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CONFLICT STRATEGIES REI.Arnn TO ORGANIZATIONAL THEORIES 

AND MANAGEMEt,:T SYSTEMSl 

Rensis Likert and David G. Bowers 

lluman nature, it is said, never changes. This lead£. some persons 

to C'onclude th:it wars and other forms of violent conflict are inevttable 

since they believe the urge to fight is part of human nature. 

If •-1e ,lefine human nature as that which man brings into the world 

with him when he is born, i.e., his inherited capabilities and motives, 

h11111e1n nnture has changed little, If at all, in tens of thousands of 

y~ars. But there hafi been a tremendous change in the past thousands 

of years in what man has learned and has passed on from one generation 

to ;mother. Moreover, these chan~es continue as experience and insights 

enrich learning, 

Mankind's ability to or~anize human effort, activity, and coopera­

tion has undergone a tremendous development in recorded history. Ernest 

Dale Jescrihes one siRniflcant step: 

"nelegation ls a major problem wh:1.ch goes back to Biblical 

days. The lack of it was the m11jor cause of Moses' failure to 

reach the Promised I.and in his Exodus from Egypt. Having wandered 

for 40 years in the desert, he found he had covered only half the 

,ltstance between Egypt and Palestine. He consulted his father-in-law, 

.Jc-thro, and when the latter saw that Moses 'stood by the people from 

m•·:ning unto evening,' he said: 

'The.• thing that thou doe1:;t is too heavy for thee.,, 

thou anrl th~• people wU 1 surely wear away,' 

"Moses, as leader, hn<l all the depnrtments reporting to him. 

• J 



Fi~un• 1 shows thl• structure. 

"Organization counsel, in the person of Jethro, prescribed 

the remedy. Fi~urc 2, str;tight from the Bible, shows the new 

organization he dcviscd ...... Moses no longer needed to settle 

all the details llimself; he w,1s provided with staff assistance. 

This is the earliest example of a general staff. 

"What were the resu]ts? The organization plan was adopted at 

Elath, about half way from th<.• Red Sea to the Promised Land. It 

took almost 40 years to accomplish the first half of the journey 

hl:'fore the organization p!:m was introduced; only a few months for 

the lnst h.alf. 112 

Progress in Recent Centuries 

For a long period of human history the use of naked power by 

lndlvitlu:ils or small social units was common. Whenever a disagreement 

or conf I ic·t occurred and one of the parties had sufficient power to settle 

l t In the wny he wlslie,I, and had no qualms about using this power ruth­

kss lv, he fore-eel the 1rnlution he desired on the other party. The de­

feated party may have been resentful, bitter, and motivated to strike 

back whenever the opportunity occurred, but for the moment the conflict 

was suppressed or "settled." 'l'o resolve a conflict in this manner, the 

vict,,r had to have sufficient p11wer to wi.n, his values had to be such that 

hl' l1ad no scruples ln uRing this power, and he had to feel that he could 

safely I Ive> with suc-h con,wquences as the continued or increased hostility 

and hitl<.•rmit.s which his hehavior created in the defeated party. 

Mnnk Ind ,1ppearR tn have found power used in this kind of ruthless 

nnd 111whal len~enhlc wny unbearnhle. This power had a highly corrosive 

,;.affect on those who possessec! it and their behavior became intolerable. 
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'1'11 pn' Vl'lll Llal s , m,rnk l nd, ovL•r many 1' L'llt11rlL•s, lrns sought, fought for, 

and Ltrr,c•ly won th e• cstnhl IAhm1•nt of l'lw,·k H nnd bnlnncca ns n safeguard 

;11~alnst th<' nhus lvc 11st.• of power 111 pol It t cnl , industrial, and govern­

mental syst,~ms. Rcl.1t,•d m,1jor noc lnl lnvontlons such as majority rule 

and p,1rl lament.1ry procedures .1lso w.:•re c rcntcd in m:mkind's struggle 

for freedom nnd Just lee. The history of the development of political 

systems nnd their ndministrntion nnd of industrial enterprises reflect 

this Ar:1d11nl, painful change from unchecked power to organizations and 

systl•ms which rely on such socinl inventions as chec-ks and balances, 

majorlty rule, and parliamentary procedures, 

The lnvent:lon of checks and bnl:mces, majority rule, and parliamen­

tnry procedures represented great l1uman pro~ress. Gaining the acceptance 

of l'n r: h was a ma.1or step l,,rward in mankind's social evolution. There 

Is ,wed, howl.'ver, for further social evolution since checks and balances, 

major tty rule, parliamentary procedures employing Roberts' Rules of Order, 

,1nd the advocacy concepts of the law are all based on the win-lose 

nppronch to resolving conflicts. This approa~h does not result in oll 

pnrtles heing plensed by the outcome and prepared to live by it. Because 

on~ gains at the others' expense, hostility continues and may become even 

morn I nttmRe after the npp:trent reso l ution of the dispute. Since the 

win-lost• approach ls seriously Inadequate for managing conflict, any 

syHLt•m--pol ltii'al, lnduntrial, or other--bascd un it is equally 

l 11c1dcq11c1t l' and needs to be revised or replacecl 1'y more effective ways. 

Tiu.• l.'vldcnce is widespread in today's society c, : the need for further 

social c>vnlution nnJ for the cre,1tion of nf"'-' so,.ial inventions which 

can ,·ope much more constructlvely with the <:xisting seriou1 and numerous 

conflicts. 



).'..r.!!£.!:~ l ~~inl ly Starts In One Area of llumnn Activi.!1_ 

Mankind's pro~ress over the centuries has not occurred at a uniform 

rat(• nor in it uni form manner. Improvement in such different areas as 

(a) political, legal and governmental activities; (b) business and 

rnmmcrd ,'l i. activities; and (c) military activities typically has not 

occurrc>d s i tnultaneously, equally, or in a parallel fashion. Sometimes 

tlw j>rogre~ .; has occurred first in one area of activity. At another time 

and in n J<. fferent society, it has occurred in one of the other areas. 

Examples of each come readily to mind. Rome repre~ented a great 

step forw,'lrd in man's capacity to organize his mf.Htary activity as 

well as to rule throu~h governors whose operations were :oordinated but 

<ll1 l'l1 ntr:•ll::l.~d. The French and American revolutions and the political 

tl,lnking of that period was an era of important progress in political 

llfc>. The principles of Adam Smith and the tndu1trial Revolution and 

muc-h later the American corporation were major developments in mankind's 

commerclnl and business activities. 

In every society, however, there seems to be a general trend toward 

cstabtlsl1ing and maintaining a basic consistency in values, principles, 

and procedures among all of its different areas of activitiee--political, 

kf~.,l, gnverm:iental, educational, business, and military. When any one 

an•a of a c t Iv l ty, for whatever reason, develops .: significantly better 

n1111h• or npe ration, thiR improvement anci the underlying concepts and philo­

snrhy 11p11n which it is based is generalized sooner or later and applied 

tu ,11 I of till' other activities of that society. This may require a con­

Hidcr:tblc span nf yc>nrs, but, within a society, this trend among areas 

ol activity toward nn internal consistency appears to occur sooner or 

l:tll'r, 

0 . 



Tlw Nnturc• of ri Sc;clcty Js Refl ec t1..•d In I l s Mnnagemcnt of Conflict 

Th ts general trc>ncl tow;,.rd a cons ls tent pat tern means, of course, 

thnt the> strategi cs and principles used by a society and all of its organ­

izations for dealing with disagreements and conflict reflect the basic 

vnlue ~. :ind philosophy of that society. A primitive society uses primitive 

prnc~d11rcs for coping with differences and conflict; a feudal society 

l'mployH ft•udnl concepts and principles. A modern, industrialized nation's 

nppro,u·h to the management of disagreements and conflict reflects its 

bnstc philosophy, values, and social system as do all of the other prin­

ci~les and procedures employed by organizations within that society, 

This same consistency is found also within large organizations. All 

or the component activities within an organization, such as its leader­

ship, dPct.sion-making, communication, motivation, a.nd control tend to be 

l'onH t Htl•nt, one with the other, as well as to reflect the values and 

nr~antzntfonnl concepts of the society of which it is a part, A large 

number of organizational studies of leadership, management, and organiza­

tional pl'rformance demonstrate that organizations in all of their operating 

charncteriRtics, in , luding their customary procedures for resolving dis­

agreements and conflicts, display orderly and internally consistent 

3 p,1t terns. 

S lnce the management of conflict is a tr.ajar function of every organi­

zation, all aspects of the manner in which conflict is handled tend to be 

conslstc>nt with the organization's basic management philosophy, principles, 

and interaction processes. This applies to conflicts within the organiza­

t Ion and to conflicts between it and other organi~ations. Progress by 

nn organization in developing and using more effective organizational 



---
t llC'o ry an ti systeffls vi 11 le.:td, conseGuent ly, to improvn:ent i:1 its handling 

of r onfli c t since organizations tend to ,naintain internally consistent 

proc-t>dure-.. 

(!uantitative Research Accelerates lkvelopaent of !■proved Social Systems 

Soc·faJ science research is acceleratinK vastly the social evol~tion 

nf ~pprertahly l'IOre effective but r.iore complex organizatlonAl systems. 

This rcse:1rch using quantitative r.tethods was started about three decades 

.'l~o short I y after the basic methodology required for it became available 

(IL Llk<·rt ,1nd J. !1. Willits, tlor.1le and Agency ~nagel!lent, 1940). It is 

s 11hs tft11tfng rhiorous qu:rntftative r.ieasurer:ent for crude jud1J11!(!nt and trial 

.md error. Si nce 1945 the volume o f this research on leadership, manage­

ment, organizational perfori:Mnce , and organizational theory has increased 

~n•,tt 1". 

Tiu_. bul k of the research has been done by universities and 110st of 

it l1as h~cn c-onduc-ted in business organizations because of the precise 

mcas ure~cnts of perfo rmance which can be obtained in many business enter­

pr ii-> t•s. Other s tud ies, hovever, have been undertaken in governmental 

a~enci~s, hospitals, and other non-business or~anizations. 

Pr<•hably the most extensive and sustained research on organizational 

systems and theory sin ce 194S has been done by Th~ tniversity of Michigan's 

In s titute for Social Research. The central objective of this research 

has been t o discover more effective ways for a human organization to 

d~finc and ~ccomplish its ~oals efficiently. This has been bAsic research to 

dlscov~ r mc,re effective ways of organizing and operating a human enterprise 

n r ins t i tutlon. 

Tlac Ins titute for Social Rese,1rch's studies show that, on the average, 

in ~iJ~lv diffe rent industries and for widely different kinds ~f work, the 

. ; 



--

s;1m,· h;1sil· principles for managing human activity are used by the managers 

who achieve the highest production, lowest cost, and most financially 

sucn•ssful operations. these principles differ significantly from those 

used hy those managers who achieve below average productivity, costs, 

.1nd earnings. 

Al though t.he principles used by the highest producing managers are 

essentially the same from industry to industry or for different kinds of 

work, the specific methods for applying them usually differ markedly 

from situation to situ:ltion. These principles are applied in what might 

wel I he cal led n culturally relative manner. Able managers use methods 

for .,pplying the basic principles which are appropriate for that particu-

lar Industry, job, and personnel, and which are consistent with the traditions 

of tl11.' individu,11 firm. 

A c;l•1~•r;i I Theory Based on Principles of the Best Managers 

The basi c princlplcs uoed by the highest producing managers have 

hccn integrated into a general organizational theory. A brief description 

nf this theory fol lows: 

Tlw human organization of the firm is made up of interlocking 

work ►~roups with a high degree of group loyalty among the members 

;1nd f.1vorahlc attitudes and trust among peers, superiors, and sub­

ordinates. Sensitivity to others and relatively high levels of skill 

In p('rsonal interaction, group problem solving, and other group 

fun, · t Ions a I so arc present. These skills permit effective participa­

t Inn in dl• c: i s ions on common problems. Participation is used, for 

,·x.impll•, to es tablish organizational objectives which are a satis­

fa c tory intc~r.,t Inn of the needs and desires of all members of the 



nr~;1nlz;itlon nnd of persons functionally related to it. Members 

of the orgnnlzation are highly motivated to achieve the organization's 

go,1ls. lllgh levels of reciprocal influence occur, and high levels 

of totnl coordinated influence are achieved in the organization. 

Communieation is l!fficient and effective. There is a flow from one 

p.irt of the organization to another of all the relevant information 

Impo rt.int for each decision and nction. The leadership in the organ­

ization has developed a highly effective social system for inter­

nctio11, problem solving, mutual influence, and organizati~nal achieve­

ment. This leadership is also technically competent and holds high 

performance ~onls. 

This organizational theory which is based upon the principles used 

hy the highest producing managers and which makes full use of cumulative 

n1opl•r.1t i vc motivational forces has been labelled "Sys tell\ 4" for ready 

In comp,,rison with more traditional organizational theories and 

:,yst l'ms of oq~nn I 1. lng human interactions and activities, System 4 is a 

more l1ighly developed nnd complex system and represents further social 

t>vnl11tion. It requires those using it to learn more complex leadership 

nnd lntcrnctlon skill s . As might be expected, however, it displays all 

of the characteristics of a more effective form of organizing human 

Interaction and efforts. A rapidly growing body of research findings 

shows tlwt l t iA appreci.1bly more effective in er.nhling an organization 

tn dl•ddt• upon its objective~ and to accomplish them efficiently, e.g., 

s . St•ashore an,I D. Bm.ers, The Durnhility of Organizational Change, 1970; 

I>. 11,,wl'rn, M>.P..!Ling Modern Management Principles to Sales Organizations, 1963; 

., •- I 



D. Howen, nnd S. SenFhore, "Predicting organizational effectiveness with 

a rour-factor theory of leadership," 1966; R. Guest, Organizational Change, 

1962; R. Llkert, "The relationship between management bl!havior and social 

structure--improving human performance: better theory, more accurate 

account it•g," 1969; R. Like rt, The Human Organization: Its Management and 

Value, 1967; A. J. Marrow, D. Bowers, and S. Seashore, Management by 

Participation: Creating n Climate for Personal and Organizational Dev~lop-

~• 1%7, and K. II, Roberts, R. E. Miles and L. V. Blankenship, "Oxgani-

7.Ht lonal leadership, satisfaction, and productivity: a comparative analy~is," 

L968. When an organization sl1ifts to System 4 from a traditional organiza­

tional theory, performance improves, costs are reduced, and improvement 

oC'curs in the satiRfaction and health of the members of the organization, 

e.g., L. Coch and J. R. P. French, Jr., "Overcoming resistance to change," 

1~48, and Marrow, Seashore, and Bowers (above). 

Recent results reveal that the greater effectiveness of System 4 in 

l'l1mp.1rlso11 wl th more traditional organizational theories is much more 

c· le.,r I y demonstrated when trends over time in productivity, costs, 

earnings, an<l other end-result variables are examined rather than measuring 

nil varlahlcs simultaneou'ily (R. Likert and D. Bowers, "Organizational 

thl•ory mtd human resource accounting," 1969). 

A smnll but growin~ body of research findings supports the view that 

in every k1~d of organization, a shift to System 4 improves significantly 

the cap,1ci ty of the or~anizat ion to achieve its goals successfully. The 

System 4 theory, moreover, provides more effective processes than tradi­

l lonn I orgnnizationn I theories for handling successfully all of the dif­

r~rcnt kinds of conflicts which arise in organizations. 



Human Org:mlzntions Can Be Described Quantitatively 

Th<:' <-'Xtenslvc research over the past quarter of a century which has 

prov I ,kd the find lngs from which the System 4 theory was derived also has 

yl<-'lded the methodology for measuring any organizational system. Any 

management or organizational system, consequently, can be measured and 

describe~ in term~ of well-defined variables. Moreover, the scores of an 

organlzatl,111 on these variables can be related to measurements of its 

performance, its s~ccess in achieving its goals, and its capacity to 

resolve conflicts con~tructively. 

The methodology for measuring the management system of any organiza­

tion emplcys an orthogonal framework for two of its major dimensions. 

Thls framework can be applied to any organization in an industrialized or 

moderately industrialized nation. It has been used successfully for this 

purpose In such areas of the world as the United States, Western Europe, 

F.11Rtcrn Europe, Asia, and Latin America. 

l~mploying the customary!'. and 1. axes, organizations are arrayed 

on th<:' y_ axis according to the degree to which they employ the elementnry 

concepts of functionalization. Organizations at the lower end of this 

axis .1re relatively amorphous masses. There is little differentiation 

In function, an excessive span of control, considerable confu,,;ion about each 

person's role, and, in extreme cases, chaos and anarchy. These organiza-

l ions, :11, shown in Figure 3, arc viewed as using System O (zero). 

The, ~. or horl,rnntal axis, i s used to reflect the basic motivational 

f <>rl'l'S which _t)1c organ i:rnt 1.un seeks to employ, the manner in which they 

~i_re> used, anc.l the extent to which they ,1re cumulative and reinforcing. 

rn essence>, this axis reflects the degree to which the basic human motive 

s0t1r~es nre employed by the organization in a socially evolved rather than 

r 
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Jn :t primitive mnnner. In a modern, highly industrialized nation, the 

more socinl ly evolved management systems, i.e., those more toward the 

Syw ~m t, end of thl' continuum in Table 1, achieve appreciably higher 

~ !vational forces focused on accomplishing the organization's goals 

thnn do the less evolved, more primitive sys ::ems, i.e., those toward 

System l. 

The items in Table 1 indicate the nature of the motive sources which 

different mnnagement systems use and the resulting motivational forces 

:rnd const•quences. At the System 1, or left, end of the continuum, the 

mol lvatl,mnl forces rely on p,.mitive treatment of members of the organiza­

tion. At the rlght end, labelled Syst em 4, the motivational forces are 

hase<l on supportive treatment, PunitivL treatment yields hostile attitud~s 

nnd restriction of production, Supportive treatment yields favorable 

nttltudcs and cooperntlve, responsible behavior which seeks to accomplish 

thl• or~aniz.1tion's goals. 

Th<' .Jewish nntlon prior to the time th!!t Moses, using Jethro's 

adv I <'l', l"l!or~nn I zed it, would be class lfied, of course, as a System O organ­

i zalion. ft would fall at the lower end of the 'i. axis (see Figure 3), 

After the reorAanization, it would fall much h!gher on they_ axis, but 

sinn• Moses and his nation relied henvily upon fear and punishment as 

ma _jor motive sources, his organization would have fallen well over to the 

lt•ft t'nd of the> x ,1xls, i.e., toward System 1. The punitive character 

of the Mos.,ic l.r.w reflects this orientation. 

Tlw 01wra ting C'lrnracteri.stics of the different management systems are 

r vvvnl~,l in greater detail by the items in Table 2. As will be observed, 

till• rnn~l• along the x axls in Table 2 vAries from the left end of System 1 

to the right end of System 4. Each or~anizational variable in the table 



1. Cnderlying na t ives 
tapped 

2 . Manner in which 
motives are used 

*Adap_ted from 

Table l* 

~JOIIVATIO~AL FORCES OF DIFFERE~"T ~'.A.'.AGEME~"T SYSTEMS 

Syste:, 1 

Physical secur­
ity, econor:iic 
security, and 
some use of the 
desire for status 

Fear, threats, 
punishment and 
occasional re­
wards 

Syste:::i 2 

Econo~ic and 0cca­
sionally ego mo­
tives, e.~., the 
desire for status 

Rewards and some 
actual or poten­
tial punishment 

System 3 

Economic, ego, 
and other cajor 
motives, e.g., 
desire for new 
experience 

Rewards, occa­
sional punish­
ment and some 
involvement 

Syste~ 4 

Full use of eco­
nomic ego (e.g., 
desire for a 
sense of personal 
worth or impor­
tance) and other 
major ootives, as, 
for example, mo­
tivational forces 
arising froc 
group processes 

Economic rew3rds 
based on compen­
sation systP.m 
developed through 
participation. 
Group participa­
tion and involve­
ment in setting 
goals, improving 
methods, apprais­
ing progress 
toward goals, etc. 

ement and Value by Rensis Likert. 
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3. Kinds of attitudes 
deve l oped to·.,.-ard 
organization anc 
its goals 

4. Extent to which 
motivational 
forces conflict 
with or rein­
force one another 

Syste::i 1 

I ~ble 1 (cont'd) 

Syster.i 2 

Attit~dos usually 
are hostile and 
counter to organ­
ization's gcals 

}larked conflict 
of forces sub­
stantially 
reducing those 
motivational 
forces leading 
to behavior in 
support of the 
organization's 
goals 

Attitudes are so~e­
times hostil~ 
and counter to 
organization's 
goals and are 
sometimes favor­
able to the organ­
ization's goals and 
support the behavior 
necessary to achieve 
thee 

Conflict often 
exists; occa­
sionally forces 
will reinforce 
each other, at 
least partially 

System 3 

Attitudes ::iay 
be hostile :>ut 
::iore often are 
favorable and 
support behavior 
implementing 
organization's 
goals 

Some conflict, 
but often moti­
vational forces 
will reinforce 
each other 

Systeo 4 

Attitudes gen­
erally are 
strongly favor­
able and provide 
powerful stimu­
lation to be­
havior imple­
menting organi­
zation's goals 

Motivational 
forces general­
ly reinforce 
each other in 
a substantial 
and cumulative 
manner 

19 



displc1ys this same range. Under each system heading, there is a brief 

statement describing that system for that part1cular variable. 

An examination of Table 2 will reveal that any organization which 

l1as suffl~ient functionalization and corresponding structure to fall 

within the System 1 to System 4 band can be categorized readily on that 

cont I nuum. In a modern nation, the overwhelming majority of organizations 

In huslnPss, government, education, and elsewhere will be found, of course, 

Lo haVl' sufficient functionalization and structure to fall somewhere along 

the Systl'm 1 to System 4 continuum. 

In Figure 3, System Sis shown in a dotted ellipse. This is intended 

to suggest that social science research will help evolve in the next few 

decades an even more effective, complex, and socially evolved management 

and social system. Some experiments already are providing a glimmering 

of wh.it this system may be like. 

Relation of Interaction-Influence Networks to Conflict Management 

Tht• prnfl le of c1n organization obtained by using Tables 1 and 2 is a 

quantlt11Liv~ description of that organization's interaction-influence net­

work and the manner in which it functions. The interaction-influence net­

work of an organi,rntion is concerned with its structure and with the 

character of all such processes within the organization as those dealing 

with leadership, communication, motivation, control, decision-making, 

coordination, goal-setting, evaluation, and conflict management. 

On~ ,if the essential functions of th~ interaction-influence network 

or nn organization is coping with conflict wherever it may occur either 

within tlw or~ani1.ation or between it and others. The manner in which an 

orr,11nl1.at inn copes with conflict is consistent with the operating character­

lstlrs uf Its interaction-influence network and the management system 



Organizational 
Variable 

1. To v~at extent do 
superiors have 
confidence ar.d 
trust in subor­
dinates? 

2. To w~at extent do 
suferiors behave so 
that subordinates 
feel free to dis­
cuss important things 
about their jobs 
with their immediate 
superior? 

Table 2* 

PROFILE OF ORG~:IZATIOXAL CP.ARACTERISTICS 

Systen l 

Have very little 
confidence and 
trust in subor­
dinates 

Subordin'.ites do 
not feel at all 
free to discuss 
things about 
the job with 
their superior 

System 2 

Have some confi­
dence and trust, 
such as master 
has in servant 

Subordinates do 
not feel very 
free to discuss 
things about the 
job with their 
superior; do it 
guardedly 

System 3 

Ouite a bit of 
confidence anc 
trust 

Subordinates 
feel rather 
free to discuss 
things about 
the job with 
their super­
ior but may be 
somewhat 
cautious 

Syste!:l 4 

A great deal of 
confidence and 
trust 

Subordin3tes 
feel very free 
to discuss things 
about the job ~ith 
their superior and 
do so candidly 

' ) , 
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3. How :::uci. responsibility 
is felt by each member 
of the organization 
for achieving organi­
zation's goals? 

4. To what extent do 
superiors willingly 
share inforcation 
with subordinates? 

5. Are there forces 
leading to accurate 
or distorted upward 
information? 

Systen 1 

High levels of 
mana&ement feel 
responsibility; 
lower levels 
feel less; 

Table 2 (cont'd) 

Systet!I 2 

rank and file 
feel little 
and often 
welcome oppor­
tunity to de­
feat organiza­
tion's goals 

Provide mini­
mum of informa­
tion 

Powerful forces 
to distort infor­
mation and de­
ceive superiors 

Y.anagerial per­
sonnel usually 
feel responsi­
bility; rank and 
file usually feel 
relatively little 
responsi~ility 
for achieving 
organization's 
goals 

Gi·ve subordi.nates 
only information 
superiol's feel 
they need 

Many forces to 
distort; also 
forces for 
honest comnuni­
cation 

System 3 

Substantia l pro­
portion of per­
sonnel, especi­
ally at higher 
levels, feel 
responsibility 
and generally 
beha 'l.·e in ways 
to achieve organ­
ization's goals 

Give informa­
tion needed and 
answer most 
questions 

Occasional for­
ces to distort 
along with many 
forces to com­
municate accur­
ately 

System 4 

Personnel at al l 
levels feel re­
sponsibility for 
organization's 
goals and be­
have in ways 
to implement then 

Seek to give 
subordinates 
all relevant 
information and 
all information 
they want 

Virtually no 
forces to dis­
tort and pot.•er­
ful forces to 
co11111unicate 
accurately 

~10 
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6. How r:iuc :-i cooperative 
tea::rNo r~ is present 
to achieve organiza­
tion's g,1a 1 s? 

7. T0 what extent are 
subordinates involved 
in decisions related 
to their work? 

8. To what extent is 
there an informal 
organization present 
and supporting or 
opposing goals of 
formal organization? 

Systen 1 

Practical 1:: 
none 

Table 2 (cont'd) 

Syster., 2 

Slight amount 

Syster.i 3 

A moderate amount 

System .. 

\'ery !';Ubstan­
tial anoant 
thn,ughout th(' 
organization 

~ ---L----'-~_..__J__1 __ L_ 1 _ _ j _ _ l _j_J__ 1 I j 1 t 1 -L_J 

~ot at all Practi cally 
never in\·ol vcd 
in decf s ions: 
occasionally 
consulted 

Usually arc 
consulted but 
ordinarily not 
involved in 
the dedsion­
making 

Arc almost al­
ways involved 
in decisions 
related to 
their work 

l-1_ I I L _! __ 1 __ _j __ J__J j _L_j__j __ L_j_ ___ j____..___L----l_J 

Infon:i.11 organ­
ization present 
and opposing 
goals of formal 
organization 

Informal organ­
ization usually 
present and par­
tially resisting 
goals 

lnforrn.11 or~an­
ization may be 
present and may 
either support 
or partially 
resist goals oi 
formal organiza­
tion 

Inforr:ia l and 
formal organi?.a­
tion arc one and 
the same; hcnct.' 
all social forces 
support efforts 
to achieve organ­
ization's goals 

_____ ___.... _ _L_t_ l I I _l_ 1 I -1 I I I I I J 

) • l . \ 



1. How open, cand id, and 
unguardeJ is the com­
~unication and inter­
actio~ between the 
conflictin~ partie s? 

2. To what extent do the 
conflicting parties 
seek to deceive or 
to inform the other 
co rrectly? 

3. To what extent are 
efforts nade to build 
or restrict channels 
of connunicat ~on, 
interaction, and 
influence between 
conflicting parties? 

4. What methods of 
resolving conflicts 
are used? 

TABLE 3* 

CHARACTERISTIC PATTER.'.S OF CO~FLICT ~ANAGEMENT 

Systen i 

Ext rerne 1 :: 
guarded 

Systen:? 

"uite guarded 

Syste:-:i 3 

So::ie guarded; 
some candid 

System~ 

Open, unguardeJ 
and candid 

L--L I I I I I I I I I l I _LI --LI __ i__J__J.-_~-~__.J 

Parties try 
hard to de­
ceive 

Parties often 
try to deceive 

Sometit"les trv 
to deceive; 
sometimes try 

Strive to 
inform 
correctly 

to inform 
correctly 

..,_-J-.-~---..____.__....__j__l I I I I I I I I I I __J__J 
Extensive ef­
forts to re­
strict except 
through top 
leaders 

Suppression 

Some efforts to 
restrict; little 
interest in 
building 

Some suppression; 
win-lose confron­
tation and com­
promise 

Sporadic efforts 
to build, espe­
cially at top 
levels of organ­
ization(s) 

Win-lose con­
frontation, 
negotiation, 
and bargaining 

Extensive efforts 
to build at all 
levels li organ­
ization(s) 

Creative problem­
solving using 
consensus 

*Adapted from Sew Patterns of Management by Rensis Likert. 
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5. To ~hat exten~ is each 
conflicting ?arty 
striving to gain po~er 
over others or seek 
mutually satisfactory 
solutions with others? 

6. How well are the 
solutions accepted 
and implemented? 

TABLE 3 (cont'd) 

System l 

Strives ruth­
lessly for power 
over others 

Syste~ 2 

Strives pri­
marily for power 
over others 

SysteT. 3 

Seeks s o□e l!lu­
tually satis­
factory solutions 
but still strives 
for power over 
others 

System 4 

Seeks mutu~ll y 
satisfactory 
solutions 
through joint 
efforts with 
others 

1. ____ ___._~~~___._~__,__---~__.___--'--~-'--~~...___J..--.J-

Strong covert 
resistance 
except by 
victor 

Some overt accep­
tance; appreciable 
covert resistance 

Over acceptance; 
some covert re­
sistance 

Overt and cover t 
acceptance; ful l 
implementation 
sought 

. -.._ ·-= 



upon whicl1 its interaction-influence network is based. Table 3 presents 

many or the variables involved in a cnnflict situation and describes for 

each vnrial: le thl• charncteristic mode of dealing with it in organizations 

using dJff~ ~ent interaction-influence networks ranging from those based 

on System 1 to those based on System 4. 

Table l was bt1ilt in the same manner as was the original version of 

Tables l rind 2 which, in c1 longer form, was first published as Table 14-1 

In Nc-w J.:,:ttterns of Management (R. Likert, 1961). These tables were 

created hy examining, ln a large number of studies, the pattern of relation­

ships amonl the kinds of items included in the tables and also the relation­

ship of these items to such performance variables as productivity, costs, 

and earnings. Based on the general pattern observed, the specific wording 

for ench item was prepared for each of the different management systems. 

Table 3 is, essentially, a detailed elaboration of the conflict portion 

of Tables l, 2, and other longer tables such as Appendix II in The Human 

Organ lznt 1'~. It µresents in considerable detail an array of items dealing 

with confl let. 

~,nfl let Managed l'.est In Most Highly Developed Social System 

TherP is mi orderly progression in the development of social or 

or~anlzational systems from System Oto System 4. To date, System 4 is 

the most sc,dally mature and developed form of human interaction and 

provides ti><~ most highly developed and effective means of managing conflict, 

System O !s, of course, the most primitive. Without doubt this develop­

ment ov~r time will continue, and as suggested previously, an even more 

sophlstll·ated, complex, nnJ effective Rystem will emerge gradually in the 

form or SyRtem 5 and provide even better resources for handling conflict 

cons t rtll' t. l \iC Iv. 



Each of these systems and its corresponding interaction-influence 

network. mon•over, has its own character 1st ic way of handling conf 1 ict. 

This wns mnde c>vident by the comparison suggested above o[ Tables 1, 2, 

and 3. 

These <lfffercnt pntterns of managing conflict illustrate the major 

propositions of this paper: 

I. Evt!ry conflict, other than those internal to a particular 

Individual, involve~ an interaction among persons, groups, 

organizations, or larger entities anJ occurs through an 

lntcraction-influcncc network. 

2. The extent to which a conflict is likely to be resolved con­

structively depends directly upon the effectiveness of the 

interaction-influence network used during the contlict. 

3, The effectiveness of an interaction-influence network depends upon 

its social maturity as measured by the extent to which it 

approaches System 4. 

4. The nearer an interaction-influence network is to System 4, the 

greater is the probability that the conflict will be resolved 

c-ons true ti Y!:.!.l · 

5. To function well, a completely new interaction-influence network 

has to shake down into a well-knit I smoothly running entity. 

Cooperntive working relationships need to be established. 

6. Effective, synergistic interaction-influence networks based on 

Syst~m 4 can be created and can be used in every conflict situation 

by those who wish to have the conflict resolved more constructively 

and succesi;fully. 



n. The use of System 4 interaction-influence networks requires 

an understanding of System 4 principles and skills in apply­

ing them effectively. 

b. In most situations, e.g., universities, race relations, union­

management, and international, a period of time is requ~ 

to build an effective, synergistic System 4 interaction­

influence network before the full potential of the System 4 

approach can be used to manage a difficult, emotionally 

ladened conflict. For this reason, it is desirable, insofar 

as possible, to build a System 4 interaction-influence 

network and have Lt in an effective operating condition before 

a major conflict erupts. 

Obsolete Social Systems Used In Attempts To Re bolve Conflict 

Soml• feeling of the potential for improvement in the management of 

conflict through the use of more effective interaction-influence networks 

based on System 4 can be obtained by answering Table 3 to show how a 

particular conflict is being handled now and answered a second time to show 

how you would~ it to be. Do this by selecting any major conflict you 

w l sh ,ind answering Tab le 3 with an .!:!. on each line to show how you feel 

the conflict is being dealt with now. After completing Table 3 in this 

manner, answer it again with aw on each line to show how you would like 

It to be managed. Draw a line connecting all of the n's and another lii ~ 

conrwctlng Hll of the w's. You arc very likely to find your.!! profile 

much to the left nf your !!_ profile. If this is the case• the implication 

for dian~t.•s to Improve the managcm<'nt of the conflict is clear. 

Thi!'. ust• of Table 3 in a conflict situation reveals inadequacies 

which mny he• present both in the structure of the interaction-influence 



network, e.~ •• in the adequacy of the c0Mmunic.1tion and problem-solv Jng 

clrnnncls, and in its operation. Wh1=:m inadequacies become evident in the 

cxlsting Interaction-influence network, substantial improvement can be 

ma<le in the management of the conflict by strengthening the interaction­

influence network at the points of revealed weakness. 

Effcctlvl.' Interaction-Influence Networks Absent in Red China-United States 
~l'lationships 

Tlw lnternction-influcnce nl.!twork used by the United States and Red 

China to cope with their differences is so primitive nnd inadequate that it 

is surprlsing the conflict has not worseneJ. News such as the following 

extrncts from nn AP dispatch from Warsaw, Poland, dated January 8, 1970, 

describe the present situncion: 

"WARSAW. Poland (AP) -- U.S. Ambassador Walter J. Stoessel, Jr. 

and Lei Yang charge d'affaires at the Communist Chinese Embassay, 

car.versed over tea for two hours at the American Embassy here today. 

hut the session was not classified officially as a formal meeting, 

* * * * 
"Then• wns i1TU11ediatc speculation that the conversation may have 

cl'ntcn•d aroun<l a date for the resumption of full-scale Chincse­

Amcr lc:111 nmbassadorinJ talks, which have been held in Warsaw since 

1958 hut were cnnccled by the Peking govl!rnment in the last two 

years. 

"The last sPsslon--thc 134th--was held exactly two years ago, 

"The llnlll'cl States and Red China do not recognize each other 

d Ip I om,1t I c,1 l I y. 

"Offici.tls In W.1shington indicated a few days ago that the 

lln I tl•d Stales was ready to resume the talks, Asked by a newsman, the 

·O 
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U.S. spokesman said today's meeting was not the 135th. 

"But it was the third contact between Stoessel and Yang since 

last Dec. 3 when the American sought out the Chinese diplomat at a 

Yugoslav rec:eption and apparently suggested a resumption of talks. 

"The two met again Dec. 11 at the Chinese Embassy. The subject 

matter of these contacts was never disclosed." 

If one scoreH the existing relationships between the United States 

nn<l Communist Chinn using Table 3. many of the items yield a System l 

sc,,re. Several other items which deal with the adequacy of the interaction­

influence network between the United States and Red China make one realize 

that a Systen1 0 score is most appropriate br.:cause of the virtual absence 

both of this internction structure and of efforts to build it, 

Blnck-White Relationships Lack Effective Interaction-Influence Networks 

A picture almost as dismal as the United States-Red China interaction­

lnfluencc network emerges if black-white relationships in major metro­

politan nreas are scored. In the cities where major riots have occurred. 

sud1 as l.os Angeles (Watts)• Cleveland (Hough)• Newark. and Detroit• there 

wns a hugh interaction-influence void between the white and bl~ck communities 

and between the more affluent and the poverty-stricken sectors of these ur­

ban areas. Even today one is impressed. unfortunately. more by the gaps 

in the interaction-influence network of our big cities than in it& strength. 

With rc~ard to hlack-white relationships, this applies to both the gap 

between the black and white communities and the many gaps in the interaction­

influence network ~1thin each of these heterogeneoua sectors of urban life. 

Systems 0, 1, and occasionally System 2 appear to be much more character­

istic of the pattern of black-white relationships than System 4. 
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nits conclusion is equally true of the pattern of relationships between 

the affluent and the poverty-stricken in our urban areas. 

Large llnlversities Lack r~f!ective Interaction-Influence Networks 

A slmilar picture emerges if we analyze, with the aid of Table 3, 

the interaction-influence networks of our large universities and especially 

those where disruptive or destructive student riots or sit-ins have occurred, 

often with some faculty support. The Rcores on Table 3 reveal that the 

formal interaction network between each of the three major sectors of the 

unlverslty--students, faculty, and administration--is seriously deficient. 

None of 11ur large universities appears to have an interaction-influence 

network embracing all parts of the university through which effi~ient 

communication and prohlem-solving can occur. Moreover, once decisions 

arc reached, the interaction-influence networks of these universities~ 

not create the le!vels of motivation and felt responsibility among all, or 

virtually all, students, faculty, and administrators to assure that the 

decisions will be effectively implemented. The preuent interaction­

influence networks of our large universities are as inadequate for creating 

wldcspniaJ fr 1t res pons ib llity as they are in their communication c:apabi li­

t I es. Tlu•n' an.~ scr ious communication and responsibility gaps. 

The kinds of con fl lets which we have juAt examined usin~ Table 3 

give p1'inful evidence that the present management of some of our most 

Sl'rlous conflicts relics upon obsolete models of social systems and 

Internet ion- Inf lU(!nce networks. The present interact ion-influence networks 

an• extremely inadequate and reflect very primitive forms of social sys­

tl•ms. Tlwre is, obviously, an opportunity for improving the management of 

lhl'Sl' l'onfl lets substantially. If mor<: effective interaction-influence 



networks were used based on more socially evolved social systems such as 

Systc~ 4, the improvement would be great. 

Suh1Httuting a System 4 interaction-influence network for a System 1 

or System 2, however, is not done easily, especially in complex conflict 

situations. Fortunately, findings from current research on the dynamics 

of changing attitudes and behavior are directly app°licable, This is 

especially true of studies in business firms on how most efficiently to 

aid an organization to shift to System 4, These studies are yielding prin­

ciples and prncedures which can accel~rate substantially a shift to System 

4 In the> m,,na .,ement of any conflict and thereby resolve the conflict faster 

and hcttl'r than is possible otherwise, 



FOOTNOTES 

I This paper is a condensed version of Chapter 2 of Managing Conflict by 

RcnsiR l.lkert. To be published by McGraw-Hill Book Company, Inc. in 

197 I. 

2From "Delegation" by Ernest Dale as printed in April 1957 issue of 

Enterprise, magazine of the You~g Presidents' Organization. 

3rhese clnta have been reported in Chapter 7 and Appendix I of The Human 

Organization, R. Likert, 1967. 
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