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- { S - u'~"Conflict Sociology - A Perspective
' for Organizational Theory"

. This'papcr wili focus on two subject areas which are funda-

mental to the development and utilization of relevant organizatinn-
al theory. These two 'broad subject areas are qualitative research

methodology ‘and Conflict Sociology as a productive model for the
i ' - N - v
analysis of complex organizational iprocesses. In order to address

these two subject areas each will be~addressed'individua11y. Sub-

sequently both subJect areas w111 be dca1t w1th more spec1f1ca11y as

lL\ - / . - »A;T(\

utlllzed in _recent research 1nvolv1ng the ana1ys1s of inter and 1ntra

organlzatlbnal confﬁlct. Through’ the utlllzatlon of th;s framework

N5
i,

‘the two. methodologlcal and theoet1ca1 areas can be exp1a1ned and then. .
\ grounded" in actua1 work wh1ch utilized both approaches.

This paper willualso,'most importantly,'addreSs the issue of how

]

'both.approaches can he,used most effectiyely throuéh anfinductive'ff.\
' éthnpéraphic.research process rather than the more commonly,utilized'
hypothetlco-deductlve research process,, It is a basic assunption of
the authors that the 1nduct1ve ethnographlc‘approach, comb1ned w1th -, .

'alrtatlve methodologles and the theoretical perspective of Ccnfllct ’

pciology proVides a -compreheunsive model for the analysis of complex

prganlzatlonal phenomena..

.\

'~/ o b_ The Qua11tat1ve Approach

The countless arquments, end1ess debates, and thc professlonal

biases rc1at1ve to qualitative vs.- quant1tat1ve approaches are suf—

L4
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~_ ficient to turn an aspiring social scientist into an educator (of

-

;alidthings);'.One has only to venture into any qraduaté.school and

examine the course offerings to see. the dichotomy which many scien-

t1sts w1sh to perpetuate relatlve to the two/technlques. In fact, a
! ’ :
h1erarchy is even erected re1at1ve to the two approaches in many-

~

chools of educatlon. The statlstlcalw deduct1Ve,:t1ght behav1ora1

deslgns appear to be granted much status in the. edncatlonal research

. .
)

"commdnity, In fact they are - accorded so much” status that they become

: the-"measurlng stick" for nuccessful research.

‘Apparently, the ver productave_and useful work of many sociologist,
anthropologists, psychologists, and.organizatiénal theorists who utilized

_ ethnographic_techniqﬁes-such as”observation,feyent analysis,'and process

- documentation are not coqsidered “tight -enough". Obviously, such is not

the’ case and the educational community is becoming more aware of the value

of qualitative approaches. Therefore,,this paper‘reports recearch which
Utilizes a qualitative approach in order to document and describe the
process of complex organizational conflict.

‘The‘Conflict Perspective: A Model for
Soclologlcal Analys1s

In 1957 Ralf Dahrendorﬁ publlshed a book ent1t1ed Class and

Class Conf11ct in Industrlal Soc1ety. Dahrendorf proposed a modéfr}or

- - o

-the conceptualrzatlon of soc1ety'as an a1ternat1ve to the predomlnant

~-model of~structura1-functionalism; Accdrdihg to Dahrendorf the

I . . \
‘such fa11ed to prov1de ‘an adequate model for/éhe conceptualization of ",

N ‘ \
%tructural functlonal model of soc1ety was “Utop1an in nature and as.

soc1ologaca1 prLblems, theory, and research// Hls obJectlons to struc-



-3 -

ral- functional thForists were too numerous to detail here. However,

&ome of - Ds repdorf s criticisms are worth mentioning- as they can. aid

! v ' ¢
-
“'in gaining a clearer picture of his model.

a7

‘In "Out of Utopia-—Toward A Reorienmtation of Sociological Analysis"

(1958), Dahrendof - delineates his major obJections to structural- function-"
k 4 3 .

"al theorists.- Among these obJections 1s his contention that structural-
“ functional theorists are Utopian and as such ‘cannot, and do not,-perceive
society in.-a way which will generate appropriate sociological researche.

Another of his objections is that Utopians~seekito make a false distinc-

o

tion between theory and ‘research. To Dahrendorf the two are inseparable.

* Above all’ithis conception implies that sociological research
_and sociological theory are two separate- activities which
it is possible to divide -and join., I do not believe that

. . ) % N S - ) X -
'Dahrendorf'continues byﬂstating that if the position that theory and

research 1s separable is accepted we w1ll have little succesq “at examining

problems. What Dahrendorf means here.is that we/sﬁoald be 1nterested in thc

“ -

explanation of problems."He says "at the beginning of every-scientific
-1nvest1gatJon there should be a puzzle" Lp. ll/).

Dahrendorf also 1nd1cates that the "equilibrium" model \s frequently

~

employed. -Regarding the equilibrium model Dahrendorf states.

'~

, It may be my personal bias, but I can think of many ‘more problems
to which the social system does not apply than those to which it
- does. {p. 120)

Dahrendorf s rather strong statcment and obJecticns to the structfal-
ol v
functi nalist approach have beengsummarized by William Chamblis (1973)._

e

/’
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Chamblis delineates the assumptions of the structqral-functionalist

e . .
. . . B ' T

" approach as:foL%oWs: , N

1. Every society is a relatively persisting configuret%on of
elements. ' :

M_2..'Every society is a well-integrated configuration of eiements5
= -,“\ 1 . v " o N . ’
3. Every element in a society contributes to its functioning..
. ’ . 1, .

4. Every society rests on the consensus of its members.\
(19{? P 20) : : .

) e

In addition to the obJectlons c1ted above it is these fundamental

assumpt1ons of the structural- functlonal model wh1ch Dahrnndorf strongly

denoumces. In'thelr“pIﬁEe Dahrendorf offers four ant1thet1ca1 assumpt;ons:

'ls.vaery society. exper1ences at every moment soc1a1 conf11cts,
- social conflict is ub1qu1tous.

- i

S 2 _Every society is subJected at every moment to soc1a1 change,
social change is ub1qu1tous. : ! o

“w - 3, Every element in a society contributes to its change.
4. Every society rests on the constraint of it's members.
ﬁ& These fundamental assumptions form. the basis for the confiict perspective. -

The conftlct perspectrve forms a model or paradlgm for our understandlng of a

L phenomenon. However, -a model is not a theory. It is a ng;E\QE\Zii?" As such:

it cannot be proven wrong. A model directséour research in a_general way and-
suggosts questlons to be asked wh1ch w111 make some sense out of a soc1a1 phenom-’
\

'enon.. It is 1n this manner that the conf11ct perspectlve shouLd be used..

From tth broad'po1nt of reference:whlch forms the conflict model, other
.researchers and theorists have discussed conflict., 1In "The Nature of Soc1cty

- ¢ Gerhard. LensKi (1973) proposes that conflict is an important element in everf

.,society...He states that many of the "systems theorists" tend to ignore or




play down the element'of conflict in order to seek equilibrium models.

Lenski points out that throughout histofy all-societies have

been involved in conflict as it is impossible for the individuals
_aﬂd groups within a society to agree'bn'eﬁerj issue which con-
‘fronts them ( p. 39).

' kobett Nbrth (f§39).discusses conflict in a study on violence.

-

He state that confllct

emerges whenever two or more persons seek to possesc the ' !
same object, occupy the same (physical or status) space, '
- play the same role, maintain incompatible goals or under-

take mutually incompatible means for achieving their purposes,

and so forth. (p. 3) :

_As Dahrendorf implies, it is difficult to envision society

as not involyee in one of these typee'of conflict perpetually;'
Thié'is;true on the individual, group aqd natiohalllevel./
. The amohnt ef iterature in education regerding cchflict in;-

'Echools.isuextremely_Sparse. Most discuseions of conflict pettain
to collective bargaining. There are, howe;er; some steteﬁehts
regarding conflict in education which can prove of iﬂte;est to us.

Wilmer S. Cody (1974) discusseslconﬁ}ict in terms of governance,
accountability, and evaluation in education.. He states that coeflict'
is e'eriticaiteiement in the processes involved.in.school'adqihis-

_traﬁion. Thomas Eliot (1959) says that school governaﬁce.is founded
. :

AN

in tw0 apparent conflicts 1n\Amer1can Educatlon. These conflicts'are

the struggle between the pub11c 8 f1ght to educat10na1 self-determlnatlon,
and the professional 's need for wide'range of decislon\berogatlyes.

These two cdntentioﬁs that conflict exiet\ih;the schools, and may -
_even Pe inherent, lend euppert to the use of the’eohflict perSpective.;

[ . - > . . ' -

7 v . va



‘ Another concept used in the analysis of conflict was proposed .
By Frank W, Lutz (1969). Lutz uses the conckpt of territoriality

and defines it as "cognitive space.' He utilizes this term to
'analyze teacheréadminfstrator relationships, implying that,conflict
between the two groups ts often a’ functlon of violations by one
“group of the other's cogn1t1ve space" (p. 82).A Robert Brumbaugh

\1970) argues that the concept of terr1tor1a11ty, as def1ned by ’ ’ K

: Lutz, is a cr1t1ca1 concept in understand1ng organlzatlonal 1

.functlonlng and 1nteractlons (p- 98). .

" The descr1ptlon and d1sc9s81on of the conf11ct perspective is |

i

prescnted here as a means of conceptua11zlng the problems relatrve_'

‘to complex organlzatlonal theory. As stated ear11er, the literature

)

presented def1nes a broad model from wh1ch the researcher can'condupt

.\_

_ his 1nqu1ry~ It 1s not 1ntended as a basis for generat1ng spec1f1c

hypotheses or research questlons as 11tt1e is known of most phenomenon

-

under study.

The methodolog1ca1 qua11tatLve approaches, comb1ned w1th ‘the - 3)

conf11ct model can’ comb1ne as a formidable approach to the development
Lo l/\

‘of useful and relevant theory. Such Lheory is grounded in the event

and is utilized to expiain the event, Using this approach the theory
; is utdlized as-* hroad perspective and then 1s,tested aga1nst the
spec1f1c processes descr1bed. Theory can-then be'used.to eprain
| what has occurred which is the pr1mary functlon of theory.- Followiné”

is a descrlptlon of a study which ut1112ed qua11tat1ve methods and f

Conflict Soclology. _ ' _ : . o '\
. o ‘




An Analysis of Inter and Intra
Organizational Conflict

Thls\mesearch focused on mandated change and its 1mpact ‘upon

an institution of higher educatlonb(IHE). ‘The mandated change '

H

which this study analyzed was the Competency Based Teacher Ed-
“ucation (CBTE) mandate which the New York State Education De-

partment Division of Teacher Education and Certification (SED)’

attempted to implement in 1974-75. The etudy used an ethnographic,
qualitative. research—design'to describe the event studied. The
"Conflict Perspectlve" as de11neate by Dahrendorf (1957) and
vCo111ns (1975) formed the theoret1ca1 framework for the ana1y51s.'

of the event..
f STATEMENT OF THE PROBLEM

A What are the characterlstlcs of the development of a CBTE program

’

in an 1nst1tut1on of higher education in New York State as it ///

responded to a'state-wide mandate for_the development of CBTE

//v..

prgrams? . _ /

The movement toward CBTE in New York State became an actuallty‘

when the. SED, D1v151on of Teacher Educatlon and Cert1f1catlon

'.establlshed a dead11ne for program proposal : subm1331on. .Slxty

IHE' s, wh1ch represented a total of 146 teacher educatlon programs(

5
DN

' were requ1red ‘to submit CBTE program: proposals on or before

ebruary 1, 1975. Due to the wide variety o 1nst1tut1ona1 settings
\

and characterlstlcs representcd by thls group\of IHEs responses to

\\\ | R

the'btate mandate took varying forms. However, despite the wide -
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¢

d1ver31ty of 1nst1tutlona1 sett1ngs and characteristics, SED was
cofronted w1th the problem of develop1ng and applying standardlzed
’ state-wide criteria upon whlch to_base its decisions regard1ng
program registration.. . | . |
[ It is from these tmo phenomena:l‘(l) the variatidns in institutional -
_ o :

settings and characterlstlcs, and (2) the SED's state-w1de mandate
and criteria for program development and reg1strat1on,_that the

problem‘\wh1ch this study addresses arosees Thls study, conducted

\\.\

‘an exten31ve ana1ys1s of the development of a CBTE program in an

IHE which did not rece1ve’program registration.
e - ' \
_ PURPOSE o~

s

_The purpose of the study was to: ~(1) identify:and describe characteristics\ -

= 1nvolved in the development of CBTE program, and (2) analyze the e ' ;-

" identified and descr1bed characterlstzcs from the perspect1ve of intra-

and 1nter-organlzatlona1 conflict, in an 1nst1tutlon of higher ed- - .

.

ucation as it- responded to the stare-w1de mandate for CBTE program development. AR

FOCUS

This study focused upon one IHE as it attemptnd to develop 1ts CBTE programs

- . ‘o

This IHE was chosen because:

';(1)' It represents a non-typical ‘case as it is one of the few
institutions which did not receive program. registration
(only four of the s1xty did not receive reg1stratlon).

(2) Th1s IHE was apparently unique in the type and amount’ of
conflict it g¢nerated in its attempt to develop a CBTE

program. o -

(3) Tﬁ1s IHE has a program for the preparatlon of elementary .
education teachers which is. the largest teacher education o .
. program involved in the February 1975 deadline. I




METHODOLOGY

. -9 -
S B L
(4) “The remaining institutions wéré currently under study

through a state-wide survey ‘of institutional development
of CBTE programs. - . " K

| B
The methodology for this study was based on several assumptlonS'
I
l. The. phenomenon investigated is unique in its conf1gurarlon.
' ! By this we mean the state-wide mandate for CBTE is un1que
: ! in its scope and effect. :
s ,

ﬁg/*The/Instltutlonal response to the sate-w1de mandate is o R
unique as this is a new form of external. 1mperus for ' :
\» change.

3. A descriptive account of the processes 1nvolved in the.
IHE and its consortia must be provided in order to interpret
the actions of the individuals and groups 1nvolved.

A conceptual fra?ework and methodology for the analysis of social

\

sett1ngs whlch met the criteria stated above. has been proposed by

JOhnfLOfland (1971). Lofl nd s conceptual - £ramework was utilized ~;)

>here as the methodology necessary for the conduct of this study.

Lofland was chosen for two reasons‘ (l) h18 methodology has'been

developed to, ‘"describe the characteristics of a soc1al phenomenon,

“and (2) hls/hethodology affo ds the flex1b111ty to ana‘yze a soc1al

J : -/,

setiing, whlle also prov1d1ng spec1f1c1tv in the collectlon and
\ .

analy81s of data, \

!
I
|
’,—_ -‘ \ - \ ‘\ { . . ~
* Lofland states ‘that a soc1al>event can be d1v1ded ‘along a contlnuum,

|
Lo \ | .
into six units of analysis. .These units of analysis| are:

.1l Acts ey _ L -

|
. . .
2. Activities . . ‘ |
3. Meanings o L ! :
4, 'Participants L., T ! '
5. Relatlonshlps | . | ,
6. Se t t lng . . ’ \‘\‘ i ’
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*~_These un1ts "of analyslsdmoveffrom“miéroseopie'(acts) to'macrosco?ic:
.\?‘« o .
(setting). - By obta1n1ng data within these tategorles the ent1re

,\”\

_gocial event‘dan be descr1bed. Lofland def1nes these unxts of analys1s

-

.as8 follows: o . . : L ' : '
- . . ’ - -2 . : T

. - Y DA T SRTRPR
l1.” Acts: Actiod’ in a situation that is temporarily brief,
‘éonstituting 'only a few seconds, mindtes or hours. <
2. Activities: "Action in axsetting_Qf more major - duration
--days weeks, months~-cbnstituting s1gn1f1cant elements of.

person's 1nvolvements. ~ - ]
S D - b ' N

] . . . o )

3. Meanlngs' ‘The verbal productlons ff!paft1c1pants that.

:deflre and d1rect actlon. e

4.; Part1c1pat1on. Person's hol;stlc 1nvolvement, or: adaptaonl

£0, a situation or- setting under study.
) N

» 5 Relatlonshlps. Interrelatlonshrps among several persons, .
g.consldered simultanecously. “

8 ¥
- \

\6. Setting ‘The entire settlng under study cons1dered as the :

unit of ana1ys1s.' - .
\ .

BESCRIPTIVE RESEARCH'QUESTIQNS

)
The research quest1uns were utlllzed ih order to obtain data needed

to describe the IHE rEspohse,to the state mandate. They are based on

~

Lofland 5 framework for the analysls of a soc1a1 settzng.
1. What vere the acts of- part1c1pants durlng the development
of the CBTE program’

P

‘2. What were the -actions taken by groups during the development
of the CBTE program7

e \
\

_ -
- 3. What were the meanlngs attrlbuted to acts and actions ot
hrtlclpants by themselves and others7 . . :

o

4, ‘In what way did part1c1pants become 1nvolved or not 1nvolved
in Lhe development of the CBTE program? . ‘\N

\

5. What were the reratlonshlps of indiwiduals and groups as they
* were 1nvolved in the development of the . CB * program? . -

-

ST ¥

~

°
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1;1-5;3 j. | ;..\\. ,.f... i.i_ | - 11.;_

- |
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I 6._ What was the sett1ng in wh1ch the development of the

};*;- -« CBTE program took place (h1stor1cal 1nst1tutlonal social,
v . and polltxqal env1ronmen*)?
ol e

fANALYSIS '

<

The baslc theoret1cal perspect1ve for the analy51s of the CBTE

program deg@lopment is conf11ct .heory. The prlmarv source of

7

gtheoxetlcal 1nformaflon was Conflict Soclology Toward An.
/.

.

Explanstory Science by. Randall Colllns (1975).

. '\._

The purpose lofi th1s study is con51stent with Colllns assertionss.

The attempt\was made to ut llze some’ of Collan explanatory
r-') ’

k ?(
theory dea?&ng w1th organlzatlons to expla1n the, complex phenomenai'
_— P

4 w/ 0

documented ‘and dechlbed. Thus an attempt was maﬂe to apply and

&~ SO "

_w“,_generate_explanatlons_ofﬁaﬂcomplex phenomena_hased'upon experlence
r

. R ¢
! \ . i
'i.

There are three dlstlnct character1st1cs of the process descr1bed

by the dataﬁ They are: R ' J:T%'T .

ggssl. Cohfllct and Coercion. The.utilization and dynamics of
’ power. e o A , - ﬁ‘ A

: =y .o ). : S .

L -2, Differing, goals: and approaches to the solut1on of -/
' & problems causing conflict. - - co e b \

?M“”4W“"““3. Confllct within- organlzatlons affectlng the*abllrt; o—“*'“é“
' funct1on in the collaboratlve effortY R \;»~ '

DR
Each/characterlstic, and the phenomena 1t is characterlstlcs of, was

";) explained in terms of ava11able theory and the generatlon of theory
vhere apprépriates <. .. | | .
concx.usmns j:" B

The concluslons of the study are.JJU

™

"
." . -
R ST

1'1 Mandated change has a h1gh potnntlal for generatlng conf11ct.

1mpa1red.

({

352;j Where change 1s mandated \\ttempts at collaboratlve effort are.



L

\\3.' Mandated p- sgram development 1nvolves the processes of change
and conflict. . oo . R ) : AN

/

)

4, . Organlzatlonal collaborat1ve efforts 1nvolve the_dzstrlbutlon
and ut1llzat1on of powers : : oo

\. ~ / _..."" .. B .: . ! :,__.'.. ] .
5. Mandated change can result~1n attempts_to avoid partfcipation;

. / P

/

" 6. Madated change results in . counter-aggresslon where resources_‘

~. u

are’ avallable. LT S
7. Mandated change can result in non-participation of parties in
" the . collaborative e/jort when resources for fighting back are not ..

avallable. T — \

8. Mandated change can result in the "selective involvement" of

part1c1pants. ' o e . ‘ S
- ~ B / ) v ) .

9. Mandated change can result in passlve res1stance ‘and~dulled
compllance whan opportu.1t1es to escape and resources for f1ght1ng
back are. not ava1lable. v _ _
y _ . o [

On Confl1ct soc1ology forms a useful theoret1cal framework for the
explanation of mandated ‘CBTE. and organ1zatlonal conflict, ‘

v . - . . .

‘vll; Groups w1th vary1ng goals and approaches to the resolutlon of
problems exh1b1t a high’ potent1al for conf11ct when coercsed into

collaborat1on. _ o S

[
~

o 12. Conflict within organlzatlons ab111ty to effect1vely relate

to other organlzatlons when coersed into collaborat1on.-

This. 11st1ng show two categor1es of concluslons wh1ch reeulted

S {

from the study.' The,f1rst fiine cbncluslons all reflect results

[}

-

obse'ved due to tke mandated change. The second category of . concluslons

i

deal spec1f1cally w1th ‘the theoret1cal framework utlllzed to’ expla1n the
eirentw ' ' - R L . . . -_'L
The f1rst category (those conclus1cns deal1ng w1th the mandate)

pr1mar11y result from the descr1pt1ve data. These Fata clearly sub-

".‘

7’stant1ate the contentxon that the mandated change gLnerated substant1al

“ s

_-conflrct_andkwas/characterlzed by the‘uscso coercion on the part of many

~
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‘Clearly the coercive characteristic of the entire process of program

dévelopment led to inefficient utilization of resources andiexpertise.
I- ) N - . .

'The collaborative approach to: teacher education was greatly h1ndered S

by the SED declsion to establish CBTE as the onlv acceptable teach]ng AR
format for the preparation of, teachers in New York State.j

What is also quite clea;\from the data is that CBTE actually ;
. . ¢'\ ‘\ L
‘became a struggle‘over control of the process of training teachers-

Thig event.was ‘a study_in_cohflict,Kcoercion,eand power not a study
~of ‘collaboration and consensus. The entire»educational.tystem became
rengulfed in struggle for control., - o L e '; -

. T ..o . :**% .o

Conflict Sociology is a useful means of ana1y81s for inter and
5 Gy B

1ntra organlzatlonal relationships. Clearly, Conflict Soclology 'fw

'served to explain the described event “and: the behav1or of 1ts f"f}fw TR

,'participants,,/Alsomthls application of Conflict.Sociology proved ;ﬁgi 'thup

beneficial imexplaining relationships between organizations as weli_' .l:/’/*//f/

as within thom, Every 31gn1f1cant act _and att1v1ty engaged 1n by ‘thes - S
:participants in this study was accurately explained hy Conflict

\

Soflv'ogy. o : . - o - C ; - e
- -A final conclusion of this study is that theory which is useful :ﬂ:'g e

can’ be generated from descriptive data collected through the use of

a process_documentation approach._ This generation of theory, grounded

in data, indicates the need and utility of an ‘inductive, qualitative EE

. approach to‘the,atudy ofhorganizations @nd social phenomena.n

/
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‘\1 The utlllzatlon of qaalltatlve methods to descrlbe the chﬁracterlstacs

‘of an event, combined w1th the 1nduct1ve explanat;an of “the. event though
N

‘-

qualitatlve methodologies to analyze,complex or%pnlzatlona
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