristic for him was that they were associations of

- cooperative efforts which were conscious. deliberate and
purposeful. He'thought that,actiona‘of individuals were
dictated by overriding codes of behaviour. 'Barnard
(1938:2?1 272) posited that if the codes were disrupted or

in conflict that at least one of the tollowing consequences

\

Yo
G



would results,

. . . either general moral deterioration, beginning
in frustration and indecisiveness; or diminution of-
the general sense of responsibility, manifest in the
tendency to let. decisions hinge on chance, external

and irrelevant deterginants, incidental pressures; . "

or a deliberate withdrawal to a less active condition,
thereby reducing the occasions of conflict; or the
development of an ability to avoid conflicts, known
as "keepin§ out of trouble”. . . or the development
of the ability to construgt. alternative measures

that satisfy immediate desires or requlrements without
violating any codes. _ o

" In sum. it would seem that Barnard saw llttle if any
pos1t1ve aspects to conflict. o
Therefore, for these. early sociologlsts.-confllct
was seen as a disease which, 1f left unchecked. would
i destroy an organlzatlon. Confllct was condemned 3gs being
~dysfunctional in ‘an organlzatlon. . ‘
* Pace and Boren (1973:325), more cgntenporary .
authors; wrote "Ultimately, conflict‘wili serioqsly |
_endanger--even deStroy--groupiproceSS and any‘possibility \

~ of success."” -For them, too, organizational conflict served

., little useful purpose.

However, noteworthy soclal scientists of the 81xt1es
believed.that conflict was not entirely dysfunctlonal in an
organization. In fact "they tended to agree that conflict
! s dysfunctlonal only when objectives are dlsrupted Assae;_
(1969:573) said ", ;li oonfllct ;s destructive-when a lack.“
',oof recognition 0& mutual ob*ectives results .a.la' Pondy

' (1967:310) agreed when he stated that confliot is

Mo we negative and very costly if subunit goals and actions T

-1

0N

Y
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are'blocked I § would_geem that organizational goel
displacement is the prime dysfunction(of organizational
conflict. | ' \
- Although dispiacement of goals by ‘the combatants in
a conflict situation is the single‘most important
‘dysfunction or organizational conflict, other»destructive
effects are noteworthy. | o

Forter, Lawler and Hackman (1975:463) 1dentif1ed

~ three ". . . negative consequences of excess1ve

'lt.conflict'{ .o ." They were (a) duplication of effort

.(b) w1thholding of information or'g1v1ng 1nformation. and
(c) poor coordination. All‘three conditions, they said, are
| ",7. . detrimental_to‘thehoverall health of the
organization v ' |
| " Blake, Shepard and Mouton (196k134-39), when

,discu851ng union-management disagreements, clalmed that N

unchecked confllct can ‘lead to total break- down in the

S organization. 1t conflict were allowed to run’ 1ts own

g course. ";i@n.}agreement was pos81ble only through

; rforce Coe ‘" (p. 39) In that situation. (e g., 8 strike)‘

‘*1a11 productivity would ceaee. and all energiee to both sides

';would be directed toward winning: the conflict. e"ﬁjr' l o -

Blake and Mouton (1961:93 o4) outlined a somewhat "

1§,a;fdifferent dysfunction of organizational conflict eituations.i‘

Thay suggested that after an intergroup competition. Where

)'*7W”f§one side. has emerged victorious. both groupe have a'

el dysfunctiOﬂalimPaCt on .the org_anlzat_‘ilo.n. 'I’hey stated tha.t

.



'>f a dynamic process.
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~ the winning side becomes "fat and happy,” avoiding work and
seeking play. The loSing gfoup becomes r"u'llen.zamd
splintered." av01ding work and fighting amongst themselves.

In either case, productivity is_reduced.

.Functionsgiz Conflict
Although. according to Van Doorn (1966:111),

"Founding fathers of American sociology did not regard
| conflict as a constructive force" some p081t1ve attributes
are apparent. Argyris (1957: :139) saw- conflict as having both
positive and negative characteristics when he stated
», . . conflict can be. used to build the personality as
~well as to distort or even destroy it."
- Fu ther, Ruben (1978:206)..when discussing
_ communication and conflict. suCCinctly Sald that:
Conflict is not only essential to the growth change
and evolution of systems, but it is, as well, a
~ gystem's primary defense. against stagnation. detachment,
entropy. and . eventual extinction. »
:Conflict for Ruben then.\was seen as a vital force in an
organization. The words growth. evolution and extinction-
:suggest a 1iv1ng. grow1ng organism. Ruben reified
organizations and viewed confliot -as an 1ntegral factor in
Conflict according to Corwin (1969 509). encourages
1 more control., Implicit in his argument is the 1ncrease in
managerial interest in subordinates." S

| Assael (1969:573) indicated thatz
:. . interorganizational conflict is beneficial when
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a more equltable allocation of the balance of power

and economic resources results by the formation of

new countervailing forces and greater balance and

stabrlity within the system.
I1f power and resources in the organization are more equally
distributed, then the conflict has fulfilled a beneficial |
functlon.

Fondy (1967:298) claimed that conflict is ". . . a
key‘vafiable in the feedback loop of an organization . . "
A‘conflict aituatioh should provide an administrator with an
indicatioﬁ of trouble within his organization.

Admihistrative attention should be difectedlfo4conflict
areas ‘with a view to. improving those areas.

Pondy (1967:310) also stated that conflict could
prove valuable to a manager if he wished to create one or
more of the folloéing: . |

1. a confusing situation\within his organization to
cover unstated objectives;

! 2. a dLVer51on among his subordinates so that he
mlght be called in to mediate the dlspute he instigated; or

3. a conflict situatlon with an out -group to-
a‘maintain-of-lncrease the ‘tohesiveness of his 1n—group.

N

: Accordlng to Pondy. then, confllct can be a tool to be used

by a skillful admlnlstrator.

’_iConfllct Managgment
S Porter, Lawler and Hackman (1975:429- ujo) stated

l’-that the two prlme functmons of a 1eader are. dlagnosis and

'lfi execut;on. In both functlons organlzatlonal goals and tasks
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must‘be kept in mind by the leader when planning.how_bést to
use his resoufces. Because excessive organizational confiict
tends to mute goals of thevorganizatﬁon. it behooves an
administrator to develop some skill in the management of
conflict which inevitably will arise in his oréénization.

Recent literature on conflict has indicated that
the situation where one party wins and the other party loses
m&st be avoided. - Frey and’Young (1978:18—21); Main and
Roark (1975:754-759) and Bethel and others (1978:22-2?)
said_thatlface;to face confrontation, accompanied by a
‘significanf third party, is an acceptable approach to
resolving coriflict. Talking out the problem to reach
'é mutually acceptable solution is the basis behind the
ﬁefhod, ' | |

Porter, Lawler and Hackman (1975:464-466) outlined
three ma jor approaches to the resolution of conflict. They
weré:

1. process consultation——ah‘expert consultant 1is
called in to referee meetings of the opponents;
| 2. laboratory exercises--a series of exercises ié.
‘given to both partieé so that they can learn how they areh
| mlspercelving the other group; and |

3. structu,al changes:;g\reorganlzatlon of the

. . /' . o
structure in order to\minimize areas of conflict and maximize

areas of agreement.

» " Porter, Lawler an Hackman (1975:466-467) outllned

the Blake,and-Mouton (1964 1969)>approach to conflict
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, fesolution. 'The,"grid organizational development"’programt
of,Blaké and Mduton attempts to change the organizational
climate and managerial‘techniques of the entire system. A
_ systematic'reprganization of goals, beéinning at the top
'mahagerial level, leads to establishment of goals and
objectives and are more compatible with all levels of the -
organization. | . (
Likert and Likert (1976) étatédlthét indiViduals
who are common to two or more groups within an organlzatlon

are the key to conflict resolution. They called theseA

‘people 1inking pins (see Figure 2.1).

(The arrows 1nd1cate the llnklng p1n functlon )

 ‘Figure 2.1 Likerts' Linking Fin Concept

ikert and leert (1976 191) descrlbed a llnklng pin as a

person who:

« .. plays an essent1al role in coordlnatlng problem
solv1ng between the two or more groups of whlch that

A
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person is a member and eriables the different groups
to reach compatlble golutions to the problems dealt
with.
These linking pins, according to Likert and Likert, could be
placed in either the lateral or gertical’strgctdre of ‘the

‘onganizational hierarchy,"

A Model
Fondy (1967:296-320) pfpVided a model (Figure 2.2)
for .understanding thg,dynamice of conflict. He indicated
that there were five stages in the development of a
conflict. They were latent confllct perceived conflict,
felt confllct. manifest conflict and ‘conflict aftermath.
Each conflict 'in an organlzatlon is a result of an

outcome, or aftermalh. of a previous confllct. The result

of the prev1ous conflict was unsatlsfactory to at least one

;nfllct actors. ﬂhat glves rise to .a serles of-

“ich at some later date results in another conflict

Fe dealt with below. \

_fiLatent‘conflict detelops beeause of competition for-
’e reeodrEes:(e e - high'echool departments looking to
;ase thelr budgets), drlves for 1nd1v1dual autonOmy

'}. decentrallzatlon of dec181on maklng in a Schcol). or -
trgence of 1nd1V1dual and organlzatlonal goaLs \
X0y dlsagreement between admlnlstratlon and staff of' a

vl?iver curriculum changes) Laten confllct is present

kA

;in some Iorm or another in ‘every organl atlon to some degree..

Perceived confllct exlsts when 1ndiv1d als develop
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an-extfaordinary gensitivity about an aspect of latent
| conflict. For eXample. a high school department head has to
compete every year for budget considerations, but in a year
of restraint he probably'becoﬁes aware of, or perceives, a

potential conflict when budget time comes.

Preceding Aftermath

4 | « f

- Environmental
Lat?nt Confllcilf' Effects

It

Organizational Suppression
and Extra .| _, Felt. |¢—|Perceived|, _ and

Organizational Conflict|—»|Conflict Attention-focus
Tensions ' , B Méchanism

Avallablllty of

.Strétegic » - | Manifest Conflict Resolution

Considerations * | conflict |4 Mechanisms

;s

1

b c'onflict .Af‘tem_ag

' Flgure 2. 2 Pondy s Model of Confllct

. Felt confllct is. when percelved confllct becomes .

— personalized. If the department head Sees that the b\].dget
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problem will become a reality, and that he will be involved,
he feels the impending'conflict; HoWever, at this,stage he
may not feel particularly tense or: anx1ous about the issue.

| Manifest conflict is characterlzed by aggressive

‘behaviouyr on the part of the actors. It is ". . . that.
behaviour which in the mind of the actor, frustrates the 7
goals of at leaet some of the other participents;" (p. 304).

. For the department head; it may well be the budget meetings
where the manifest conflict takes place.

T Finally, Eondy said each conflict has an aftermath.
If the conflict is resolved to the eatisfaction of all
participapts, the individuals will (a) retire happy, or'

(b) focus on latent conflicts not previously seen or dealt
with. Oh,the ather hand, if the conflict is suppresseo;

but not resolved, other1latent.conflicts will be aggravated

" and an explosion will result

For Pondy, the, 1nterfaces between percelved ahd
manffest conflict,‘and felt and manifest conflict are the
points where conflict resolution skills must be brought_
einto‘play He also Sald that:

<. .2 conflict episOQe can be thought of as a gradual
escalation to a state of disorder. . . . This’'does not
mean that every conflict episode necessarlly passes .
through every stage to. open aggres31on. (p. 299)

'That is, although the process is gradual and is llkely to
‘end in aggres31on 1f left unchecked, the culmination in ,

>

i';kaggress1on need not be 1neV1table.

s -

f;;é p;;$\i?i

»

L In sum.,the model suggests that conflicts originate o
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with other conflicts, they are dynamic, the process 1s
gradual, conflicts end in aggression if left unchecked.
Outside factors (such as environment and strategic
considerations) can affect conflicts at various stages of

the episodes.

LITERATURE REGARDING TACTICS

The balance of this chapter is devoted to reviewing
literature from which a list of tactics was derived.

Handy (1976:232-235) suggested six tactics "used by
confllcting parties™ to achieve closure of tﬂe eplsode.

They are listed and discussed below.

Information Control
The control of information is related directly to
the notion that information i1s power. Refusal to distribute
"confidential” or "restricted” information, highly tecgnical
(not understandable) information and hoarding of information
are all examples of controlling information.
Implicit in the notion is that one of the antagonists
realizes he is controlling information. He pgrpgéifully,
‘either.overtly or covertly, controls the informatidn in any
of a numbef of ways. The combatant may overload his opponent
with information, restrict the information, or merely
present information in a manner which is beneficial to
_him. In any event, information control has as a basic

8

premise.the fact that the individual knowingly

N



manipulates information. 7

Information Distortion

On the other hand, information distortion may or
may not be deliberate on the part of the‘partiqipﬁnt.
‘Deliberate }nformation distortion might take the
form of converting }eal numbers to percentages. For éxample,
if a populatlon is three, and two of the three think in a
particular way, it is one thlng to state that an
overwhelming majority of 67 percent agreed on an issue and
an entirely different thing to say thatAa full.l/j of the -
population bitterly opposed the‘iséUe. Alfhough‘both
statements are true, the information presented gives two .
differen{ perspectives abo@t thevsamelidea; | |
However, the dlstortlon may not be dellberate
Handy (1976:233) sald. "The perceptual bias that goeb with’
any role ¢an lead té distortion of information,” That is,.
the perspective of the administrator would, by virfue of
hﬁﬁ position, be dlfferent from that of his’ combabant
In“any case.“the distortion of 1nformat10n, whether
intended or not, is a tactic whigh may‘be used in

educational administration conflict.

Information Channels

Controlllng "who gets whg& 1nformat10n when” is.a
tactic suggested by Handy. Informal communlcatlon llnks.
community cliques and dlssemlnatlon of 1nformatlon to

selected 1nd1v1duals are all means of channelllng 1mportant
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information. |

Frohock (1979:50), when discussing decision-making,
alluded to the importance of inmformation channels. He
stated that fInfogmation is typically ihgdequate because of
(a) acquisitién problems and (b)‘knowledge problems.” If,
as Frohock argued. acquiring information is problematic,
then it follows that if one can control the opponent's
actess to information one can increase the other's N
uncertainty and make his position less secure.

Further, Hoy and Miskel (1978:60), quoting Chﬁrleé
Page, indicated that in the informal organization "As

\

‘communication vehicle, the grapevVine often provides L
efficient machinery.” In orther words, controlling the \
unofficial communication vehicle would be an advantage to

an antagonist, a tactic to be used if necessary.

"Rules and Regulations.

'The use, or imposition, of official rules and
regulations can also bé regarded as a tactic. Typically
thqée rules and fegulgtibhs originate in either statute or
school board policy .statements.

;,Handy (p. 233) said that those who ". . . feel their
influence negiecfed will‘seek to impose Tules, regulations
and official requirémehts . . .7 on other groups or
’inaividuals as a téctic in conflict. Official organ}zational
'ndfms’can be imboséd by one party upon another in order to

further the espoused ideal.
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| Perrow (1979:27) stated that ". . . rules are the
basis of self-protection, predictability; and autonomy for
the units in an organization." Following Perrow and handy
it would seem logical that the imposition or development of

‘rules and regulations could be used in a conflict as a

tactic.

Control of Rewards

Handy recognized manipulation of rewards to further
the cause of the antagonist as a tactic in an organizational
conflict. . |

Baldridge (1971:191-192) clearly indicated that
~egducational systems were political systems. In addition,

A Kelley (1968:62-63) said that in a political system there is
a procedure to "control rewards” to effect a particular
distribution of values. Therefore, the control of rewards
was proposed as é tactic thch might ha&e'been used by the

educational administrators in this study.

A

Denigration

Denigration, casting aspersions or tale-telling
regarding the other antagonist is a common tactic used in
conflict. Flaws in the ‘arguments, character or personaiity

of the opposition are isolated and dwelt upon at some length.

Others
All the above tactics ou}lined by Handy appear
plausible. However, other tactics were not addressed by

Handy.,
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Coalition Formation

As indicated earlier, educational systems are
political systems. Housego (1971:45) said:
. + « the study of politics must take into account the
following two assimptions:
1. that each person seeks to have his own way in

life; and
2. that men are bound to live together in groups.

Further, Brown (1973:5) posited:
A fundamental political activity which may be observed
in a wide variety of settings is the formation of
some formal or informal groups designed to control some
decision of general interest. This activity is
commonly referred to as the process of forming
coalitions.
As well, Goennings and others (1970:7) indicated that
"Coalitions are seen aé events in a process.” Assuming
that educational systems are political, people seek their
own wéy. and coalition formation is a fundamental event in
a process, it would seem reasonable that educational
administrators would use coalition formation as a tactic

in a conflict. Therefore, ‘the formation of coalitions was

proposed as a tactic in this investigation.

Wlthdrawal

Second a number of researchers including Thomas
(1976:922) and Stepsis (1974:143), have documented total
avoidﬁnce or withdrawal from a g¢gonflict as being
characteristic of some ahtagonisfs. Refusal to participate
at some stage of aﬁkepisodé’can be implied as being a

strategy employed by an antagonist.
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Appearing to lose

30

Finally, Feters (1955:97)-documented a collective
bargaining tactic often used by profeséional negotiators.
‘That tactic is allowing‘the other party to win or appear
to win in order to further one's own end and hasten |
closure. It would seem'regéonable that the tactic of
appearing»po lose would be used by administrators involved

in conflict.
SUMMARY

This chapter provided an overview of the phenomenon
of conflict as well as a model of the dynamics of the
process of conflict. Further, a 1ist of tactics employed

by combatants in a conflict was developed from the .r

literature. The list includeds .
1. information control
2. information distortion
. information channels

. rules and regulations

3

N

5. control of rewardé‘

6. denigration

7. ¢oélition fdrmation 

8. withdrawal . o o .
9. appearing to lose:

In the balance'of the thesis-these'tactics are‘exploréd in

light.of the data collected. o |

-



Chapter
& pter 3

RESEARCH PROCEDURE

This chapter contains a description of the research

design, the data source. and the methodology.
- RESEARCH DESIGN

Selltiz and others (1951:50) stated that the
pdrposes of research fell into four broad groupings. One .
purpose, calied formulative or exploratory, was ". . . to
gain familiarity with a phenomenon or to achieve new
insights into it . . .” They also said that ". . . the
ma jor emphasis is on discovery of ideas and insighfs e W
- and “"Therefore, the research design must be flexible enough
‘to permit the consideration ‘of many different aspects of a
liphenomenon." The nature of this stﬁdy would allow it to be
typed as a forﬁulafive Qf‘exploratory study as outlined‘bi
' Selltiz and others. The data for this study were collected
by in-depth'personal intefviewsﬁusing Flanagan's critical x
incident research technlque. |

When descrlblng the technlque. Flanagan, (1954 : 32?)

' pplnted out that-

The critlcal incident technique con31sts of a set of
procedures for collecting direct observations of '
human behavior in such a way as to facilitate their
potentlal usefulness in solv1ng practlcal problems

by 0%
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and developing broad psychological principles. The
critical incident technique outlines procedures for
collecting observed incidents having special
significance. and meeting systematically defined
criteria.

Flanagan -(1954:327) explained the words "incident” and
"critical.” |

By an“incident is meant any observable'human activity
phat‘ls‘sufficiently complete in itself to permit
1nferenges and predictions to be made about the person
performing the act. To be critical, an incident mus?t
occur in a situation where the purpose or intent of the
act seems fairly clear to the observer and where its
consequences are gufficiently definite to the observer
to leave little doubt conéerning its effects.

"Since Flanagan developed the technique many
researchers have_successfully used -the procedure in a
variety of diséiplines suéh as physical educétiOn.
psycholégy and e¢linical psychology. 'Dainié (1979) ..
Lowenberg (1979) and Erlandson (1979) all used the method.

Duninette (1966:79-80) outlined four criteria upon
which he said all critical incident research must be based.
They were related to the identification of the following
information about the incident:

1. the facts leading up to the incident;
| 2. .what exactly the person being interviewed did
in the incident; |

'3,' what the consequences of the critical behavior
were; and | , _

4. whether the consequences were within the control
of the individual. | |
' Dunnette indicated that the data were gathered in "story or
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_ anecdote” form. |
| "bunnette (1966:80) also supported the procedure in
glowing térms. i f

It (critical incident technique) is a brilliant

search technique--startlingly simple in conception,

.yet fulfilling perfectly the behavioral description

requirements of our definition of job analysis.

The collection of the data for thii study was
couched in the principlés outlined by Flanagan and the
criteria described by Dunnette. Each administrator was
asked to recall a conflict and to describe in detail the
facts.leéding up to the episode, the cénflgcx itself, the
time frame of the conflict, the number of individuals
involved and other pertinent information. As each related
conflict evolved, the reéearcher noted the1tactics the
Director or Superintendent employed in the confliét and
. their ffequency in the episode. At the close of the
interview; each respondent was given the opportunity to

" peruse the results and make comments on the researcher’s

categorization of the tactics.
C
DATA S%URCE

The data for this study were obtained from
Direqtofs_and'Superintendents of Education in Saskatchewan.
There were 87 such positions in that province in 1980.
_'_TWenty4f6ur were randomly selected and the administrators
hbiding those’bositions were intervieWed.. This number

fepfesentéd 27.6 percent of the total population.
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The data were gathered and analyzed in blocks of
five interviews. After four such blocks, no new information
was forthcoming from the data. Therefore, an additional
four interviews were conducted as a check against the
first twenty. No new data caﬁe from the final four

interviews and the collection ended at that point. The#

researcher was willing to conduct more interviews but there

B \

was no apparent need and the data collection terminated
after the twenty-fourth interview.
METHODOLOGY a4
- ¥

A}

Prior to the collection of data for this study.
threg pilot interviews were done with students to sharpen
the researcher's interview skills as well as to determine
whether distinct tactics c;uld be diséovered. Also, the
test interviews helped in the developﬁént of the research
technique and in the development of the' data recording sheet.

During the course of the cbllection of the data for
the study all of the 24 respondents except one agreed to
ha?e the.interview recorded. 'They were asked to describe /
in detail a éonflict episode in which they were involved,:
and each described an incident where he was one of ‘the
participants; The interview was unstructured at that phase
‘except for questions asked by the researcher for
clarification. At the end of the episode description the
tactics mentioned by the respondent were-further explored.

The circulmstances surrounding the tactics, the short and
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long-term effects of the tactics, as well as reactidns'

of the actors to the tactics were discussed with the
respondent. Thus, each tactic was noted and its importance
to the episode documented.

When all the data had been collected, the interviews
were transcribed‘by the'wfiter. A short scenario, which
included the basic facts’of the confict, the tactics noted
and‘tge outcome of the incident, was written for each
episode. The two were added to the data sheet to form a

unit of information for each respondent.

Reliability

The question of reliability of data in any research
project is prgﬁlematlc - Fox (1969:352) indicated- that
rellablllty&is‘". . . the baSlC attribute which every
pchedure must poséess.” On the, other hand, Chassan
(1979:265) stated that "It is apparent that reliability is
a relative matter and that the preference for one instrument
over another insofar as reiiability is concerned is a
matter of degree." Establishing reliability of
categorlzatlon of verbal data seems particularly difficult.

However, Gottschalk (19?9 120, 54%‘813) employed
three reliability tests, namely test-retest, odd-even and
interrater,hin,org'r to determine a satisfactory procedﬁre
for ascertaining reliability of verbal data. He found ‘

(p. 120) that "Rellablllty studles revealed satisfactory

interrater and intrarater co- “efficients of reliability.®
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Therefore, it was decided to use an interrater method to

determjm@. the reliability of the coding in this study.

fedgeable, competent-individuals were given
\7eerpts of'written verbal samples . . .” and
H_egorize the data according to a pre-determined
fteria. The results of the coding were then checked
'ﬁe results previously coded by the researcher. He
,6rrelation of .8 was good.
: For\this study, two individuals were given a set of
tements from the deta which represented most tactic
jes. As well, each was supplied with a 1list of the
’7_ §1us a brief description of each as outlined in
Chapter 2. The indiriduals were asked to match the tactic

' wx;With the tactic descriptipns, The first person's
tacticé agreed with 12 of the i5 as coded by
°"er{‘the.second agreed with i3 of the 15. Therefore,
it would seem that the categorization”of the tactics by the

_ researcher was reliable.

Validity
To insure accuracy of the transcription. the scenario

and the Qata sﬁeet fiVe-individuals in the Departﬁent of
Educational Admlnlstratlon were given the data units, along
:W1th the approprlate tape, to check the researcher s Work.

No dlscrepanc1es were dlscovered.

~ As well three of- the units of data were pulled at




37
random from the file and copies sent to the respondents who
had volunteered the information. Each was asked to check the
data for accuracy of transcription (as best he could
remember)ugs well as accuracy of fact. All of the

.respondents agreed that both facts and transcripts were

accurate.

Agalysis of Data
The technique used to anélyze ‘the verbal data for
this thesis was content analysis described by Fox (1969:646).
He defined the process:
Content analysis is defined as a procedure for the

categorization of verbal or behavioral data, for the
purposes of classification, summarization and

tabulation. It is an jintriguing process . . . in which
the researcher plays.a strong individual and creative
role.

The process is by no means new or innovative. George
(1959:11) and Fox (1969:647) both indicated that the

analysis of verbal data was often used during World War I1
. . k-4

when analysts were éxamining speeches and propaganda
literature which emanated from Russia and Germany.

George (1959:8-9) indicateéd that this kind of

analysis was used to designate:

1. The preliminary reading of communications
materials for purposes of hypothesis formation and the
discovery of new relationships as against systematic
content analysis for purpases of testing hypotheses.

2. An impressionistic procedure for making
observations about coptent characteristics as against a
systematic procedure for obtaining precise, objective,
and reliable data.

3.. Dichotomous attributes (i.e., attributes:which
can be predicted only as belonging or not belonging
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to an object) as against attributes which permit
exact measurement (i.e., the true gquantitative variable)
or rank ordering. . :
L, A flexible procedure for making content-
descriptive observations, or coding judgments as against
a rigid procedure for doing the same. -
As stated previously, content analysis outlined by George
(1959:10-11) was used in this study. That is, ". . . the
nonfrequency approach utilizes the mere occurrernce or

4

nonoccurrence of attributes (as against their frequency
. A
distributions) for the purposes of inference.” (Géorge;
p.11). Stated another Way, in this study the frequency with
which a respondent used a tactic was .not important; what was
important was whether or not he did in fact employ the
tacﬁic}
Also, the selection of appropriate categories to
reflect the nature of the study is of vital importance.
Simon (1978:214) said: |
The most important decision in content analysis involves
the choices of categories which most accurately
represent the ideas of concepts you want to measure.

To that end, the list of tactics developed in Chapter 2

was a starting point for the data analysis.

Finally, Fox (1969:678—679) cautioned researchers
using content analysis to develop a &%de\ or a set of
categories, before attempting to analyzessthe data. ‘However,

the reséarcher must be sensitive to the cregﬁfon of new

categories. If such a category is discovered, all

previously examinedvinformation must be rechecked for the

possible existence of the new cafegory in the old data.

—A



That requirement was met in thils study. New tactics were
found and all preceding data were re-examlined for eviderce

of the new tactic.

SU&MAHY

In Chapter 3, lhe research deslgn, the source of
data, the methodology and the datla analysis tfor the
investlgation were outlined. As well, the questions of
validity and reliability were addressed. The data were
collected using the critical ircldent research technigue;
they were examined by the use oi content analysis.

The limitations of critical incident research must
be recognized in a study of this type. Flrst, rellability
is difficult to check. The cholce of the incident 1s up to
the respondent and this will Influence the type of
information. lerhaps most Ilmpoitant 1s the fact that
in this kind of study the researcher 1s vital as he or she
interpretls the déta and makes meaning of the findings, more

so than in survey research.




Chapter 4

FRESENTATION AND ANALYSIS OF DATA

\
1n this chapter the data are examined witlh the view

to addressing the major problem of the study which was the
idenfification and examination of tactics employed by
educational administrators when dealing with organizational
conflict. Further, all of the sub-problems, as well as the
ancillary problem, posed 1in Chapter 1 are explored.

In accordance with Flaéagan's critical incildent
research technique, each adminlstrator was asked to describe
i detail a conflict in which he had been an active
participamt. ltarticular emphasis was given to the things
he did which led to the resolution of the conflict episode.
These tactics were noted and categorized according to 1the
nine categories outlined in Chapter 2. Furthermore, four
additional new categories were created from the interview
data.

Some respondents saild that they had attempted to
"buy tiﬁe" when they were involved in a conflict. 11 was
apparent that this buying of time process was a tactic.
Therefore, "stalling for time" was created as a tactic.

As well, some respondents indicated that they had

deliberately made efforts to destroy their opponent's

Lo
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support. The adminlstrators did not seem particularly
worried whether or not they received that support, as long
as the other participant did not. That process was called
"coalition destruction” and appears as a tactic in the
balance of this document.

A few of the Directors reported attempts to
manipulate the physical setting of a conflict. By
influencing the environment within which the episode took
place they hoped to control the conflict. That procedure
was labelled "environment control.”

The last, new category which was created was
"nalvete.” One respondent used the tactic exclusively.

He was new to the position and he simply played dumb
throughout the entire conflict episode.

The reader 1s cautioned that, due to the sensitive
nature of some of the data, some of the verbatim quotes
which follow were disguised to protect the anonymity of the
respondent. Although the substance of the data remains
accurate and consistent, some facts were altered. This
alteration was accomplished in two ways. First, references
to specific times, dates or places were deleted from the
text. OSecond, the researcher changed the gender of some of
the people referred to by the respondent.

The reader is further forewarned that although 24
interviews were conducted and analyzed, the verbatim quotes
following were taken from only 1€ interviews. Two of the

interviews could not be directly used because of the
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substance of the described episode. Also, some respondents
used more tactics and therefore, they are quoted more
frequently.

In order to give the reader a more intimate
understanding of the interviews, four of them (respondents
2.4,19 and 22) are found in Appendix A (p- 150). The
interviews are given verbatim except for extraneous verbage.
Those four were chosen because each involved numerous
tactics, each was relatively short, the anecdotes were
interesting and they are typical of the balance of the
interviews.

Finally, the sensitive nature of some of the
interviews would not allow the researcher to defelop fully
each tactic for each respondent. Also. two of the interviews
were not taped ( respondent } because of a technical problem
and respondent >0 because the Director refused) and the

writer made on-the-spot categorizations.

Respondent #1

Age 38 years
Total experience \; 13 years
Fresent job experience 5 years
Training 6 years

The scenario. The administrator was 1in conflict

with a teacher over a recess-noon hour supervision schedule.
The teacher had a history of being rather polemic with~

school administration and the Director was in the position
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where he was forced to become a pafty in the conflict.

The teacher had defied the school principal
regarding the supervision schedule and had refused RS meet
the principal to discuss the matter. He had had similar
trouble with the teacher before and became determined to
do something about the teacher.

The Director informed several;trustees of the
situation and received support for the proposed termination
of contract with the teacher. He then phoned the brincipal
arnd told him briefly of his intentions and indicated to him
that he would be at the school thgtlday to meet with the
teacher. He also told the principal not to tell the
teacher he was comilng.

Subsequently, he arrived at the school, met with the
teacher and accepted her resignation. Although the teacher
was "a thorn in the side of the administration”, she was a
competent teacher. GSome opposition to his actions was
encountered from the staff. However, the Director and the
school principal were able 1o counteract the ramifications

}

by "worki#g very hard with the staff."” ‘ \

The tactics. Information control was an obvious

tactic employed by this administrator. He arranged the final
meeting with the teacher without her knowledée, yet trustees
and the principal were aware of it. At the meeting he/\\
recounted her past performanceAindicating'that although

she was competent she was‘a disruption; her strengths were
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not emphasized as much as were her weaknesses.

Furthermore, the Director used rules and regulations
to advance his cause. He used his legal aut?ority to

C

supervise and evaluate professional staff to garner the
resignation from the teacher. |

Finally, by checking his proposed actions with
trustees, he was fofming a coalition against the teacher.
Also, by working very hard with the staff after the
termination he guaranteed a united front against any more
disruption from the teacher.

The tactics used in this incident were -
(a) information control, (b) rules and regulations, and

(¢c) coalition formation.

Respondent #2
Age 36 years
Total experience 14 years
Present job experience L years
Training 6 years

]

The-séenafio. The Saskatchewan School Trustegs |
Association saw J set of resource materials as being ¥
unsuitable for qukatchewan schools on the grounds that they
were “questionabl¥ resource materials”, and stated so.in a
memo to all school boards in the province. The Director
was askéd to iﬁvestigate the matter and he found nothing
_objectionable-about the materials. Workshops and inservibe

sessions were oﬁganized to help teachers use the. series.

»

B
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However, a pressure group within the community,
headed by a clergyman, made representation to the board,
while the Director was on holidays, urging the board to
reconsider the materials and withdraw them from the schools.

At the first board meeting after the Director returned from

-, holldays, a motion was passed requesting the Director to

. collect all the materials and return them to their source.

rs

Although the Director argued against the motion, it was
passed and the Director complied with the substance of the

directive.

The tactics. Information control as a tactic was

evident in this episodé. The administrator, after being
directed by his board to withdraw the materials, merely gave
each trustee a set of materials to read.. He made them
responsible for reading the materials and then judging the
worthiness, knowing full well that the trustees would not
read the information.

The distoftion of information was also present. When
trying to explain the situation to his principals, the
Director indicated clearly that he did not report factually
to the principals.

The Director also used a specific information ‘channel
as a tactic. He believed his main antagonist in the conflict
to be a non-trustee élergyman. conséqgently he chose to

"approach it ffom an educational philosophical angle.” He

deliberately decided to use a perspective entirely different
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in the presentation of'his’information. @

Denigration was also evident as é“tactic. At the
confrontation meeting with his board he told them, guite
directly, that he believed thatl they weré operating-from a
narrow and a shallow point of view; clearly evidence of
denigration. |

The administrator also used coalition formation as a
tactic when he talked privately to the trustées. Although
~he fell tgey were on his side he could not win them over
completely because his opposition had more clout.
Vevertheless, coalition formation was used as a tactic.

This interview yielded‘evidence of the following
tactics (a) information control, (b) information distortion,

(¢) information channels, (d) denigration, and (e) coalition

formation.

Respondent ﬁé

Age i 55 years
Total experience 34 years
Fresent job experience 16 years
Training 5 years

The scenario. In this instance, the administrator

was in conflict with the district board of trustees over a
school closure. The division board of education sent the

Director to a meeting to inform the local board and electors

that the school would not be operating the next school year.
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The tactics. The only tactic used by this

administrator was the imposition of rules and regulations.
His employing board gave him a directive and he fulfilled

the mandate as best he colld.

Respondent #4

Age 50 years
Total experience 29 years -

. fresent job experience 10 years ’
Training 7 years

- The scenario. The Director, after a confrontation

meeting with two principals, asked for the resignation of
one of them. Fkve years previous. the Director had triea to
"get” the principal but had failed due to lack of local
support. A new trustee was elected and he was "horrified
at this ineptness” on the part of the principal. The reasor
for the demotion of the principal was genéral poor
administrative skill. Failure to fill forms, leaving school
during school hours without permission, being late to school,
and poorn relations With trustees all were viewed as part of
the ineffectiveness of the principal. .
At fhe conffontation meeting the Director made it
clear to the principals that he was withdrawing support for
them and that if things would go wrong in the future they
copld expect no help from him. Shortly after the meeting,

the Director, after receiving a series of complaints from his

!

board and the community, requested and received the one

e et n
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principal’'s resignation. .
™
Although the principal was a relatively young man, he
stepped down from the principalship. All parties concerned

are satisfied with the present arrangement.

The tactics. In this episode the administrator

controlled information in a number of ways. First, the
meetings with the two principals was an attempt by the
Director to elicit different administrative behaviour from
the principals. Also, writing letters to chastise the one
principal can be viewed as infcrmation control. As

well, the director witheld information regarding the actual
resignation from the board and from others and that
constitutes control of information.

The Director also found %t necessary to be selectlve
about how information was given to the district board of
trustees. He felt compelled to attend the meetings of the
local board to ensure that the trustees were getting the
kind of information he felt they should be getting.

The imgosition of rules and regulations as a tactic
is obvious. The meeting with the principals where they "let
it all hang out” and where he said he was "through supporting”
them was evidence of rules and regulations. Further, when
the Director simply asked the principal for the resignation,
he was using the legal authority vested in him.

The use of denigration as~é<iactic was evident when

the administrator "called him one of the most ineffective
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administrators he had encountered.” 1t was a deliberate
move by the director to belittle the principal. 5

Finally, the formation of coalitions was also
evident in this interview. The Director asked his assistgnt
into meetings with the two principals ir order to even the
odds and make the situation "two on two rather than one on
two.” Also, the a}liance betwegn the new sub-division
trustee (who was "horrified at this ineptness”) and the
Director supports the coalition formation notion.

In sum, interview #4 contained the tactics of
(a) information control, (b) information channels: (c) rules

and regulations, (d) denigration, and (e) coalition

formation.

Respondent #5

Age 36 years
Total experience 13 years
Present‘job experience 2 years ,
Training 7 years

The scenario. The administrator, in this case, was

faced with a jurisdiction-wide staff reduction due to
declining enrolments. He had done a good deal of preparatory
work and the policy was being implemented smoothly. A motion
was passed at a division board meeting to terminate a
teacher's contraét in one of the schools, due to redundancy.

The Director, armed with the formal motion, informed

the local board, the teacher and the school principal.
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Although the redundant teacher was "a pillar of the
community”, there was very little initial negative feedback
from any of the concerned parties.

However, at the next division board meeting, the
sub-division trustee frombthe area where the redundahcy had
occurred, made a motion to rescind the original motion. The

'eDifector was surprised by the change of heart, and the
conflict which ensued resulted in the discussing’of the
rescind motion. The motion was tabled, but finally, two

months later, it was passed.

" The tactics. At the meeting the administrator

became very angry and he used denigration as a tactic. lie
told his board very pointedly that he was not happy with the
préposed reversal. He said that it cast his credibility as
the chief executive officer in doubt. He also told the
trustee in question that this change of heart was typical of
that community and that he had incorrectly thought thé

trustee had more fortitude than he was displaying. He
N v ¥“,

further said that there had better not be any more surprises
of this nature because he was prepared to be less than honest
with them in;)h@ future when déaling with sensitive issues
such as redundancy.

Another Yactic employed by the Direbtpr was the
imposition of rules and regulations. When the conflict was
taking place he said to the board that he could have handled

ation differently, but the official motion armed him
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to handle the situation the way he did. However, he said he
would be conducting himself according to the guidelines of
duties of directors as outlined in provincial legislation.
He would go no further than the requirements stipulated.

| The two tactics this administrator employed were

(a) denigration and (b) rules and regulations.

Respondent #6

Age 39 years
Total experience 16 years
Iresent job experience 5 years
Training 7 years ‘

The scenario. Because of a late resignation, the

Director was forced to hire a teacher for an
administrative position who was not trained for either the
position or the teaching load which went with it. The
teacher experienced difficulty‘handling the subject load,
but was successful and popular in hils administrative position.
However, the division board and the principals held
a joint meeting in the spring of the year and the impression
that thé teaéher—principal lgft with the trgftees was quite
negative. Subsequently, and in light of the poor classroom

he

performance of the. individual, the board terminated his
‘contract. .
The staff of the school, on the other hand, felt the

termlnatlon was unJust and made its feelings known to the

division board by way of a petltlon Whlch called for the

N
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“
reinstatement of the principal.
In the meantime, a position on the same school staff,
which was more suited to the person's background, became

available. Therefore, a compromise was reached and the

teacher was offered the vacant pOSitiOn.‘

The tactios. The tactic of information control was
evident in thiéjinterview. The Director was aware of the
pending resignation of the teacher from the position which
was more suited to the individual. He did not share that
knowledge with either the board or the teacher-principal.
The person who was golng to reeign had some personal
problems which required attention and he wag anxious that
his resignation not become an issue. TheADireefor kept the
information to himself until such time as 1t became
expedient to use it. He probably should have shared the
“knowledge sooner, but he did not choose to do so.

Selecting informatiorni channels was another tactic =
used by this Director. When the teacher-prineipal protested
the terminatiOn the Director encouraged the teacher—'
pr1n01pal to dlSChSS the matter with the board at a board
meetlng Although, by law, the teacher prlnc’pal had a

right to appear at a meeting, he had foregone th right.

The petition changed his mind and, although he cou)yd have
been refused a hearlng, the Director encouraged the. meetlng
Thus, rather than the Director actlng as an 1nterpreter for

board and teacher, he set up the direct meetlng.
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The imposition of rules and regulations was also
used as a tactic. The Director wrote an official evaluation
report on the teacher which was negative. That report,
coupled with the disastrous board-adminlstration meeting,
assured the motion to terminate.

Finally, the Director employed the tactic of
denigration. In the interview he sald, "1 told him he had
a rotten personality.” Clearly it was denlgration of the
opponent.

In thlis eplsode there wan evidence ol the fovr
tactics of (a) information control, (b) information channels,

(¢) rules and regulations, and (d) denigration.

Keuspondent f7

Age b1 years
Total experience JOoyears
I'resent jJob experlence 8 years
Training 7 oyeals
The scenario. In thils case, tlhe administrator was

in conflict with a district board of trustees regarding the
establishment of school policies and procedures. A new
principal wanted to make changes in the scheduling of events
in the school:'%ut the local board stonewalled hls 1ldeas and
would not formally support the changes. The principal

appealed to the Director and convinced him to support the

v

'Jprdbosed changes. The Director, who had for some time

believed that the local board had had too much influence 1in
[a



Sk
professional matters, decided he would confront the district
board on the 1ssue.

A meeting, with local board., teachers, 1two division
board. trustees, principal, Director and students in
attendance, was held. The upshot of that meeting was

ma jority support for the Director.

The tactics. The Director said that his tactics
were simple and straightforward. Initlally, he formed
coalitions in the community, the school and P the division
board. Then, about two months later, he asked those allles
to a meeting. ‘

At that meeting he used env?;onment control as a
tactic. He placed his best communilly ally dicectly acroess
the table from the chairman of the district beard of
trustees. Furthermore, he arranged for a virtual gallery of
people to sit behind him and his supporters at the mefting.

1n summation, this Director used the tactics of

(a) coalition formation and (b) environment control.

Respondent #8

Age 47 years
Total experience 29 years
Fresent job experience 9 years
Training 6 years

The scenario. In this episode the divisional school

board in question experienced a large turn-over of



trustees. Those new trustees felt that scme policy changes
were in order regarding the large centralized high scheol 1n
the division. The administrator was in ?anlict with the
board over those propoesed willateral changes.

At the outset of the conflict., the Director was able
to slow the pelicy development process down to the point
where he was able tc gailn some support for bis point of view.
After a series of maneuvers, a selt of policles was developed

which was satisfactory for all concerned.

The tactics. The Director. upon first becomlng
aware of the intentions of the new beard, was. in his words.
able to buy some time. He successtully used the tactic of
stalling for time.

The second tactic he employed was informa}ion
contrul. He did a great deal of reading on the subject of
pclicy development as well as other similiar policies which
he obtained from other Jjurisdictions inn the province. Then

he distributed the informatior to appropriate and sympathetlc

people in the division.

Furthermore, he met with the Students® Representative
Council about the matter as well as a convenient parent
organization. Thils would indicate that he employed coalition
formation as a tact?c.

Finally, he asked one or two key division board
trustees to atteﬁd the aforementioned meetings and to help

in the design of a questionnaire on the subject. That would
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be indicative of the tactic of coalition destructlon in that
he hoped to lessen opposition to his proposal when 1t came
for final decision at the board table.

This administrator used the tactics of (a) stall for
time, (b) information control, (c) coalition formation, and

(d) coalition destruction.

hespondent #9

Age L8 years ,
Total experience 28 years
lresent job experience 2 years

Training 7 years

The scenario. In this episode, the administrator

was in conflict with his divisional board regarding an lssue
related to teacher supervision and evaluation. Shortly after
his appointment to his positilon, the board, without any
prior consultation, passed a motion whigh required 1its
principals to submit yearly written reports on all of their
teachers.

The administrator took issue with the board on 1lhe
decision for two reasons. First, he felt that the writing
of evaluative reports was his domain. Second, the principals
felt there were many ethical concerns which would be left
unanswered if they were to write formal reports,ﬁéhd the

v

administrator strongly agreed with their point of view.

As the situation developed, the administrator did

a number of things which ultimately led to a compromise.



»

57
The official motion was not changed, but the reports'were
given to the administrator and dellvered verbally to the

board.

The tactics. The control of information was an

important tactlc used by this administrator. He had
recently completed a course 1n teacher evaluation and he
compiled a large amount of the information he bhad recelved
at the class. copied it and gave 1l to the trustees to read.
All of the infcrmation supported hls arguments.

i The fact that he gave only selected material.
material which was supportive of his perspective, would
indicate the use of information distortign as a tacticx

\

Disseminating information about clinical supervision which

is only positive 1s a distortion of what the process 1s

about.

As well, the administrator employed information
Cﬁaggels as a tactic in his conflict. Prior to a meeting of
his principals’' group and the division board to discusé the
matter, the administrator held a long discussion with the
spokesman for thé principals. He schooled the &pokesman in
the personal strengfhs and weaknesses of the trustees,
particularly the chairman.

5 The last tactic the administrator used was the
imposition of rules and regulations. On several-occasions

during the episode, the administrator emphatically pointed

out to the board . that The Education Act made no provision for
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ﬁrincipals to formally evaluate teachers. Consequently, he
could not support the board's position in the matter. |

In summary, this administrator used the tactics of
(a) information control, (b) information distortion,

(¢) information channels, and (d) rules and regulations.

e

Respondent #10
Age 38 years
Total experience 15 years
Present job experience 7 years
Training 7 years

The scenario. This conflict developed when the

administrator, new to his position, told his divisional
board that a procedure the board uséd at 1ts meetings was
unconventional. He also questioned the board's wisdom in\
employing the procedure. Over a period of approximately

four months., the Director was able to change the board's

attitude.

¥

The tactics. The board's initial reaction to the

e

Directg}%s statement was surprise and anger. To counteract
those feelings, the Director said that, although he felt the
issue was important, he would not pursue it immediately.
Also, he said he would do some checking and see what

similaf boards were doing. However, he did not do any
checking. Clearly, he employed stalling for time as a tactic.

Finally, before the meeting where the issue would

again be discussed, the Director met privately and
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individually with some of the trustees to try to convince
them to support his point of view. That maneuver is
indicative of coalition formation.

This administrator used the tactics of (a) stall for

time and (b) coalition formation.

Respondent #11
Age L4s years
Total experiernce 22 years
Iresent job experience ‘9 years
Training 8 years

The scenario. In this episode, the Director was in

conflict with one of his principals with regards to the
competence of a teacher on his staff. The teacher was a
neophyte in charge of a new and highly specialized program.
The principal and® the Director were, at that point, in
agreement that the teacher would have to be dismissed.

However, some members of the community found out
about the impending termination and, out of fear of losing
the program, brought pressure to bear on the principal to
ensure that the teacher not be released. The principal
publicly reversed his position and left the Director on his
own to deal with the ;}tggfzgg;/

The board¢of education, upon the regommendation of
the Director, passed a motion to terminate the teacher's

contract. But there was conflict between the Director and

the principal. In the ensuing months the Director attempted



to make the principal aware of the error of his ways and to
elicit from the principal administrative behaviour which was

more congruent with the philosophy of the Director.

The tactics. During the c¢onflict, the Director used

information control as a tactic. At one point the Director
became aware of the fact that the teachers on the principal’'s
staff were not receiving information as quickly as they
should. Consequently, the Director mailed correépondence
from the office directly to the teachers' home addresses
rather than leave the distribution.to the principal at the
school.

A second tactic used by the Director was the
imposition of rules and regulations. When the conflict
between the two was at its height, the Director made an
issue of the fact that the principal had not visited the
dismissed teacher's classroom. That school divisilon has
policy which requires its principals to do some classroom
supervisién. The principal failled to make *visits and,
therefore, the Director used that as an issue when he t&ld
the principal that he was going to have to "clean up his
act.” ‘ ' @’

Another tdctic éﬁployed by the Director was coalition
formation. He indicated that some teachers had, in the past,
complained about the principal. Whlle the confllct was
going on he said.that ". . . the teachers were coming to me

about it . . .” and that he did not distourage the practice.
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In the event that the principal might be demoted, the
administrator was forming a coalition to aid him.
Tactics used in this episode were (a) information
control, (b) rules and regulations, and (c) coalition

formation. \

Respondent #12

Age 42 years
Total experlience 17 years
rresent job experlence 3 years
Training 6 years

The scenario. This administrator was in conflict
with a teacher over a competency 1ssue which culminated in
the dismissal of the teacher. The Direc?or was faced wilth
the problem shortly after assuming his position.

The teacher in question was close to retirement, but
the teachers, the principal and the community felt strongly
fhat she should be relieved of her duties. The Director

made a series of moves which resulted in a mld-year pay-outl

to the teacher and a termination of contract.

The tactics. The initial reaction of the Director

was to delay. He said he bought a little time 'Yight-off-the-
bat to think about it for awhile. Clearly, he used stalling

for time as a tactic.

The second tactic used was denigration. He used the
{
tactic on both the principal and the teacher. When the
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» principal complained about the teacher to the Director, he
berated the principal and told him that until he disgiayed
some courage of his convictions, and gave him a written
complaint, he would do nothing. Also, the Director had beer:
told that she was a diéruptive force on staff and he
confronted her with that fact.

Another tactic whigh was evident in this epilsode
was coalition formation. The Director made inquiries 1n the
community about the teacher and discovered considerable.
opposition to the. teacher. He recelved assurances from some
of these community members ‘that they would take the stand at
a board of reference if they were asked to do so.

Information channels was also used as a tactic. The
Director stated that he was in communication with execﬁtive
assistants of the Saskatchewan Teachers’ Federation as the
situation developed.

Finally, the Director employed the imposition of
rules and regulations. When the situation was coming to a
head, he phonied the division board chairman and réquested a
special meeting to deal with the matter. At the meeting a
formal motion to dismiss the teacher was passed.

There were five tactics used by this administrator.
They were (a) stall f%r time, (b) denigration, (¢) coalition
formation, (d) information channels, and (e) rules and

regulations.

@



Respondent ﬁl}

Age ' 36 years
Total experilence 14 years
Fresent job experience 1 year

Tralning S years

The scenario. Thils adminlstrator was in conflict
with two outside organizations. They were the Saskatchewan
School Trustees' Assoclation and The Saskatchewan Department

of Education.

The tactics. The Director used the tactics of
(a) information control, (b) information channels, and

(c) coalition formation.

Kespondent #14

Age bs yeérs
Total experience 21 years
iresent job experience 9 years
Training % 9 years

The scenario. In this instance, the administrator
was in conflict with each of two groups within his
organization over the jgsue of teacher placement within the
system. The problem had been a naéging one and had occurred
each spring for a number of years. Prior to this session
he had vowed to deal once and for all with the matter if it
were to come up again. Not surpfisingly, the problem did

re-occur and the Director dealt with it swiftly and pointedly.

”



€4
He called a meeting of both parties and resolved the matter

by face-to-face confrontation.

The tactics. The first tactic the Diredtor used

was information control. The same day the probleQ“arosef he
searched his own filés for all information relating to B

teacher transfers. He gave that infqrmation to the qukesmen
for the two groups. &

Secondly., he called the éeeting for the next day
and he deliberately chose the boardroom as the settiné. . He
sat the iwc parties across the table from each other and he
took a seat away from the two groups. He controlled the
setting, cr the environment, of the meéting.

Third, he indicated to the pwo‘groups that he was
no longer prepared to take any moreg flak about thé matter
and ithey were to come up with a solution with no input from
him whatsoever. He simply withdrew from the ensuing conflict
until a settlement was achieved.

*  This administrator used the tactics of

. . . 7 '
(a) information control, (b) environmentgfpnggol, and

(¢c) withdrawal.

Responcdent #1

A@ | 51 years

Total experience 30 years

-

Fresent job experience 8 years

Training 6 years



\ The scenario. This administrator was in conflict

Y

with his secretary-treasurer over the salary and benefits
which the Director received. At a board meeting, early 1n
the school year, the Director was shocked when a motion was
made and passed to eliminate the Director's car allowance.
Upon questioning the board at the mee ting itbbecame apparent
that the secretary-treasurer had been in contact with the

¥
taxation people and he had discovered some tax
irregularities. The secretary-treasurer had thern reported
this to the board and the action was taken.

However. the Director left the meeting determlned
to recoup his monetary losses. He confronted the secretary-
treasurer regarding the mattier and he was suspicious that
hé was involved in a “power struggle”™ with the secretary.

At a subsequent board meeting, he was able to regain hls
financial position.

P

\

The tactigs. Information control was evigent as a
tactic in this episode. Immediately after the first board
meeting, the Director began gathering information relating
to salaries and fringe benefits for other Saskatchewan
Directors of Education. As well, he made somé queries of
his own at the Federal Department of Revenue and found that

his jurisdiction was "the only area in the south to be

" investigated by the department.” This led 'him to the

conclu81on that the secretary had "turned him in.”"

N
Armed with the aforesaid information, the Director
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met informally with each trustee on his board and pleaded
his case. Clearly, he was using coalition formation as a
tactic.

Finally, he imposed rules and regulations at a
subsequent meeting of the board when he demanded that his
contract be oﬁened for negotiations. le also demanded that’
the secretary-treasurer be excluded from the deliberatiohs.
Both requests were granted and the Director was able to
renegotiate his salary so that the difference in salary
mo:e than made up for the loss of the car allowance.

This administrator used the fmctics of

(a) information control, (b) coalition formation, and

(¢) rules and regulations.

-
Fespondent #16 2§
Age LO years
Total experlence 21 years
Iresent‘Gob experiencez 9 years :
Training - 6 years

I3

The scenario. This aé%inistrator was in conflict

with tedchers in a school in his jurisdtion who did not
support the decision regarding the appointment 6f a néw
principal in their school. A particularly polemic teacher
became spokesman for the group and a short conflict between
teachers and the Director resultéd. .

The D¥irector called a staff ﬁeeting jhd formally

crushed the opposition. However, prior to the meeting he



hefd done o number of things which furthered his cause.

The tactics. The impositlon ol ruleg and

regulations as a tactic was obvious in Whis dnstance. By

calllng the staft meeting and
principal he used his legal s
Second, both he and

and communltly support before

publicly suppor Uing Lhe
talus as a tactic.
the principal measured slalf

the staft mee Uing and found

that many people, i the communily and on slall, were

encourag ing them to stop the

would indicate that coalition

actions o thila group. That

formation was a tacllce

v

Finally, the Director found oul thal the proup ol

tenchers: had called a ¢landen
excluded both himsel! and the

that when he heard aboutlt the

Uinie slall meeting which

\

principal.  The Director sald

proposed meeling, he talked

1o a few people with the result that tlhe meeLing “izzled

out.” Coalition destruction

was used an oa tactlo.

1, this interview there was evidence ol the tactics

of (a) rules and regulatlons,

(¢) coalition destruction.

Kespondent #17
Age
Total expérieﬂce
Iresent job experience

Training

The scenario. This

(L) coalition formatlion, and

53 years
32 years
2 years

45 years

newly appointed Director was

[



determined to introduce a new program in the jurisdictiorn.
He knew the board did not want the program, yet he
proceeded with plans to introduce it anyway. When the

board discovered the Director's plans, a contflict ensued.

The tactics. The only tactic this Dlrector
employed was nalvele. Throughout the whole conflict he just
"played dumb”, and after three months the program was
approved in a formal motion by the division board. The
plans were made and the groundwork had been done,
consequently the board decided to try the program for a

year .

Respondent f18

Age 3/ years
Total experience 1/ years
Iresent job experience 1 year
Trailning ¢ yeal's
The scenario.  The administrator in this eplsode

was in conflict with a principal in his ju;isdiction who
was in conflict with a member of the community. The
principal was having a disagreement with the member of the
community over an issue which related to programming. The
Director attempted to intervene in the dispute and he then
became the focus of the principal’s frustration.

' The conflict between the community member and the

principal had become quite volatile, and they were going so



far as writing letters aboutl each other in the local
newspaper. The principal also sent a newsletler home to
parenis aboul the maller.

At t}uaf point the Director stepped 1n and attempled
to bring some peace to the community. However, aftler
approximately one week, he was forced to withdraw from the
conflict, and the sub—divisional trustee was called upon and
the initial contlict between the principal and the citlzen
was resolved. The Director-principal disagreement then

disappeared.

The tactics. The control of information wan used
as a tactic. The Director made a conscious decision net to
share the details of the contflict with the board of
education. Although Ulhe nituati&n could easily have become
very difficult, he decided not to discuss the matter with
the entire board.

Secondly, the Director distorted some information
he gave to the principal. When the principal asked him
where he stood on the programming matter, the administrator
gave him only what he felt were the negative aspects. By
giving only one side of the matter, he deliberately 1eft the
principal \with the wrong feeling aé to where he stood.

Last, by turning the matter over to the sub-
division trustee, the Director was bound to give him as much
information as he had. By doing so he chose to give one

person information. This action can be viewed as using a



specific information channel as a tactic.
This administrator used the tactics of
(a) information control, (®) information distortion, and

(¢) information channels.

Respondent ﬁlﬂ

Age 3¢ years
Total experience 16 years
Iresent job experience 1 year
Training 6 years
The scenario. This administrator was in conflict

with his principals over a school scheduling issue.

specitically, the princilpals in the jurisdiction felt that

they reguired more administration time on their timetables.

Ihe administrator had been a principal in the jurisdiction

and he viewed the conflict as belng more than a simple

scheduling problem. He saw the ensuing conflict as a test
N

by his principals of his administrative style and decision

makilng process.

The tactics. The interview provides clear evidence

of six tactics. Controlling information was a tactic used

by this Director. The collection, analysis and

distribution of the provincial statistics was qyidence of
information control. Also, at the confrontation meeting, his
preliminary remarks took 56-minutes to complete which would

be indicative of information overkill.



) 71

Also, this administrator disto}ted information
which he gave to the principals. He "created the percentage”
and “chose the information very carefully.” Changing actual
numbers to percentages is in and of 1tsell a distortion.

The tactic of reward control also emerged as a
tactic from these data. The administrator deliberately lel
it be known that the annual fall retreat of principals was
in jeopardy -

iurther, stalling for tlme was a tactic eqployed by
this adminisirator. Despite the tact that the principals
wanted a meeting immediately, they set a meetlng for one
week later. He stalled for the time he felt he required to
prepare adequately for the meelling.

Finally., the control of the environment of the
meeling was used as a tactic by the Director. He sel the
agenda for the meeting; he decided that there would be
minor issues discussed before the scheduling issue; and he
requested the secretary-treasurer be presént atl the
beginning of the meeting to deal with othel trivial matters.

-

In conclusion, this respondent used the tactics of

(a) information control, (b) information distortion,
(c) reward control, (q) coalition formafion, (e) stall for
time, and (f) environment control.
Respondent #20 & | -
Age : . 46 years
Total experience 24 years



Iresent job experience 9 years .
Trairing ' 5 years
The scenario. This administiator refused to allow

©

the interview to be taped. He also refused to grant the

- . - - - . ©
writer permission to make notes during the interview.
4

The Director discovered that a principal, whom he
had sent to a professional development seminar, did not
attend the seminar. The prjincipal had left school and
driven to the site of the conference, bht he did not attend.

After the discovery he confronted the principal.

The tactics. After the administrator found out
about the principal's absend®, he decided to "buy some
time.” A trustee had %rought the matter to his:at;ention
and he decided he needed some time to think about what he
would do, so he stalled for time. »

About a week later, the Director confronted the
principal and informed him of his displeasure and told the
prlnclpal that he felt that his condugnxwas unbecomlng and
unprofessional. He also sald that futuf ﬁ%llcatlons for:
conference attendance were in jeopardy. He used rules and
regulations as a tactic.

When the principal asked the Director where he had
received his information; the Director refused to share the
source. Thus he used information control as a tactic.

This administrator used the tactics of (a)h" 

for time, (b) rules and regulations, and (c) informi



control. .

Respondent #21

Age 36 years
Total experience 17 yeafs
rresent job experience 3 years
Training 6 years

The scenario. This administrator described, at

great length, the deep and continulng difference in
perception between himself and hils board regarding the role
of and expectations for a chief executive officer. He
stated quite emphatically that the distance belween himself
" and the board on this issue affected almost everyihing he
did in his job. He saild %@at the issue never surfaced 1in
a serious confrontation, 6§¥ by hints and suggestion the

board made it clear to him that they did not agree with his

perception of the role.

The tactics. The director indicated that the only

weapon he had to deal with the conflict was stalling fér
time. Given time, he felt that the attitude of the board
would change. He alsé said that in the three years he had
been working for the board, he felt thaf there had been a
softening 6f board attitude., However, he did admit® that
perhaps his attitude was also changing. In any event, this

Director deliberately was stalling for time as a tactic.
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Respondent #22

Age 38 years
Total experience , 13 years
Iresent job experience 5 years %
Training 6 years

The scenario. The administrator, within a few weeks

of assuming his office, was cgnfronted by a delegation of
parents demanding the firing of a teacher.. He told the
group he would look into the mdtter. Several weeks later,
a motion was passed at a meeting of electors of whe
sub-division, in which the teacher was working, requesting
the divisional board of education to dismiss the?
administrator. The grounds for the dismissal, according to
that meeting, were incompetence. The administrator was
cbviously incompeleggt, as he could not himself "recognize
incompetence when 1t was staring him in the face.” From
that meeting a community member emerged as:the leader of a
group which had, as its ultimate aim, the re-organization
of the entire school division. The leader ran for the
‘divisional board at the next general election and, after a
vigdrods cambaign, was narrowly defeated. The leader then
ran for the syb—divisional board of trustees and was
épccessful. The leader then became exceedingly and -
needlessly critical, both in and out of meetings, and was
the ;cause for a great deal of ‘concern withiﬁ the

jurisdiction. A series of events, some initiated by the

L4
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administrator, led to the leader resigning as a trustee some

two and one-half years later.

The tactics. The administrator, in this conflict,

controlled information in both a formal and an informal way.
By Writing educational columns in the local newspaper he was
able to feed information to the public 1n an official manner.
Informally, he let 11 be known that thé teacher in question
would be moved to a different position the next school year.
Also, he said ihat he was counteracting his opponent with
information. .

Furthermore, choosing to write articles for the
paper shows that the selection of proper and appropriate
information channels was important to the Director. As well,

%
the fact that he believed his oppositions's mother-in-law
was giving information to him, coupled with his actions 1o
stop the dispersion of adverse information, Indicates thatl
the selection of, or the closipg of, an information channel
was a tactic employed b;&this administrator in this conflict.

The tactic of denigration was also evident in this
episode. .By.confronting the wife of his antagonist over
the music issue and subsequently telling her that she and

o ,
her husband were alike in that they Jjumped to conclusions
and didn't listen tovothers, he used denigration as a tactic.

Coalition formation was also evident as a tactic 1in

this epigode. The administratbrhdeliberately“". . . worked

b . \ -
very hard with the local board and with theggchool staff.”

3

J
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He made a conscious effort to befriend them and have them
take his point of view.

Although the incident with the retarded girl which
precipitated the final confrontation was beyond the control
of the administrator, he seized the opportunity to further
his cause. By talking to the chalrman prior to the final
local board meeting, he seemed to solidify the stand which
would be taken by all the trustees.

Finally, coalition destruction as a tactic can also
be seen in the data. The administrator said quite openly
that he “worked on his cohort”, the woman trustee, to aid

it

his own cause. je successfully drew her from his oppunent’s
y

2

slde to his side.
In sum, the five tactics used by this administrator
were (a) information control, (b) information channels,

(c) denigration, (d) coalition formation, and (e) coalition

destruction.

Kespondent #23 -
Age 39 years - : f/
Total experience | 18 years g
Present job experique £ 6 years \ ..

As L
' ; T{;:\?*.' By

6 years

Training

[ % ' r Y

. T . .
The scenario.  In this ingtance, the administrator

was involved in a conflict“with one of his_teachers over a

legal issue. A g

¥



sy

[N
The tactics. The administrator used the tactics of

(a) informatlon control and (b) rules and regulations.

Respondent f#2u4

Age 55 years
Total experience 33 yearls
Iresent job experience Y years
Experience | years
The scenario-. The Director in this eplsode was
invelved with a Le%:her. The teacher was hired to teach in
. N
two schools 1n a community. whortly atter school commenced

i1, the new school yealr, the teacher intormed the princlpal
that she did not wish Lo teach in one of the schools any
longeér. The principal intormed| the Director of the
development. The administratorwrequested a speclal

' ]
division board meeling about the matter and next mornlng

went to speak to the teacher. The teacher, for no apparent .

reason, adamantly refused to teach in the one school. After

»

a very brief conflict, the Director fired the teacher.

The tactics. This administrator used the one tactic

of imposing rules and regulations. Frior to the hiring of

the teacher the Director had made it clear to the teacher
: e

that teaching in both schools was part of the Jjob

description. Because she refused to fulfill the obligation;

the Director was legally empowered to terminate the contract,

which he did. ‘ | .

3

%
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Summary of Respondents
In total., 24 interviews were conducted with 24
different Superintendents or Directors of Education. From

the profile data, the following information is apparent:

Mean age : 42.9 years
Mean total experiernce 21.2 years
Mean present job experience 5.9 years
Mean training 6.3 years

No «comparisons for Saskatphewan means for the entire
population were availlable (See Appendix B: Letter from Mr.
Dybk and telephone conversation with Mr. Sawchuk).

However, Table 4.1 indicates the tactics and thelr
frequency. The last threge, stall for time, naivete and
environment control, are new tactics created from the d%ta.

All 24 of the interviewees could and did identifty
specific“tactics they employed during the conflict episode%
they described to the interviewer. All of the respandents |
understood thé dynamics of the various categories but did
not necessarily use each of them in the described incident.

In the balance of this chapter each of the categories, as it

related to this study, is examined. .

INFORMATION CONTROL
The most frequently used tactic was related in
some way to the use, dissemination or manipulation of

information. Controlling the quality, quantity and kinf of

. !
information given was a tactic 14 of the 24 administrators
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Table 4.1

Frequency of Tactics

Tactic B Evidént in # of interviews/24
Information Control 14

Information Distorion b

Information Channels \ 8

Kules and Kegulatlons 12

Reward Control . . 1

Denigration ... 6

Coalition Formation . 14

Coalition Destruction L3 )
Withdrawal ' N 1

Appearihg to Lose 0

Naivete 1

Environment Control @ 3

Stall for Time 6

Total : ~ | | 74

o

\

employed in the particular eplsode they described.

Information control appeared to be a powerful tactic

used by the respondentsgput it was\ysed in a variety of ways
for a variety of reasons. The tactics associated with the
control of information could be grouped under three headings:

‘over- abundance of information, w1thhold1ng information

and 1nfoﬁmat10n offered in an explanatory fash;On
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Information Overkill : l .

Several of the respondents described tacticé they
had used whereby they‘simply distributed huge amounts of
inTofmatiQn to their opponents with the specific objective
of swanping the argumentgbof the other antagonists. Some

verbatim examples are giveh below,
. ) . &
Respondent 19 - with his principals’' group over a school

time scheduling issue:

So I made an opening remark, I was told later by my
assistant who sat in on the meeting with me, took
just over forty minutes. Something related ta overkill.

Respondent 2 - with his board over a programming issue:s

. . giving the manuals to the trustees to read was
effective in terms of the fact that they were
responsible for reading the mapuals and determiping
whether there was anything wrong with them from™ their
own personal perspective; which as you know- is an

arduous task 1n itself.
ro

Respondent 9 < with his board over a;teacher evaluation
. ‘ I re
issue: ‘ - f

You know, long preéentations and‘Focuments don't
get read. :

The aforementioned remarks came from different -
interviews and are indicative of the netion of o ersupply

of information. To bring closure to the confli¢t, the |

administrator disseminated information dgedarg quantitiTs,

.logically and rationally, and silencéi,, §T6 osition.
. = : . T -/
Withholding Information = - : |
: e = | .
Another faget of information control was the /

LY

- o - L
withholding of information on the part of the responden&s. )

e ® |

{ | L o
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¢ _' . / o ABS'I'RACT - ._
~The purpoee of thie atudy was to idéntify and Aﬂ

: igw_examine tactice employed by aenior educational
“5'5{:f”administratora to achieve closure of'an educational conflict"

’°1ftffin which they were involved. Five eub-probleme were poeed

el P
'-‘ﬁi;regarding the nature of the conflict episodes. the frequency ?

m,,du foﬁ the tactics employed. the relationahips'b‘ ween the ii f i?
"ﬁ_iitaotice and the kinds of conflict the uséfulnes of the ' ";7.
| vﬂf‘j_thctics. and the ueefulneee of the. research technique o
'a?;;fnemployed in thia etudy.. : o
o In order to addrese the major problem and the ' ;

“;jidsub,probleme. Flanagan 8 Critica Incident Research //r

Jj;;?j:ftechnique wae used to collect the information deemed .
”_&??f}essential for the atudy. The data were*analyzed by content
n::;;f;;avalysis.; The data for the inveetigation were obtained
B ”ffythrough twenty-four interviewa conducted with Saskatchewan
‘_‘infinirectore and Superintendente of Education in a four month
;_f:;ﬂf}period beginning in November of 1980 and ending in February 'f'];”
-ﬁﬁ?iof 1981~v; L e '”Aafv'*fsf"-~'”f"*3"‘ l.<i

The;data were examined in a number of ways.z The

’moet productivq analysta r°°“1t°d trom exemini%g the fﬁifﬂ?ﬁ?"t




ens
.V‘
; .

n.fiusing tha tactic of impositipn of r@les ang regulations.; In o
"’”,such cases.the incidant had a short time span and the issué

" 5ﬁ%¢was most often a quostion of the teachas 3 °°mp°t°“°° and

: ;ngnsix t;ctios?(informat1°n d;,tort&gn, coalition destruotion. e

‘._;most frequently

_ board: disagreef

" The factoﬁ’of time‘f‘?
o oould be generalized in these instanoes., Finally. When

_h' "'frequontly endod inithe termination of contract. When in 1_
ﬁ;wﬂﬁconfliot with boards. tﬁe administratorsytegﬁed to use the
.tactics*of forming coalitions and stalling for time.‘ In

‘;those episodes the ti:e span was relatively long. =The issue;

”‘s one where tne administrator and his

L

in principle on educational philosophy.

f*.,aWhen theé sonior“fdministrators were in conflict with school
| principals‘the tac ics most often used hx them were |

| information contro” and imposition of rulos and regulations.

'the issue were not oonoerns which

_l“dealing with othor groups. the requndents used information f.‘
':;control as a tactic.- However. beoause there were only two ih

"}such cases. time ang issue were not cbnsequential.

Six of the tactics (information control. coalition ,

V"T:,formationf rules and rGSU13€)°n9f information channels. |
o ‘;{denigration._and stall for tiné) accounted (or 81 percent of
'*”lfiall the taoticB ussd by the respondents. The rsmaining

:ftffanvironmont oontrol withdramal. reward oontrol. and };ﬁffflffif
'iu};?fnaivete)'mld u9~the balanceﬂ" ;:”A: , ﬂ | ”:i:_"i
o ' rosoaro 'techniqquprovod to*be useful and if{}; R

&:s
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powez‘ful. . Some ex remely senaitive da\ta were collected anq T i
soma infomation gained which would not have been possible - :
through the use of a8 difrerent procedure. T e
: | ‘v‘ ‘ : | _ ]
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Chapter 1
? THE -PROBLEM

INTRondoTION

¢ Q

Conflict has been a concern of social scientists
for many years. As early as 1902, Simmel disouesed
6onflict. its sources and possible alternatives.forhits
resolution. Argyris (1957:77) said that a . . formal "
organization creates 1n a healthy ‘individual feelings of
failure and frustration. short time perspective and
conflict. Conflict will obcur'in all organizations.

<

Contemporary social sc1entists have documented
.conflict‘between organizations and between groups and
1nd1viduals within organizations as a- fact of organizatlonal
1ife. Perrow (19721158); Hall (1977:229), ‘Porter, Lawler

and Hackman (1975:463). ana_owens (1981:277) have- all

| :“noted the pervasiveneae of organizational ponflict.--u

G Van Doorn (1966:111) underscored the importance of
-3 conflict to social SCience theory when he saids

Social tensions and conflict have been a major .
preoccupation of sociologists since social science .
‘first came into being. e can say without - o
- ‘exaggeration that various lines of social thought
were determined at the. outset by a etruggle for PR
}power in social reality. RS . | ":,“v,;% S

Further. the resolution or management of conflict



has been an area of much research in the last several
decades. Blake and Mouton (1961).~Blake. Shepard and |
Mouton (1964) and Liker; and Likert (1976) have published
major works related 1o the topic.' eﬁ3¥~ s

Handy (1976:232—235) dealt brief

" with tactics and

tactics and strategies related to the management or
resolution of conflict. The thrust of this study was‘to
examine the tactics ussd by educational administrators in
- conflicts in which they became involved. | RN

STATEMENT.QF THE‘PRQBLEM' S T

' The major problem addressed in this study was to

identify and examine tactics employed by senior educational'\
administrators in dealing with organizational conflicts in n

which they were involved. The major problem was: addressed"}“

through the examination of the follbwing fou& sub problems. e

1. Hhat is the nature of the conflict episodee

| described by the senior administrators in an educational ¥

i} settinSo ﬁ~f

‘-vi ,2 Are some tactics used by the administrators and b”;‘,;;~

which tactics are used more frequently than others?

3~ Are any particular tactics used by the

administrators typical of»a particular kind of conflict? f&{ﬁﬁfj}ﬁ;y

"f#.e Are speciricitactics employed by the




F o | | | o | .
'administrators more useful to'administratprs than other
tactics in dealing with conflict° - i )

e f Further. an ancillary sub problem emerged from the '
research technique. It was thought that t e critical
incident approach wculd uncover meaningful ata which might
not be aVailable if a different approach we e used. }
s Flanagan s critical incident research technique (195&:327—
R 3 358) was chosen as the vehicle for data collection for the
‘? ti;;;;) Previouslyk‘the procedure was seldom used in
M .h educational administration research. Therefore. an attempt .
was made to determine the usefulness of the technique for
- researeh“in‘educational‘administration."‘ '
-(.7 A‘RATioNAi.E’ FOR THE STUDY

”'*A{g? ’fM As noted above. _there. is an. abundance of -

information on ‘the phenomenon of conflict itself bug a .
dearth of literature dealing specifically With tactics < |
participants use when engaged in an. organizational&conflict. '
Although much has been written regarding tactics and
strategies used by antagonists in a setting which is by
definition adversarial. such ae collective negotiations

and courtroom proceedings. conflicts which arise from f?g-’

day—to-day living and working in an educational organization 72}?¥fﬁ

v have heretofore not been extensively examined insofar as



,understanding-the dynamics'involved~ but the researcher was
o unable to find any references in scholarly work which dealt
. with the more enigmatic and subtle aspects of the ,.75'

'. henomenon. For example. the question of whether people

react intuitively when engaged in conflict has not to

:the writer 8 knowledge \been fully addressed. In other . _
| words. the various aspects of conflict (such as functions. \

dysfunctions. kinds. resolution) have often been explored;v

however, other. more subtle components of a conflict in an -

-

- educational organization have not been explored- Therefore.

g ‘this study has\focused on a unique aspect of the phenomenon

f;'of conflict; i e.. the tactios which educational

é(iadministrators use in attembts to hasten closure of a.
conflict &plsode. - , o |

: " Finally, the winning or. the losing of the conflict

liuor the functional and dysfunctional aspects of the episode
jwere of minor concern iﬁ this investigation. Although such

\

\considerations dre important to a conflict they were not

"7'inc1uded as basic components of this study. Therefore.v

l“they were subjected to little scrutiny. B

IMPORTANCE OF THE s'ruoy S ,4_{..-" .

"f?regarding the taotics employed by parties in a confrict in”{i{“
| o The study examined some ways in Nea s




—conflict. i
Second, March (1974=21) sald,
Educatlonal admlnlstratlon programs that have only
recently embraced conflict mana, ement as the
fundamental fact \of administration will discover the
conflict muted by ennui and 1nstitutionallzed into
bureaucratic procedures. : .
However, Main and Roark (1975:754-759), Bethel and others'
(1978:22 27). Frey and Young (1 8:18 21), Likert and
Likert (1976:1 -5) and many othe \contended that confllct
will be more ev1dent in educational organlzatlons in the
future. Thls study was designed to contribute to the
“exlsting body of knowledge regarding organlzational conflict’
;generally and to the knowledge of conflict in. educat10nal |

admlnlstration speclflcally.
! «

”‘f Practlcal Signlficance

There are three ma jor practical dimensions" ‘of this
stud'a They are: .
s y y ’ % ¢
1. the tactlcs jdentified in this study will allow

practising adminlstrators to broaden their conflict

'd?iresolution akills. That ye. a list of specific tacﬂics may

[

'allow administrators to be cognizant of such tactics. and

‘f/_:;they may then choose one in preference to another;

2. if some tactics can be said to be more useful

z!*b{ﬁfthan others._it would be possible for administrators to

fkchooae one tactic in preference to another in future

A;conflictsv and | | | | |
"'*”VQ. 3 the implications for in-service conflict




the field could be taught the tactics\yhlch aﬁe most

\

useful. o '\; . \\ \o\

- \ %
- N O\
?Delimitations and Limitetiohs : A \ \

p conflict' - However. he stated that worki‘g _efinitldn

'JﬁtcOnflict is the process which begins when one’ party
f perceives that the other\has frustrated. or is about to

;s,frustrate. some concern of his. Fo: the purposes of this
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of what he believed to be a conflict within his educational

. v
organization.

Tactic
The term "tactic" was used to portray a procedure

lemployed by the administrator to hasten closure of the "(

confllct which he discussed w1th~the researcher.

In this document the term administrator was used to

' skatchewaniSuperintendent of Education or Director
.of Education. A Superlntendent of Education is employed Q
by the Saskatchewan Department of Educatloﬁff‘lh‘?ieﬂﬂdxg;
<’1980—81 schoolryear there were 11 such people. A Dlrectoiat

of Education is employed by the Board of Educatlon which he

serves. In the 1980- 81 school year thqre were 76 such

people.

"{Board of Education

A ‘board of educatlon 1n Saskatchewan is composed of
) duly elected people, ll#‘ng in a, school d1v181on. Whlch
'constitutes the fiscally autonomous declslon—maklng

‘*3T;authority ror_the schéol division.

A distriet board of trustees in Saskatchewan 1s

| _p“?i=compbsed of duly elected people. liv1ng in a school
vr‘l;;attendance area, which fulfllls -an advxaory role regarding :»

"fkf?the school (s) in the attendance area. The term is used

: /



{\
synonymously with "local board."‘ In urban jUrisdictions.

2

local advisory commlttees take the place of dlstrlct boards.
ORGANIZATION OF THE THESIS

: Chaéﬁer 2 of the thesis-eontains-a brief survey
of general conflict llt;rature and more Speclflc literature
\related to 'the problem and sub-problems.

Chapter 3 is a descrlptlon of the technlque used
-for gatherlng the data and the methodologlcal approach
employed for the analy91s and 1nvest1gat10n of the
| informatlon. The data. as they relate to the problem and
sub- problems, are presented in Chapter L, ‘

Some relatlonshlps between -the confllct llter 'A-

rev1ewed and the data for this study are explored in

' Chapter 5., A dlscu531on of flndlngs and how they re;ate to

the main problem and the subdproblems 1s found in Chapter

—
i

-.6. The final~ chapter ‘contairis a serles of conclu51ons and

1mpllcat10ns as well as a summary of the study.‘



Chapter 2
REVIEW OF RELATED LITERATURE

The major thrust ¢f this 1nvest1gatlon was ‘to
1dentify and examine tactics used by admlnlstrators when
engaged in an organlzatlonal confllct “An overvie:cof the
llterature on the phendgsnon of confllct within, between

~ and among organlzatlons 1s presented in thls chapter. As
‘well, a list of tactlcs employed in such tonfllct 1s

RSt developed from the research and dlscusslon of confllct

'Sltuat;ons in organlzatlons. | ‘ : o, .
AN OVERVIEW |

Thomas (1976 889) ‘noted succ1nct1y thatz

Conflict, like power, is one of those fasclnatlng but
frequently abused and misunderstood subjects. Like
- . . .any potent fprcé. conflict generates ambivalence by
M- . virtue -of its ability to do great injury or, ;f
v B *»,harneesed. great good. .

However. Bouldlng (1977:26) said ‘that, although confllct is
pervaexve in soc1ety. the greatest amount of human endeavour :

f~ is not conflictual-} He stateds

-'“f»f”Confllct processes are so spectacular “d visible that |
" ‘we-are apt to overestimate their imporgtance: I would

. be: extremely surprlsed if more than 10% of-human: S

- activity|goes into conflict.  The other 90% . goes 1nto

. -essentially. nonconflictual activities consisting of

= Tproductﬁin, consumptlon, ‘sociability, communication, 1:‘,v S

7. travel,. eatlng and sleeping. teaching and learnlng, sex, S

rggkband so on.. P p _ " R

.»_,,‘
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Therefore, conflict can be v1ewed as an 1ntegral
N facet of human behav1our, but it does not exert a constant
force 1n.shap1ng the maJOrlty of human aqt1v1ty.“JConf11ctf‘
is etceptional hnman.behaviour;and, when examined,,must be
understood as such and should not be exaggerated‘simply
beeause of its visibility; However, the consequences of

confllct are-'such ‘that they are major contrlbutors to the

study of organizations and organlzatlonal‘behav1our. '

Causes of Confl;ct

1

Roethllsberger (1959:127) when addre551ng confllct

1n organlzatlons stated

Management is out of touch with the sentlments of the .

worker.and frequently has to act in ignorance of-these

sentiments; consequently, management practlces often
i ‘colllde with the sentlments of the employees e e

£

, For hlm, a lack of understandlng between management and

-

/“w

worker was the cause of dlsagreements between the two groups.
Ruben (1978 202) clalmed that communlcatlon, or the

N lack of 1t was at the root of confllct. He stated
' ~ s 0™
Probably the most perva81ve view of the relatlonshlp
(between communlcatlon and. confllct) is that .conflict
is, in fact; the direct result of faulty communlcatlon—— o
a mlsunderstandlng or a dlsagreement.l‘-' : :

‘Most confllcts, accordlng to thls v1ew, could ultlmately be |
attrlbuted to problems in communlcatlon.,;hf e |

,;if' f3?‘ Assael (1969:573) 1nd1cated that conflmct@was an

| utgrowth of "functlonal 1nterdependence and the scar01ty of
7Jeresources.” When grougs w1th1n an organlzatlon depend upon

“i"-eaoh other for gbal attainment or product1v1ty, the result
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will be conflict. Also, scarce resources in an organization
cause conflict between competitors for those resources.

Pondy (1969:500), when sgmmarizing Walton's work,
concluded that conflicts in an organization could be
attribyted to jurisdictional boundary ambiguity, a perceived
increase in departmental friction, departmental dependence
or physical obstacles to communication.

Corwin, when studying staff conflicts in 28 public
schools identified five variables which could lead to
conflict. They were:

1. structural differentiation——where conflict was
associated with the degree of organizational differentiation,
staff specialization and the number of levels of authority;

2. participation in the authority structure--where

[

‘conflict was a result of decentralization of decislon-

making;

3.- regulating procedures--where conflici was
related to the degree of organizational control%

4. heterogeneity and stability--where heterogenelty

Oy

of the staff, additions to the staff and the past experience
of the staff were all related 1o COnQéi@?% and

5. interpersonal structure—-wﬁgre“the rate of
informal interaction among a staff was related to the amount
of tension and conflict.
In essence, Corwin found causal relationships between
conflict and organizational structuré:'participation,

regulating procedures, heterogeneity and stability and the
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interpersonal structure.

In sum, ‘these authors indicated that conflict will
occur at those places in an organization where people meetl
and must deal with issues/pg%ated to boundaries of cont¥dl,
interdependence, resouch competition and differences in

approaches to problem solving.

yY

Types of Conflict

Barnard (1938:261-264) indicated that man's onduct
in society is dictated by a set of private moral codes. The
codes are derived from the social environment (political,
religious, economic), the physical environment (biological
properties, phylogenetic history), technological practices’
or habit, education and training. They are gained by
absorption.from‘the environment or negatively by the lack of
concrete experience. He said that some‘of the codes were
superior to others. However, when ". . . codes have
substantially equal va%idity or power in the subject
affected, conflict of-codes'is a serious personal issue.”
(p. 264). Thereforé, for Barnard the type of conflict an
individual experienced was a direct réSult of the specific
codes of behaviour which were puliiﬁg the individual in
different dlrectlons.

However, Argyrls (1957 39) clalmed that.

Confllct generally é\‘aklng. refers to the event which
occurs Wwhen a person is not able to act inga spe01f1c

ysituation. All conflict involves opposite needs being
(f»—-.J/in action (tension) at the game time.

According to Argyris, four types of conflicts arise. He
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describes them as follows: . o

1. when a person de31res to do two things which he
likes equally well but it is possible to do only one;

2. when a person has the choice of doing only. two
thinge neither of which he likes; |

\3. when a person has the choice of doing something
he likes, but runs the risk of punishment; and

L, when a pefson has the alternative choices of
doing something he likes but runs the risk of Epnishmen£.
For Argyris, conflict was merely a matter of choices and/or
the risk of some form of punishment.

More recently, Likert and Likert (1976:8) adopted
the Guetzkow and Gyr categoriiation of organizational
conflict. The first was substantive conflict or "'conflict
rooted in the substance of the task.'® Conflicts which
were, for whatever reason, a manifestation of job related
frustrations they termed substantive. However, affectlve
conflict was "'conflict‘deriving from the emotional.
affective aspeets of the . . .\interpersonallrelations.f"
Fersonality conflicts, or emotionally_sparked conflicts,
were called affective. o A

Coser (1956-45) also identified. two types of
cohflict. Realistic confllct was seen as belng only one
‘of several means’ to an end. "Conflicts whlch arise . from
‘frustratlon .. dlrected at the presumed frustratlng

-obJect . + " he called reallstlc. Whether the COnfllct

*emanated from task .or personallty, if it was the result of

{
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frustration it was labelled realistic conflict. On the
other hand, nonrealistic conflict was an end in itself.

It was motivated ". . . by the need for teiision rélease of
at least one of the participants . . . .” Thig type of
conflict was Often‘é result of the simple lust te‘fight.

" Bernard (1965:454) supported the notion; "Some peoﬁle love
to pit their wits against worthy opponents.”

Pondy (1967:297) identified thfee‘conceptual models
of conflict ". . . to deal with the major classes of
conflict . . . ." They weres: | . |

1. the bargaining model--to deal wifh the interest
groups, both inside and outside the organization, which
compete for scarce resourees:

2. the'bugpaucratic model--to deal with
| disagreementslalong the vertical dimension of the hierafchy:
and

3. the systems model--to deal with disagreements

‘along,the’léterél dimensibn&of.the organization.
Thus three-types of conflict were visualized by Pondy, two of
which would oceur within the orgénization{and one which
woﬁld‘oceur betweeﬁ}the organization-(or its members) and a
dlfferent organlzatlon (or its members) | .

Beck and Betz (1975:59-74) examlned organlzatlonal

h

: confllct ‘in’ schools and named two types of confl;;t. Flrst.l
1ntra stratun conflict was deflned as belng confiict between
"groups or 1nd1v1duals of equal (or approxlmately equal)

power. Second, 1nter stratum’ confllct was confllct between
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gronps or individuals of unequal power. That is, conflicts
within the schools were typed on th% basis of the power
bases within the organization of the confiicting parties.

In sum, it would seem that, with thelexception of
Coser's lust for the fight idea, conflict has been grouped
into two generic.typologies: those which occur within the
organization between organization-menbers, and those which
‘occur betwéen competing organizations.
Dysfunctions of Conflict <

Parsons (1954:54) stated that conflict in an
organization was disruptive, digsociating and dysfunctional
and that organizational conflict was an indicator of
organizational sickness. There was no room in a healthy
system for,conflict. Coser (1956:123-25) also indicated‘that
Roethlisberger; Mayo andLWarner viewed‘conflict-in an
organization as' inherently ‘bad and as a force ". . . des-

troying stability and endangering the structure of American

society e s o0 W | '
| Barnard (1938:4)‘said that organizations could be

described rather than defined. The most important’
characteristic for him was that they were associations of

- cooperative efforts which were conscious. deliberate and
purposeful. He'thought that,actiona‘of individuals were
dictated by overriding codes of behaviour. 'Barnard
(1938:2?1 272) posited that if the codes were disrupted or

in conflict that at least one of the tollowing consequences

\

Yo
G



would results,

. . . either general moral deterioration, beginning
in frustration and indecisiveness; or diminution of-
the general sense of responsibility, manifest in the
tendency to let. decisions hinge on chance, external

and irrelevant deterginants, incidental pressures; . "

or a deliberate withdrawal to a less active condition,
thereby reducing the occasions of conflict; or the
development of an ability to avoid conflicts, known
as "keepin§ out of trouble”. . . or the development
of the ability to construgt. alternative measures

that satisfy immediate desires or requlrements without
violating any codes. _ o

" In sum. it would seem that Barnard saw llttle if any
pos1t1ve aspects to conflict. o
Therefore, for these. early sociologlsts.-confllct
was seen as a disease which, 1f left unchecked. would
i destroy an organlzatlon. Confllct was condemned 3gs being
~dysfunctional in ‘an organlzatlon. . ‘
* Pace and Boren (1973:325), more cgntenporary .
authors; wrote "Ultimately, conflict‘wili serioqsly |
_endanger--even deStroy--groupiproceSS and any‘possibility \

~ of success."” -For them, too, organizational conflict served

., little useful purpose.

However, noteworthy soclal scientists of the 81xt1es
believed.that conflict was not entirely dysfunctlonal in an
organization. In fact "they tended to agree that conflict
! s dysfunctlonal only when objectives are dlsrupted Assae;_
(1969:573) said ", ;li oonfllct ;s destructive-when a lack.“
',oof recognition 0& mutual ob*ectives results .a.la' Pondy

' (1967:310) agreed when he stated that confliot is

Mo we negative and very costly if subunit goals and actions T

-1

0N

Y
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are'blocked I § would_geem that organizational goal
displacement is the prime dysfunction(of organizational
conflict. | ' \
- Although dispiacement of goals by ‘the combatants in
a conflict situation is the single‘most important
‘dysfunction or organizational conflict, other»destructive
effects are noteworthy. | o

Forter, Lawler and Hackman (1975:463) 1dent1f1ed

~ three ". . . negative consequences of excess1ve

'lt.conflict'{ .o ." They were (a) duplication of effort

.(b) w1thholding of 1nformation or'g1v1ng 1nformation. and
(c) poor coordination. All‘three conditions, they said, are
| ",7. . detrimental_to‘thehoverall health of the
organization v ' |
| " Blake, Shepard and Mouton (196k134-39), when

,discu851ng union-management disagreements, clalmed that N

unchecked confllct can ‘lead to total break- down in the

S organization. 1t conflict were allowed to run’ 1ts own

g course. ";i@n.}agreement was pos81ble only through

; rforce Coe ‘" (p. 39) In that situation. (e g., 8 strike)‘

‘*1all productivity would ceaee. and all energiee to both sides

'iwould be directed toward winning the confllct. w"\jr' l o -

Blake and Mouton (1961:93 o4) outlined a somewhat "

1§,a;fdifferent dysfunction of organizational conflict situations.i‘

They suggested that after an intergroup competition. Where

one- side has emersed Victoriousv bOth Er°“PB have a'

r=f~?;;dygfunotional~impaot on ‘the organization. They stated that

.



'>f a dynamic process.

’ 18
~ the winning side becomes "fat and happy,” avoiding work and
seeking play. The loSing gfoup becomes r"u'llen.zamd
splintered." av01ding work and fighting amongst themselves.

In either case, productivity is_reduced.

.Functionsgiz Conflict
Although. according to Van Doorn (1966:111),

"Founding fathers of American sociology did not regard
| conflict as a constructive force" some p081t1ve attributes
are apparent. Argyris (1957: :139) saw- conflict as having both
positive and negative characteristics when he stated
», . . conflict can be. used to build the personality as
~well as to distort or even destroy it."
- Fu ther, Ruben (1978:206)..when discussing
_ communication and conflict. suCCinctly Sald that:
Conflict is not only essential to the growth change
and evolution of systems, but it is, as well, a
~ gystem's primary defense. against stagnation. detachment,
entropy. and . eventual extinction. »
:Conflict for Ruben then.\was seen as a vital force in an
organization. The words growth. evolution and extinction-
:suggest a 1iv1ng. grow1ng organism. Ruben reified
organizations and viewed confliot -as an 1ntegral factor in
Conflict according to Corwin (1969 509). encourages
1 more control., Implicit in his argument is the 1ncrease in
managerial interest in subordinates." S

| Assael (1969:573) indicated thatz
:. . interorganizational conflict is beneficial when
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a more equltable allocation of the balance of power

and economic resources results by the formation of

new countervailing forces and greater balance and

stabrlity within the system.
I1f power and resources in the organization are more equally
distributed, then the conflict has fulfilled a beneficial |
functlon.

Fondy (1967:298) claimed that conflict is ". . . a
key‘vafiable in the feedback loop of an organization . . "
A‘conflict aituatioh should provide an administrator with an
indicatioﬁ of trouble within his organization.

Admihistrative attention should be difectedlfo4conflict
areas ‘with a view to. improving those areas.

Pondy (1967:310) also stated that conflict could
prove valuable to a manager if he wished to create one or
more of the folloéing: . |

1. a confusing situation\within his organization to
cover unstated objectives;

! 2. a dLVer51on among his subordinates so that he
mlght be called in to mediate the dlspute he instigated; or
3. a conflict situatlon with an out -group to-
a‘maintain-of-lncrease the ‘tohesiveness of his 1n—group.
N

: Accordlng to Pondy. then, confllct can be a tool to be used

by a skillful admlnlstrator.

’_iConfllct Managgment
S Porter, Lawler and Hackman (1975:429- ujo) stated

l’-that the two prlme functmons of a 1eader are. dlagnosis and

'lfi execut;on. In both functlons organlzatlonal goals and tasks
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must‘be kept in mind by the leader when planning.how_bést to
use his resoufces. Because excessive organizational confiict
tends to mute goals of thevorganizatﬁon. it behooves an
administrator to develop some skill in the management of
conflict which inevitably will arise in his oréénization.

Recent literature on conflict has indicated that
the situation where one party wins and the other party loses
m&st be avoided. - Frey and’Young (1978:18—21); Main and
Roark (1975:754-759) and Bethel and others (1978:22-2?)
said_thatlface;to face confrontation, accompanied by a
‘significanf third party, is an acceptable approach to
resolving coriflict. Talking out the problem to reach
'é mutually acceptable solution is the basis behind the
ﬁefhod, ' | |

Porter, Lawler and Hackman (1975:464-466) outlined
three ma jor approaches to the resolution of conflict. They
weré:

1. process consultation——ah‘expert consultant 1is
called in to referee meetings of the opponents;
| 2. laboratory exercises--a series of exercises ié.
‘given to both partieé so that they can learn how they areh
| mlspercelving the other group; and |

3. structu,al changes:;g\reorganlzatlon of the

. . /' . o
structure in order to\minimize areas of conflict and maximize

areas of agreement.

» " Porter, Lawler an Hackman (1975:466-467) outllned

the Blake,and-Mouton (1964 1969)>approach to conflict
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must be kept in mind by the leader when plannlng how best to
use his resources. Because excessive organizational confllct
tends to muté goals of the organizatﬁon. it behooves an
administrator to develop some skill in the management of
conflict which inevitably will arise in his oréonization.

Recent literature on conflict has indicated that
“the situation where one party wins and the other party loses
most be avoided. - Frey and)Young (1978:18—21); Main ‘and
Roark (1975:754-759) and Bethel and others (1978:22-27)
said_thatlface;to face confrontation, accompanied by a
‘significant third party, is an acceptable approach to
resolving coriflict. Talking out the problem to reach
'o mutually acceptable solution is the basis behind the
hethod, ' | |

Porter, Lawler and Hackman (1975:464-466) outlined
three ma jor approaches to the resolution of conflict. They
weré:

1. process consultation——ah‘expert consultant 1is
called in to referee meetings of the opponents;

2. laboratory exercises--a series of exercises ié.
‘given to both partieé so that they can learn how they areh
- mlspercelving the other group; and |

3. structu,al changes:;g\reorganlzatlon of the

. . f . "
structure in order to\minimize areas of conflict and maximize

areas of agreement.

. Porter. Lawler an Hackman (1975:466-467) outllned

the Blake and Mouton (1964 1969) approach to confllct
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person is a member and eriables the different groups
to reach compatlble golutions to the problems dealt
with.
These linking pins, according to Likert and Likert, could be
placed in either the lateral or gertical’strgctdre of ‘the

‘onganizational hierarchy,"

A Model
Fondy (1967:296-320) pfpVided a model (Figure 2.2)
for .understanding thg,dynamice of conflict. He indicated
that there were five stages in the development of a
conflict. They were latent confllct perceived conflict,
felt confllct. manifest conflict and ‘conflict aftermath.
Each conflict 'in an organlzatlon is a result of an
outcome, or aftermalh. of a previous confllct. The result

of the prev1ous conflict was unsatlsfactory to at least one

;nfllct actors. ﬂhat glves rise to .a serles of-

“ich at some later date results in another conflict

Fe dealt with below. \

_fiLatent‘conflict detelops beeause of competition for-
’e reeodrEes:(e e - high'echool departments looking to
;ase thelr budgets), drlves for 1nd1v1dual autonOmy

'}. decentrallzatlon of dec181on maklng in a Schcol). or -
Ergence of 1nd1V1dual and organlzatlonal goaLs \
1¥., dlsagreement between admlnlstratlon and staff of' a

vl?iver curriculum changes) Laten confllct is present

;in some Iorm or another in ‘every organl atlon to some degree..

Perceived confllct exlsts when 1ndiv1d als develop
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an-extfaordinary gensitivity about an aspect of latent
| conflict. For eXample. a high school department head has to
compete every year for budget considerations, but in a year
of restraint he probably'becoﬁes aware of, or perceives, a

potential conflict when budget time comes.

Preceding Aftermath

4 | « f

- Environmental
Lat?nt Conflict] « Effects

It

Organizational Suppression
and Extra .| _, Felt. |¢—|Perceived|, _ and

Organizational Conflict|—»|Conflict Attention-focus
Tensions ' , B Méchanism

— — Avallablllty of
Strategic .- | Manifest Conflict Resolution

Considerations Conflict |4 Mechanisms

;s

A ‘Cbnflict.Affermaih

1

i . : : . PN R
f ) - s

' Flgure 2. 2 Pondy s Model of Confllct

y Felt confllct is when percelved confllct"becbmes -

'3ff€§eﬁéonalized;v If the-department Head- sees that. the budget
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problem will become a reality, and that he will be involved,
he feels the impending'conflict; HoWever, at this,stage he
may not feel particularly tense or: anx1ous about the issue.

| Manifest conflict is characterlzed by aggressive

‘behaviouyr on the part of the actors. It is ". . . that.
behaviour which in the mind of the actor, frustrates the 7
goals of at leaet some of the other participents;" (p. 304).

. For the department head; it may well be the budget meetings
where the manifest conflict takes place.

T Finally, Eondy said each conflict has an aftermath.
If the conflict is resolved to the eatisfaction of all
participapts, the individuals will (a) retire happy, or'

(b) focus on latent conflicts not previously seen or dealt
with. Oh,the ather hand, if the conflict is suppresseo;

but not resolved, other1latent.conflicts will be aggravated

" and an explosion will result

For Pondy, the, 1nterfaces between percelved and o
manffest conflict,‘and felt and manifest conflict are the
points where conflict resolution skills must be brought_
einto‘play He also Sald that:

<. .2 conflict episOQe can be thought of as a gradual
escalation to a state of disorder. . . . This’'does not
mean that every conflict episode necessarlly passes .
through every stage to. open aggres31on. (p. 299)

'That is, although the process is gradual and is llkely to
‘end in aggres31on 1f left unchecked, the culmination in ,

>

i';kaggress1on need not be 1neV1table.

L In sum.,the model suggests that conflicts originate ;

f;;é p;;$\i?i

»




25
with other conflicts, they are dynamic, the process is
gradual, conflicts end in aggression if left unchecked.
Outside factors (such as environment and strategic
considerations) can affect conflicts at various stages of

the episodes.

LITERATURE REGARDING TACTICS

The balance of this chapter is devoted to reviewing
literature from which a list of tactics was derived.

Handy (1976:232-235) suggested six tactics "used by
conflicting parties” to achieve closure of tﬁe episode.

They are listed and discussed below.

Information Control
The control of information is related directly to
the notion that information i1s power. Refusal to distribute
"confidential” or "restricted"” information, highly technical
(not understandable) information and hoarding of information
are all examples of controlling information.
Implicit in the notion is that one of the antagonists
realizes he is controlling information. He pgrpgéifully.
‘either.overtly or covertly, controls the informatidn in any
of a numbef of ways. The combatant may overload his opponent
with information, restrict the information, or merely
present information in a manner which is beneficial to
_him. In any event, information control has as a basic

&

premise.the fact that the individual knowingly

N2



manipulates information. 7

Information Distortion

On the other hand, information distortion may or
may not be deliberate on the part of the‘partiqipﬁnt.
‘Deliberate }nformation distortion might take the
form of converting }eal numbers to percentages. For éxample,
if a populatlon is three, and two of the three think in a
particular way, it is one thlng to state that an
overwhelming majority of 67 percent agreed on an issue and
an entirely different thing to say thatAa full.l/j of the -
population bitterly opposed the‘iséUe. Alfhough‘both
statements are true, the information presented gives two .
differen{ perspectives abo@t thevsamelidea; | |
However, the dlstortlon may not be dellberate
Handy (1976:233) sald. "The perceptual bias that goeb with’
any role ¢an lead té distortion of information,” That is,.
the perspective of the administrator would, by virfue of
hﬁﬁ position, be dlfferent from that of his’ combabant
In“any case.“the distortion of 1nformat10n, whether
intended or not, is a tactic whigh may‘be used in

educational administration conflict.

Information Channels

Controlllng "who gets whg& 1nformat10n when” is.a
tactic suggested by Handy. Informal communlcatlon llnks.
community cliques and dlssemlnatlon of 1nformatlon to

selected 1nd1v1duals are all means of channelllng 1mportant
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information. |

Frohock (1979:50), when discussing decision-making,
alluded to the importance of inmformation channels. He
stated that fInfogmation is typically ihgdequate because of
(a) acquisitién problems and (b)‘knowledge problems.” If,
as Frohock argued. acquiring information is problematic,
then it follows that if one can control the opponent's
actess to information one can increase the other's N
uncertainty and make his position less secure.

Further, Hoy and Miskel (1978:60), quoting Chﬁrleé
Page, indicated that in the informal organization "As

\

‘communication vehicle, the grapevVine often provides L
efficient machinery.” In orther words, controlling the \
unofficial communication vehicle would be an advantage to

an antagonist, a tactic to be used if necessary.

"Rules and Regulations.

'The use, or imposition, of official rules and
regulations can also bé regarded as a tactic. Typically
thqée rules and fegulgtibhs originate in either statute or
school board policy .statements.

;,Handy (p. 233) said that those who ". . . feel their
influence negiecfed will‘seek to impose Tules, regulations
and official requirémehts . . .7 on other groups or
’inaividuals as a téctic in conflict. Official organ}zational
'ndfms’can be imboséd by one party upon another in order to

further the espoused ideal.
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| Perrow (1979:27) stated that ". . . rules are the
basis of self-protection, predictability; and autonomy for
the units in an organization." Following Perrow and handy
it would seem logical that the imposition or development of

‘rules and regulations could be used in a conflict as a

tactic.

Control of Rewards

Handy recognized manipulation of rewards to further
the cause of the antagonist as a tactic in an organizational
conflict. . |

Baldridge (1971:191-192) clearly indicated that
~egducational systems were political systems. In addition,

A Kelley (1968:62-63) said that in a political system there is
a procedure to "control rewards” to effect a particular
distribution of values. Therefore, the control of rewards
was proposed as é tactic thch might ha&e'been used by the

educational administrators in this study.

A

Denigration

Denigration, casting aspersions or tale-telling
regarding the other antagonist is a common tactic used in
conflict. Flaws in the ‘arguments, character or personaiity

of the opposition are isolated and dwelt upon at some length.

Others
All the above tactics ou}lined by Handy appear
plausible. However, other tactics were not addressed by

Handy .
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Coalition Formation

As indicated earlier, educational systems are
political systems. Housego (1971:45) said:
. + « the study of politics must take into account the
following two assimptions:
1. that each person seeks to have his own way in
life; and
2. that men are bound to live together in groups.
Further, Brown (1973:5) posited:
A fundamental political activity which may be observed
in a wide variety of settings is the formation of
some formal or informal groups designed to control some
decision of general interest. This activity is
commonly referred to as the process of forming
coalitions.
As well, Goennings and others (1970:7) indicated that
"Coalitions are seen aé events in a process.” Assuming
that educational systems are political, people seek their
own wéy. and coalition formation is a fundamental event in
a process, it would seem reasonable that educational
administrators would use coalition formation as a tactic

in a conflict. Therefore, ‘the formation of coalitions was

proposed as a tactic in this investigation.

Wlthdrawal

Second a number of researchers including Thomas
(1976:922) and Stepsis (1974:143), have documented total
avoidﬁnce or withdrawal from a g¢gonflict as being
characteristic of some ahtagonisfs. Refusal to participate
at some stage of aﬁkepisodé’can be implied as being a

strategy employed by an antagonist.
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Appearing to lose

30

Finally, Feters (1955:97)-documented a collective
bargaining tactic often used by profeséional negotiators.
‘That tactic is allowing‘the other party to win or appear
to win in order to further one's own end and hasten |
closure. It would seem'regéonable that the tactic of
appearing»po lose would be used by administrators involved

in conflict.
SUMMARY

This chapter provided an overview of the phenomenon
of conflict as well as a model of the dynamics of the
process of conflict. Further, a 1ist of tactics employed

by combatants in a conflict was developed from the .r

literature. The list includeds .
1. information control
2. information distortion
. information channels

. rules and regulations

3

L

5. control of rewardé‘

6. denigration

7. ¢oélition fdrmation 

8. withdrawal . o "‘ ]
9. appearing to lose:

In the balance of the thesis-theée'tactics are‘exploréd in

light.of the data collected.

-



Chapter
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RESEARCH PROCEDURE

This chapter contains a description of the research

de51gn, the data source. and the methodology.
- RESEARCH DESIGN

Selltiz and others (1951:50) stated that the
purposes of research fell into four broad grouplngs One .
purpose, called formulative or exploratory, was ". . . to
gain familiarity with a phenomenon or to achieve new
insights into it . . .” They also said that ". . . the
major emphasis is on discovery of ideas and insighfs e W
- and "Therefore, the research design must be flexible enough
-to'permit the consideration'of many different aspects of a
'iphenomenon." The nature of this study would allow it to be
typed as a formulatlve Qf exploratory study as outllned by
' Selltlz and others. The data for this study were collected
by in-depth personal interviews?using Flanagan's critical x
incident research technlque. |

When descrlblng the technlque. Flanagan , (1954 : 32?)

‘ pplnted out that

The critlcal incident technique con31sts of a set of
‘procedures for collecting direct observatlo%s of '
human behavior in such a way as to facilitate their
potentlal usefulness in solv1ng practlcal problems

oy 31
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and developing broad psychological principles. The
critical incident technique outlines procedures for
collecting observed incidents having special '
significance. and meeting systematically defined
criteria.

Flanagan -(1954:327) explained the words "incident” and
"ecritical.” |

By an incident is meant any observable human activity
phat'iS‘sufficiently complete in itself to permit
inferences and predictions to be made about the person
performing the act. To be critical, an incident must
occur in a situation where the purpose or intent of the
act seems fairly clear to the observer and where its
consequences are sufficiently definite to the observer
to leave little doubt conterning its effects.

"Since Flanagan deVeloped-the technique many
researchers have_successfully used ‘the procedure in a
variety of diséiplines suéh as physical educéfion.
psycholégy and clinical psychology. 'DaiA}é (1979)..
Lowenbérg (1979) and Erlandson‘(19?9) all used the method.

Dunnetfe (1966:79—80) outlined féur criteria upo;
which he said all critical incident research must be based.
They were related to the identificatidn of the following
information about the incident: |

. 1. the facts leading up to the incident;
» 2. -what exaCtly the\personlbeiné interviewed did-
'in the incident; ' | |
| ’  3,' what the'coﬁsequencég of the critical behavior
Qérer and - | _

4. whether the consequences were within the control
of the individual. | ’

' Dunnette indicatéd-that the data wefe géthereq in "sfpry or
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i anecdote" form. |
| " 'Dunnette (1966:80) also supported the procedure in
glowing térms. i f

It (critical incident technique) is a brilliant

search technique--startlingly simple in conception,

.yet fulfilling perfectly the behavioral description

requirements of our definition of Job analysis.

The collection of the data for thii study was
couched in the principlés outlined by Flanagan and the
criteria described by Dunnette. Each administrator was
asked to recall a conflict and to describe in detail the
facts.leéding up to the episode, the cénflici itself, the
time frame of the conflict, the number of individuals
involved and other pertinent information. As each related
conflict evolved, the reéearcher noted theitactics the
Director or Superintendent employed in the confliét and
. their ffequency in the episode. At the close of the
interview; each respondent was given the opportunity to

" peruse the results and make comments on the researcher’'s

categorization of the tactics.
Y
DATA S%URCE

The data for this study were obtained from
Direqtofs_and'Superintendents of Education in Saskatchewan.
There were 87 subh positions in that province in 1980.
'_TWenty4f6ur were randomly selected and the administrators
hbiding thosekbositions were intervieWed.. This number

fepfesentéd 27.6 percent of the total population.
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The data were gathered and analyzed in blocks of
five interviews. After four sucﬁ blocks, no new information
was forthcoming frém the data. Therefore, an additional
four interviews were conducted as a check against the
first twenty. No new data caﬁe from the final four

interviews and the collection ended at that point. The#

researcher was willing to conduct more interviews but there
|

was no apparent need and the data collection terminated
after the twenty-fourth interview.
METHODOLOGY »&i'

!
Prior to the collection of data for this study.
three pilot interviews were done with students to sharpen
the researcher's interview skills as well as to determine
whether distinct tactics c;uld be diséovered. Also, the
test interviews helped in the developﬁént of the research
technique and in the development of the'data recording sheet.
During the course of the cbllection of the data for
the study all of the 24 respondents except one agreed to
ha#e the.interview recorded. 'They were asked to describe
in detail a éonflict episode in which they were involved,-
and each described an incident where he was one of ‘the
participants; The interview was unstructured at that phage
‘except for questions asked by the researcher for
clarification. At the end of the episode description the
tactics mentioned by the respondent were¥further explored.

The circumstances surrounding the tactics, the short and
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long-term effects of the tactics, as well as reactidns'

of the actors to the tactics were discussed with the
respondent. Thus, each tactic was noted and its importance
to the episode documented.

When all the data had been collected, the interviews
were transcribed‘by the'wfiter. A short scenario, which
included the basic facts_of the confict, the tactics noted
and‘tge outcome of the incident, was written for each
episode. The two were added to the data sheet to form a

unit of information for each respondent.

Reliability

The question of reliability of data in any research
project is préblematlc - Fox (1969:352) indicated-that
rellablllty&is‘". . . the ba81c attribute which every
pchedure must poséess.” On the other hand, Chassan
(1979:265) stated that "It is apparent that reliability is
a relative matter and that the preference for one instrument
over another insofar as reiiability is concerned is a
matter of degree.” Establishing reliability of
categorlzatlon of verbal data seems particularly difficult.

However, Gottschalk (1979 120, 54%‘813) employed
three reliability tests, naiely test-retest, odd-even and
interrater,kin,org,r to determine a,satisfaétory procedﬁre
for ascertaining reliability of verbal data. He found .
(p: 120) that "Rellablllty studles revealed satisfactory

interrater and 1ntrarater co Zefficients of reliability.”
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Therefore, it was decided to use an interrater method to

determjma. the reliability of the coding in this study.
ghalk (1979:813) stated that in the interrater
}edgeable, competent-individuals were given

\1eerpts of written verbal samples . . ." and
ergorize the data according to a pre-determined
The results of the coding were then checked
'he results previously coded by the researcher. He
,6rrelation of .8 was good.
f For\this study, two individuals were given a set of
ements from the deta which represented most tactic
jes. As well, each was supplied with a list of the
’7_ w1us a brief description of each as outlined in
Chapter 2. The 1nd1v1duals were asked to match the tactic
V:JWith the tactic descriptions. The first person's
tacticé agreed with 12 of the is as coded by
AQVer;“the.second agreed with i3 of the 15. Therefore,

it would seem that the categorization of the tactics by the

. researcher was reliable.

Validity

To insure accuracy of the transcription, the scenario
and the data sheet fiwe-individuals in thelDepartment of
Educational Admlnlstratlon were given the data units, along
:W1th the appropriate tape, to check the researcher ) work.

No dlscrepanc1es were dlscovered.

 As well three of- the units of data were pulled at
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random from the file and copies sent to the respondents who
had volunteered the information. Each was asked to check the
data for accuracy of transcription (as best he could
remember)”§§ well as accuracy of fact. All of the

respondents agreed that both facts and transcripts were

accurate.

Agalysis of Data
The technique used to anélyze ‘the verbal data for
this thesis was content analysis described by Fox (1969:6465.
He defined the process:
Content analysis is defined as a procedure for the

categorization of verbal or behavioral data, for the
purposes of classification, summarization and

tabulation. It is an intriguing process . . . in which
. O - . -

the researcher plays.a strong individual and creative

role.

The process is by no means new or innovative. George
(1959:11) and Fox (1969:647) both indicated that the

analysis of verbal data was often used during World War II
: . 1.4

when analysts were éxamining speeches and propaganda
literature which emanated from Russia and Germany.

George (1959:8-9) indicatéd that this kind of

analysis was used to designate:

1. The preliminary reading of communications
materials for purposes of hypothesis formation and the
discovery of new relationships as against systematic
content analysis for purposes .of testing hypotheses.

2. An impressionistic procedure for making
observations about comtent characteristics as against a
systematic procedure for obtaining precise, objective,
and reliable data.

3. Dichotomous attributes (i.e., attributes:which
can be predicted only as belonging or not belonging
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to an object) as against attributes which permit
exact measurement (i.e., the true quantitative variable)
or rank ordering. : -
4, A flexible procedure for making content-
descriptive observations, or coding judgments as against
a rigid procedure for doing the same. g
As stated previously, content analysis outlined by George
(1959:10-11) was used in this study. That is, ". . . the
nonfrequency approach utilizes the mere occurrence or

4

nonoccurrence of attributes (as against thelr frequency
distributions) for the purposes of inference.” (Géorge;
p.11). Stated another Way, in this study the frequency with
which a respondent used a tactic was .not important; what was
important was whether or not he did in fact employ the
tacﬁic}
Also, the selection of appropriate categories to
reflect the nature of the study is of vital importance.
Simon (1978:214) said:
The mosf important decision in content analysis involves
the choices of categories which most accurately
represent the ideas of concepts you want to measure.

To that end, the list of tactics developed in Chapter 2

was a starting point for the data analys$is.

Finally, Fox (1969:6?8—6?9) cautioned researchers
using content analysis to develop a é%de[ or a set of
categories, before attempting to analyzesthe data. lHowevér,

the researcher must be sensitive to the cregﬁton of new
categories. If such a category is discovered, all
. ’_ “

previously examinedvinformation must be rechecked for the

possible existence of the new cafegory in the old data.

—



That requirement was met in thils study. New tactics were
found and all preceding data were re-examlined for eviderce

of the new tactic.

SU&MAHY

In Chapter 3, lhe research deslgn, the source of
data, the methodology and the datla analysis tfor the
investlgation were outlined. As well, the questions of
validity and reliability were addressed. The data were
collected using the critical ircldent research technigue;
they were examined by the use oi content analysis.

The limitations of critical incident research must
be recognized in a study of this type. Flrst, rellability
is difficult to check. The cholce of the incident 1s up to
| the respondent and this will Influence the type of
information. lerhaps most Ilmpoitant 1s the fact that
in this kind of study the researcher 1s vital as he or she
interpretls the déta and makes meaning of the findings, more

so than in survey research.



Chapter 4

FRESENTATION AND ANALYSIS OF DATA

\
1n this chapter the data are examined witlh the view

to addressing the major problem of the study which &as the
idenfification and examination of tactics employed by
educational administrators when dealing with organizational
conflict. Further, all of the sub-problems, as well as the
ancillary problem, posed 1in Chapter 1 are explored.

In accordance with Flaﬂagan's critical incildent
research technigue, each adminlstrator was asked to describe
i detail a conflict in which he had been an active
participamt. ltarticular emphasis was given to the things
he did which led to the resolution of the conflict eplsode.
These tactics were noted and categorized according to the
nine categories outlined in Chapter 2. Furthermore, four
additional new categories were created from the interview
data.

Some respondents saild that they had attempted to
"buy tiﬁe" when they were involved in a conflict. It was
apparent that this buying of time process was a tactic.
Therefore, "stalling for time" was created as a tactic.

As well, some respondents indicated that they had

deliberately made efforts to destroy their opponent's

Lo
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support. The administrators did not seem particularly
worried whether or not they received that support, as long
as the other participant did not. That process was called
"coalition destruction” and appears as a tactic in the
balance of this document.

A few of the Directors reported attempts to
manlpulate the physical setting of a conflict. By
influencing the enviromment within which the episode took
place they hoped to control the conflict. That procedure
was labelled "environment control."

The last, new category which was created was

“"nalvete.” (One respondent used the tactic exclusively.
He was new to the position and he simply played dumb
throughout the entire conflict episode.

The reader is cautioned that, due to the sensitive
nature of some of the data, some of the verbatim quotes
which follow were disgulsed to protect the anonymity of the
respondent. Although the substance of the data remains
accurale and consistent, some facts were altered. This
alteration was accomplished in two ways. First, references
to specific times, dates or places were deleted from the
text. Second, the researcher changed the gender of some of
the people referred to by the respondent.

The reader is further forewarned that although 24
interviews were conducted and analy;ed. the verbatim quotes
following were taken from only 1€ interviews. Two of the

interviews could not be directly used because of the



L2
substance of the described episode. Also, some respondents
used more tactics and therefore, they are gquoted more
frequently.

In order to give the reader a more intimate
understanding of the interviews, four of them (respondents
2.4,19 and 22) are found in Appendix A (p- 150). The
interviews are given verbatim except for extraneous verbage.
Those four were chosen because each involved numerous
tactics, each was relatively short, tlhe anecdotes were
interesting and they are typical of the balance of the
interviews.

Finally, the sensitive nature of some of the
interviews would not allow the researcher to develop fully
each tactic for each respondent. Also, two of the interviews
were not taped ( respondent J because of a technical problem
and respondent 20 because the Director refused) and the

writer made on-the-spot categorizations.

Respondent #1

Age 38 years
Total experience ‘ 13 years
Fresent job experilence 5 years
Training 6 years

The scenario. The administrator was in conflict

with a teacher over a recess-noon hour supervision schedule.
The teacher had a history of being rather polemic with"

school administration and the Director was in the position
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where he was forced to become a pafty in the conflict.

The teacher had defied the school principal
regarding the supervision schedule and had refused RS meet
the principal to discuss the matter. He had had similar
trouble with the teacher before and became determined to
do something about the teacher.

The Director informed several ‘rustees of the
situation and received support for the proposed termination
of contract with the teacher. He tnen phoned the principal
and told him briefly of his intentions and indicated to him
that he would be at the school thgflday to meet with the
teacher. He also told the principal not to tell the
teacher he was comlng.

Subsequently, he arrived at the school, met with the
teacher and accepted her resignation. Although the teacher
was "a thorn in the side of the administration”, she was a
competent teacher. GSome opposition to his actions was
encountered from the staff. However, the Director and the
school principal were able to counteract the ramifications

\
l

by "workiég very hard with the staff."” ‘ \

The tactics. Information control was an obvious

tactic employed by this administrator. He arranged the final
meeting with the teacher without her knowledée, yet trustees
and the principal were aware of it. At the meeting he/\\
recounted her past performanceAindicating'that although

she was competent she was a disruption; her strengths were

\
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not emphasized as much as were her weaknesses.

Furthermore, the Director used rules and regulations
to advance his cause. He used his legal aut?ority to
supervise and evaluate professional staff toggarner the
resignation from the teacher. —

Finally, by checking his proposed actions with
trustees, he was fofming a coalition against the teacher.
Also, by working very hard with the staff after the
termination he guaranteed a united front against any more
disruption from the teacher.

The tactics used in this incident were -

(a) information control, (b) rules and regulations, and

(c) coalition formation.

Respondent #2
Age 36 years
Total experience 14 years
Present job experience 4 years
Training 6 years

]

The scenario. The Saskatchewan School Trustees |

Association saw d set of resource materials as being ¥
unsuitable for SqSkatchewan schools on the grounds that they
were “questionabl¥ resource materials”, and stated so in a
memo to all school boards in the province. The Director
'was asked to investigate the matter and he found nothing
_objectionable-about the materials. Workshops and inservibe

sessions were o%ganized to help teachers use the. series.
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However, a pressure group within the community,
headed by a clergyman, made representation to the board,
while the Director was on holidays, urging the board to
reconsider the materials and withdraw them from the schools.
At the first board meeting after the Director returned from

holidays, a motion was passed‘requesting the Director to

. collect all the materials and return them to their source.

rs

Although the Director argued against the motion, it was
passed and the Director complied with the substance of the

directive.

The tactics. Information control as a tactic was

evident in this episodé. The administrator, after being
directed by his board to withdraw the materials, merely gave
each trustee a set of materials to read.. He made them
responsible for reading the materials and then judging the
worthiness, knowing full well that the trustees would not
read the information.

The distoftion of information was also present. When
trying to explain the situation to his principals, the
Director indicated clearly that he did not report factually
to the principals.

Tpe Director also used a speéific information ‘channel
as a tactic. He believed his main antagonist in the conflict
to be a non-trustee élergyman. conséqgently he chose to

"approach it ffom an educational philosophical angle.” He

deliberately decided to use a perspective entirely different
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in the presentation of'his’information. o

Denigration was also evident as é“tactic. At the
confrontation meeting with his board he told them, guite
directly, that he believed that they weré operating-from a
narrow and a shallow point of view; clearly evidence of
denigration. |

The administrator also used coalition formation as a
tactic when he talked privately to the trustees. Although
~he felt tgey were on his side he could not win them over
completely because his opposition had more clout.
Nevertheless, coalition formation was used as a tactic.

This interview yielded‘eVidence of the following
tactics (a) information control, (b) information distortion,

(c) information channels, (d) denigration, and (e) coalition

formation.

Resgondent ﬁg

Age i 55 years
Total experience 34 years
Fresent job experience 16 years
Training 5 years

The scenario. In this instance, the administrator

was in conflict with the district board of trustees over a
school closure. The division board of education sent the

Director to a meeting to inform the local board and electors

that the school would not be operating the next school year.
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The tactics. The only tactic used by this

administrator was the imposition of rules and regulations.
His employing board gave him a directive and he fulfilled

the mandate as best he colld.

Respondent #4

Age 50 years
Total experience 29 years -

. fresent job experience 10 years ’
Training 7 years

- The scenario. The Director, after a confrontation

meeting with two principals, asked for the resignation of
one of them. Fkve years previous. the Director had triea to
"get” the principal but had failed due to lack of local
support. A new trustee was elected and he was "horrified
at this ineptness” on the part of the principal. The reasor
for the demotion of the principal was genéral poor
administrative skill. Failure to fill forms, leaving school
during school hours without permission, being late to school,
and poorn relations With trustees all were viewed as part of
the ineffectiveness of the principal. .
At fhe conffontation meeting the Director made it
clear to the principals that he was withdrawing support for
them and that if things would go wrong in the future they
copld expect no help from him. Shortly after the meeting,
the Director, afler receiving a series of complaints from his

!

board and the community, requested and received the one
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principal’'s resignation. .
™
Although the principal was a relatively young man, he
stepped down from the principalship. All parties concerned

are satisfied with the present arrangement.

The tactics. In this episode the administrator

controlled information in a number of ways. First, the
meetings with the two principals was an attempt by the
Director to elicit different administrative behaviour from
the principals. Also, writing letters to chastise the one
principal can be viewed as infcrmation control. As

well, the director witheld information regarding the actual
resignation from the board and from others and that
constitutes control of information.

The Director also found %t necessary to be selectlve
about how information was given to the district board of
trustees. He felt compelled to attend the meetings of the
local board to ensure that the trustees were getting the
kind of information he felt they should be getting.

The imgosition of rules and regulations as a tactic
is obvious. The meeting with the principals where they "let
it all hang out” and where he said he was "through supporting”
them was evidence of rules and regulations. Further, when
the Director simply asked the principal for the resignation,
he was using the legal authority vested in him.

The use of denigration as~é<iactic was evident when

the administrator "called him one of the most ineffective
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administrators he had encountered.” 1t was a deliberate
move by the director to belittle the principal. 5

Finally, the formation of coalitions was also
evident in this interview. The Director asked his assistgnt
into meetings with the two principals ir order to even the
odds and make the situation "two on two rather than one on
two.” Also, the a}liance betwegn the new sub-division
trustee (who was "horrified at this ineptness”) and the
Director supports the coalition formation notion.

In sum, interview #4 contained the tactics of
(a) information control, (b) information channels: (c) rules

and regulations, (d) denigration, and (e) coalition

formation.

Respondent #5

Age 36 years
Total experience 13 years
Present‘job experience 2 years ,
Training 7 years

The scenario. The administrator, in this case, was

faced with a jurisdiction-wide staff reduction due to
declining enrolments. He had done a good deal of preparatory
work and the policy was being implemented smoothly. A motion
was passed at a division board meeting to terminate a
teacher's contraét in one of the schools, due to redundancy.

The Director, armed with the formal motion, informed

the local board, the teacher and the school principal.
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Although the redundant teacher was "a pillar of the
community”, there was very little initial negative feedback
from any of the concerned parties.

However, at the next division board meeting, the
sub-division trustee frombthe area where the redundahcy had
occurred, made a motion to rescind the original motion. The

'eDifector was surprised by the change of heart, and the
conflict which ensued resulted in the discussing’of the
rescind motion. The motion was tabled, but finally, two

months later, it was passed.

" The tactics. At the meeting the administrator

became very angry and he used denigration as a tactic. lie
told his board very pointedly that he was not happy with the
préposed reversal. He said that it cast his credibility as
the chief executive officer in doubt. He also told the
trustee in question that this change of heart was typical of
that community and that he had incorrectly thought thé

trustee had more fortitude than he was displaying. He
N v ¥“,

further said that there had better not be any more surprises
of this nature because he was prepared to be less than honest
with them in;)h@ future when déaling with sensitive issues
such as redundancy.

Another Yactic employed by the Direbtpr was the
imposition of rules and regulations. When the conflict was
taking place he said to the board that he could have handled

ation differently, but the official motion armed him
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to handle the situation the way he did. However, he said he
would be conducting himself according to the guidelines of
duties of directors as outlined in provincial legislation.
He would éo no further than the requirements stipulated.

| The two tactics this administrator employed were

(a) denigration and (b) rules and regulations.

Respondent #6

Age 39 years
Total experience 16 years
Iresent job experience 5 years
Training 7 years '

The scenario. Because of a late resignation, the

Director was forced to hire a teacher for an
administrative position who was not trained for eilther the
position or the teaching load which went with it. The
teacher experienced difficulty‘handling the subject load,
but was successful and popular in his administrative position.
However. the division board and the principals held
a joint meeting in the spring of the year and the impression
that thé teaéher-principal left with the trgftees was quite
negative. Subsequently, and in light of the poor classroom

o

pefformance of the;individuél, the board terminated his
‘contract.

The staff of the school, on the other hand, felt the

termlnatlon was unJust and made its feelings known to the

division board by way of a petltlon whlch called for the

N\
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reinstatement of the principal.

In the meantime, a position on the same school staff,

which was more suited to the person's background, became
available. Therefore, a compromise was reached and the

teacher was offered the vacant pOSitiOn.‘

The tactios. The tactic of information control was
evident in thiéjinterview. The Director was aware of the
pending resignation of the teacher from the position which
was more suited to the individual. He did not share that
knowledge with either the board or the teacher-principal.
The person who was golng to reeign had some personal |
problems which required attention and he weg anxious that
his resignation not become an issue. TheADireefor kept the
information to himself until such time as 1t became
expedient to use it. He probably should have shared the
“knowledge sooner, but he did not choose to do so.

Selecting information channels was another tactic
used by this Director. When the teacher-prineipal protested

the termination the Director encouraged the teacher-

pr1n01pal to dlSChSS the matter with the board at a board

N

been refused a hearlng, the Director encouraged the. meetlng
Thus, rather than the Director actlng as an 1nterpreter for

board and teacher, he set up the direct meetlng.
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The imposition of rules and regulations was also
used as a tactic. The Director wrote an official evaluation
report on the teacher which was negative. That report,
coupled with the disastrous board-adminlstration meeting,
assured the motion to terminate.

Finally, the Director employed the tactic of
denigration. In the interview he sald, "1 told him he had
a rotten personality.” Clearly it was denlgration of the
opponent.

In thlis eplsode there wan evidence ol the fovr
tactics of (a) information control, (b) information channels,

(¢) rules and regulations, and (d) denigration.

Keuspondent f7

Age L1 years
Total experience JOoyears
I'resent jJob experlence 8 years
Training 7 o yeals

The scenario. In this case, lhe adninistrator was
in conflict with a district board of trustees regarding the
establishment of school policies and procedures. A new
principal wanted to make changes in the scheduling of events
in the school:'%ut the local board stonewalled hls 1ldeas and

would not formally support the changes. The principal

appealed to the Director and convinced him to support the

SR SN

'Jprobosed changes. The Director, who had for some time

believed that the local board had had too much influence 1in
[a
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professional matters, decided he would confront the district
board on the 1ssue.

A meeting, with local board., teachers, 1two division
board. trustees, principal, Director and students in
attendance, was held. The upshot of that meeting was

ma jority support for the Director.

The tactics. The Director said that his tactics
were simple and straightforward. Initlally, he formed
coalitions in the community, the school and P the division
board. Then, about two months later, he asked those allles
to a meeting. ‘

At that meeting he used env?;onment control as a
tactic. He placed his best communilly ally dicectly acroess
the table from the chairman of the district beard of
trustees. Furthermore, he arranged for a virtual gallery of
people to sit behind him and his supporters at the mefting.

1n summation, this Director used the tactics of

(a) coalition formation and (b) environment control.

Respondent #8

Age 47 years
Total experience 29 years
Fresent job experience 9 years
Training 6 years

The scenario. In this episode the divisional school

board in question experienced a large turn-over of



trustees. Those new trustees felt that scme policy changes
were in order regarding the large centralized high scheol 1n
the division. The administrator was in ?anlict with the
board over those propoesed willateral changes.

At the outset of the conflict., the Director was able
to slow the policy development process down 1o the poilnt
where he was able tc gailn some support for bis point of view.
After a series of maneuvers, a selt of policles was developed

which was satisfactory for all concerned.

The tactics. The Director. upon first becomlng
aware of the intentions of the new beard, was. in his words.
able to buy some time. He successtully used the tactic of
stalling for time.

The second tactic he employed was informa}ion
contrul. He did a great deal of reading on the subject of
pclicy development as well as other similiar policies which
he obtained from other Jjurisdictions inn the province. Then

he distributed the informatior to appropriate and sympathetlc
people in the division.

Furthermore, he met with the Students® Representative
Council about the matter as well as a convenient parent
organization. Thils would indicate that he employed coalition
formation as a tact?c.

Finally, he asked one or two key division board
trustees to atteﬁd the aforementioned meetings and to help

in the design of a questionnaire on the subject. That would



56
be indicative of the tactic of coalition destructlon in that
he hoped to lessen opposition to his proposal when 1t came
for final decision at the board table.

This administrator used the tactics of (a) stall for
time, (b) information control, (c) coalition formation, and

(d) coalition destruction.

hespondent #9

Age 48 years .
Total experience 28 years
lresent job experience 2 years
Training 7 years

The scenario. In this episode, the administrator

was in conflict with his divisional board regarding an lssue
related to teacher supervision and evaluation. Shortly after
his appointment to his positilon, the board, without any
prior consultation, passed a motlon which required its
principals to submit yearly written reports on all of their
teachers.

The administrator took issue with the board on 1lhe
decision for two reasons. First, he felt that the writing
of evaluative reports was his domain. Second, the principals
felt there were many ethical concerns which would be left
unanswered if they were to write formal reports,ﬁéhd the

v

administrator strongly agreed with their point of view.

As the situation developed, the administrator did

a number of things which ultimately led to a compromise.
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The official motion was not changed, but the reports'were
given to the administrator and dellvered verbally to the

board.

The tactics. The control of information was an

important tactlc used by this administrator. He had
recently completed a course 1n teacher evaluation and he
compiled a large amount of the information he bhad recelved
at the class. copied it and gave 1l to the trustees to read.
All of the infcrmation supported hls arguments.

i The fact that he gave only selected material.
material which was supportive of his perspective, would
indicate the use of information distortign as a tacticx

\

Disseminating information about clinical supervision which

is only positive 1s a distortion of what the process 1s

about.

As well, the administrator employed information
Cﬁaggels as a tactic in his conflict. Prior to a meeting of
his principals’' group and the division board to discusé the
matter, the administrator held a long discussion with the
spokesman for thé principals. He schooled the &pokesman in
the personal strengfhs and weaknesses of the trustees,
particularly the chairman.

5 The last tactic the administrator used was the
imposition of rules and regulations. On several-occasions

during the episode, the administrator emphatically pointed

out to the board . that The Education Act made no provision for
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ﬁrincipals to formally evaluate teachers. Consequently, he
could not support the board's position in the matter. |

In summary, this administrator used the tactics of
(a) information control, (b) information distortion,

(¢) information channels, and (d) rules and regulations.

e

Respondent #10
Age 38 years
Total experience 15 years
Present job experience 7 years
Training 7 years

The scenario. This conflict developed when the

administrator, new to his position, told his divisional

board that a procedure the board used at its meetings was

- - N » . ‘
unconventional. He also questioned the board’'s wlsdom in |

employing the procedure. Over a period of approximately
four months., the Director was able to change the board's

attitude.

¥

The tactics. The board's initial reaction to the

Director?s statement was surprise and anger. To counteract

those feelings, the Director said that, although he felt the
issue was important, he would not pursue it immediately.
Also, he said he would do some checking and see what
similaf boards were doing. However, he did not do any

checking. Clearly, he employed stalling for time as a tactic.

Finally, before the meeting where the issue would

again be discussed, the Director met privately and
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individually with some of the trustees to try to convince
them to support his point of view. That maneuver is
indicative of coalition formation.

This administrator used the tactics of (a) stall for

time and (b) coalition formation.

Respondent #11
Age 45 years
Total experiernce 22 years
Iresent job experience ‘9 years
Training 8 years

The scenario. In this episode, the Director was in

conflict with one of his principals with regards to the

competence of a teacher on his staff. The teacher was a
neophyte in charge of a new and highly specialized program.
The principal and® the Director were, at that point, in
agreement that the teacher would have to be dismissed.

However, some members of the community found out
about the impending termination and, out of fear of losing
the program, brought pressure to bear on the principal to
ensure that the teacher not be released. The principal
publicly reversed his position and left the Director on his
own to deal with the ;}tggfzgg;/

The board¢of education, upon the regommendation of
the Director, passed a motion to terminate the teacher's

contract. But there was conflict between the Director and

the principal. In the ensuing months the Director attempted



to make the principal aware of the error of his ways and to
elicit from the principal administrative behaviour which was

more congruent with the philosophy of the Director.

The tactics. During the c¢onflict, the Director used

information control as a tactic. At one point the Director
became aware of the fact that the teachers on the principal’'s
staff were not receiving information as quickly as they
should. Consequently, the Director mailed correépondence
from the office directly to the teachers' home addresses
rather than leave the distribution.to the principal at the
school.

A second tactic used by the Director was the
imposition of rules and regulations. When the conflict
between the two was at its height, the Director made an
issue of the fact that the principal had not visited the
dismissed teacher's classroom. That school divisilon has
policy which requires its principals to do some classroom
supervisién. The principal failled to make *visits and,
therefore, the Director used that as an issue when he t&ld
the principal that he was going to have to "clean up his
act.” ‘ ' @’

Another tdctic éﬁployed by the Director was coalition
formation. He indicated that some teachers had, in the past,
complained about the principal. Whlle the confllct was
going on he said.that ". . . the teachers were coming to me

about it . . .” and that he did not distourage the practice.



€1
In the event that the principal might be demoted, the
administrator was forming a coalition to aid him.
Tactics used in this episode were (a) information
control, (b) rules and regulations, and (c) coalition

formation. \

Respondent #12

Age 42 years
Total experlience 17 years
rresent job experlence 3 years
Training 6 years

\Iﬁg scenario. This administrator was in conflict
with a teacher over a competency 1ssue which culminated in
the dismissal of the teacher. The Direc?or was faced with
the problem shortly after assuming his position.

The teacher in question was close to retirement, but
the teachers, the principal and the community felt strongly
fhat she should be relieved of her duties. The Director
made a series of moves which resulted in a mld-year pay-outl

to the teacher and a termination of contract.

The tactics. The initial reaction of the Director

was to delay. He said he bought a little time 'Yight-off-the-
bat to think about it for awhile. Clearly, he used stalling

for time as a tactic.

The second tactic used was denigration. He used the
{
tactic on both the principal and the teacher. When the
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» principal complained about the teacher to the Director, he
berated the principal and told him that until he disgiayed
some courage of his convictions, and gave him a written
complaint, he would do nothing. Also, the Director had beer:
told that she was a diéruptive force on staff and he
confronted her with that fact.

Another tactic whigh was evident in this epilsode
was coalition formation. The Director made inquiries 1n the
community about the teacher and discovered considerable.
opposition to the. teacher. He recelved assurances from some
of these community members ‘that they would take the stand at
a board of reference if they were asked to do so.

Information channels was also used as a tactic. The
Director stated that he was in communication with execﬁtive
assistants of the Saskatchewan Teachers’ Federation as the
situation developed.

Finally, the Director employed the imposition of
rules and regulations. When the situation was coming to a
head, he phonied the division board chairman and réquested a
special meeting to deal with the matter. At the meeting a
formal motion to dismiss the teacher was passed.

There were five tactics used by this administrator.
They were (a) stall f%r time, (b) denigration, (¢) coalition
formation, (d) information channels, and (e) rules and

regulations.

@



Respondent ﬁl}

Age ' 36 years
Total experilence 14 years
Fresent job experience 1 year

Tralning S years

The scenario. Thils adminlstrator was in conflict
with two outside organizations. They were the Saskatchewan
School Trustees' Assoclation and The Saskatchewan Department

of Education.

The tactics. The Director used the tactics of
(a) information control, (b) information channels, and

(c) coalition formation.

Kespondent #14

Age Ly years
Total experience 21 years
iresent job experience 9 years
Training % 9 years
The scenario. In this instance, the administrator

was in conflict with each of two groups within his
organization over the jgsue of teacher placement within the
system. The problem had been a naéging one and had occurred
each spring for a number of years. Prior to this session

he had vowed to deal once and for all with the matter if it
were to come up again. Not surpfisingly, the problem did

re-occur and the Director dealt with it swiftly and pointedly.

”
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He called a meeting of both parties and resolved the matter

by face-to-face confrontation.

The tactics. The first tactic the Diredtor used

was information control. The same day the probleQ“arosef he
searched his own filés for all information relating to B

teacher transfers. He gave that infqrmation to the qukesmen
for the two groups. &

Secondly., he called the éeeting for the next day
and he deliberately chose the boardroom as the settiné. . He
sat the iwc parties across the table from each other and he
took a seat away from the two groups. He controlled the
setting, cr the environment, of the meéting.

Third, he indicated to the pwo‘groups that he was
no longer prepared to take any moreg flak about thé matter
and ithey were to come up with a solution with no input from
him whatsoever. He simply withdrew from the ensuing conflict
until a settlement was achieved.

*  This administrator used the tactics of

. . . 7 '
(a) information control, (b) environmentgfpnggol, and

(¢c) withdrawal.

Responcdent #1

A@ | 51 years

Total experience 30 years

-

Fresent job experience 8 years

Training 6 years
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\ The scenario. This administrator was in conflict

Y

with his secretary-treasurer over the salary and benefits
which the Director received. At a board meeting, early 1n
the school year, the Director was shocked when a motion was
made and passed to eliminate the Director's car. allowance.
Upon questioning the board at the mee ting itbbecame apparent
that the secretary-treasurer had been in contact with the

¥
taxation people and he had discovered some tax
irregularities. The secretary-treasurer had thern reported
this to the board and the action was taken.

However. the Director left the meeting determlned
to recoup his monetary losses. He confronted the secretary-
treasurer regarding the mattier and he was suspicious that
hé was involved in a “power struggle”™ with the secretary.

At a subsequent board meeting, he was able to regain hls

financial position.
2

zgg_tactigﬁ. Information control was evigent as a
tactic in this episode. Immediately after the first board
meeting, the Director began gathering information relating
to salaries and fringe benefits for other Saskatchewan
Directors of Education. As well, he made somé queries of
his own at the Federal Department of Revenue and found that

his jurisdiction was "the only area in the south to be

" investigated by the department.” This led 'him to the

conclu81on that the secretary had "turned him in.”"

N
Armed with the aforesaid information, the Director
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met informally with each trustee on his board and pleaded
his case. Clearly, he was using coalition formation as a
tactic.

Finally, he imposed rules and regulations at a
subsequent meeting of the board when he demanded that his
contract be oﬁened for negotiations. le also demanded that’
the secretary-treasurer be excluded from the deliberatiohs.
Both requests were granted and the Director was able to
renegotiate his salary so that the difference in salary
mo:e than made up for the loss of the car allowance.

This administrator used the fmctics of

(a) information control, (b) coalition formation, and

(¢) rules and regulations.

-
Fespondent #16 2§
Age LO years
Total experlence 21 years
Iresent‘Gob experiencez 9 years :
Training - 6 years

I3

The scenario. This aé%inistrator was in conflict

with tedchers in a school in his jurisdtion who did not
support the decision regarding the appointment 6f a néw
principal in their school. A particularly polemic teacher
became spokesman for the group and a short conflict between
teachers and the Director resultéd. .

The D¥irector called a staff ﬁeeting jhd formally

crushed the opposition. However, prior to the meeting he



¢
heftl done a number of things which Turthered hils cause.

The tactics. The imposition ol Tuleyg and
regulations as a tactic was obvious do this dnstance. By
calling the staft meeting and publicly suppor ting the
principal he used his legal stalus as a T,acl‘lw“.

Second, both he and the principal measured slatt
and community support betore the staff meeting and found
that many people, 10 the community and on statt, were
encourag ing them to stop the actions of thls group. That
would indicate that coalition formation was a tactice.

Finally, the Director found oul that \t.}w proup ol
teachers had called a clandestine stall meeling which
excluded boll himsel! and Liw principal.  The birector sald

that _when he heard aboul the proposed meeling, he talked
to a few people with the result that the meeting “tizeled
out.” Coalition destruction wan used au a tactic.

{1, this interview there was evidence ot the tactios
of (a) rules and regulations, (L) coalition formatlon, and

(¢) coalition destruction.

Respondent #17

Age 53 years
Total expérieﬁce 32 years
Fresent job experience 2 years
Training 4 years

The scenario. This newly appointed Director was
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determined to introduce a new program in the jurisdictiorn.
He knew the board did not want the program, yetl he
proceeded with plans to introduce it anyway. When the

board discovered the Director's plans, a contflict ensued.

The tactics. The only tactic this Director
employed was nalvele. Throughout the whole conflict he just

"played dumb”, and after three months the program was
approved in a formal motion by the division board. The
plans were made and the g)x'oundwork had been done,
consequently the board decided to try the program tfor a

year .

}\'t‘til)&ril(l(fz_l‘} ff‘l H

Age 3/ yeals
Total experilence 17/ years
Tesent job experience 1 year
Training ¢ years
The scenario.  The administrator in this eplsode

liebunibe

was in conflict with a principal in his ju?isdiction who
was in conflict with a member of the community. The
principal was having a disagreement with the member of the
community over an issue which related to programming. The
Director attempted to intervene in the dispute and he then
became the focus of the principal’s frustration.

' The conflict between the community member and the

principal had become quite volatile, and they were going so
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far as writing letters aboutl each other in the local
newspaper. The principal also sent a newsletler home to
parenis aboutl the maller.

At t}uif point the Director stepped 1n and attemptled
to bring some peace to the community. However, aftler
approximately one week, he was forced to wilthdraw {from the
conflict, and the sub—divisional trustee was called upon and
the initial contlict between the principal and the citlzen
was resolved. The Director-principal disagreement then

disappeared.

The tactics. The control of information wan used

as a tactic. The Director made a conscious decision net to
share the details of the contflict with the board of
education. Although Ulhe uituaLiQn could easily have become
very difficult, he decided not to discuss tlhe matter with
the entire board.

Secondly, the Director distorted some information
he gave to the principal. When the principal asked him
where he stood on the programming matter, the administrator
gave him only what he felt were the negative aspects. By
giving only one side of the matter, he deliberately 1eft the
principal \with the wrong feeling aé to where he stood.

Last, by turning the matter over to the sub-
division trustee, the Director was bound 1o give him as much
information as he had. By doing so he chose to give one

person information. This action can be viewed as using a



specific information channel as a tactic.
This administrator used the tactics of
(a) information control, {®) information distortion, and

(¢) information channels.

Respondent ﬁlQ

Age 3¢ years
Total experilence 16 years
lresent job experience 1 year
Training 6 years
The scenario. This administrator was in contlicet

with his principals over a school scheduling issue.

specitfically, the principals in the jurisdiction felt that

they reguilred more administration time on their timetables.

Ihe administrator had been a principal 1in lhe jurisdiction

and he viewed the conflict as being more than a simple

scheduling problem. He saw the ensulng conflict as a test
N

by his principals of hls administrative style and decilsion

making process.

The tactics. The interview provides clear evidence

of six tactics. Controlling information was a tactic used

by this Director. The collection, analysis and

distribution of the provincial statistics was qyidence of
information control. Also, at the confrontation meeting, his
preliminary remarks took ﬁa-minutes to complete which would

be indicative of information overkill.
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Also, this administrator disto}ted information
which he gave to the principals. He "created the percentage”
and “chose the information very carefully.” Changing actual
numbers to percentages is in and of 1tsell a distortion.

The tactic of reward control also emerged as a
tactic from these data. The administrator deliberately lel
it be known that the annual fall retreat of principals was
in jeopardy -

iurther, stalling for tlme was a tactic eqployed by
this adminisirator. Despite the tact that the principals
wanted a meeting immediately, they set a meetlng for one
week later. He stalled for the time he felt he required to
prepare adequately for the meelling.

Finally., the control of the environment of the
meeling was used as a tactic by the Director. He sel the
agenda for the meeting; he decided that there would be
minor issues discussed before the scheduling issue; and he
requested the secretary-treasurer be presént atl the
beginning of the meeting to deal with othel trivial matters.

-

In conclusion, this respondent used the tactics of

(a) information control, (b) information distortion,
(c) reward control, (q) coalition formafion, (e) stall for
time, and (f) environment control.
Respondent #20 & | -
Age : . 46 years
Total experience 24 years



I resent job experience 9 years .
Trairing ' S years
The scenario. This adminisiiator reiused to allow

©

the interview to be taped. He also refused to grant the

- - - - - I3 <
writer permission to make notes durilng the interview.
.7

The Director discovered that a principal, whom he
had sent to a professional development seminar, did not
attend the seminar. The principal had left school and
driven to the site of the conference, bﬁt he did not attend.

After the discovery he confronted the principal.

The tactics. After the adminlstrator found out
about the principal's absend®, he decided to "buy some
time.” A trustee had %rought the matter to his attention
and he decided he needed some time to think about what he
would do, so he stalled for time. »

About a week later, the Direcltor confronted the
principal and informed him of his displeasure and told the
principal thgt he felt tpat his condu éSyésiunpécoming and
unprofessional. He also said that futu;eéggglications for:
conference attendance were in jeopardy. He used rules and
regulations as a tactic.

When the principal asked the Director where he had

received his information, the Director refused to share the

source. Thus he used information control as a tactic.

This administrator used the tactics of (a)~”‘?ﬁ

for time, (b) rules and regulations, and (c) informty

,,,,,,,



control. .

Respondent #21

Age 36 years
Total experience 17 yeafs
iresent job experilence 3 years
Training 6 years

The scenario. This administrator described, at

great length, the deep and continuing difference in
perception between himself and his board regarding the role
of and expectations for a chief executive officer. He
stated quite emphatically that the distance between himself
" and the board on this issue affected almost everyihing he
did in his job. He sald g@at the issue never surfaced 1in

a serious confrontation, 6&1 by hints and suggestion the
board made it clear to him that they did not agree wilh hls

perception of the role.

The tactics. The director indicated that the only

weapon he had to deal with the conflict was stalling fér
time. Given time, he felt that the attitude of the board
would change. He alsé said that in the three years he had
been working for the board, he felt thaf there had been a
softening 6f board attitude.' However, he did admit® that
perhaps his attitude was also changing. In any event, this

Director deliberately was Stalling for time as a tactic.
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Respondent #22

Age 38 years
Total experience . 13 years
Iresent job experience 5 years |
Training 6 years

The scenario. The administrator, within a few weeks

of assuming his office, was cgnfronted by a delegation of
parents demanding the firing of a teacher.f He told the
group he would look into the mdtter. Several weeks later,
a motion was passed at a meeting of electors of Whe
sub-division, in which the teacher was working, requesting
the divisional board of education to dismlss the?
administrator. The grounds for the dismissal, according to
that meeting, were incompetence. The adminlstrator was
obviously incompeteggt. as he could not himself "recognize
incompetence when 1t was staring him in the face.” From
that meeting a community member emerged as:the 1eader of a
group which had, as its ultimate aim, the re-organization
‘
of the entire school division. The leader ran for the
‘divisional board at the next general election and, after a
vigdrods cambaign, was narrowly defeated. The leader then
ran for the s?b—divisional board of -trustees and was
éuccessful. The leader then became exceedingly and
needlessly critical, both in and out of meetings, and was
the ;cause for a great. deal of ‘concern withiﬁ the

jurisdiction. A series of events, some initiated by the

~

'

L4
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administrator, led to the leader resigning as a trustee some

two and one-half years later.

The tactics. The administrator, in this conflict,

controlled information in both a formal and an informal way-
By Writing educational columns in the local newspaper he was
able to feed information to the public in an official manner.
Informally, he let it be known that thé teacher in guestion
would be moved to a different position the next school year.
Also, he said £hat he was counteracting hls opponent with
information. .

Furthermore, choosing to write articles tor the
paper shows that the selection of proper and approprigtc
information channels was important to the Director. As well,

2
the fact that he believed his oppositions's mother-in-law
was giving information to him. coupled wlth his actions to
stop the dispersion of adverse information, indicates that
the selection of, or the closipg of, an information channel
was a tactic employed b;bthis administrator in this conflict.

The tactic of denigration was also evident in this
episode. .By.confronting the wife of his antagonist over
the music issue and subsequently telling her that she and

N P
her husband were alike in that they Jjumped to conclusions
and didn't listen to others, he used denigration as a tactic.

Coalition formation was also evident as a tactic 1in

this epipode. The administratbrhdeliberately“". . . worked

b ‘ . g |
very hard with the local board and with the&sphool staff.”

)
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He made a conscious effort to befriend them and have them
take his point of view.

Although the incident with the retarded girl which
precipitated the final confrontation was beyond the control
of the administrator, he seized the opportunity to further
his cause. By talking to the chalrman prior to the final
local board meeting, he seemed to solidify the stand which
would be taken by all the trustees.

Finally, coalition destruction as a tactic can also
be seen in the data. The administrator sald quite openly
that he “worked on his cohort"”, the woman trustee, to ald

it

his own cause. He successfully drew her from his opponeant’s

2

side to his side.
s .
In sum, the five tactics used by this administrator
were (a) information control, (b) information channels,

(c) denigration, (d) coalition formation, and (e) coalition

destruction.

Kespondent #2 2
Age 39 years - k l/
Total experience | 18 years g
Fresent job experique Lo 6 years \ .

Training
[ X ' v«'. T e

' L, . e -
The scenario.  In this ingtance, the administrator

was involved in a copflict’with one of his teachers over a

legal issue. A g

¥



The tactics. The administrator used the tactics of

(a) information control and (b) rules and regulations.

Respondent #2u

Age 55 years
Total experience 13 years
Iresent job experience Y years
Experlence 7 years
The scenario. The Director in this eplsode was
jnvolved with a Le%:hcr. The teacher was hired to teach in
o N
two schools in a communlty. Shortly aftler school commenced

i1, the new school yeal, the teacher informed the principal
that she did not wish to teach in one of the schovls any
longér. The principal intormed| the Director of the
development. The administrator requested a special

' 1
division board meeling about the matter and next mornlng

went to speak to the teacher. The teacher, for no apparent .

reason, adamantly refused to teach 1in the one school. After

»

a very brief conflict, the Director fired the teacher.

The tactics. This administrator used the one tactic

of imposing rules and regulations. Yrior 1o the hiring of

the teacher the Director had made it clear to the teacher
: e

that teaching in both schools was part of the Jjob

description. Because she refused to fulfill the obligation;

the Director was legally empowered to terminate the contract,

which he did. ; _ .
L3

=
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Summary of Kespondents
In total, 24 interviews were conducted with 24
different Superintendents or Directors of Education. From

the profile data, the following information is apparent:

Mean age : 42.9 years
Mean total experience 21.2 years
Mean present job experience 5.9 years
Mean training 6.3 years

No comparisons for sSaskatchewan means for the entire
population were available (See Appendix B: Letter from Mr.
Dybk and telephone conversation with Mr. Sawchuk).

However, Table 4.1 indicates the tactics and thelr
frequency. The last thrge, stall for time, nalvete and
environment control, are new tactics created from the d%ta.

All 24 of the interviewees could and did identify
specific“tactics they employed during the conflict episodes
they described to the interviewer. All of the respandents
understood thé dynamics of the various categories but did
not necessarily use each of them in the described incildent.
In the balance of this chapter each of the categorles, as it

related to this study, is examined. .

INFORMATION CONTROL

The most freQuently used tactic was related in
some way to the use, dissemination or manipulation of

information. Controlling tAe quality, quantity and kinf of

information given was a tactic 14 of the 24 administrators

-



79

Table 4.1

Frequency of Tactlcs

Tactic B Evidént in # of interviews/2u4
Information Control 14
Information Distorion L
Information Channels \ 8
Kules and Kegulatlons 12
Reward Control . . 1
Denigration ... ©
Coalition Formation . 14
Coalition Destruction .3 . ' &
_ - oy s
Withdrawal . 1
Appearing to Lose . 0
Nalvete 1
_ N
Environment Control @ 3
Stall for Time 6
~Total ' : ‘ | 74 . -

-

\

employed in the particular episode they described.
Information control appeared to be a powerful tactic
used by‘the respondentsaput it was\nsed in a variety of ways
for a variety of reasons. The tactics associated with the
control of information could be grouped under three headings:
‘over- abundance of information, w1thhold1ng information

and 1nfoﬁmatlon offered in an explanatory fash;on.
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Information Overkill : i *

Several of the respondents described tacticé they
had used whereby they‘simply distributed huge amounts of
infofmatign to their opponents with the specific vbjective
of swariping the argumentgbof the other antagonists. Some

verbatim examples are gi&eh below,
. L
Respondent 19 - with his principals’ group over a school

time scheduling issue:

So 1 made an opening remark, I was told later by my
assistant who sat in on the meeting with me, took
just over forty minutes. Something related ta overkill.

Kespondent 2 - with his board over a programming issue:

. giving the manuals to the trustees lo read was

effective in terms of the fact that they were

responsible for reading the mapuals and determlping

whether there was anything wrong with them from" thelir

own personal perspective; which as you know is an

arduous task in itself. '

,roow
Respondent 9 « with his board over a;teacher evaluation
’ e

issue: ‘ ‘ - f

You know, long preéentations and‘Focuments don't
get read. :

The aforementioned remarks came from diffe?ent
interviews and are indicative of the notion of o ersupply

of information. To bring closure to the confli¢t, the

administrator disseminated information dme
L : |

g Ag quantitiTs,
.logically and rationally, and silencedMy opposition.

Y

Withholding Information =~~~ - - |
. B . . . | 1.3 ‘
“ /

* Another faget of information control was the |

) , i . B b
withholding of information on the part of the responden&s.

R} o : . )



Respondent 19 - with his principals’' group over a school

2 81
Information which would be damaging to the interviewee, or
information which would weaken his case was, deliberately,
not given in a number of instances. For example:
Respondent 2 - 'with his board over a proéramming issue:

(a) One_must‘withhold a certain amount of information;
by not indicating the rationale one can put it off to
political considerations.

(b) I've been gettlng one or two of the items back but

I know cthere are others . . . (by not telling the board)
it's rjglly up to the board now to go after me to drag
them 1

Respondent 9 - with his board over a teacher evaluation
|

issue:

I attended a local board meeting and didn't try tc
“tell them what to do but simply answered questions.

-~

time scheduliqg issue:

(Q) Did you present all the -information to the
principals?

'No. Some of it didn't enhance my dargument . . . I
certainly chose the information.Il was going to use
very carefully. :

Given the opportunity, the administrators did not
seem hesitant to withhold information which might prove

detrimental to their cause.

*

Explanation In{orﬁation

In many cases where informatign control ﬁasl
evident, administrators were mefely plainirg or giving 7y
their opponents a more rational appr:::R‘$o the conflict
at hand. Theyiwere passively hoping that what fhey were

doing would help to eliminate the disagreement or they were
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_xintuiti ely assuming that'logic‘woéid overcome dogma.

\gxamples were:
Respondent 19 - with his principals' group over a school
time scheduling issue:

In fact they did. So at that point we ‘trotteq out
the 1nformat10n I had sumfiarized for them.

In this case. the’ adqﬁ&lstrator was -in conflict with
his prin01pals group regardlng schedullng_gndatimetabling,
In anticipation of a confrontation, the administrator had
prepared~a~package of q%terials which included ‘province-wide
information. When the principals raiéed the matter in a
meeting, the administratdr "trotted out the information” in
the hope that the issue would end at that point.

Respondent 9 - with his board over a teacher evaluation
issue: , -
(a) I had been trying to talk 1nd1v;dually with trustees
regarding class time and giving them information

regarding the philosophy -of 1nstruct10n et cetera.

(b) We had a fairly lengthy meeting . . . a lot of
talking to try to sell tHem on the 1dea.

(c) I-tried to stay out of that group. In fact I didn't

even meet with them. I tried to feed them with some
information and ideas, but other than‘that I had little
or no contact with them. , ,

’ (d) I tried to direct them'in terms of my lnowledge
- and experience with the division board as to how they

could make inroads. And what kinds of danger to watch “

£ for particularly that they would be faced with a
dumping or a Jumping on by the division board
chairman . . . .

(e) I sent a 81m11ar document to the principals and told
them to be prepared to react.

Respondent 9 was caught between his board and his

N
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pringipals' group regarding a ﬁeacher sﬁpervisio@-iesﬁe. and
. in conflict with both parties;‘.In order to end the confliét |
he merely ga;e clear, concise‘iﬁfofmation in the ﬁqpe that

logic would prevai{:‘, SR S

INFORMATION DISTORTION .
: i ' . . \ . . \’
In four of the interx&?ws, deliberate distortion of

i?formation_qu evident as & taétig to close a conflict.

The administrators knowingly distorted some facts to furgher~:
their own ends. Some.examples are,givéh below. |
Respondent 2 - with his board over.pfogramminé {ssue:

If you appear 1O indicate that your board is working’

from a narrow phllosophiCal base then what you are - -
doing is reducing the credibility of the board and

thereby reducing your own credibility. Then there is

the question of nhow factually do you report things that
happened? . Do you g0 around to each principal and tell
them the board has been totally incorrect in its actions? °
No! -

ol :

| In the case of Respondent 2, the administrator was,
in effect, défending his board by telling half-truths to

his principﬁls. He delibergtely distorted information

others were receiving to hpsten the closure of the goﬁflict.
‘Respdndeht 9, - with his board over teacher evaluation lesue:
! ) :

In the meantime I had gotten other jnformation to the
division board . . . on the dangers of droppin .
administrative changeg on the administration without
covering of the philosophical bases. So I was trying
to work both ends. ' ' o Co

This is‘the epiéode where the administrator_ 8.
O - \ o . B PR
gaught;between.principalg gg&tbbard. “Although the issue
was teacher.gpperviSidn. he,déliberately,gave'thejboard’

distorted ;nfofﬁht;on-regafding'edgéafﬁonailéhiloéqphy- i

1] ”.
' S

‘\u .
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rather than hard informatxon which related to the issue. '
Respondent 19 - with his principals group over school
time scheduling issue: -:\ "' . _:f-
I suppose had I gone through these things and found
out that they did just the opprosite I wouldn't have
used them at all. Certainly an. information bias. I
created the percentages. ‘
The admlnistrator in this.case, instead of

" Presenting facts as they gﬂre created percentages in order

“to distort or tw1st the information in such a way as to

.. strengthen hlS own case. -

In all «¢ the aforementloned 1llustrations.
distortion of 1nformat10n in- some manner was ev1dent as a

o

" tactic ‘used by the»admlnistrators in ‘the conflicts.
(INFORMATION CHANNELS .
Froviding information to specific people, or

selecting a particular vehicle for-delivering information,

‘-sas,a‘third‘}actic nsed~by administrators. Eight of the.

. respondents referred directly to using some'channels'rather _

than otherswto end a conflict.f'Statements beloWFexemplify

. channelling of information.

Respondent 9 - with his. board over teacher evaluation issuex"

- In the meantime I sent another- document toé the
division board trustees and to the principals.

S In the case. of‘Respondent 9. the adninistrator was
in a conflict with his board. as well a8 his principals

group. over a proiessional issue.- In order to relieve the

Pressure from himeelf he chose to supply information to the'r*f"‘7j |

,,‘ ‘ L
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two groups. ‘He. chose to channel information .to both groups
}brather than., 4o one or another ‘of them. Thus he would at

least reduce the conflict in hich he was involved. - S

'qﬁespondent 4 - yith a principal over incompetence charge:_«-'.

I had to get to the l$cal board meetings becauee they
were. turning ‘things around, even at, those meetings.
against the hoard office and even me . ~=,,

This Respondent found it necessary to attendrloeal:

fboard meetinge so that he could provide %o the trustees the ;

kind of information he wished to provide.v The individuals 71

flwhom he was in conflict with, also attended the meetings.'
He was, thereby. controlling how the trustees got their
"1nformation; olosing off one source but opening anotger. }
A Respondent 22 - With community member over philosophical
S aif erences:jtf"’ | o | |
’She ‘was acting as an information pipeline to him until

.1 stomped all over her. You know. and closed that
wdoor for. him : — i S

The Respondent 22 statement was in reference*to a :fi”“

confliot which the administrator had with a member of the
'-',community at large.} He found that his opponent was getting

i-uvinformation from a teacher and he decided that he must

'i'shut off that information source.fjf,:;f\f;y_gx*vgs;f._”57*-f:'r”

o A three are exmples of how the. administrators |
f:in this study attempted to choose or eliminate channels of

'37;finformation diesemination. - J~"“f

RUEBS AND BEGULATIONS




“_5imposition\of official rules, regulations. policy or law to

_Tgfurther their owh interests. TWQIVG rQBPOHdentS_used.the '-};i“,-

| ;conflict with one of his teachers jover, the re{u::: of the
L teacher to follow a supervision schedule. The a

s ;in that confllct, used the legislated power of the province

.Qoperating of. the school. L j . 'ﬁﬁl" a R >~7. _/’fi‘

'”5iff}Educat10n to achieve his end. Hq que it olear to the other

8658, .

. tactic. For exampler - o

\ T

'Respondent 1 - with.teacher over terminationx :

And so. in my summation 1 made- it pretty clear. .
would not tolerate these three or four things.e, '

‘.
Lo

‘>

. In this exampie. the adhinistrator was engaged in a \'5‘

\ ©
&

inistrator. o
T

Ty

Aai;fvested in h1m to make surq.the teacher complied.. The "three

| ‘v5or four things" referred to were connected with the orderly

—~

' ‘"<{Respondent 4 - with principal over incompetegoe charge:fr

-Lj'I started to formulate a different strategy., L
_Cdlled both of them dn and just let it all hang out and

:{ff;just ‘said in effect I'm._through: supporting either one
~ . .0f you. We are going: tochoose up. sides now.and if I _—
'-;;!can get you I m going after you. ‘ , SR

In the caae of this Respondent the administrator

'ffffwas falling back on his official authority aa Director Of |

; '&;f&fc;fbatants that he, through the legal powor of the board.:»m_;fﬁjjf;f

Ihoy finally eamo up with the question;iiﬁhy is ho
the ono‘and not oomobogy e%_ae?_: $o my response Yo tha’t
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_ administrator has the legal responsibility to evaluate staff
‘“f and in. the ensuing conflict: over the release. he used that o
_power when he publioly stated that th5 teacher was "the:t,‘:w
,least capable teacher on staff. ~/_.:g> A 'r. ,f;; \f"‘ e
- .‘ The use. or imﬁbsition. of official gules. | d o N
regulatione. policies and statutes was a tactic employed by
. | the respondents. Several of those interviewed included
| comments such as “a pure power play,.or "moral victory" as
part -of the conversations when rules and regulations were
used. In “other words. the administrators had the rules}and

regulations on their side and they used them. f'af.

»

, The control of rewards was; clearly ev1dent in only
| one cf the conflict episodes. It woulp seem that the nature
| _ of the groups involved in education. and the nature of their'
1obs. did not allow thp administrators to use reward |
control. in the form of promotions. salary increases and the
| like. to any sreat extent.r:_dﬂrtrf.Vul‘ tyf oY |
d} | In faet. only one/f@spondent made direct reference;
to controlling rewards.ag" T el T R T R |

‘dvﬁallhReepondent 19 - with principals group over school time ‘w7;ﬂj |

4That:rirst year, tor inetanee we started a principals ,]_;,q-;,,

“retreat that we. have each year.' We take our. prtneipals:.%;;*;..s

~fout -of. the ‘gchools ‘and go to a. cabin at a lake. and we o

o in-depth An-service for a day and-a hadf. T en@;pw',ﬂfgg

5 - and . a hal offgolting{'-i_hingA S
‘rea '¢°‘ Sining.




*.previously granted reward of the retreat could be easily i

' taken back. He. further stated that after his dlscussion

{Aregarding the three day retreat thatx ) : oy

sz‘iadministrator said d

'lvfghincompetent ("he was. one. of those ...
A

-+ . . there were some downcast eyes and gome head .
nodding and a lot of people looking uncomfortable.

The administrator had successfully used the tactic of

, hreward control to further his own cause in the conflict.
' ' ,\‘ N

DENIGRATION .

Denlgration was, used by gix of the interviewed
admlnistrators. Some examples are glven below.
‘Respondent 12 - with teacher over terminatlon:

'So I saild to him, don't‘glve me that crap; put it
in writing.

SN In the Respondent 12 eplsode._the administrator

. 'was faééq\w1th a teacher who, although tenured, was

: '5inoompe¢ent\\\?he princ1pal of the school where the teacher
'".was laced had e several re uests to the administrator '

o wesp made several req ig

R *to have something dbn\}about the teacher. Although the

ng the interView thatJhe knew he was -

’"fffar as I could see him.") he was loathe to do anythlng about
ffthg teacher for a number of reasons. not the least of whioh

;ﬁwas the teschpr 8 power position in the community. When the.

-,-]f;?principal again spoke to the administrmr rewdiﬂs ’“‘e

ﬁftegcher, the statement 1n Respondent 12 was made by the

toi&he administrator about the teaoher was fortthming and

'”adninistretor to the principal. A letter from the prlnoipale';iQf,
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Respondent L - with principal over 1ncompetence charges:'

‘the Administrator then acted on the matfgr.

| At one stage during the inteb iew I called him orle of
the most® ineffective administrators tha& I had ever

encountered. And he said well, that's irgt time

I've ever heard that. I said well you jue ‘don't go

around ‘saying that . . . I tried to tie you in in more .

-zind ways aleng.the way. I reminded him of ‘some of
888- ' A

In this case, the administrator had long been
Plagued by truste s. teachers and community members about a
principal. After reoedving strong suppoft from a trustee
.he flnally decided to ‘have a confrontation meeting with the

principal. Thle statement by the Respondent was part of

~

that meetlng. \\

Respondentes - with board over teacher termlnationz
So I said, the people wh&yknow where it's at know that '
the original decisich was the right one; ‘but the way .
they operate in that community—-and that's part of my
objective to turn that around--ls not a right thing
to do. v - o .

3 Thie Respondent example involved a’teacher dismissal

rmotiOn and 1te rescinding_at.a eubeequent}meeting ?y a:‘/,
- member of the board of trqptees.“ During the ensuing /‘fg
conflict with the board. the statement was made by the
'nfadmlnistrator. | N s _'4 e
| i Denigration. or putting down the opposixion. was a

tactic employed by the respondents in this study. e

COALITIGN FORMATION

As discuesed 1n Chepter.B.“there seemed to %e two

‘.';;;;facets to the concept of coalition as it was evident in this ;d}
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gtudy: building coalitions, and tearing down coalitions of

[N

, x - | |
“the opposition. In all, there w%fe 18 examples of either §
coalition formation or destruction. i
Coalltlon Building \ A

¢

Some examples of coalition ‘building are given beidw,

=

Respondent 4 - with principal over incompetence ch;rgez

I found that in that situation a trio is a pretty _
jneffective group. 1 mean they could gang up on me - and
I'd had it. So at this particular meeting I had my
assistant in as a sort of a listener. He could ask
uestions or add to it. or I would ask--Have 1

'Omx51nterpreted the feeling of the board?--and -that ,
helped a great deal because. I was no longer one on two €9
but rather two on two. i , ™y

This example is self-explanatory. The administrator:

N,
reallzed the strength in numbers notion'and asked his
assistant to attend the meetlng in order to equal the

.numbers in the conflict.
vRespondent 10 - with board over pblicies and prooedureS:

I became concerned enough about it, and erhaps a

‘bit depressed, 80 that one day I went down and had
coffee with the vice- -chairman. I made the point that it
was. just a little bit rough but 1 think we'll work it
out. He indicated that w e kind of recognlze that and

hope it does work out.

-

e'In the case of Respondent 10 the eplsode was more

”*'_.',;xenigmatiC- The*adminlstr&*&w- after haVlng some trouble with

e of his board over a professional igsue, felt ﬁ“\bad to

”“fridiscover whether or not he had any support on the board.

d’iﬁlThe coffee meetxng was an overt attempt to gain an, ally as

'viwell as to dlscover the degree of board support. o

e

-7

e e g
2 TR
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Respondent 1 - w1th teacher over. tenmlnatlon.

After the’incident, we spen& a lot of time with the’ -
staff. T didn't so‘mucK but the pr1n01 al did. we

just said, look, I'm sorry but tha *s the way it 1s.
On the other hand the Respondent 1 statement was

)
made in conaunction withﬁa teapher firirfg. The 1n1t1al

conflict over. the dismissal had not yet died down and, 7
therefore._the administrato( felt it neeeésary to gain .
support for hds actions from the staff in order to see the

first conflict-completely closed.

Coalition Destruction . , y

As mentioned earller. the opposite of building

coalitions wasxalso ev1dent in the data. Some examples of

*

coalition destruction follow.

Respondert 22 - with communlty member over philosophlcal

dlfferences'
S

. Ilthink it was a matter of. accepting him for what
he) was and then. diligently try to prove to the people
that he was . . . hey , . . t'ain't so, you know.
, l» .
“In this eplsode. the admlnlstrator was in conflict

wlth a communlty member who was: extremely crltlcal of the
o educational system. In the interv1ew th:afespondent said N
/that it was . important to. him to find out where commurity =
| suppdrt lay for the opposition and then to go out and

through a vargﬁty of means inoluding'newspaper columns. .

) attempt to nullify any support jhe other antagonist had o7

garnered. The same respondent saids Frf'

e

That s probably the story of my conflict resolutlon.rj“
I was able to isolate the guy by working on. g
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his cohort.and show g her what wai going on and
involving her. I sucdceeded in isolating the guy
In fact, ‘got the local board

"the mayp. Verbally of coursq"
e sense Into him.

totally on the board
to beat some sense in
They literally beat s

Initial suppcrt from‘the district board for the

trustee was broken down by thé administrator and the

trustee‘euddeniy found~himself agbne'and ‘the balance of the’

-

board was ablé to "beat some sense into him."

. e .
Respondent 12 - with a teacher over termination:

(a) Which removed ther from the scene.

(b) Which left her standing alone out in the cold.
.

(¢) I made sure I was going to separate her from

everything that looked like support.

This episode dealt with.a teacher termination. The

admlnlstq;for was able to destroy connections the teacher
had through a number of communlty avenues and leave the
teacher "removed, alone and geparated” from her original

support . s

= Although nsed only four tlmes by the respondents.

. cdalltlon destructlon was ev1dent in the data.

'wminaﬁvaL e

\/

[

Three respondents in ‘the eamples w1thdrewﬂ ;n some

:

form, from the confllct in wh1ch they were 1nvolved. Each

"f?: Withdrawal was underJdrfferent c;rcumstances. They are

7

dealt ‘with below. B ‘.i" f> A | \_?

'+ The first was a cla851c example of. a win- 1ose
{

’ﬁf;;rrcoﬁflict,s;tuatlon. A div iflon board had 1ssued a lawful i
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order in’CGntravéntio§ of the pr1n01ples held by the '

administrator, and a confllc% ensued. He sald. "The v
AN

board’s reactlon was.an angry response?to'my presentation.

Fureé power. You withdraw and ‘take your licking." The
administrator losﬁ'ang‘the board wom. - | a |
| Theasecond was a power struggle between two. groups

in the: communlty, one of thch was related to a school.

The admanlstrator Jfound ‘himself in conflict with both groups.
It became cledr to hlm that he could not pursue the 1ssu:-'
with either of the participants so he withdrew from the
episode hlmself and asked the school board whlch was

familiar w1th the two partles. for help. The school board .~

did and)the administrator had no fnrther‘lnvolvement in the

“t

-affair. . v ‘ R . o

The thlrd eplsode 1nvolved an»admlnlstrator and twﬂ?

teacher groups w1th1n his organlzatlon whlch were at odds

»

K4 V-
with one another over a profes51onal matter. Over a perlod

'of several years the admlnlstrator found hlmself 1n confllct'

with %he groups over the same issues and unable to

satlsfactorlly reach: any agreement He flnally w1thdrew
. ¥

from the whole matter and 1n effect, allowed the two groups:'

~to resolve thelr dlfferences. In fact. the admlnlstrator iﬁ

facllltated a serles of éonfllct s1tuat10ns whlch wohld

l’hasten the declaratlon of a w1nner.‘ R " T7;f;f;7“f»

‘,'_\

;;'7nif;‘ Therefore, it would seem-that only the last\‘ffﬁf7;”

: & .
’ .i@‘" R A/

ment1oned 1nc1dent could. w1th any certalnty, be sald to be

an example of w1thdrawal as a’ tactlc to hasten closure of a S

¥
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conflict. Clearly, the first two.are not tactics. The

third codld be viewed as some\sori of a confrontation or
 vforcing tdctic. It was apparent to the researcher that the
third respondent was disgusted with the bickering of the two-
groups and merély wanted one of the g}oups to win so that he
might proceed with more important malters. \
In any case, withdrawal agQ? tactic did not emerge

clearly from the data in this study but is included as

a tally of one in the data for wlthdrawal. -

AFFPEAR TO LOSE

~ /
The tactic of deliberately ledﬁing the opponent to

believe he had won and the respondent had lost was-not

evident in the data. Although several oguthe respondents

reported losing, or at least partially losing, in the conilict

"

" they described to the interviewer "losing” could not be
construed as a tactic employed in bringing about closure of

the -conflict. .

EXERESSED NAIVETE

e

- .

One new tactic developed from the data was that of

-

~ naivete on the part of the administrator. One of the
: Q

respondents used the tactic to a great extent to attain his
programming ends. Examples are provided.
; Respchdent 17 - with board over implementation of a program#

(a) But anyway, they were very protective of me for the
first two or three months. & A

"
T
%
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(b) Well, I said (to the board) I know how I feel about
the program but how do you feel about the program? What
is your board policy? . . ’
(c) I feel that one of the reasons that program came
about successfully was I was a rookie and the bvard put
aside some of their little animosities that sometimes
build up and maybe set politics aside o
Clearly, then, the administrator'used his naivete
on the job to achieve the implementation of the program.
Although the program was against board policy the
administrator used his lack of knowledge aboul the

jurisdiction in order to have the trustees set aside

personal feelings and introduce the program. ,
ENVIRONMENT CONTROL ' -

In at least three of the interviews a secong new
tactic emerged from the data; that being control of the
physical environment, or the setting of the conflict. In
‘each case a meéting of the participants was ﬂeld in a
place and at a time determined by the administrator.
Further, the administrator could, to some extent, control
such factors as meeting agenda, agenda items and seating at
the meeting. Examples‘are: |
Respbndent 19 - with principals' group over scheduling

matters: -

I had the secretary-treasurer come in. 1 encouraged
him to find some little thing that he wanted to talk
to the principals about and that took the heat off me.
I dealt with another one myself but they were really
“moot issues. And so we started with those. I wanted
sort of complete control of the agenda.

In this case the respondent was in conflict with his
.
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principals' group over a“scheduling issue. The administrator
controlled not oniy the time of the meeting described but
the agenda and placement of items on the agenda. He feld .
that by controlling those environmental facfors his caﬁ%€ 
would‘be furthered. .

Respondent 9 - wiE? local boafd over a professional matter:

I made sure he sat right next t%Mthe cha?rmana

The examples in this illustration involved a meeting

of parents with a local board. Altﬁough it was only one
small faceﬁjof the confl%cf scenario, the meeting described
by the respondent was -important in fheboverall genesis of
the episode. The administrator chose to seat the leader of
‘the parent group next to the’board~chairman.
Respondent 14 - with two professional groups within fﬁe
jurisdiction:

1 set up the meeting and made sure it was in the comfort
of the bdard room.

‘The case of Respondent 14 was the episode where the
administrator seemeéntired of the bickering of two groups
within his organ1zat¥on. He intimated that he chose the
board room so as to guarantee his comfort at the meetlng but
"not so for the two)groups.

_Control of the environment was a tactic which

~emerged from the data for this study.
STALL FOR TIME

The new category with the greatest frequency of'

i



97
uéage which wdR developed was the tactic of stalling for
time and was displayed by six of the respondenis.

Kespondent 8 - with board over policies and procedures:

. . . and simply let natural thlngs develop and after

awhile one realizes that there are certain amblgultles

* and ambivalences.
In fhis case, the administrator was in conflict with

a superordinate. He felt he was morally, philosophically
and educationally corre¢t in his stance. Therefore he ‘
merely delayed any open hostilities hoping his adversary
would be convinced by the appearances af the "ambiguities
and ambivalences.” However, the administrator was prepared
to take a strong stand if required to do so.
Respondent 20 - with principal over a professional matter:

(a) I have usually beer able to buy some time.

(b) I'1l sit on it for awhile.

(c) Sometimes you hope ‘the damned thing will go away,
so you let it rest.

The Respondent éO examples came from a respondent
who refused to be eleétronically recorded and who asked the
researcher not to také'no}es‘during‘the‘interview. Thus.
the writer was unable to keep all tactic categories in mind
while pfoceedihg with the interview. One of the first
comments the administrator made was in connection with Y.
‘ "buylng time." The three examples éiven were noted
immediately after the interview, the admlnlstrator

acknowledged his use of stalling as a tactlc in the confllct.
" .



Respondent 22 - with board over a philosophical matter:

] . .
It takes time for them to have confidence in who I am.
After time, the situation won't exist any more.

In the case of Respondent 22, the administrator
described a c%nflict over role with his employing board.'
Rather than take issue with the board each time tﬁe matter
arose, the administrator allowed thé board more time to
consider its attitude toward the role of chief executive
officer. -

Stalling for time was a tactic employed by some of

the administrators in this study.

¢

SUB-ERO S
SUB-FROBLEM ‘//

| Thus, far. eleven tactics have been 1dent1f1ed in the
data and,spgglflc examples given. - In the.balance of this
chapter thése‘tactics are examined in a more general way
with a view to answering the sub-problems.poséd iq-

5
Chapter 1.

' vSub—problem 1: Nature of the Confllct Eplsodes

The 24 episodes described to the researcher could
havé been grouped ln a number. of ways. However, for the
" purposes of this study they were grouped accordlng to the
'”;person or group with whom the administrator was in confllct.
;.Table 4.2 shows the party with whom the conflict occurred as
|  }we1l as the issue wh;ch precipitated the- conflict. | '
| Of the five conflicta with teachers, three were. with

)  ~teachers who were, or were about to be,’ termlnated. In all



"~ Table 4. 2
Conflicts by Parties Involved and by Issue‘ ‘

= oSS :
:Administrator=. fother” “Z,Iesué"'»’,i 5N

[

..
%

1 1 Teacher Termination
2 2 Programmlng ‘
.3 2 School Closure
2 I 3 Prlncipal Incompetence
5 2 ‘Teacher Terqination
& - ¥ ~ Placement
7 2 ‘Policies, Procedures
8 -2 - Policy Formation .
"9 2 : Teacher 'Evaluation
10 2 Board Procedure
11 3 Teacher Evaluation
12 1 ‘Teacher Termination
13 L Interest Group Agreement
14 4 Flacement
15 -5 'Salary, Beneflts
16 1, ‘Placement |
17 2 ‘Programming
18 "3 Programming ) e
19 3 . Time Scheduling
20 -3 ' 'Seminar Attendance =
21 2 Role,Percept;on ~ '
22 6 ~'Pnilosophicdl Differences .
.23 1 ‘Teacher Legality .
24 1 Teacher Terminatien
. ‘ by SRR 4
1 = Teacher -5 . S
2 = Board .9
. 3= Principal x . 6
’ _"4' Organizations co2
6 Community Member B S
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’ three/of the cases the teacher 8 competence was in questlon |

~and the admlnistrator found hlmself in the cpnfllct because

-of some aspect of his supervxsory pos;ti n.' In the case of,
Respondent 16 a teacher disagreed with th app01ntment of
an individual to an adminlstratlve position and became

»'vociferous about the placement to the p01n where. the

‘ administrator felt he had to 1ntervene. The\confllct ‘took
‘place at the 1nterventlon. The Respondent 23 1nstance
involved ). conflict bet&een the admlnlstrator and a teacher
whose moral conduct was in .question.  The admlnlstrator took
it upon hlmself to confront ‘the teacher and a confllct
pbetween the two' resulted. | |

. Conflicts wlth the board accounted for nine of the

";episodes. (Slx (Respondents 2, 5, 7, 8, 9. 17) of those

\“;were conflicts where an actlon. or an 1ntended actlbn of the

" board was’ in confllct W1th the phllosophlcal or educatlocal

:;sprinciples held by the adminlstrator._ That is. the polltlcf”
.-?of ‘the school board were not in agreement w1th the
i?;educatlonal ideals of the admlnxstrator and a confllct
;f?resulted.. The Respondent 3 eplsode involved ‘the jc«
;ifadministrator recommending the closure of a school and the
;fﬁboard*disagreeing._ In the case of. Respondent 10 the new
{Eiadministrator indicated to the board that a procedure they
fi;had employed before his coming was inapproprlate and not ;ii;;;tﬂ
1f;t¢chnically leealuand he requested that the board change thee{f;;ff
The ninth L

;7serious disagreement resulted.
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between administrator and\board'regarding the role of each.

The‘conflict was far from being resolved at the time of the

interview and was manifested‘infquiet,but clear ways by -
e e Y oY . . . : )
each party. L - ' ,f R

Six of the conflict episodes were ”ith school

principals. The Respondent h example had to do with

‘-:apparent incompetence of the"principal. In the Respondent 6

_case the administrator was in conflict with the school

‘v1ce—principal regarding an admlnistrative appointment°in

the . Jurisdiction.' Respondent 11 was in conflict with a

: principal over the evaluation of a teacher._ In the

_Respondent 18 example. the administrator found himself in .

: conflict wzth his principal beoause of a preV1ous principal-

community confrontation. For Respondents 19 and 20 the

f
conflicts were based on profe381onal issuesy

Two of the episodes had, the administrator in

, conflict with other'organizptions. In Respondent 13 the

two groups were the Department of EducatiOn and the

Saskatchewan School Trustees Assoc1ation.A The B

,administrator in that instance was. in conflict with the

,two groups as to the kind of direction they were giving

]g h1s board.; In the other case. Respondent 1& was 1n conflict f

7iwith two groups within his organization.t,’l
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! Table 4.3

Frequendy and Percentage Frequency of Tactlcs

Employed by Admlnlstrators

]

Tactic ~i : ‘ -Frequency | - % of Total

\

18.9
18.9
16.2

~Information Contrpl

“

Coalition Formation |
"Rgles and Regﬁlations
. 10.8

8.1

8.1
.
5.4
4.1
1.4
1.4

Information Chamnels
}ﬁpenigration |
| Stéll"fbrliime
B rInformafioquistortion
.erOAIi%ion Destruction
_,Environment Control
'3Withdrawal

V»Reward-Control-

L 4

1.4 .

: ' -Na.iVete - | _ . |
' 0.0

o . .. — N . )
© B F P W F T o oo ® “(TE;\Qi

*_gf;;Appear to Lose

actics/;re arranged accordlng %o fraquencykof use in the{,

;frincidents reported‘in the interviews._ That is. no attempt

’ de to count each tactic in each interview.» However,

;rr'the'factic was used even once by a respondent.it appears
;in lhe t&bla.i;i;{’“;’iyi ['f"'_f’.' ,,,.r ;_lilhi’ﬂ .f i;
i{Controi'of informationﬂ formation of coalitlons and
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imp081tion or use of rules and regulations were the most
frequently used tactics., Withdrawal control of rewards

and naivete were the least frequently used.

ub-prdblem 3 Tactics Txpiga of Ki Q Conflict

- As indicated previously. the conflicts were
classified by individuals or groups who participated in the
ePlsode. ) : S ; "t ' o

Table bl gives information related %o the tactics
employedrw1th each group. Only the first four (teachers.
boards, principals and other organizations) are given and S

 therefore totals in Table 4.y don' t correspond with totals
in Table 4.3.- The last two (peers ‘and community member)
had only one in each group and, therefore._comparisons are
"not possible. |
Tactics are represented in Table Ly as follows:

Withd?awal

Information Control n

—
o P
fl H

Information Distortionv ‘} i Appear to Lose o

Coalition Destruction

c = Information Channels j
S a = Rules ‘and Regulations : X = Stall for Iime
'fféé~= Reward Contrel. L 1= Naivete Lj;;igi;ﬁ'wfa
‘ ;f};fiM Bnnigration | ;mff EnV1ronment aontro}“} i

3 eI
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Table 4.4

' »

Tactics Employed by Administrator énd Other Farticipant
‘Enploy ministrator | |

S —ee———

—
=

Other ' ' RN
tarticipant - Respondent : vTactic‘Employed .

1 a ac g
12 c fg k
Teachers 16 g j
(5) 23 a ' .

a o o o

)m
o’
o
o
oy
(18]

- H%ard
(9) -

e 6
Frincipals 11

Mo op oW
o o ¢
[e 7
om

dzLa,7jif1f512r1;°i3 6‘i.33# 66  ”"°
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.-boerds. used coalition formation five times. In threenof
the cases they used. stalling for time as a tactlc. In R
another three they employed the 1mposléd0n of’ rules and
regulatlons. _ “

In the case of the six situatlons where the
admlnlstrators were in conflict w1th principals,/flve of them
;used 1nformat10n control as a tactic.r Three of them used
rules and regulatxons, three used 1nformation:channels and
another three used coalition formation. . »'ne?; |

The two. respondents who reported conflicts with

- other groups used 1nformatlon control as a tactic, whlle one
used 1nformatlon channels and coalitlon formation, and the

other used w1thdrawal and nalvete as a tactic.

Sub-problem &4: Usefulness of Tacths

It was not p0551b1e for the researcher to dev1se
any meesure of. usefulness 1nsofar as the tactlcs employed
by the respondents were concerned.. Each *of the 1dent1f1ed
tactlcs was.~oto a certaln extent at 1east successful in’ - -ﬁ%
ach1ev1ng closure of the described eplsodes when the tactlcs -

]?were employed However. a tactlc used successfully by one
“adminlstrator was not necessarily used by another and v1ce

"versa.: The data were manipulated 1n a number of ways (w1n. o

~,5ulose, kind of conflict. frequeney of tactic) but no clear

i

‘,_;""pattern emerged. S T . |
o As well. the respondentsiwerl*asked if they found

.°‘Lfsone tactic to be more useful’,han‘”"wx
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'details of the episode~to'the researcher.
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was particularly useful in any given situation. Some of the
responoents indicat;d that they had “favorite" tactics, or

tactics they used more often than others, but none said that

specific tactics were more useful than others.

An01llary Sub-problem: Usefulfiess of the Research Technique

As’ 1nd1cated in Chapter 1, Flanagan's Critical-
¥

Incident Research Technique has been used infrequently in

educational administraﬁﬁ3n research. One facet of this

study was to attempt to determine the usefulness of the
procedure as it applies to an educational organization.

As the data were gathered for‘this study, lt became
more and more apparent to the researcher that the need for |
absolute anonymlty was essential. The episodes which the
administrators freely and openly discussed with the writer
were highly sen81t1ve. All respondénts were cautloned not
to use names or places in their anecdotes, but 18 of the
taped interviews contained references to people as well as
to towns and/or schools. Only one of the administrators ‘was

at all reluctant to talk in detail about all aspects of the
\

crltical 1n01dent he described.

Each of the respondents seemed ajfiousAto relate the

Seueral indicated

| /
that they had never talked to anybody about the 1ncxdent

prlor to the 1néﬁrv1ew. A1l but the one reluctant
admlnlstrator were relaxed in deportment and none put a

tlme llmlt on the 1nterv1ew. Some volunteered to supply the

. .- ] . .
’ > S . ) . -
! ’
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research w1th addltlonal anecdotes to supplement the
orlglnal As well, all of the respondents acknowledged the
existence, as well as the use, of some of the tactics/”
Furthermore, many of the quotes'found in, this ;ext‘
had to be disguised (chaﬁgingdgender and numbers, deleting
personal pronouns and names, deleting timesj. Two of the
repisodes could be addressed only in avgenepal and peripheral
'fashion because any direct reference to the episode would
Iead to immediate 1dent1ficat10n by those famlllar with it.
As well, ‘time did not seem to be a factor regarding -
‘the detail 'given 1n theaeplsode. Some respomdents dlscpssed'
their most recent'conflict, while one described a conflict |
which happened at least fifteen years ago with seemingly.
. equal clarity. Fersonal involvement and commitmerit seemed
the criteria rather than time. |

Y

Time as a Factor

Although time did not seem to be lmportant insofar
as detail in the.eplsodes_yas opncerned, it emerged as an
important variable when eiamining the length of time each
episode lasted; Figure 4.1 gives the approx1mate duratlon
of the individual confrontatlons frOm when the first ..

dlscrepancy between the two partles was: notlced unt11 the

e

B '.:;‘

1ncadént was closed1 @

~

_  When- the confllct was betwebn admlnistrator and
teacher the tlme span Was very short. The longest |
(Respondent 12) was approx1mately one month. Tpreei

(Respondents 1 23, 24) took only one day



1s

11 18 19 2¢
cipd

IS

»

1 1216 23 24
Teachers

Duration of Episodes (Months)

-+
.

sponder

Fe

-t
’)

Dura

Figure 4.1



109

Hoﬁever, when in conflict with boards, the conflicts
dragged on for“a.much longer period of time. One
(Respondent 2) was a quiet on-going role conflict with his
board which, at the time of data collection in early retl1,
had been taking place for three years. Another
(Respondent 8) lasted nine months. Two (Resp0ndents 9 and
10) took four maonths, two (Respondents 2 and 17) took three
months and three (Respondents 3, 5, 7) lasted about two
months.

On the other hand, the conflicts between
administrators and pfiﬁcipals were longer than those with
teachers but shorter than those with boards. The longest
(Respondent 11) lasted approximately three months, while {he
shortest (Respondent 20) took one week. Another
(Respondent 19f took two months while two (Respondents 4, 6)
lasted one month and one (Respondent 18) was two weeks in
duration.

The conflicts-with the two groups were entirely
different when considering time. One (Respondent 13) lasted

three months, while the other (Respondent 14) lasted only one

day.
SUMMARY

In this chapter, the data collected for this study
were related directly to the major and sub-problems posed.
It was ,shown that a distinct list of tactics employed by

\
educational administrators when engaged in a conflict could
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be identified. The complete list of tactics identified was:

1. Information Cont¥dl

Information Distortion

N

Information Channels
Rules and Regulatians
Reward Control v/
Denigratiop

Coalition Formation

Codlition Destruction

Withdrawal

\O @~ N W £+ w

10. Stalling for Time

11; Naivete

12. Environment Control.
A thirteenth tactic, thai of appeariﬁg to lose, was not
| evident.in these data.

As well, the data were found to indicate thatfsome.A
tactics were used more frequently than others, and some |
tactics appeag to be used in certain kinds of conflict.
However, no tactic was deemed to be mofe useful thanxény '
other tactic by the respénden%s. Also, the time framéhof
each episode was examined and it was found that the teaéher
related conflicfs were of shortgst duration while those with
school boards took longeét.With.the principal'relaxed

‘episodes in between the two.- . . | —_



Chapter 5

o

CONFLICT LITERATURE vs STUDY DATA
rs .

The previous chapter was devoted to nresenting the
data as they related to the major problem and fheAsub-
problems presented in Chapter 1. In this>chapter of the
study,. relationships between some important concepts'
drawn from conflict literature and the data generatled

from this investigation are examined.

Causes of Confllct

leferent wrlters attrlbute organlzatlonal conflict
to dlfferent csyses. A resexamlnatlon of Table 4.2 (page 99,
‘Conflicts by }artles Involved and by Issue) 1s appropriate
at thls time in order to relate the study data to the
llterature rev1ewed regardlng causes of conflict. Although
.it would .be d;fflcult to state deflnltlvely that each  _
confllct eplsode was the result of a 51ngle cause outllned
1n the llterature, it is p0551b1e to place at least one
eplsode in each of the cause8°g1ven ‘in the llterature review..
Roethllsberger (1959:127) stated that conflict was
rooted in.the colllslon between "management practices" and
\"the sentlments of the employees; The organlzatlon:i

procedures are not congruent w1th the feellngs of th

employeesf In the Respondent 1 eplsode. the issue was .

-

EETen SRR
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related to the termination of a teacher. The episode was
precipitated by the teacher failing to follow aCEepted
procedures within the school supervision policy because the
teacher felt no professional responsibility in the ﬁatter.

. The administrator, to facilitate the éﬁooth functioning of
the school, toqk’issue with the stand taken by the teachér.
A conflict ensued and eﬁded with the contract of the teacher

;%eing terminated. Supervision practices and employee

sentiments were at odds in this instance. |

| Ruben's faﬁlty communication concept was evidént in
at least two of the episodes (Respongents 6 and 16). In |
both instances, the placement of adﬁinistrat&ve staff was
the issue. The administrator did noi commﬁnicate.the
reaéons nor the rationale fbr the placements to his
subordinates, and a coﬁf;ict resulted.

. Another cause of conflict, outlined by Assael
(1969:573). related to‘"functlonal interdependence and the
scarcity of resources.” When people w1th1n an orgaﬂlzatlon °
are dependént upon one another. yet must_compete for '
resources, coﬁflict will result. Administrator 2 was in
éonflict with his board over a program issue. Th;
protagoniéts were partners in the organization, both seeking

the same goals, yet fiercely competing for the same

resources to see different prbgrams introduced. }This is a
'{'»

, Ty J

Pondy (1969: 500) generalized that organlzatlonal

clear example of Assael's notlon.

conf;icts\cbuld'be attributed to jurisdictional boundary

A)
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ambiguity, a perceived increase in departmental frictioo.
departmental dependence or phy51cal obstacles to |
commuplcatlon. The 1n01dent described by Respondent 14
could be construed aS'exempleylngvPondy s notion. « The
administrator was in conflict with two groups within his
organization who were hav1ng yearly differences over
teacher Placement and transfers.‘ No individual or group
was sure what procedures were to be followed or had been
followed; each group.thought the other was held in higher
esteem by the administrator; and each group thought its
communication attempts were belng blocked by the other.

Corwin (13976) pointed to five causes of conflict in
educational organizations. They were strqcturai ’
idifferentiation ,participation in decision-making, i
regulatlng procedures. heterogenelty and-stability and
‘interpersonal structure. Episode. 14 could be 1nterpreted
" as being caused by the degree of dlfferentlatlon, staffq |
spe01allzatlon or the number of’levels of authorlty. |
Regulating procedures. or organ1zat10nal control, was the
cause in 1ncident 3 where a, school closure was an issue.
Interpersonal structure, or frequent informal 1nteractlon
among staff members. caused eplsode 23. However. nelther :
partlclpatlon in declsion-maklng nor heterogenelty ‘and
dstablllty could be estabhshed as causes of any confllct |
1ncidents in this study. e

In sum, it would seem that the causes of the

| conflict eplsodes studied for this investlgation supported E T

Ve -
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~ the causes-as outlined by the authors of the literature

reviewed. BN

‘Pypes of Conflict

In order to explore ‘the nature of the confliets
described in the interviews, the researcher manipulated the
data in a number of ways in an attempt to fulfill the
requirements of Sub-problem 1 (Description of the Naturé"”“
of the Conflicts): The types of conflicts described by
Likert and Likert (1976:8),‘Coser (1956:49), Pohdy (1967
29?).and'Beck and Betz (1975:59-74), as well as three
' grouplngs proposed by the writer and his colleagues were
all explored. Table 5.1 shows the results of those
grouplngs for each of the proposals.

The categorlzatlon of conflict was used by Likert
‘and Likert ﬁas substantive (conflict which was job related)
and affectlve (confllct which was emotionally, or |
interpersonally, related) The eplsodes descrlbed to the
g researcher in this study could all be classified as elther
substantlve-or affectlve. Twenty were labelled substantlve.
four were called affectlve. ‘ | o
:' v Coser also ldentifled two. klnds of confllct;
realistic (those which arise from frustratlon) ahd |
nonrealistic (those whlch were an end in themselves) The -
1nformation for this document could bexcla881fled as '
realistic or nonrealistlc in that éé were a result of

frustration and two were a result of the "lust to fight."_dw;
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_ Further. Pondy's three models of conflict were
examined in‘?ight of the study data. The bargairing model
(to.deal with interest groups within and without the
‘ Organization) wes found 13 times. The bureaucratic model -
(disagreements along the vertical dimension of the
organization) was found nine times. The systems model
(disagreements along the lateral dimension of the hierarchy)
could be identified in two instances.

Finally. the intra-stratum conflict (between groups
of equal power) and the inter stratum conflict (between
groups of unequal power) notlon of Beck and Betz was applled
to these data. It was found that 11 of the eplsodes were
| between combatants of approximately equal power and 13 of
them were between antagouists'where the power bases were

clearly not equal.

Dysfunctlons of Confllct

As was noted earlier (pages 15-16), goal
displacement ig viewed by many to be the prime dysfunction
fvof organizational conflict.. That notion could not e’
supported by the data for this study. Ferhaps the:method‘of
data collectlon precluded any. dlscu551on by the respondents
of negative 1mpact the conflict mlght have had on the'
organizatlon and 1ts goals.

[ However, one dysfunction 1nd1cated by the

P

reapondents is noteworthy. In at least two of the .

CrgsT

ﬁ‘?finterviews. the respondents 1ndicated that because of the




" that the 1ssue did no’
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conflict, communication problems within their organizatiens
had resulted. That fact would support the Porter, Lawler
and Hackman (1975:463) idea that coAfllct can lead to
.duplication of effort and poor coordlnatlon.
: , )

As well, some of the episodes which were related
to the writer were recent. No judgments could be made as
Eo dysfunction aspec%s of those particular conflicts. Some
dysfunction could result at a future date because of the
Aincidents described. Nevertheless, little of the data used

in this investigation indicated adverse effects of the

conflict which haﬁ taken place.

Functlons of Confllct

Reordering of prlorltles and resources is
acknowledged as a worthwhile consequence. of conflict. Aftef
demoting a principal‘one of the administrators said, "(the
principal) is happier than he's.ever'been . . . he was out
of his depth." Another said, "In fact the issue has never
come. up again. It has never surfaced again.”

In the first 1nstance. the pr1n01pal apparently was
not suited for hls position. His inventory of personal

resources was not 1n accord w1th the demands of the job..

Therefore, the con 1ct resulted in a reorderlng of the

humgn resources‘of e school. In the-second case, the fact

agaln receive attentlon would attest

to the fact that it was 00 high as a prlorlty. In'both"

. 8
, cases the confllct served as a vehicle to reorganize the
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priorities and resources of the school division.

As well, at least two of the administrators, given
below, used the conflict as a tool for some other purpose.
Respondent 5 - with his board over a teacher termination:

I thought in my own mind I would be losing more than

I would be gaining because I needed their support on |
some other issues. It was a bit of a trade-off, let's
put it that way. '

(Q) In terms of some future decisions?

That's right, yes. So in a sense I made it a little
 bit easier for them. Much more so than I would have
liked orhintended to.

Respondent 4 - with principal over incompetence charge:

* I said to the board I want six months of silence about
that school if I can deliver the resignation. of
course I knew I could deliver it.

In both cases the administrator used the conflict
for purposes which had nothihg whatsoever to do with the
circumstances of the disagreement. ThéAconflict was used
for other organizational gains.

. In the same vein, another administrator used a
conflict to estabiish his credidbility and professional
e#pertise with his principals' group.

e ““Réspondent 19 - with prinéipals' groﬁp‘over teacher

Yevﬁiuation:

I saw it as a fairly critical situation. I thought if
anything else, this was the one I needed to win. And
the definition of win there might be pretty tough to
come up with. But to win on the basis of some
legitimate arguments and not on the basis of pulling

. rank. Pulling rank wasn't good enough at this point.

¢ The administrator was new to the position and,

halthough’thé»critical gituation was not of his making, almost
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seemed to seize the opportunity to éstabliéh his
'credibility. He could have ignored the issue, or retreated
from the issue, but he chose instead that ". . . the approach
that he was going to be taking was tle confnontatlon
approach.” Thus, his end was served and the conflict 'that
ensued was, inbthe opinion of the administrator at léast.
beneficial.. |

Data on Table 5,2 indicate that 14 of the 24

episodes showed clear evidence of some funqtional aspect
to the conflict. TWo of the Respondents (6 and 7) displayed
some dysfunctional chafécteristics coupled with the
functional. Two of the conflicts were organizationally

dysfunctional. 1In eig%} of the cases, no evidence of

either positive or negative outcomes was apparent in the

da

;_ &
fhe 10 instances-where the episode was either

fi, or there was no evidence of positiwe or
;tcomeé. five were conflicts with trustees, two
'Eteachers and one each with principals, ether
 ions and peers. | ’

F Although there was clear evidence that some of the
incid“'%s were beneficial td[thé érganization or the

:uals or both, not every described eplsode showed a
functlpfal aspect to the confllct. Thé data support the

notlon that at least some confl;pt cah be descrlbed as

being organlzatlonally functlonal
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Table 5.2

Administrator's Ferception of Functional-Dysfunctional
Aspects of .Conflict Categorized by Farty . -
Involved in the Conflict
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The information contained in-Taple 5.3 is a
combination of the data found in Table 4.2 (p. 99 ,Conflaicts"
by Farties Involved and by Issue) and that in Table 5.2 ;
It shows -that there were no dysfunctlonal aspects noted by
* the administrators to the conflict w1th teachers,
prganizations or community members. On the other hand,
there were functional purposes served~in all of‘the other
categorles w1th the exceptlon of the "peer" eplsode.

Furthermore, in five of the six confllcts where the
principal was the other‘party, there was ev1dence of
functionel outcomes. In the sikth episode, no functional or
dyefunctional result could be found, while 6me showed both X

functional and dysfunctional characteristics. When teéchere

Table 5.3

\
e

Fqnctional-DySfunctional Aspects ofiEpieodesf

b& Farties Involved

‘}artiee»in Cdnflict' L  Not.
with Administrator ~ #  Functional - Evident, Dysiunctional
TeaChers ‘51 3 T2 0
Bearq 9 4 L 2
Frincipal 6 | 5 1 1
' Orgeﬁiéations,f’ 2; ,1i sl }_q |
peer o 1 0 o 1
:Cbmmmniﬁy Mémper“ke 1;' .r:f .}65 . N f,O?’ ‘
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were_the other party, three contflicts had functional aspects
and two showed ﬂo clear evidence one way or the other.
Finally, when the administrators were in conflict with
boards, four epidodes had clear functiornal outcomes while

four were neither functional nor dysfunctional and one

displayed both functional and dysfunctional aspects.

Conflict Management

The data collected for this investigation revealed
little evidence that the administrators attempted to
"manage” the cocnflict 1n any sense of the word. Some "used”
the .conflict for another end,.or "shaped" an eplsode in their
own fashion, but to say that any one'éf’the respondents
managed the confllct would, in this study, be incorrect.
rortielr, Lawler and Hackman (1974:464-466) outlined
“three approaches to conflict management. They were process
consultation (a third party), laboratory exercises
(understanding other's perception) and structural changes -
(re-organization). 1In none of the 24 episodes were any of
these three methods employed. Although some did call in a
third party, it was for the purpose of forming a coalition.
Some attempted to change the organizational Strudfu%gﬁ but
it was for future gains, not for conflict management.
| | Also, the administrators were not concerned with
the dysfunctional aspects of the win-lose approach to
conflict. The literature clearly indicates that the win-lose

siihation should be avoided; however the respondents in.this

study were either unaware of the notion or totally

@ G‘/
®

S
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unconcerned with the consequences of such an appro%ch.

The Pondy Model

Pondy's model (1967), discussed earlier in this
document (pages 22-25) suggested that conflicts originate
with other COnfllgts, they are dynamic, the process 1is
gradual, confllcts end 1n aggre581on if left unchecked and
conflicts may be affected by outside factors. The data for
this study were examined 1n the‘light‘of rondy's thesis.

The notion that conflict episodes are a result of
the aftermath of previous conflicﬁs was evident in 17 of
the 24 conducted interviews. 'Somevinterview sfatements
which sgpport the‘assertion are given belowu
Respondent &4 - Qith principal over incompetence charge:

I tried to get this guy four or five years ago and got
no suppoft. None to speak of at the local level or at
the sub-division level. I thought we had support but

when we went to do somethlng about it we got no support

Respondent 1 - with teacher over termination:

I felt unhappy, after the board had reprimanded this
teacher three years ago, that the teacher was a ‘
negative influence.

A .
Respondent 19 - with principals’® group and board over teacher

evaluation: } ' . ' n

Ah well. It's just another one of those thlngs that
the division board stands for. There's nothlng we can
do about it. We're screwed 1n the ear agaln and here

we go.

In each of the cases, the conflict which‘resulted
was a direct result of the- aftermath of a prev1ous confllct

which had not been resolved to the satlsfactlon of the



124
participants. Pondy's aftermath notion is supported by
"these data.

Also, the, 2u conflicts’described to the researcher
exemplified the contention that conflict’episqdes are
 dynamic and gradual. Each of the.interviewees described anl
incident which grew rather than diminished, and each was in
a timé frame which could be described as extraordinary. - In
éther words, noné of the conflict episodes were spontaneous
reactions to circumstlances. The shortest episode described
took approximately one day to run its course, while the
longest took four or five years. Further, each ended in
aggression. tondy's notion of siow growing incidents

lmlnatlng in aggression is supported.

Admlttedly, no incident was described to the
writer where a clear conflict was not evident. That is,

the nature of the interview was such that an aggressive
1nvolvement of some kind was required. However, that does
not detract from the :ondy model in that 1t could be argued
that the outslde forces (env1ronment strategic
cons1derat10ns) were at work and before the conflict grew
-to where.aggre551on was the result, the disagreement was
resolved. |

Therefore. the data for this study suggests support
- for Pondy s notion of conflict. All of the conflict
characterlstlcs he descrlbed were clearly identified and
1solated 1n the 1nterv1ew 1nformatlon. The episodes

described to the researcher lend strength to tondy's
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conceptualization of the phenomenon of conflict.

SUMMARY

In this chapter, some relgvant literature regarding
types, dysfunctiqns and functions of conflict, conflict
management and characteristics of a‘conflict‘model were
examined as thé& related t§ the data gathered for this
thesis. All of the aforementioned categories could, in
some way, be related *tc ithe episodes descridec in <he
interviews. Some (types, functions and Fondy's model) were
more easily related to the data than others (dysfunctions
and conflict management). However, iifwould seem that the
theoretical notions regérding conflict in organizations
do relate to the more practiéal aspects of administration,

and do relate to those who are engaged in educational

administration at the senior level.



Chapter 6
DISCUSSION OF FINDINGS

The previous two chapters have been devoted to
analyzing the data gathered for this study. In this
chapter some interpretations about the responses are made

and some speculative comments are offered.

The Major Problem

In Chapter 4 a list of conflict resolution tactics
employed by the 24 educational administrators who
contributed data to this study was developed. There are a
number of characteristics of that list which are noteworthy.

First, “the major problem of this study included the
basic question as to whether or not it was possible 1o

D~
establish a list of tactics used by administrators in
conflict situations. Each of the éu respondents readily
agreed that iﬁdeed the "tactics" were employed. In fact,
after the interviews weré completed and the writer
sumﬁariied the information given him insofar as this study
was concerned, many‘ﬁf the respondents identified their owﬁ
behaviours. As well, some indicated that although they had -
not ﬁsed a particular tactic in the examble described, they
had used it pre;iOusly and were willing to provide an
example. ‘ ”
| 126
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Secohd. as the interviews were conducted, itﬂbeoeoe
" more and more clear to the researcher that these tactice
often intertwined and led sloWiy and gradually}one into the
other. For example, it Qas clear when an-adminietrator
began to. control the information his antagonist was |
receiving, but it was not clear when he stopped controlllng
the 1nformat10n and when he began dlstortlng it. At the
outset of the episode the administrator openly agreed that
he controlled the information. At the conclusion he
admitted to distorting information. ‘Hoﬁever, he could not
say when he stopped controlling and:started distorting. The
sahe‘could.be said of the'episodes'where two or more tactics
were used.

Findlly,*when_the*list of tactics had oeen deyelopeo
and examined, .the seemingly "negative” connotations of all
tactic categories were rather glaring. That is, most of the
categories which emanated from the literature and the data
can be viewed as manipulatiVe or clandestine manoeuvres and
arée more ih keeoing with back-room meetings than with
‘professional educators. S |

However, each of the episodes oescribed to the
researCherfwaS’a’conflict situation where professionalism,
llvellhood or self-esteem was at stake. The decisiohs were
tough and the risks con91derable._ The setting and the mood
in. each 1nc1dent were adversarlal and, therefore. not prone

‘to platitudes or nlcetles. They were dlfflcult 81tuatlons

which promoted w1nning as'belng»gooo.=and 1031ng as being
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bad.

Nature of Conflicts and Kinds of Tactics

As indicated on Table 4.4 (pageaioh) the data in
this study showed that when the administrator was in conflict
with a teacher he most often used rules and"regulations as
"a tactic.. Wheh the other party in the confllct was the
.board, the “administrators mast frequently employed coalition
formation and ‘stalling for time. If the administrator was in
confllct with a prlnclpal he tended to control information.

Inkthe case of administrator in confllot with a
teacher the use or imposition of rules and regulationé was
.cons1dered to be a powerful tactic. In each of the five
conflicts, the d1501p11ne or flrlng of the teacher was at
the heart of the“episode. Each of the incidents had
subordinate—superordinate overtones. That is, the
' admlnlstrator had more formal legal power in the
educational organization than did the teacher, and the
admlnlstrator used that power to bring the episode to a
close. .In each ‘of the five lnstances the teacher ‘was well
aware of the powerbase of his opponent and llttle or nothlng v
he did could alter the’ legitimate position of the
admlnistrator.‘ '- I N B .

| On fhe other hand, where the administratofs.were
: dealing ‘with thelr superordlnates, the boards. they used the
'seemlngly more covert tactlcs of coalltion formatlon and

[‘stalllng for time.. In other words. when the' admlnlstrator '
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was faced with a stronéer opponent he tended to -seek
sympathy-to his eause as well ae drag out the time limifs\%
The relationship between boards in Saskatchewan and their
chief executive officerevmight. in part at least, explain 7
why the administrators tended to use the mofe gsubtle tactics.
While directors of education in Saskatchewan are chief
executive officers} the boards are their legal superiors.
Most contracts between boafds and directors are of one
year's duration. Therefore, it‘yould seeﬁ logical that
directors, although they have a great deal of legal power
insofar as boards are concerned, would rather use pefsua%ion
and time with theirvemployers than’ legal power. |

" However, when dealing with their principals, the.
administrators most frequently used control of’iﬁformation
as a tactie. The-principals in any educational organizatioh
hold a positibn that is between office adhipistration and the
teachers in the schools. In many educational organizations
they appear to behave as peers to the directors. "It would
geem -that although rules and regulations was the second most
fredueﬁtly employed tactic, thezadministrétors preferred to
use the more gentle tactic of -eontrolling the information

3

they gave to the principals.

. It is 1nterest1ng to speculate why some tactlcs b
,@ere not. used For example. the tactlc of stalling for tlme |
was employed. in onlyVOne 1nstance (of flve) when an |
admlnlstrator was in confllct W1th a teacher, tw1ce (of 51x)
with prlnc1pals and ‘three tlmes (of nlne) w1th boards.

!
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Again, perhaps the superordinate—subordinate relationshipﬂ
between the administrators and the teachers precluded any
reason to extend the time limits.

Also, the administrators did not use information
distortion or information channels when dealing with
teachers. Apparently they found no reason to be selective
about who should get information or how it shduld be given.
On the other hand, perhaps the administrators didn't give
the teachers any information which would eliminate the
necessity of’selecting a channel or worrying about the

clarity of the information.

Tactics and Frequency

_Data on Table 4.3 (page 102)’seemmto'indicate that,
when using openness és“the criterion, the 74 tactics used
by the 24 interviewees fall into two broad categories. That
is, one could label a tactic as being either overt or
covert. Overt taotics include thelimposition of rules and
regulations, denigration and reward control. Information
vcontrol dlstortlon and chann%ls. stalling for time,
coalltion formation and destructlon, withdrawal, naivete and
lqnv1ronmentvcontrol could beosald to be cover tics. The
 ~oveft féctics accounted for 19 of the 74 tactics or 26
proroént of_theototal; The balance were covert tactics. - It
“1'nouid seem therefore that the respondents seemed much more

'ohe81tant to use the visible tactics of reward control.

wdenigratlon and rules and regulatlons than the more subtle
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tactics of naivete, environment control or information
channels.

.Further, the administrators used those tactics
associated with information (control,, distortion, channels)
26 times (35 1 percent) and when coalltlon tactics were
considered, 18 of the total of 74 were found (2& 3 percent).
‘Those two types of tactics, that is tactics associated with
directly attempting to.manipulate or contrai communieation.
and people, accounted for 45 of the 74 tactics (60.8
percent). Rather than.attempt to dominate their opponents
with legal power. fhe administrators far more frequently
attempted to cajoie or manipulate{their opponents to their
ways and thus end the conflicf.

The new tactic of stalling for time (six out of 74
or 8.1 percent) suggests two things. Perhaps the
administratofs were unprepared, either emotlonally or
intellectually, for the conflict and they needed to buy
some time. Several of the respondents alluded to this.
Perhaps the admlnistrators simply felt the "time wasn't 5
right.” Or perhaps those who used the tactlc would indicate
a degree of uncertainty regarding the problems facing them.

, Flnally. the total of 74 tactics 1dent;f1ed in the
sample of 24 shows that there were 3.1 tactlcs used per
respondent. Table b 4 (p. 104) 1ndicates that one
respondent (Respondent '19) employed six distlnct tactlcs.
}four used five tactlcs, while three (Respondents 3, 1?. 24)

: M
used one.

~
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Tactics and Conflict Management

Considering the high level of experience (mean=21.2
years) and training (mean=6.3 years) of the respondents, they
do not seem to have many conflict resolution skills. A
number of explanations seem to be possible.

First, although Saskatchewan Superintendents and
Directors of Education are, by law, required to have at least
one year, of post-graduate training, perhaps their university
course work did not incluae coverage of the phenomenon of
conflict. Or, if it did, the material on conflict
management was not internalized by the administrators.

Second, the positions held by the respondents
might demand a win-lose approach to conflict. The high
profile ;hic?%euch an admini%trator must necessarily adopt
within his jurisdiction-simply does not allow for any other
than ; win-lose approach to COnfliet. They are expected to
be "winners.”

Finally, ahd most probably, the nature of the data
required for this investigation might have precluded the
 respondents articulating anecdotes which were not of the
win-lose variety. Ferhaps, by bringing their conflict
management skills into play, many other con@llct episodes
had been avoided ang’the one repeated to the researcher was
an incident wﬁere the process had broken down and. no other

| alternatives were available except for direct win-lose

confrontation.
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Impértant Tactics
. ata on Table 4.1 (p. 79) underscore the
imporfanq; VQispersion and manipulation of information
as well a? i{tance of friends and time in a conflict.

‘>entries on Table 4.1, 50 of %hg@ dealt
dired l 45 fiformation, acquaintances or making more time.
;Ly-six of the tactics were related to handling.
informé;ﬁ_‘  5The notion that information is power is

enhancel 'these data. The administrators recognized the
potencyi
when they
Elition formation and destruction and stalling

for time also seen as powerful tactics. Friends

Aifhough time considerations were not posed as
‘important factbrs at the outset of this investigation, thgy
did emerge as factors of import as the data were being |
analyzed. The conflicts lasted longest when the antagoni;ts.
were administrator and boards, and shortest when_they were
administfator and teachers. The adﬁ}nistratgr and principals
were between the two. There are a number of speculations
possible. ' .~ . - ‘

N First, the proposition can be made that the most

often used tactics by theyadministrator when dealing with
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each of the groﬁps would logically determine the time
constraints. When dealing with teachers the administrators,
in every case; imposed rules and regulations to end the
dispute; not g very time consuming activity. If the conflict
was with boardé;.the administrators used coalition formation
and stalling for time most frequently; both tactics requiring -
relatively more time. When the incidents were with /////
principals, the administrators contro}led inforﬁation and
imposed rules and regulations; again shorter periods
of time would be necessary.

However, perhaps the opposite is true. Maybe the
administrators chose their tactics according to the nature
of the opposition. The sgbordinates, teachefs and
principals, did not demandva drawn-out conflicf episode.

The administrator, having the 1ega1 po&er, merely imposed

rules and regulations to end the episode. In the same veiln,
maybe the administrators felt they had to proceed éautiousgy
with their more powerful, superordinate school trustees.
Further, the fact that fhree o7 the Tfive incidents with
teachers lasted only one day or lessﬁiwould indicate a lack

of concern for the aftermath of the conflict: Because a
teacher termination was most‘oftén the issue iﬁ the o
" administrator-teacher confiicts, little or no aftermath

of the'episode would result’éi?ce'the teacher would not be

,on staff‘in the future.
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Usefulness

The sub-problem reggrding usefulness of tactics was
dealt with by the researcher in two ways. First, each
respondent was asked if he found the tactics he had’used to .
be useful in ending the conflict. Second,.the researcher
attempted'to determine the usefulness of the tactics from
the episodes considering the circumstances,‘the respondent
and the outcomes of each conflict.‘a&here was no indication
in either instance that.fhe usefulness of a factic could be
determined. No measurement of usefulness was devéloped.

However, the notion of us%fulness, or effectiveness,
of the tacticé is important to this study and should not be
entireiy abandoned.. The data in Table 4.4 (p. 104) clearly
show that besidéé favoured tactics used by the individual
respondents,.all the administrators used a specific tgctic
when dealing with a specific group. For example, the five
administrators who Qefe in conflict with teachers all used
the imposition of rules and regulations. Also, five of
six of the administrators in conflict_with.principals, used
1nformat10n control as a tactic. In those two groups of,
conflict episodes, the admlnlstrators dn§played a clear
preference for a specific tactic. | ;5~ ‘ .

Also, the data in Table 5.3 (p. '121) ‘show that ‘
most of the eplsodes (14 or'zh) had some funct%%;al aspects
to the outcomes, and few (4 of 24) had dysfunctlonal aspects.

In elght of the confilcts there was no clear functlonal or

dysfunctional‘evidgnCe 'in the results of the confllcts.

-
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Furthermore, in five of the six principal eplsodes, three of
the five teacher episodes and four of the nine board
episodes, there was clear evidence ot some functional aspect
to the conflict. 01 the other hand, in one of the 51X

¢

principal episodes, two of the nine board episodes and none
of the five teacher epivsodes there wat no evidence of
aysf\umcti<N1al characteristics of the conflict.

The data on Table b.b (p. 104) show that the
tactics most often employed when dealing with principals,
teachers and boards wele infurméliun control, rules and
regulations and coalition formation respectively.

$imilarly, of the 74 jdentitied tactics 1n
Table 4.4, 26 were i5, the first lhree categorles concerning
informatiov. cantrol, distortion or channels- }‘elﬁxa}é; the
tactics assoclated with intormatlilon were viewed as belng

most effective or most useful by the administrators.

\



Chapter 7
CONCLUSIONS, IMPLICATIONS AND SUMMARY
CONCLUSIONS

The task undertaken in this study was to identify
and examine a list of tactics employed by senior educational
administrators when they were involved in an organizational
conflic¢t. The data were gathered with the view 1o
answering the following sub-problems:

1. What was the nature of the conflict episodes
described by the administrators?

2. Were some tactics used by the administrators
more frequently than others?

3. Were any particular tactics used by the
administrators typical of a particular kind of conflict?

4. Could specific tactics employed be sald to be
more useful to administrators than other tactics in dealing
with conflict? |
The critical incident research technique was employed to

collect the data and the data were analyzed.

The Major Froblem

The data gathered gave clear evidence of a specific

1ist of tactics which were used by the study respondents

‘ 137
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when they were in job related conflict. Those tactics were:
1. Information control
2. information distortion
3. information channels
L. rules and regulations
5. reward control
€. denigration
7. coalition formation
8. coalition destruction
9. stall for time
10. naivete
11. environment control; and
12. withdrawal.
The tactic of withdrawal appeared only once in the data and
then its use as a tactic was somewhat in doubt. The
proposed tactic of appearing to lose was not evident 1n any
of the data.
Therefore, on the basls of the data collected
within the parameters of this study, it is concluded that:
1. thére are specific tactics which the
administrators used to achieve closure to a conflict episode
in which they were a participant; and
2. the administrators were cognizant of the
tactics and their use. Although the respondents did not
label the manoeuvres as being tactics, they were aware of

doing specific things to hasten the end of the conflict.
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Sub-problem 1 and 3: The Nature of the Conflicts and

Farticular Tactics

The data were analyzed in a number of ways. The
most productive grouping was by the other actor involved in
the conflict. Of the 24 interviews, 22 could be examined
in a comparati;e way. Four groups of actors involved in
conflicts with the administrators were found. They were
(a) teachers, (b) boards, (c) principals, and (d) other
groups.

The respondents, when in conflict with teachers, -
all used the tactic of imposing rules and regulations. Each
of the episodes lasted a short time. The issue in the
administrator-teacher conflicts most often was related to

).

quickly by the administrator and he used his legal v

the competence of the teacher. The conflicts were addressed
authority which was established in either statute or school
board policy. The superordinate position of the
administrator, supported by his legal right to be 5udgmenta1.
allowed the Directors to be quick and decisive when dealing
with teacher conflicts. Therefore, it is concluded that the
administrator-teacher conflicts were related to the
supervisory or evaluative role of the administrator.

In those episodes where the other party to the
conflict was a school board, an entirely different pattern
is evident. The réspondents tended to use the two tactics
of coalition formation and stalling for time. The time span

of the episodes was comﬁaratively long. The issue tended



140
to be one of principle, philosophy or approach to an
Important educational principle. The differences between the
administrators and their boards seem to be related to the
roles that each plays in the educational enterprise;
trustees being politicians, directors being professionals.
Furthermore, there are superordinate-subordinate overtones
between the two groups, yet they must maintain a close and
harmonious working relationship. Therefére, administrator-
board conflicts must be resolved slowly and persuasively.

In the instances where the other participant to the
conflict was a principal, the administrators tended to use
the tactics of information control and the imposition of
rules and regulations. The time lapse of the episodes
varied, and no recurring issue was evident. There 1is no
apparent relationship among tactics, tiﬁe and 1ssue.
However, the use of information control and rules and .
regulations as tactics would suggest that when in conflict
with principals, the administrators were more inclined to

treat the situations like a teacher conflict rather than li&e
|
a board conflict. !

&
Finally, only two instances of administrator-other

group conflicts were described. Therefore, no conclusions

can be offered regarding those episodes.

Sub-problem 2: Freguency of Tactics

In the 24 interviews, there was definite evidence
of the use of tactics on 74 different occasions. There was

clear evidence of the use of 12 separate tactics. The six
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most frequently used tactics were (a) information control
(14 or 18.9%), (b) coalition formation (14 or 18.9%),

(¢) fules and regulations (12 or 16.2%). (d) information
channels (8 or 10.8%), (e) stall for time (6 or&é.l%), and

(f) denigration (6 or 8.1%). Those six accounted for most

of the tactics used (60 or 81.1%).

Sub-problem 4: Usefulness of Tactics

Inasmuch as six of the tactics were used 81 percent

~ of the time, the conclusion could be drawn that those six

are the most useful. However, no measure of usefulness,
other than frequency, could be devised and, therefore, no
conclusion could be made regarding the usefulness of the

individual tactics.

The Critical Incident Technigue

The critical incident research technique, employed
in this investigation, proved to be useful and powerful.
It allowed the researcher to gain more information about
each episode, insight which would not have been gained
through the use of a different procedure. For example, édme
respondents gave detailed descriptions of their moods prkor

to and during the episode. Fersonal feelings become .part of

the data base. Also, extremely sensitive data were cpllécted.

‘Therefore, it is concluded that Flanagan's Critical Incident

Research Technique is a useful data collection method which

might be used more often by educational administrators.
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IMPLICATIONS

The delimifation of the study to senior educational
administrators leaves room for an extension of £he study to
the other party in the conflict. Louden's work (1980)
showed clearly that the decision-making process is viewed
. differently by different levels within a hierarchy. It may
be assumed that the other party to a conflict episode could
add additional (importantj information. As well, the
question of the usefulness of the individual tactics could
be addressed mofe easily if the individual who had
experienced the tactic could respond. A study should be
undertaken whereby both parties to the conflict were asked
to describe the incident, what they did and how it affected
the outcome. A comparison could then be made between the
two sets of data and some conclusions reached regarding
the usefulness of tactics.

Also, a follow-up study on all levels of
educational administrators should be done with the express
purpose of determining whether or not the tactics used are
at all related to the position'of the combatants. In otﬂér
words, are the tactics used a function of the perceived power
positions of the parties? -

Furfher, a conflict management mode questionnaire
could be administered to administrators and the results
compared to a study such as this. Perhaps the method

which the individual uses to deal with conflict is related
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to who the other party is. i

A questionnaire could be designed to further explore
the question of»tacticé. This study has clearly indicated
that these tactics are being used by administrators when
facing conflicts. A questionnaire could yield more
specific information as to the number, extent and use of
tactics which people employ in a conflict.

Finally the findings could be useful in a number
of ways; Fer example, experiences could be developed,
possibly using the cases themselves, to sensitize
administrators at different levels. The findings could
then be used in workshops with teachers, administrators and

A

trustees to make all participants more aware of problems

and consequences associated with conflict.
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Transcript of Interview with Resporident #2

Hitherto the board has relied on their admiristrative
staff to determine what courses should be employed and what
resource materials.

QUESTION: Frincipals as well?

Yes, and I bring it to the Board. In this case the
trustees take it upon themselves to ask me to withdraw
them from the schools so they can have a second look at them.
1 withdrew them and of course we have a conflict here at
this level. Their organization indicated that they are a
course of studies. I have indicated to them that they are
not a course of studies but a resource manual. So, 1 took
them out and gave them to the trustees to read., Taking
the manuals out of the schools and giving them to the
trustees to read was effective in terms of the ?gct that
then they were responsibe for reading the manuals and
determining whether there was anything wrong with them from
their own personal perspective which as you know 1s an
arduous task in itself . . . besides they don't have the
expertise to judge. Thereafter ityarose again because there
was a committee of concerned parents who challenged
materials.

QUESTION: Were they formalized®

They are formalized (the interest group) and
publish a column in the paper. So we had a situation where
1 was away on holiday. 1 had the agenda prepared for the
regular board meeting and I saw no reason to change it just
because I was going to be away. What I didn't realize at
the time was that the chairman had been talking to this
fellow and in my absence they had to have a guest speaker
so they had cooperation regarding the topic. Now we have
a very clean cut conflict at the senior level. Board and
Director in short. I decided to approach it from anr
educational philosophical angle.

The teachers liked the manuals very much.  They
found the activities very useful. But in terms of the
materials, who really give a damn whether that stufr's 1n
the schools or not? So . . . it's not a big thing. Do you
go to bat for a trivial issue? We don't go to bat for
every other little thing like fire posters or the dairy
producers. So maybe the Director makes his first mistake.
He does go to bat for the materials because he feels the
teachers are using them well. And, he loses! He loses at
the board table. It culminates in two trustees who indicate
they wish to exercise their stewardship and they move that
the Director be authorized to return them to where they came
from. It really was only two. I talked to some of the
others privately and they indicated to me that they didn't



feel the manuale were . . . vou Know o . . overly humarnlatic
cr . . . agalnst the espoused divisicnal ldeals or
thilescephy. 1 think they were with me, sc¢ to speak . .
Butl lere we have somebody who their alleglance to is frar
greater tha:r. 1t 1s to me. Because he 19 a clergyman
peaking with a cloutl greater tha:n mine. I'm speaking ao
laymap. Ck, what deces one de” Well I have to indicate
¢ the principals by memo that I have beern authoerized to
1thdraw tthe materials because the board doesn't feel it':
rropriate.  But, ore must withhoeld a certaln amount of
Sormatior, the rationale . . . by .ot 1ndicating the
tiorale one car put 1t of i to pelitical considerations.
oV a;lt%i' to 1rdicate that your board 1o worklng from
Carrow philosophical framework the: what you are dolng
s red\u‘lng he credibility of the board and thereby
educl:y vour credibllity. The: there 1¢ the questlen of
cw de Ve arireach the b az‘d. Hoew Tar do you, aus Dlréctor,
1 Lkl é Compromisl: £ an 1ssue
1 1« thires The: there 1o Lht*

ew factually deovou report things that
happerned. o veu go arcund booprinclpal and tell them
iar bee:r totally drcorrect i: 1ts action N

the board !

ot the gulcker vou exvrvise e mairdale, e qulcnex VO
car loreel aboal 1t. Lo g Tve sent the meme and I've bee:,
cetllrng cre or two of these maruals but 1 kiow there are
clhers arcud. 1've asked them for them; I've legitimived
1% I7ve put 1t 1 owrdltilne iroa memo; 1Tve told the
princliale’ ogroaps Ut :eally up to the boeard row o g
alfler me agal: 1o drag them 1. 1've bee: complian® up
Teoa 1olnt. The actual lvrue 1isell is too small to get
greal cIfga dtatllanal <\:2Ji Uotrem. IU'soa powern Wrg.

It vome members go o a witch hunt 1 could be 1@ trouble.

So, reviewing the situatiou: thern, the buar‘d of
educalior. had reviewed the mar.uals and 1 was advised they
should be take:. from the schools. 11U was 1o ascribe board
ratioraletc somethirg other. Whatl I'm really dolng 1s
fulfillirg tre role of the Chiel Executive (fficer and
idertifying with the beard and yet at the same time
softenirng the approach of the board because that 1s the orly
ratioral thing to do.

QUESTICH: Why did vou choese to de 1t thatl way ratlner tha:n
telling 1t like it was” To preserve the board 1lmage perhaps”

No, ha, ha, ha. The board’'s image wilth the
commur:ity and teachers was at an all time low.

QUESTICN: I'm still wondering about the time, at the board
table, when the issue was raised”

I dealt with it at the time, at the table, very
poorly. I was frustrated . . . I was angry . . . they were
operating from a very shallow emotional base. 1 also feltl



hurt that they did not comply with the educational rationale.
Ard T told them so.

QUESTION: At the meeting”

Yep! I indicated to them, that as far as I was
concerned, they were operating from a narrow and shallow
point of view. They didn't like 1t at all.

QUESTION: What was the reaction?

4 The reaction was an angry response to my
presentation to not withdraw the manuals.

.

QUESTION: It was an angry respunse\\

Oh, yenst No doubt! ure power, and you don't
argue with pure power at that point. You Kknow . . . you
back off. You take your licking and you learn something
from 1t.

QUESTION:  Did you learn anything?”

la, ha. You betl I learned thatl you don't argue
when 1t comes to minor detalls . o o like resource
materials!

QUESTICN:  Anything else you'd like to add’

1 don't think so.



al
Pl

: 1

Trarscrirt of Iiterview with Fecpondent #b

The problem is a principal 1f he ever was good
turr.ing cut to be almost totally ineffective and a growlng
body of pecople krew this besides myself. 1 held several
co.ferences to try to get him to improve his operation
because there were pretty obvicus kinds of small things,
which ir themselves were:.'t very importart but 1n the

overall picture were damned important. You know, like not
getting to school on time, rot fillirg in forms . . ."He

was very irept at hardling boards, very inept at hardlirg
board members.” A new sub-divisio:. tlrustee was elected
ar.d he would: 't put up with this ki:rd of laziness . . . he
was Jjust hcerrified at this ireptress. |1 tried to get thiwu
guy four or five years ago and gctl n.0 support. hone to
speak of at the lccal level or at the sub-division trustee
level. 1 troughi we had support dbul when we really we:rt
1o deo sometihi:rg about it i: terms of moving to a single
rri;cipal war the way 1 mcved at that time, sort of under

-

the table vou might say., 1 gout o supperti whatlsoever.

Ard sC a differ:.t tactic had te be used.

I started to formulate a different strategy. I
called both principals ir and just let 1t all hang outl a:.d
Just said irn eflect “"I'm through suprorting either one of
vou. We are golrg to cheose up sides :.ow ar.d 1f 1 car. gel
vou 1'm golrng alter you. You blow 11 again and 1'm nel 7
foing te. as Dlrector. prolect yeur ireffective:.ess and
inefficier cv.” And this was a bit ol a shocx o the guy.
At cne stage during the dnterview | called him one c¢f the
mest ineffective administrators that 1 had ever ercow:tered.
Ard he said. "Well  that's tlhe first time 1've ever
heard that.” 1 said well you just der.’t go arou.d saNlig
that . . . I tried to tlie you ir. i more ki:d ways alongxthe
way. .l reminded him of some of these. 1 fow.d that i
that situation with the two prircipals’ thal a tric 1s a
pretty ineffective group. 1 mea:n they could ga:.g up o
me and 1'd had it. Seo at this particular meeti;.g 1 had
my assistart in as a sort of a liste:r.er. He could ask
questions or add to jt. Cr 1'd ask, "Have 1 misrepresernted
the feelings of the board 2" And that helped a great
deal because 1 was no longer one on two but rather iwo on
two. That didr't change anything mind you, it just setl the
ground work 1in no uncertain terms. No misunderstandings as
to where I was coming from or the board was coming from.

So., he continued to do the kinds of things he was
good at doing; not getting things done and so on. Bul
during the course of this interview I sensed that I might
have got a breakthrough in that if I really felt this way
he might cooperate at some stage. 1 just sensed that. He
didn't say anything 1in particular. But he continued to do
it. So about two months later, a couple of things happened
that upset me and we happened to be having an instltute
that particular day and 1 had some spare time and I got 1o
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thinking about it and he had done a couple of other blatant
wrongs in my judgment. So I just got a brainwave just like
that (finger snap) and just thought I've had enough of this.
I've set the groundwork and now I'm going to do it! 1I'd had
the first meeting in September, the second one the first
part of November. So about 10:30 in the moring I just went
down and got him out of the main room. I asked him if he
had some time. We went into a classroom and I said, "You
know, we've had lots of hard times sir, but would you
consider at all giv¥hg me your resignation because you're
not only ruining yourself, you're ruining me and the board
and the system . . . the whole works?" And he sald, "Sure,
if that's the way you feel about it. I think I could
accemmodateyou.” 1 sald, "As early as next week?", and he
said, "As early as next week!"” This was a Friday. 1

said, "Could I pick it up from you on Wednesday morning~””

He said, "1 think so."” I think maybe 1 asked him for it on
Tuesdav because we had a board meeting but I made it no
later than Wednesday 1n any case.

Mow, the background 1 haven't explained on the rest
of it is the community was upset, the board was upsetl.
Every board meeting I went to there was another surprise
about something that dumd so-and-so had done. And soO

constantly I was under pressure to . . . well did you know
about such and such. 1'd think we were having a beautiful
meeting and then all of a sudden . . . did you know this was
going on or that was golng on. And so© looking at it from

the school standpoint, from the kids® standpoint, and my\owu
standpoint, cause I was getting damned fed up with 1t, 1

went to the board on Tuesday and they bitched again! So I
said, "Look you turkeys . . ." we were having another meeling
on Thursday, ". - . I1'11 deliver a resignation to you on
Thursday morning if I can have six months of sllence about
that school. 1 want the rest of the year to be happy.”

They just laughed and said, "You can't deliver that
resignation . . . there have been people after it for 10
years, you can't do it.” I said, "I'll deliver it if you
will promise.” They promised. Of course 1 knew I could get
it. Went afd got it Wednesday, delivered it Thursday morning
and it's made the school, made the town. It's just been the
best thing 1've ever done as Director of Education. .

QUESTICN: Are you happy about it%

Yes. And so is he.
QUESTION: Is he still on staff?

We left him on staff. He's cooperative. Happiler
than he's ever been . . . he was out of his depth. And it
took all of this time. He is really a fine guy though. A

Christian sort of individual who is sort of hard to nail.
But even he is happier.
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QUESTICKh: What's the prircipal arrangement now?

Sti11 the same. Still a dual principalship. 1
couldn't sell that. 1 couldn't get the whole loaf. We got
a bright new guy for the school. It's a new ball game.

QUESTICN: Were the two principals together on this 1n any
way”

Yes, oh yes. There was a coalition against me.
Fartly because they were both more STF than the STF, if
you know what I mean. 1'd rather deal with the executlves
than I would with them.

QUESTION: What was it that motivated you to . . .the issue
that went click . . . finally go to this guy and say that's
1t”

Oh . . . gosh . . . I can't/really recall exactly
what it was. 1t was something he had done . . . oh gosh

. 1 remember that he had done something that upsetl me and
I said the hell with it and did it.

QUESTICHN: 1 would be interested in knowing how you
responded to some of these, you mentioqed, late for school
and not filling in forms and so on.

Kindly at first. 1'd move over and say, "Now look,
we just don't operate that way. We just can't.” Or 1'd
phone him. Then coccasionally it would get takenrn out of my
hands because it was so blatant. He would do something so
silly that it-would come to the board's attention. Like he
would take off without permission or something like this.
Not that he was trying to be miserable, just that he was
that inept. Then they would have me write him a letter and
say . . . and so we used the whole gammit of techniques that
you could find to chastize him to do the jJob.

QUESION: So you would write him letters too. D1ld you speak
to him informally”

Yes, formally and informally. I would meet with both
of them quite often becduse they were often both involved so
I would call, oh, several meetings. Ferhaps one a month
almost I guess. Then I realized that this troika thing
wasn't working. Like I was calling them and I was getting
nowhere and I couldn't really understand why until I sat
back and analyzed it. You know, a group of three is
unworkable if two -don't want it to work. And so, that's
when I packed that in. But I was meeting with them
frequently. That's when I called my assistant in to
indicate to them that I had called my last meeting. "You
guys want to talk to me, I'm available, but you're on your
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own from now on. I've protected you, I've saved your hides,
I've taken personal abuse because of it. It mig%t even cost
me my career but I'm ready for it. 1If it does, that's fine.
But if I go, one or both of you are coming with me!”

QUESTION: What about the staff?” How did they feel?”

Fretty good about it really. There was some
rumor. *I had a couple of them come down to the office and
wonder what was going on and that I was being very
unprofessional or negative or something and I spent about
an hour and a half with one of them. But, by the time I
got finished pointing some things out to him . . . he was
the same guy who quit the vice-principalship because of
exactly the same things I was unhappy about. He Jjust
resigned one day just because of the ineptness.

QUESION: What about the community?

No bad reaction there at all. In fact 1 think the
community just said, "Well for Pete's sake somebody's
finally done something!”

QUESTION: What about five years ago when you tried”

No, I don't think the community was ever behind him
but it's a big enough community that he got pocketls of
support. I couldn't go out socially without hearing
about it. Ever! And I'd say I've got office hours, tlhey
start at nine o'clock Monday morning, and they'd say 1'11
be in. But they wouldn't come. They'd get a drink or
two and . . . every time 1'd go out socially I'd get it.
And so would the trustees but they wouldn't collate. A
group here and a group there. They couldn't get together
on it. And neither would the local board. The local
board would never have taken action. Those two guys had
that local board pretty much where they wanted. But T
knew I had sub-division support and as it turned out I got
his resignation; we didn't have to fire him. We kept it .
. . well I've talked about it more today than I have to
anybody else . . we kept it, you know, as his decision
not ours. He gotfaway with it beautifully anqggo did we.

QUESTICN: Did u go to district board meetings? -

I néver missed one since the last year and a half
since this reallysurfaced as a problem. 1 felt I had to
get there because they were turning things around . . . even
at those meetings . . . against the division office and
against me and the sub-division trustee. 1 never missed
one since. v - :

QUESION: Now you don't go any more?
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Oh, no. One of us is always there. We still have
the other half of the problem.

QUESTION: Great stuff. Anything else you want to add?
No, I don't think so.

Thank you very much.
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Transcript of Interview with Respondent #19

1 guess this goes back to . . . is related to the
situation I've had here. Where in this school division for
- six years, during that period of time some of my fairly
close acquaintances were, of course, principals in this
school division. At the time they were my acquaintances I
was also a principal at the high school. That situation
changed slightly when I came into this office as assistant
director for a year and a half. And I think our relation-
ship changed over that period of time, out of necessity to
some extent. Then when I became director a year ago it was
with that unusual mode of operation that we chose to use
whereby - stayed for a year and became my assistant for
a year. 1t tended to be a pretty good way of doing things
in terms of continuity. At the same time it was no less
evident in this case as in a case where I might parachute
directly in that a5 soon as I became director 1 was going
to be tried a little bit by the other administrators in the
division. The other principals so to speak.

We had a principals' meeting about a year ago at
this time. Our group is quite large . . . 14 or 15 people.
We elect a chairman for the group and 1 simply report or
talk about some issues of import. I guess it was after that
meeting that I didn't feel all that comfortable because
people disappeared in an uncommonly quick fashion. Usually
they stayed around to talk and this time there were some
little mutterings among people and nobody seemed to want to
talk about anything very much and they were sort of heading
off in all directions all at once. So the climate after
the meeting seemed somewhat more closed than it normally:
had. I wasn't sure what this was all about but I was
cleaning up a few things in my office with and when I
did leave, I was on foot, I passed one of our elementary
schools just 10 or 15 minutes after the meeting had ended.
One of our principals, who was from out of town, who was
driving his car, was parked outside the school and théy
were obviously waiting for somebody. The principal from one
of the elementary schools here and it looked as though they
were kind of getting together for some reason. In fact, I
.had the feeling, after the atmosphere of the meeting, that
something was up. So I spent a fairly uncomfortable
evening. I wasn't just sure what was up but I was sure that
there was something up. d, in fact, and I talked
about it that evening an®the following morning. It was in
the midst of our conversation that the phone rang. It was
a call from one of the principals requesting that the
principals of the major schools would like to meet with me
right away . . . there were a few issues that they would like
to talk about. At first E‘ﬁ gentleman declined to mention
what the topic was, but up®h me asking outright . . . fine -
we can arrange a®meeting, what is it that you would like to
discuss? . . . he suggested to me, in fact, that it was
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related to adminlstrative and supervisory time which
principals had. At that point 1 suggestled I would be glad
to meet with them 'and we finally set a meetlng date for one

week hexce This sort of brought my awareness level up .
bemething’'s up. 1 guess my conclusion was that the approach
that was golng to be taken was confrontation approach. A
group pressure approach which we had not encountered in the
past. I the previous two years was a slrong
administrator and well known: for what he might do if pecple
put group pressure on him. © It hadn't happened but 1t
appeared that 1l was golag to happen here . . . and il was

a carve ol lry outl the new boy as well.

I'saw 1t as a failrly critical situation. [ thought
1f anvihling else, 1t was the one 1 needed to win . . . and
the definitlon of win there might be pretty tough to come
up with.  Bul to wi:r on the basis of some legitimate
arguments and not on the basls of pulllng rank. tulling
ra;.k wasn’l good enough at that point. T saw 1t as crucial
1r. a number of ways. I thought that 1t was golng to set
the stage for my fulure as an administrator in this school
divicion. T think in two ways: 1 think I had to demonstrate

al ttat polnt, some knowledge, some abilitly, some exper tioe
I confronting group pressure tactics in that kind of
sltuatlon arnd to be able to show people | could handle it
and secondly, I think at that point I could use it as a
reason to establlsh a set of parametgrs within which |
belleved we could work, the principat and mysell together.
[:'i which they were goirpg to be continued to be employed with
us thg}, were golng to be prepared -to work. 1 guess 1 felt
pretty strongly about 1t. In short, 1 wasn't prepared to
put up with that sort of pressure situation from my
adminlstrators for very long. [ thought that duriig the last
two or three vears we had developed a real team approach in
our admilnistrative set-up. Well, 1 spent a fairly busy week.
I 1dentifled a number of issues as [ saw them and 1 prepared

my own case. A pretty, thuxuugh preparation. I prettly well
abandoned everything else I was dolrg tor three or four days.
I saw four major i1ssues. (Une was preparation time

for principals i our system as compared to those 1 other
systems throughoutl the province, and so I went looking for
that information. 1 got printouts for every school in the
province; administrative time, whether or not they have a
vice-principal, and enrollments. I went through and
~summarized it, averaged it and looked.at the percentage of
administrative time that principals in other schools have.
Our principals’ time was in excess of the provincial average
and 1 was sure 1t would be . . . otherwise I wouldn't have
gone after it in the first place. Secondly, I suppose I

saw the method ofascertaining administrative time. I had
felt that it should be done on the ,basis of need. A
situation where I sat down with the administration of a
school and said, "Look, what do we need?"” And while we have
two schools in the division which are very similar in size,
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within severn or eight students, 13 teachers each, I don't
see them as having the same needs 1in terms of administrative
time. As it turns out, it's pretty close, but I think the
needs are very different. And needs change from time to
time. I saw that as an issue versus what they seemed to
want and that was a formula approach. And so I algo got
information about the formula approach. 1 went to the
regional office. I went to the SSTA. We looked at the old
formula that had been set down by the department. Thatl was

another 1ssue 1 identified. The third issue was how
principals used their time, particularly as it related to
the supervision of teachers. That had been a recent
addition \to the responsibilities of our principals. We were

expecting our principals to carry out a major role 1n
supervision, and they saw it as somethlng that was time
consuming. The fourth thing 1 looked at wau the best way,

in my oplnion, to resolve issues like that. That 1s, were
we going to resolve issues such as this one on arn individual
basis or whether we were going to do it as a g¢roup’. And |
guess 1 focused on the probabllity that the only way it
could be effectively resolved as a group was 1f there was a
¢reat deal of commonality with an 1ssue among the school.
Quite frankly I didn't see the extent of commoralltly 1:.

this case. I wanted to be absolutely surk that I had contyrol
of the information; that 1 had more informatiorn o each of
these 1ssues than any of my principals. That was lmportant
to me. I felt that was the way in which I would be able to
direct the meeting i: the direction I wanted it to go. 1
focused or-one further sub-issue ard that was- the one of the
supervisory aspect. 1 guess 1 prepared myself to show the
croup how much time was actually being used in the
supervising of teaching. Becaure I thought that one of the
underlyirg things 1 was going to be hearing was that this
has beernn dumped on us and look how much time 1it's taking.

I didn't prepare a chart or overheads as 1 had done with
some of the other information related to the average
preparation time and so on. 1 wanted my reply in thic area
to be spontaneous as if the issue was a sug@fio@ to me. b
fact I looked at the two schools that I had which seemed to
be creating the major 1issue. ~
(At this point in the interview, the Director went into a
detailed explanation of how supervision time was determined
in each §§@Ool in the jurisdictlon. He also explained the
provinc i statistics and how he extrapolated them to apply
to his division.)

I also intended when the issue came up, if 1t came
up, by showing them the kind of enrollment decline they had
been experiencing in their schools and ‘indicating that in
fact along with that enrollment decline there had not been
a concurrent decline in administrative time. That in order
to continue to justify, at the board level, the amount of
administrative time one had, it was necessary to do a betler
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go@ of the supervision with the lncreased resporisibility.
So 1 saw that as a side issue that might become important
and 1 was prepared to deal wlth that at some length.

When the meeting 1tself came I wanted to be in complete
control of the agenda, so I convinced myself that a number
of things were going to happen. One of them was thatl we
were going to deal with a number of frivolous little issues
first, that had nothing to do with this. Housekeeping
things. I had the secretary-treasurer come in. I
encouraged him to find some little thing that he wanted to
talk to the principals about and that took the heat of £ me
because I was able to say, "Well __would like to talk to
you about this.” I dealt with another ore myself, but they
were reallv moot issues. And so we started with those. 1
wanted sort of complete control of the agenda and then at
that point I simply brought up the major reason for the
meeting being held and I asked the spokesman where he
wanted to begin, whal they saw as an issue and what they
warted to discuss. Incidentally, the principal of one of
the high schcols, who is full time adminlsirator, bowed out

of the meeting.

QUESTION: Did he tell you that he didn't want to be
involveds '

He was probably a source of information to me during

the week. Le probably was able to shed some Insights
as to the nature of the meeting coming up. Well at that
point this fellow stated thelr case. They percelved that
they needed more administrative time than they were getting

they thought that perhaps other people 1n other .
schools, from what they had heard, were getting more. Thelr
responsibilities seemed to be growing particularly in 1the
area of clinical supervision. He just mentloned that this
was the perception and that they had met initially, briefly
to discuss that and if I wanted to make any comment on that.
So I made an opening 1 was told later by my assistant who
sat in the meeting with me, took just over LO minutes.
Something related to overkill.

QUESTION: Were both your assistants there?”

Just y e e e and I thought it better 1f
he weren't involved in this one. It was related to the
power struggle so to speak and he had no desire to interfere.

- As a matter of fact, did not attend board meetings or
principals' meetings 1ln the year that he was my assistant at
' his request. He said that he had better things to do.

QUESTION: He wasn't at the first meeting”

\
No. Well, in any case, it was like opening a flood
gate. I talked about a number of things and in talking 1o
my assistant later, she believed that what I did was
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emotional. I tried to tell her -that I intended it to be
emotional . . . that I was acting. She sald that nobody
acted that well and that I actually was emotional which 1s
possible. 1 started out by telling them quite frankly' how
much I appreciated the opportunity for an open and frank
discussion like this and that it was really important to me.
I talked about how the role of the principal had changed 1n
the last two or three years in our school division. And
I think more than anything since I came 1into the office,

and¢ 1 . did a few things together. That first year for
instance we started a principals' retreat that we have eacth
year at the end of the first week of school. Take our
principals out of the schools and to a cabin at the lake
and we do some in-depth in-service for a day and a half and
then we have a day and a half of golf, fishing, drinking and
bridge. It's been a real good thing. We have got to know
each other -well. 1 suggested to them that I had seen the B
role changing over the last few years and that instead of
being the director telling people what to do, that we had
really used a team approach and that I saw us as a team and
I was sure that they did as well. By th¥s time there
were some downcast eyes and some head nodding and a lot of
people looking uncomfortable. I told them how much I
wanted that kind of open relationship to continue and. that
if in fact more information came up that I thought they
should have I was most eager to go to them 1n an open way
and tell them about it. That X didn't keep things from
them. I didn't skulk around B&hind their backs . . . thal's
the way we could talk frankly with each other when the need
arose for this sort of thing and they agreed. I also told
them that from time to time in fact that there mlght be
some advantage in them having some of their thoughts gel
without my input because I tend to talk a lot. And if "they
wanted to have an occasional meeting where 1 was not
directly involved that was fiHe with me. They were free to
use the board room and there was mileage available to come
in to such a meeting, which has happened. Well, anyway . . -

after that I continued on to theijssue at hand . . . I talked
agout principals. allowances and tHat principals got paid
extra . ._. more than the average teacher d with that there

had to be:pome added responsibility involve# in that payment.
I also talked about the general decline in the number of
students and teachers in the division. - That there must be
some rather apecific reasons to escalate or perhaps even to
maintain the amount of administrative time that they had.
In fact I mentioned the maintain firgt in that in fact on
the surface it would appear that on the average. we were
slightly in excess of the average and with the enrollment
decline we had experienced without the concomitant decline
in the administrative time we would have to do sZpe serious
thinking to justify to the board to keep the level where it
was. 1 also suggested that while we could trade some ideas
and have some discussion, the decision would be made orkthe
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the needs of that sobool and Lhe type of gqetivity the
principals carried out., Fothink that wasn impurtﬁut Lo
because ot the time some ol Uhem were ot superviaing the
way theyv chould have beeop. Foaloo cuppented 0 them thig
there was o tormula apiroach we could Jook HE N I had o
vumber of formulya for then and thal clnce the Pirat init i1
call 1T had had o chance to et some Tntormation topethor .,
Would they like to gee ito I act they did. cooat Uhint
Point we trotted out the i tormation . o had saamiae ved
11 for then.

(At this polant ba the tterview, the Divector explalned il
chart e had prepared o U et Ul )

AT that pornt, o prinecipal sugpested thatl perhaps we should
0 back and have o look ol the wav podncipals were Ul
Lhhelr Ulme, because e owis baving diffiealty poel Uiy Uhilogs
done T Uhe Uime avad lable. Maybe Ly dooking ot more
clfective viave of doinge same ol e thitg s he o was dodng,

o Pladang ol o how Gther prinelpals handled VU, bt wold e
canler For him and oo ol thnt podnt 1 oacked Lhe tesl of
them 0t they were b g o similar Sl tantion. That 1 fact we
Sheula ke nome Ulme ot podoe rpa s’ mecting, to Took o
Pricoolpal s rolen ) g the Job o doens o wil i Pt and bow
they do thiaal most cllectivelyv and thete whs opncement o
Lhat annd Thai s whero we Lottt gt ie Tac b the dasue ot
Bavingy mote Ulme hias Lever  ootues peoapain g o gloup e,
FU has niever stun faced apiy . A T don U ik 1t cven
Peally wan an donue, boal LU woe o admost 3 Pormet Lo overha ]

QUESTIOH 50 the nalure of The meet Vg owas duin s e
concern as well as lestlng the watlers will the new Ditoctor
Yo, 1 obelleve that was the case. Thelo whe o
conselows atlemplt on the part o some of Uhem Lo e 1
there wasi™ U a possiddbility that now that there was comebody
a L1ttle greener in the oftfice that they couldn't perhog..
be pretty directive in terms of having them decide whol wis
0lhg to happen. Either they Mo 10 (a) Couperaalvely ol
L) 11 necessary to have me maklng the decision.

QUESTION:  Tesiting the transition from colleaprue to
superior’

I belleve that is the case. lrobably lesu than they
would have lested 1t had I moved directly from the
principalship because 1 had been in the oftice for one and
a half years and had worked with some of them on that basis.
But still, at the present time they know where the decision-
making authority lies in this school division office. They
know that . . . well my assistant is somewhat aghast whe
one of my principals says 1 better ask  about this or
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sort ot T want to hear this right from the horse's moath.
Whe:, 1 wan asslistant they percelved me as 5ot haviig the
final sav as far as the board was concerned. 1 think they
were still testing the waters on that one. 11 they couvld
entablish the kind of relationship such that 11 they browhid
pressure to bear they got what they wanted.

QUESTION: A cruclal situation which would determiie vou:
leadership and decislion-making style 1o future’

Correct. Very correct.

QUESTION: What was thelr response to some of the thilngs Uhal
vou sald al the meeting’ Weie there any counter argiments o
did you just come it and bash them with all thio o formation”

Thev were 111 prepared.  ITU wau kind of intformation
overkill onome part. 1 didri't want o harangue them but o my
casne was based on facts and phillosophy. 1 have usually been
able Lo buy some Uime by hearlog some of he sculiiebuii drn
advancs and preparing for it
)

+
i

G obovioe s Did oyou present all the dnformatlon oo f
pioloelpale”

o . some o 10 didnct U enhance my algumen i
Suppose rather than to sugeent that oo o well, bowan
somewhal selective of information that's all. I say
had 1 pone through these thing: and found oul that
did just the opposite T wouldn't have used them al all.
Cortainly arc information bilas. 1 created the perceniagen.
I ceritainly chose the InTormatlon 1owes golag o ne veod
carelully. (. covise | didn’t talit aboul muliigr ade
cluvoroom: . 10 eased Cerponnihllity and sooon.

Tt
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QUESTICH:  Well I think that's just a greal story.  Anythilng

e )’

NG, that should be 1t.



Tracooeript o of Interview with hesjpondert g0

che o wan ol the world o preatest Kindergarte:r teacher let'co
ectablich that right off the bat. Uhe wan a pretly weak
c1vter whe:n 1t came to Kilrndergarte:n.. She didn’t have much
¢f that mothering instizcet that's requlred. Lhe never
Lugged a4 kid, for example. And that was the source of her
Liggest problem.  Zhe also had an extraordinarily baa t.h.
problem.  Che hag a very difficult time relatlig to pare;ts

ard falel e e
Al N ﬁ,

‘he story e about a kKlndergarter, at the time and
1

- e }l(

) Tohico ]l had:s Tt beer oper. oa week yel lroomy irst
vear 13 this job and 1 had a delegation of about 145 mother:
show ul hel'e al Uie office. ‘They informed me thal lhey
did: "t like thic teacher and they would appreciate 1t 11 1
Fol poing and pot orid of her.  Like not now, bul right now.
Yeoterday would e great. Lo llike anyone would do 110 the
Citcumstances 1 osald, TLook, 1've only metl the gal once, and
you have Taoglve me some time 1. ectablish what the situatlo:n
i the clascroom really 1.7 1 also told them that my Dirsd
instinet would be to noet dismisy her but to try and improve
et teaching.  They were actually gqulte good and they
accepiled that. I did supervice this partilcula?r teache:r and
wol'ked with her and witlh her principal. I could see what
the courcen of her problems were. 1 also Koew 1 had no
prowsd:s: for dismissal.  The DTEF would have my bull 111
triec Lo move her out of there.  Iiomy discussions with my
board 1 oullined the problem to them and indicated that
next year 1 would px"uba)ﬂ]y\ move her outl of the kindergarte: .
1 ¢cGuld salvage hel aua teacher.  And that dn fact was the
eventual outleome . She's Wachling grade Lhree right now and
dulng a reasonably good Job.

Well, ok. From thete a group of concerned local
Citizens, let's call them charitably, decided that |
wasn U moving fast enough and they got atter the local
board.

QUESTION:  When was this?
Oh, this was 100 Getober.
QUESTION: o they gave you two months?

Not even that! A little more than a month and they got after
the local board and they had a delegation into the local
board screaming and yelling that this teacher had to go.

QUESTICN: Was that the same group that saw you initially?

No. Different group; interconnected but different.
In fact, most of the hollering that was done subsequently was
done not by parents of kids in her classroom, but by other

people who felt they had axes to grind.

1



QUESTIC(L: S0 there were two dictincl groups. GUne to yvoeu
anid onhe to the local board”

At this stage yah. Subsequeng to that another delegation
came back to the board of eduCation. This time wilh a
couple of parents, and this one was mostly male. The
original group that came to see me was mostly mothers. Thiuc
was a much angrier group.

QUESTION:  This was the third group now.

Well yah. 'But remember they were all interconnected

with shifting memberships. This group started 1o really
holler and had zeroed in on a spokesman by the name of .
He was . . . he decided that this was a really cruclal 1ssue

and that everything was rotten in the state of Dernmark and by
golly 1t was time that somebody did somethi:g aboul the
whole rotten school system. He chose to focus his anger,

his personal anger against the school system, atl me as a
person, an oan individual . That led to the more or less
public meeting of the local board in December. 1 was at

heme during the evening and the princlpal of the high school
phoned and sald, 71 think you belter come downi.” 1 arrived
Just in time to hear a motion belng moved and seconded that
the Director of Education be fired on the grounds of
incompetence because he touldn't recognlze an incompelent
Leacher when one was obviously staring him right in the face.
I smiled at them and said, “Thank you very much.” The board

adjourned the meetlng and went 1nto camera. They refuced to
tforward the motion to the board of education. The vole was
3-1-1. One guy wash't too sure whether he liked me or not
elther.

Actually, the issue over tlhe particular teacher diled
down guite a bit. Although, “we did wind up having a parents’
meeting. The board of education and 1 and the principal
called the meeting and let anybody shoot off steam. The
Lteacher was there and we laid 'er all out on the table and
that virtually put an end to 1t. By this time I had made 11
fairly publicly kniown that the teacher would not be
teaching the same grade next year. Things started to qulet
down with just about everybody except this _ fellow. He
went on a crusade that lasted two years. He did everything
possible to make 1life miserable for teachers, adminlstrators,
for me and the board.

He ran for the board of education, in whatl turned
out to be a . . . here, 1'11 show you his campaign poster.
I've got it right here. I take it out every once in a
while when I think things are tough and remind myself that,
hey, this 1s peaches and cream compared to my first year.

He went after us on virtually anything you can think of. He
made an issue out of everything. I'm trying to think of
some of the more personal things. One was, 1 negotiated
with the board to lease me a car. That was obviously

N ,
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extravagant. Another was that the board, round about the
time I got here even before, started talking about plans to
renovate the office. We're still sitting here, two and a
half years later, largely because of the vitrilolic
opposition we haven't done anything. The board recognilzes
that our facilities here are shameful at best, you know, but
they haven't done anything. A large part of 1t has to do
with the opposition this guy managed to stir up.

QUESTION: How did you counteract that kind of stuff?

I'm not sure whether I could say 1 avoided 1t or
withdrew from it or what. 1 think it was more a matter of
accepting him for what he was and then diligently trying to
prove to people that he was poisoning .. . . hey t'aint so,
you know. Also, by doing things thatl were obviously
inconsistent with the garbage that he was spreading aboul
me. I was counteracting with information. Like, I worked
very hard here witlh the local board. With the school stafft.

1t happened that the school staff was causlng me a
little bit of trouble. His mother-in-law 1s one of my
teachers. She was acting as an information plpeline to him
ur:til I stomped all over her, you Xnow, and closed that
door for him.

QUESGTION: How did you do that® Did you Jjust confront her’

ho! 1 didn't because it was a little risky proving
that it was her and only her. Uo I called a staff mee Ling
and told them that's it! No more! That seemed 1o work
reasonably well.

QUESTION: One meeting”

Yes. But there are still some people that think
that 1 acted in a rather heavy-handed and overbearing
fashion. But my nerves were geilting. a little frazzled and
so were the board’s. .

But, there were a couple of other instances which
came up. This guy's wife was the president of an
institution known as the Sheepdip College of Music. They
gavé organ and piano lessons as well as singing and dancing
lessons. They occupied a classroom in the high school. I
decided we needed the spacde, and we did. So I went to NMrs.

", as president, and said, "1'd like you to be thinking
about alternate facilities. We are coming to the situation
where we need more space in this school and I'm sure we can
werk out something." The two are very well matched. They
leap to conclusions and they don't really listen to what you

.are saying. And I bloody well told her so, too, 1in no
¥uncertain terms! So anyway she went screaminﬁ off to my
board chairman and told him I had given them 48 hours to get
put. I was thinking of next September. There was a
f;{-; )

ain .

¥
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petition went around town that had some 400 signatures that
they be allowed to stay in the school that year. Well, they
were out.

QUESTION: As of September?”

Oh heck, they were out before that. The board éot
angry at this response and this silliness, and they just .
said get them the hell out of there. We just happened 1o
have an old space over there and the board said they can -7
have that space. ’

QUESICN: What did you do to encourage the board-to move
them out”

1 didn't have to do a thing. 1 Jjust reported to
them what was going on. My trustee from here was fully
cognizant of this petition. There were people going from

door to door. Even knocked on my door. I signed it ha ha.
But the board got really upset. They gol very very
supportive. Like muskox 1in a circle with me inside! 1t
helped a lot. But, anyway, let's getl back to , because
he's the one that interests me. He ran for the board-of
education in a very vitriolic c&%paign. He lost that

election but ran for the local board of trustees and was
successful there, but it was a very close vote. lHe was
fifth on a five-man board. There was a lot of interest:
There were 13 candidates runnlng-. ' :

QUESTION: How many votes cast”
About €00.

QUESTION: Really! TIsn’'t that a lot for this size
community” .

Oh, yes. But there had been quiti*;?:,i%ét ‘of interest
generated with all this fu-fer-all. Three o e candidates,
the top three, were very supportive of me and the board.
There was a gal who was supported by this __ fellow and
she came fourth and he came fifth. She has subsequently
turned into an excellent trustee. Cnce she got to know me
and the schools a little better she's become very very
supportive. .. became very isolated. That's probably
the story of my conflict resolution was that I was able to
isolate the guy by working on his cohort and showing her n
what was going on and involving her. I succeeded in
isolating " totally on the board. In fact got the local
board to beat some sensé into the man. Verbally of. course, .
they literally beat some sense into him. -

QUESTION: Can you tell me how that all took place? .
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- Well ah . . . yah, 1 guess so. Have you met g
Well, she has a daughter . . . Very . . . well, EMH. And
the kid is over at the school here and 1is sometimes the butt
of teasing by other kids. An incident happened at the
school one day where some older boys decided they wanted to
have the little girl take her pants off and show them her
private parts and all this kind of thing.w Well, got a
hold of this incident and went storming like a bull all over
town, stirring up trouble and thoroughly embarrassed the
child's mother, and the school, and everybody else. And
there happened to be board meeling a few days later and the
other four members of the board got in the middle and
just dumped on him . . . exceeding hils authority by acting
on behalf of the board without prior approval of the board;
and his anti-school attitude; anti-administration attitude
and they really let him have 1t. He went to one other board
meeting for the rest of his term after that meeting and did
not seek re-election.

QUESTION:  low old was the little girl:

- Grade three age. Yah., bad news. Yah, he's crazy.
You Know, he really is a strange bird.

QUESTION: And he couldn't see how this wguld be an
embarrassment to anyone%

And he was frequent¢§>in and out of the schools
seeing what kind of trouble hé could raise. And he has one
sor; who is, you know, a regular little monster in school.
But Dad can't see 1t. Everybody else's kids are rotten
except his. Teachers are all bad. There's no doubt about

it.

A
QUESTION: Did you have 1o do any informal persuasion for
these trustees to dump on him? ' .

I went and talked to the local board chairman and
explained my perspective on what was happening. He didn't
have to do too much reading between the lines to get the
message as to what I was suggesting that he do. I trotted
out the trustee code of ethics and laid it on the chairman
of the local-board and then sat back and let it take its
course. Because by that time I had already won over that
fourth trustee. The lady that had originally come in. there
1ike ‘she was going to clean up the rotten house. By that
time she was already on our side and thoroughly sick of the
guy she had worked so nard with before. So I didn’t have to
really spell it . I just reviewed the circumstances and
Tet them do their thing themselves. And they did it very

~very well.

QUESTION: So he, as far ‘as you are concerned, is out of.
the educational picture”
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I haven't seen the guy for six months. But he made
the first two years of my job here very interesting. And I
don't suppose I1'll ever undo all the damage that this guy
did. But you know, I'm isolated here. I'm not part of any
service club or anything. I'm not going to force myself on
anybody. I'm sure a lot of it goes back to because
he spread so much dirt around town about me. It's bound to
have its effect. Bound to make people a bit réserved aboul
me. When this whole thing was going on, I wrote a lot of
aritcles for the local rag. I write a fairly regular
column anyway. That, keeping people informed, helped. I
send out a regular memo. It's primarily addressed to
teachers but I also send it to all trustees. Local boards
as well as my board of education.

So, for a lot of people, it's water under the
bridge, but 1'm still out of the mainstream. My kids really
like 1t here.

So, have 1 covered the ground for you”

Yes, thank you.
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Department of Educational
Administration

Education Building
University of Alberta
Edmonton, Alberta -
December 20, 1980

Dear

I am presently engaged in conducting a research
project to fulfill requirements for my Ph. D. degree in
Educational Administration from the University of Alberta.
I have randomly selected thirty Saskatchewan Directors of
Education and Superintendents of Education to supply me
with data. Your name was drawn as part of the sample. (

o

Because.pf the nature of my research, 1 must have
an indication of your willingness to participate. Therefore,
1 would ask you to read the underlying brief description
of the project and declde whether or not you would consent
to be one of my respgndents. T will be contacting you in
the next fwo weeks or so by telephone to get your reply,
"answer an¥ questions you may have and establlsh an
interview time.

The study is designed to investigate tactics used
by administrators when they find themselves in a conflict
situation. How the administrators behave to achieve closure
of the conflict will be the main thrust of the investigation.

F4

The critical incident research technique will be
employed to obtain the information. Simply stated, ,in-depth
interviews will be conducted where the respondent will be.
asked to describe in detail facts leading up to a con?&?ct
episode, the episode itself and the consequences of attion
he took while engaged in the conflict. Thus, 1 willl have
a series of unlque,critiCal;gpcidents from which I will be
able to draw.conclt o

-

™

I wish to record.the interviews electronically for
the purpose of arialysis *of the-data. However, if you
seriously object to th€ presence of a tape recorder, or feel
that recording the interview would-limit or stifle your
responses, 1 will not use a recorder. : »

Should you agree to participaﬁél your anonymity

is absolutely assured. Names, dates arfd places will not
appear in the text of the thesis.. # '

L4

I thank you in advance for your cooperation. I
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look forward to speaking to you by telephone in the next
couple of weeks. 1 also anticipate renewing some
friendships when I begin my interview schedule.

Yours sincerely,

K. D. Loewen
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30th January, 1981.

Dear

Just a short note to thank all of you for participating in the
collection of the data for my thesis. My interview schedule, despite some
unforseen delays, has been completed.

I was most pleased and delighted with the candour you afforded me
during the interviews. As a matter of fact, some of the discussions were
50 frank and open that 1 will be unable to completely explore all impli-
cations because of the sensitivityA?f the data. ‘ :

However, be assured that in reporting the results I will not
identify anybody or any place. Intormation which might be an embarass- .

ment to any individual won't be used or will be disguised.

After the completion of my dissertation I will send each
respondent a summary of my findings. \

Ohce again, I sincerely thank you for sharing your experience
with me, your candidness and your time. |

Yours sincerely,

R.D. Loewen.
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DEPARTMENT OF
o EDOUCATIONAL ADMINISTRATION

tf\ FACULTY OF EDUCATION

ARV, THE UNIVERSITY Of AL BERTA

Mr . Peter Dyck, 50th January, 1981
Executive Director of Keglonal Services,

Saskatchewan Dept. Ot Education,

2220 College Avenue,

Regaina,

Saskatchewan, S4F 3U7.

Dear Peoeterx

4

" a

As you are awaze, 1 am studylng at the University of Albesta toward
a doctoral degree 1n bBEducational Administrat 1o . '

I am presently working on my dlsset tation which As concerned with
tactics employed by Saskatvhewan Ditectors and b’upcxintcr’xdcnt: uf Education
when they are anvolved in contlict situations . "My sample for the study 1s
thirty randomly selected members of the aturementioned group.

In order that I might compuare the demographics of my sample to the
entize population, I need to Know the mean aye, years of training, years of
experlence as an educator, yearls ol experience as an administrator and the

Years ot expertence as a director vl superintendent tor the gntire group
. -

of directors and superintendents.

Therefore, I would appreclate any eftort you or your oftice could
make to supply me with that 1ntormation.

-

If your office is unable to send the appropriate data, would you
please advise me and possibly duggest where the information might be
obtained.

»

Thank you and personal reyards.

Yours Sincerely,

R.D.. Loewen.

RDL/vv.

7-104, EDUCATION NORTM, EDMONTON, ALBERTA, CANADA " T6G 2G5  TELEPHONE (403) 432.5241
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Saskatchewan Regional Seryices Division 2220 College Avenue 177
Education Regina. Canada * .
S4P 3v7 .

February 16, 1981.

Mr. R. D. Loewen,

Department of Educational Admfhistration,
Faculty of Education, _ C :
The University of Alberta,
7-104, Education North,
EDMONTON, Alberta.

T6G 2G5

o

Dear Mr. lLoewen:

In response toO youl request dated January 30, 1981, we
quickly examined our files. I have.discovered that it will be
rather difficult for me to collect most of this information for you.
We do not collect information on ages of directors, although I
suppose this could be deduced in. each case from thelr certificate
number. Our files also do not difterentiate between years of
experlence as an educator and years of experlence as an admninistrator.
~This information probably would be avafilable from the Teacherd’
Superannuat {on Commission for all directors in Saskatchewan. 1 would
recommend that you contact Mr. Wally Sawchuk in this regard. 1 am
uncertain at this polnt what their policy is in releasipg dnformation
of this nature, however. Alternately, iyou might send a brief '
questlonnairé to each of the directors/supcrintend@nts in Saskatchewan.

We could provide a set of malling labels for you.
’ {

J

I trust lhis'is‘of some assistance.

I

Yours sincerely,

e w3

Peter W. Dyck,
Executive Director./

PWD/sb




