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CONFLICT STRATEGIES RELATED TO ORGANIZATIONAL THEORIES 

AND MANAGEMENT SYSTEMS1 

Rensis L i k e r t and David G. Bowers 

Human n a t u r e , i t i s s a i d , never changes. T h i s l e a d s some persons 

t o conclude t h a t wars and o t h e r forms o f v i o l e n t c o n f l i c t a r e i n e v i t a b l e 

s i n c e they b e l i e v e t h e urge t o f i g h t i s p a r t o f human n a t u r e . 

I f we d e f i n e human n a t u r e as t h a t w h i c h man b r i n g s i n t o t h e w o r l d 

w i t h him when he i s b o r n , i . e . , h i s i n h e r i t e d c a p a b i l i t i e s and m o t i v e s , 

human n a t u r e has changed l i t t l e , i f a t a l l , i n tens o f thousands o f 

y e a r s . But t h e r e has been a tremendous change i n t h e p a s t thousands 

o f years i n what man has l e a r n e d and has passed on fr o m one g e n e r a t i o n 

t o a n o t h e r . Moreover, these changes c o n t i n u e as e x p e r i e n c e and i n s i g h t s 

e n r i c h l e a r n i n g . 

Mankind's a b i l i t y t o o r g a n i z e human e f f o r t , a c t i v i t y , and coopera­

t i o n has undergone a tremendous development i n r e c o r d e d h i s t o r y . Ernest 

Dale d e s c r i b e s one s i g n i f i c a n t s t e p : 

" D e l e g a t i o n i s a major p r o b l e m w h i c h goes back, t o B i b l i c a l 

days. The l a c k o f i t was the ma j o r cause o f Moses' f a i l u r e t o 

reach t h e Promised Land i n h i s Exodus f r o m Egypt. Having wandered 

f o r AO yea r s i n t h e d e s e r t , he f o u n d he had covered o n l y h a l f t h e 

d i s t a n c e between Egypt and P a l e s t i n e . He c o n s u l t e d h i s f a t h e r - i n - l a w , 

.Tethro, and when t h e l a t t e r saw t h a t Moses 'stood by t h e pe o p l e from 

morning unto e v e n i n g , ' he s a i d : 

'The t h i n g t h a t t h o u d o e s t i s t o o heavy f o r t h e e . . . 

t h o u and t h y p e o p l e w i l l s u r e l y wear away.' 

"Moses, as l e a d e r , had a l l t h e departments r e p o r t i n g t o him. 



F i g u r e 1 shows the s t r u c t u r e . 

" O r g a n i z a t i o n c o u n s e l , i n t h e person o f J e t h r o , p r e s c r i b e d 

the remedy. F i g u r e 2, s t r a i g h t f r o m the B i b l e , shows the new 

o r g a n i z a t i o n he d e v i s e d Moses no l o n g e r needed t o s e t t l e 

a l l t he d e t a i l s h i m s e l f ; he was p r o v i d e d w i t h s t a f f a s s i s t a n c e . 

T h i s i s t h e e a r l i e s t example o f a g e n e r a l s t a f f . 

"What were t h e r e s u l t s ? The o r g a n i z a t i o n p l a n was adopted a t 

E l a t h , about h a l f way f r o m t h e Red Sea t o t h e Promised Land. I t 

took almost 40 years t o a c c o m p l i s h the f i r s t h a l f o f t h e j o u r n e y 

b e f o r e t h e o r g a n i z a t i o n p l a n was i n t r o d u c e d ; o n l y a few months f o r 

the l a s t h a l f . " 2 

Progress i n Recent C e n t u r i e s 

For a l o n g p e r i o d of human h i s t o r y the use o f naked power by > 

I n d i v i d u a l s o r s m a l l s o c i a l u n i t s was common. Whenever a disagreement 

or c o n f l i c t o c c u r r e d and one o f t h e p a r t i e s had s u f f i c i e n t power t o s e t t l e 

i t i n the way he w i s h e d , and had no qualms about u s i n g t h i s power r u t h ­

l e s s l y , lie f o r c e d the s o l u t i o n he d e s i r e d on t h e o t h e r p a r t y . The de­

f e a t e d p a r t y may have been r e s e n t f u l , b i t t e r , and m o t i v a t e d t o s t r i k e 

back whenever the o p p o r t u n i t y o c c u r r e d , b u t f o r the moment t h e c o n f l i c t 

was suppressed o r " s e t t l e d . " To r e s o l v e a c o n f l i c t i n t h i s manner, t h e 

v i c t o r had t o have s u f f i c i e n t power t o w i n , h i s v a l u e s had t o be such t h a t 

he had no s c r u p l e s i n u s i n g t h i s power, and he had t o f e e l t h a t he c o u l d 

s a f e l y l i v e w i t h such consequences as t h e c o n t i n u e d o r i n c r e a s e d h o s t i l i t y 

and b i t t e r n e s s w h i c h h i s b e h a v i o r c r e a t e d i n t h e d e f e a t e d p a r t y . 

Mankind appears t o have f o u n d power used i n t h i s k i n d of r u t h l e s s 

and u n c h a l l e n g e a b l e way u n b e a r a b l e . T h i s power had a h i g h l y c o r r o s i v e 

e f f e c t on those who possessed i t and t h e i r b e h a v i o r became i n t o l e r a b l e . 
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To p r e v e n t t h i s , mankind, over many c e n t u r i e s , has sought, f o u g h t f o r , 

and l a r g e l y won t h e e s t a b l i s h m e n t of checks and balances as a s a f e g u a r d 

a g a i n s t the ab u s i v e use o f power i n p o l i t i c a l , i n d u s t r i a l , and g o v e r n ­

m e n t a l systems. R e l a t e d m a j o r s o c i a l i n v e n t i o n s such as m a j o r i t y r u l e 

and p a r l i a m e n t a r y procedures a l s o were c r e a t e d i n mankind's s t r u g g l e 

f o r freedom and j u s t i c e . The h i s t o r y o f t h e development of p o l i t i c a l 

systems and t h e i r a d m i n i s t r a t i o n and o f i n d u s t r i a l e n t e r p r i s e s r e f l e c t 

t h i s g r a d u a l , p a i n f u l change f r o m unchecked power t o o r g a n i z a t i o n s and 

systems which r e l y on such s o c i a l i n v e n t i o n s as checks and b a l a n c e s , 

m a j o r i t y r u l e , and p a r l i a m e n t a r y p r o c e d u r e s . 

The i n v e n t i o n o f checks and b a l a n c e s , m a j o r i t y r u l e , and p a r l i a m e n ­

t a r y p r ocedures r e p r e s e n t e d g r e a t human p r o g r e s s . G a i n i n g t h e acceptance 

of each was a major s t e p f o r w a r d i n mankind's s o c i a l e v o l u t i o n . There 

i s need, however, f o r f u r t h e r s o c i a l e v o l u t i o n s i n c e checks and b a l a n c e s , 

m a j o r i t y r u l e , p a r l i a m e n t a r y p r o c e d u r e s e m p l o y i n g R o b e r t s ' Rules o f Order, 

and t he advocacy concepts o f t h e law a r e a l l based on the w i n - l o s e 

approach t o r e s o l v i n g c o n f l i c t s . T h i s approach does n o t r e s u l t i n a l l 

p a r t i e s b e i n g p l e a s e d by t h e outcome and p r e p a r e d t o l i v e by i t . Because 

one g a i n s a t the o t h e r s ' expense, h o s t i l i t y c o n t i n u e s and may become even 

more i n t e n s e a f t e r t h e a p p a r e n t r e s o l u t i o n o f t h e d i s p u t e . Since t h e 

w i n - l o s e approach i s s e r i o u s l y i n a d e q u a t e f o r managing c o n f l i c t , any 

s y s t e m — p o l i t i c a l , i n d u s t r i a l , o r o t h e r — b a s e d on i t i s e q u a l l y 

inadequate and needs t o be r e v i s e d o r r e p l a c e d by more e f f e c t i v e ways. 

The e v i d e n c e i s w i d e s p r e a d i n today's s o c i e t y o f t h e need f o r f u r t h e r 

socia.l. e v o l u t i o n and f o r t h e c r e a t i o n o f new s o c i a l i n v e n t i o n s w h i c h 

can cope much more c o n s t r u c t i v e l y w i t h t he e x i s t i n g s e r i o u s and numerous 

con f l i c t s . 



Progress U s - j a l l y S t a r t s I n One Area of Human A c t i v i t y 

Mankind's p r o g r e s s o v e r t h e c e n t u r i e s has n o t o c c u r r e d a t a u n i f o r m 

r a t e nor i n a u n i f o r m manner. Improvement i n such d i f f e r e n t areas as 

(a) p o l i t i c a l , l e g a l and governmental a c t i v i t i e s ; ( b) b u s i n e s s and 

commercial a c t i v i t i e s ; and ( c ) m i l i t a r y a c t i v i t i e s t y p i c a l l y has not 

o c c u r r e d s i m u l t a n e o u s l y , e q u a l l y , o r i n a p a r a l l e l f a s h i o n . Sometimes 

t h e p r o g r e s s has o c c u r r e d f i r s t i n one a r e a o f a c t i v i t y . At a n o t h e r time 

and I n a d i f f e r e n t s o c i e t y , i t has o c c u r r e d i n one o f t h e o t h e r a r e a s . 

Examples o f each come r e a d i l y t o mind. Rome r e p r e s e n t e d a g r e a t 

s t e p Forward i n man's c a p a c i t y t o o r g a n i z e h i s m i l i t a r y a c t i v i t y as 

w e l l as t o r u l e t h r o u g h g o v e r n o r s whose o p e r a t i o n s were c o o r d i n a t e d b u t 

d e c e n t r a l i z e d . The French and American r e v o l u t i o n s and t h e p o l i t i c a l 

t l i I n k i n g o f t h a t p e r i o d was an e r a o f i m p o r t a n t p r o g r e s s i n p o l i t i c a l 

l i f e . The p r i n c i p l e s o f Adam Smith and t h e I n d u s t r i a l R e v o l u t i o n and 

much l a t e r t h e American c o r p o r a t i o n were m a j o r developments i n mankind's 

commercial and b u s i n e s s a c t i v i t i e s . 

I n e v ery s o c i e t y , however, t h e r e seems t o be a g e n e r a l t r e n d toward 

e s t a b l i s h i n g and m a i n t a i n i n g a b a s i c c o n s i s t e n c y i n v a l u e s , p r i n c i p l e s , 

and procedures among a l l o f i t s d i f f e r e n t areas of a c t i v i t i e s — p o l i t i c a l , 

l e g a l , g o v e r n m e n t a l , e d u c a t i o n a l , b u s i n e s s , and m i l i t a r y . When any one 

area o f a c t i v i t y , f o r whatever r e a s o n , d e v e l o p s a s i g n i f i c a n t l y b e t t e r 

mode o f o p e r a t i o n , t h i s improvement and t h e u n d e r l y i n g concepts and p h i l o ' 

sophy upon which i t i s based i s g e n e r a l i z e d sooner o r l a t e r and a p p l i e d 

t o a l l of the o t h e r a c t i v i t i e s o f t h a t s o c i e t y . T h i s may r e q u i r e a con­

s i d e r a b l e span o f y e a r s , b u t , w i t h i n a s o c i e t y j t h i s t r e n d among areas 

o f a c t i v i t y toward an i n t e r n a l c o n s i s t e n c y appears t o occur sooner o r 

l a t e r . 



The Nature o f a S o c i e t y I s R e f l e c t e d I n I t s Management o f C o n f l i c t 

T h i s g e n e r a l t r e n d toward a c o n s i s t e n t p a t t e r n means, o f co u r s e , 

t h a t the s t r a t e g i e s and p r i n c i p l e s used by a s o c i e t y and a l l o f i t s organ­

i z a t i o n s f o r d e a l i n g w i t h d i s a g r e e m e n t s and c o n f l i c t r e f l e c t t h e b a s i c 

v a l u e s and p h i l o s o p h y o f t h a t s o c i e t y . A p r i m i t i v e s o c i e t y uses p r i m i t i v e 

p r o cedures f o r c o p i n g w i t h d i f f e r e n c e s and c o n f l i c t ; a f e u d a l . s o c i e t y 

employs f e u d a l concepts and p r i n c i p l e s . A modern, i n d u s t r i a l i z e d n a t i o n ' s 

approach t o the management of disagreements and c o n f l i c t r e f l e c t s i t s 

b a s i c p h i l o s o p h y , v a l u e s , and s o c i a l system as do a l l o f the o t h e r p r i n ­

c i p l e s and procedures employed by o r g a n i z a t i o n s w i t h i n t h a t s o c i e t y . 

T h i s same c o n s i s t e n c y i s found a l s o w i t h i n l a r g e o r g a n i z a t i o n s . A l l 

o f t he component a c t i v i t i e s w i t h i n an o r g a n i z a t i o n , such as i t s l e a d e r ­

s h i p , d e c i s i o n - m a k i n g , communication, m o t i v a t i o n , and c o n t r o l t e n d t o be 

c o n s i s t e n t , one w i t h t h e o t h e r , as w e l l as t o r e f l e c t t h e v a l u e s and 

o r g a n i z a t i o n a l concepts o f t h e s o c i e t y o f w h i c h i t i s a p a r t . A l a r g e 

number o f o r g a n i z a t i o n a l s t u d i e s o f l e a d e r s h i p , management, and o r g a n i z a ­

t i o n a l performance d e m o n s t r a t e t h a t o r g a n i z a t i o n s i n a l l o f t h e i r o p e r a t i n g 

c h a r a c t e r i s t i c s , i n c l u d i n g t h e i r customary procedures f o r r e s o l v i n g d i s ­

agreements and c o n f l i c t s , d i s p l a y o r d e r l y and i n t e r n a l l y c o n s i s t e n t 

3 

p a t t e r n s . 

S i n c e the management o f c o n f l i c t i s a major f u n c t i o n o f e v e r y o r g a n i ­

z a t i o n , a l l aspects o f the manner i n w h i c h c o n f l i c t i s h a n d l e d t e n d t o be 

c o n s i s t e n t w i t h the o r g a n i z a t i o n ' s b a s i c management p h i l o s o p h y , p r i n c i p l e s , 

and i n t e r a c t i o n p r o cesses. T h i s a p p l i e s t o c o n f l i c t s w i t h i n t h e o r g a n i z a ­

t i o n and t o c o n f l i c t s between i t and o t h e r o r g a n i z a t i o n s . P rogress by 

an o r g a n i z a t i o n i n d e v e l o p i n g and u s i n g more e f f e c t i v e o r g a n i z a t i o n a l 



t h e o r y and systems w i l l l e a d , c o n s e q u e n t l y , t o improvement i n i t s h a n d l i n g 

of c o n f l i c t s i n c e o r g a n i z a t i o n s tend t o m a i n t a i n i n t e r n a l l y c o n s i s t e n t 

p r o c e d u r e s . 

Q u a n t i t a t i v e Research A c c e l e r a t e s Development o f Improved S o c i a l Systems 

S o c i a l s c i e n c e r e s e a r c h i s a c c e l e r a t i n g v a s t l y the s o c i a l e v o l u t i o n 

of a p p r e c i a b l y more e f f e c t i v e b u t more complex o r g a n i z a t i o n a l systems. 

T h i s r e s e a r c h u s i n g q u a n t i t a t i v e methods was s t a r t e d about t h r e e decades 

ago s h o r t l y a f t e r the b a s i c methodology r e q u i r e d f o r i t became a v a i l a b l e 

(U. L i k e r t and J. M. W i l l i t s , Morale and Agency Management, 1940). I t i s 

s u b s t i t u t i n g r i g o r o u s q u a n t i t a t i v e measurement f o r crude judgment and t r i a l 

and e r r o r . Since 1945 t h e volume o f t h i s r e s e a r c h on l e a d e r s h i p , manage­

ment, o r g a n i z a t i o n a l p e r f o r m a n c e , and o r g a n i z a t i o n a l t h e o r y has i n c r e a s e d 

g r e a t l y . 

The b u l k o f the r e s e a r c h has been done by u n i v e r s i t i e s and most of 

i t has been conducted i n b u s i n e s s o r g a n i z a t i o n s because of t h e p r e c i s e 

measurements of performance w h i c h can be o b t a i n e d i n many b u s i n e s s e n t e r ­

p r i s e s . Other s t u d i e s , however, have been u n d e r t a k e n i n g overnmental 

a g e n c i e s , h o s p i t a l s , and o t h e r non-business o r g a n i z a t i o n s . 

P r o b a b l y the most e x t e n s i v e and s u s t a i n e d r e s e a r c h on o r g a n i z a t i o n a l 

systems and t h e o r y s i n c e 1945 has been done by The U n i v e r s i t y of M ichigan's 

I n s t i t u t e f o r S o c i a l Research. The c e n t r a l o b j e c t i v e o f t h i s r e s e a r c h 

has been t o d i s c o v e r more e f f e c t i v e ways f o r a human o r g a n i z a t i o n t o 

d e f i n e and a c c o m p l i s h i t s g o a l s e f f i c i e n t l y . T h i s has been b a s i c r e s e a r c h t o 

d i s c o v e r more e f f e c t i v e ways o f o r g a n i z i n g and o p e r a t i n g a human e n t e r p r i s e 

o r I n s t i t u t i o n . 

The I n s t i t u t e f o r S o c i a l Research's s t u d i e s show t h a t , on t h e average, 

I n w i d e l y d i f f e r e n t i n d u s t r i e s and f o r w i d e l y d i f f e r e n t k i n d s o f w o rk, t h e 



same b a s i c p r i n c i p l e s f o r managing human a c t i v i t y a r e used by t h e managers 

who ac h i e v e t h e h i g h e s t p r o d u c t i o n , l o w e s t c o s t , and most f i n a n c i a l l y 

s u c c e s s f u l o p e r a t i o n s . these p r i n c i p l e s d i f f e r s i g n i f i c a n t l y from those 

used by those managers who a c h i e v e below average p r o d u c t i v i t y , c o s t s , 

and e a r n i n g s . 

A l t h o u g h t h e p r i n c i p l e s used by t h e h i g h e s t p r o d u c i n g managers are 

e s s e n t i a l l y t h e same fr o m i n d u s t r y t o i n d u s t r y o r f o r d i f f e r e n t k i n d s of 

work, the s p e c i f i c methods f o r a p p l y i n g them u s u a l l y d i f f e r m a r k e d l y 

from s i t u a t i o n t o s i t u a t i o n . These p r i n c i p l e s a r e a p p l i e d i n what might 

w e l l be c a l l e d a c u l t u r a l l y r e l a t i v e manner. Able managers use methods 

f o r a p p l y i n g the b a s i c p r i n c i p l e s w h i c h are a p p r o p r i a t e f o r t h a t p a r t i c u ­

l a r I n d u s t r y , j o b , and p e r s o n n e l , and w h i c h a r e c o n s i s t e n t w i t h t h e t r a d i t i o n s 

o f t he i n d i v i d u a l f i r m . 

A General Theory Based on P r i n c i p l e s o f t h e Best Managers 

The b a s i c p r i n c i p l e s used by the h i g h e s t p r o d u c i n g managers have 

been i n t e g r a t e d i n t o a g e n e r a l o r g a n i z a t i o n a l t h e o r y . A b r i e f d e s c r i p t i o n 

o f t h i s t h e o r y f o l l o w s : 

The human o r g a n i z a t i o n o f t h e f i r m i s made up o f i n t e r l o c k i n g 

work groups w i t h a h i g h degree of group l o y a l t y among t h e members 

and f a v o r a b l e a t t i t u d e s and t r u s t among p e e r s , s u p e r i o r s , and sub­

o r d i n a t e s . S e n s i t i v i t y t o o t h e r s and r e l a t i v e l y h i g h l e v e l s o f s k i l l 

i n p e r s o n a l i n t e r a c t i o n , group p r o b l e m s o l v i n g , and o t h e r group 

f u n c t i o n s a l s o a r e p r e s e n t . These s k i l l s p e r m i t e f f e c t i v e p a r t i c i p a ­

t i o n i n d e c i s i o n s on common p r o b l e m s . P a r t i c i p a t i o n i s used, f o r 

example, t o e s t a b l i s h o r g a n i z a t i o n a l o b j e c t i v e s w h i c h a r e a s a t i s ­

f a c t o r y i n t e g r a t i o n o f t h e needs and d e s i r e s o f a l l members o f the 



o r g a n i z a t i o n and o f persons f u n c t i o n a l l y r e l a t e d t o i t . Members 

o f the o r g a n i z a t i o n are h i g h l y m o t i v a t e d t o achieve t h e o r g a n i z a t i o n ' s 

g o a l s . High l e v e l s of r e c i p r o c a l i n f l u e n c e o c c u r , and h i g h l e v e l s 

o f t o t a l c o o r d i n a t e d i n f l u e n c e are a c h i e v e d i n the o r g a n i z a t i o n . 

Communication i s e f f i c i e n t and e f f e c t i v e . There i s a f l o w f r o m one 

p a r t of t h e o r g a n i z a t i o n t o a n o t h e r o f a l l t h e r e l e v a n t i n f o r m a t i o n 

i m p o r t a n t f o r each d e c i s i o n and a c t i o n . The l e a d e r s h i p i n t h e organ­

i z a t i o n has developed a h i g h l y e f f e c t i v e s o c i a l system f o r i n t e r -
! 

a c t i o n , problem s o l v i n g , m u t u a l i n f l u e n c e , and o r g a n i z a t i o n a l a c h i e v e ­

ment. T h i s l e a d e r s h i p i s a l s o t e c h n i c a l l y competent and h o l d s h i g h 

performance g o a l s . 

T h i s o r g a n i z a t i o n a l t h e o r y w h i c h i s based upon t h e p r i n c i p l e s used 

by the h i g h e s t p r o d u c i n g managers and w h i c h makes f u l l use o f c u m u l a t i v e 

c o o p e r a t i v e m o t i v a t i o n a l f o r c e s has been l a b e l l e d "System 4" f o r ready 

r e f e r e n c e . 

fn comparison w i t h more t r a d i t i o n a l o r g a n i z a t i o n a l t h e o r i e s and 

systems of o r g a n i z i n g human i n t e r a c t i o n s and a c t i v i t i e s , System 4 i s a 

more h i g h l y developed and complex system and r e p r e s e n t s f u r t h e r s o c i a l 

e v o l u t i o n . I t r e q u i r e s those u s i n g i t t o l e a r n more complex l e a d e r s h i p 

and i n t e r a c t i o n s k i l l s . As m i g h t be e x p e c t e d , however, i t d i s p l a y s a l l 

of the c h a r a c t e r i s t i c s o f a more e f f e c t i v e f o r m o f o r g a n i z i n g human 

i n t e r a c t i o n and e f f o r t s . A r a p i d l y g r o w i n g body o f r e s e a r c h f i n d i n g s 

shows t h a t i t i s a p p r e c i a b l y more e f f e c t i v e i n e n a b l i n g an o r g a n i z a t i o n 

t o d e c i d e upon i t s o b j e c t i v e s and t o a c c o m p l i s h them e f f i c i e n t l y , e.g., 

S. Seashore and D. Bowers, The D u r a b i l i t y o f O r g a n i z a t i o n a l Change, 1970; 

1). Bowers, A p p l y i n g Modern Management P r i n c i p l e s t o Sales O r g a n i z a t i o n s , 1963; 



D. Bowers and S. Seashore, " P r e d i c t i n g o r g a n i z a t i o n a l e f f e c t i v e n e s s w i t h 

a f o u r - f a c t o r t h e o r y of l e a d e r s h i p , " 1966; R. Guest, O r g a n i z a t i o n a l Change, 

1962; R. L i k e r t , "The r e l a t i o n s h i p between management b e h a v i o r and s o c i a l 

s t r u c t u r e — i m p r o v i n g human per f o r m a n c e : b e t t e r t h e o r y , more a c c u r a t e 

a c c o u n t i n g , " 1969; R. L i k e r t , The Human O r g a n i z a t i o n : I t s Management and 

Va l u e , 1967; A. J. Marrow, D. Bowers, and S. Seashore, Management by 

P a r t i c i p a t i o n : C r e a t i n g a C l i m a t e f o r P e r s o n a l and O r g a n i z a t i o n a l Develop­

ment, 1967; and K. H. R o b e r t s , R. E. M i l e s and L. V. B l a n k e n s h i p , " O r g a n i ­

z a t i o n a l l e a d e r s h i p , s a t i s f a c t i o n , and p r o d u c t i v i t y : a c o m p a r a t i v e a n a l y s i s , " 

1968. When an o r g a n i z a t i o n s h i f t s t o System 4 f r o m a t r a d i t i o n a l o r g a n i z a ­

t i o n a l t h e o r y , performance improves, c o s t s a r e reduced, and improvement 

occurs i n t h e s a t i s f a c t i o n and h e a l t h o f t h e members of t h e o r g a n i z a t i o n , 

e.g., L. Coch and J. R. P. F rench, J r . , "Overcoming r e s i s t a n c e t o change," 

1948, and Marrow, Seashore, and Bowers ( a b o v e ) . 

Recent r e s u l t s r e v e a l t h a t t h e g r e a t e r e f f e c t i v e n e s s o f System 4 i n 

comparison w i t h more t r a d i t i o n a l o r g a n i z a t i o n a l t h e o r i e s i s much more 

c l e a r l y demonstrated when t r e n d s over t i m e i n p r o d u c t i v i t y , c o s t s , 

e a r n i n g s , and o t h e r e n d - r e s u l t v a r i a b l e s a r e examined r a t h e r t h a n measuring 

a l l v a r i a b l e s s i m u l t a n e o u s l y (R. L i k e r t and D. Bowers, " O r g a n i z a t i o n a l 

t h e o r y and human r e s o u r c e a c c o u n t i n g , " 1969). 

A s m a l l b u t g r o w i n g body o f r e s e a r c h f i n d i n g s s u p p o r t s t h e v i e w t h a t 

i n e v ery k i n d o f o r g a n i z a t i o n , a s h i f t t o System 4 improves s i g n i f i c a n t l y 

t he c a p a c i t y o f t h e o r g a n i z a t i o n t o a c h i e v e i t s g o a l s s u c c e s s f u l l y . The 

System 4 t h e o r y , moreover, p r o v i d e s more e f f e c t i v e processes t h a n t r a d i ­

t i o n a l o r g a n i z a t i o n a l t h e o r i e s f o r h a n d l i n g s u c c e s s f u l l y a l l o f the d i f ­

f e r e n t k i n d s o f c o n f l i c t s w h i c h a r i s e i n o r g a n i z a t i o n s . 



Human O r g a n i z a t i o n s Can Be D e s c r i b e d Q u a n t i t a t i v e l y 

The e x t e n s i v e r e s e a r c h over the p a s t q u a r t e r o f a c e n t u r y which has 

p r o v i d e d t h e f i n d i n g s from which t h e System 4 t h e o r y was d e r i v e d a l s o has 

y i e l d e d t h e methodology f o r measuring any o r g a n i z a t i o n a l system. Any 

management or o r g a n i z a t i o n a l system, c o n s e q u e n t l y , can be measured and 

d e s c r i b e d i n terms o f w e l l - d e f i n e d v a r i a b l e s . Moreover, t h e s c o r e s o f an 

o r g a n i z a t i o n on these v a r i a b l e s can be r e l a t e d t o measurements o f i t s 

pe r f o r m a n c e , i t s success i n a c h i e v i n g i t s g o a l s , and i t s c a p a c i t y t o 

r e s o l v e c o n f l i c t s c o n s t r u c t i v e l y . 

The methodology f o r measuring the management system o f any o r g a n i z a ­

t i o n employs an o r t h o g o n a l framework f o r two o f i t s major d i m e n s i o n s . 

T h i s framework can be a p p l i e d t o any o r g a n i z a t i o n i n an i n d u s t r i a l i z e d o r 

m o d e r a t e l y i n d u s t r i a l i z e d n a t i o n . I t has been used s u c c e s s f u l l y f o r t h i s 

purpose i n such areas of t h e w o r l d as t h e U n i t e d S t a t e s , Western Europe, 

Eastern Europe, A s i a , and L a t i n America. 

Employing t h e customary x and _v_ axes, o r g a n i z a t i o n s a r e a r r a y e d 

on t h e a x i s a c c o r d i n g t o t h e degree t o w h i c h they employ t h e e l e m e n t a r y 

concepts o f f u n c t i o n a l i z a t i o n . O r g a n i z a t i o n s a t t h e l o w e r end o f t h i s 

a x i s a r e r e l a t i v e l y amorphous masses. There i s l i t t l e d i f f e r e n t i a t i o n 

i n f u n c t i o n , an e x c e s s i v e span o f c o n t r o l , c o n s i d e r a b l e c o n f u s i o n about each 

person's r o l e , and, i n extreme cases, chaos and anarchy. These o r g a n i z a ­

t i o n s , as shown i n F i g u r e 3, are viewed as u s i n g System 0 ( z e r o ) . 

The xy or h o r i z o n t a l a x i s , i s used t o r e f l e c t t h e b a s i c m o t i v a t i o n a l 

f o r c e s which the o r g a n i z a t i o n seeks t o employ, t h e manner i n w h i c h they 

are used, and the e x t e n t t o w h i c h t h e y a r e c u m u l a t i v e and r e i n f o r c i n g . 

I n essence, t h i s a x i s r e f l e c t s t h e degree t o w h i c h t h e b a s i c human m o t i v e 

sources are employed by t h e o r g a n i z a t i o n i n a s o c i a l l y e v o l v e d r a t h e r than 
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i n a p r i m i t i v e manner. I n a modern, h i g h l y i n d u s t r i a l i z e d n a t i o n , t h e 

more s o c i a l l y e v o l v e d management systems, i . e . , those more toward t h e 

System 4 end o f the continuum i n Table 1, a c h i e v e a p p r e c i a b l y h i g h e r 

m o t i v a t i o n a l f o r c e s f o c u s e d on a c c o m p l i s h i n g t h e o r g a n i z a t i o n ' s g o a l s 

than do the l e s s e v o l v e d , more p r i m i t i v e systems, i . e . , those toward 

System 1. 

The i t e m s i n T a b l e 1 i n d i c a t e t h e n a t u r e o f t h e m o t i v e sources which 

d i f f e r e n t management systems use and t h e r e s u l t i n g m o t i v a t i o n a l f o r c e s 

and consequences. At t h e System 1, or l e f t , end o f t h e continuum, t h e 

m o t i v a t i o n a l f o r c e s r e l y on p u n i t i v e t r e a t m e n t o f members o f t h e o r g a n i z a ­

t i o n . At the r i g h t end, l a b e l l e d System 4, t h e m o t i v a t i o n a l f o r c e s are 

based on s u p p o r t i v e t r e a t m e n t . P u n i t i v e t r e a t m e n t y i e l d s h o s t i l e a t t i t u d e s 

and r e s t r i c t i o n o f p r o d u c t i o n . S u p p o r t i v e t r e a t m e n t y i e l d s f a v o r a b l e 

a t t i t u d e s and c o o p e r a t i v e , r e s p o n s i b l e b e h a v i o r w h i c h seeks t o a c c o m p l i s h 

the o r g a n i z a t i o n ' s g o a l s . 

The Jewish n a t i o n p r i o r t o t h e t i m e t h a t Moses, u s i n g J e t h r o ' s 

a d v i c e , r e o r g a n i z e d i t , would be c l a s s i f i e d , o f c o u r s e , as a System 0 organ­

i z a t i o n . I t would f a l l a t t h e lower end o f t h e _y_ a x i s (see F i g u r e 3 ) . 

A f t e r the r e o r g a n i z a t i o n , i t would f a l l much h i g h e r on t h e £ a x i s , b u t 

s i n c e Moses and h i s n a t i o n r e l i e d h e a v i l y upon f e a r and punishment as 

m ajor m o t i v e s o u r c e s , h i s o r g a n i z a t i o n w o u l d have f a l l e n w e l l over t o the 

l e f t end of the x a x i s , i . e . , toward System 1. The p u n i t i v e c h a r a c t e r 

of t he Mosaic Law r e f l e c t s t h i s o r i e n t a t i o n . 

The o p e r a t i n g c h a r a c t e r i s t i c s o f t h e d i f f e r e n t management systems a r e 

r e v e a l e d i n g r e a t e r d e t a i l by t h e items i n T a b l e 2. As w i l l be o b s erved, 

the range a l o n g the x. a x i s i n Table 2 v a r i e s f r o m t h e l e f t end o f System 1 

t o t h e r i g h t end o f System 4. Each o r g a n i z a t i o n a l v a r i a b l e i n t h e t a b l e 



Table 1 * 

U n d e r l y i n g m o t i v e s 
tapped 

MOTIVATIONAL FORCES OF DIFFERENT MANAGEMENT SYSTEMS 

System 1 System 2 System 3 

P h y s i c a l s e c u r ­
i t y economic 
s e c u r i t y , and 
some use o f the 
d e s i r e f o r s t a t u s 

Economic and occa­
s i o n a l l y ego mo­
t i v e s , e.g., the 
d e s i r e f o r s t a t u s 

Economic, ego, 
and o t h e r major 
m o t i v e s , e.g., 
d e s i r e f o r new 
ex p e r i e n c e 

System 4 

F u l l use of eco­
nomic ego ( e . g . , 
d e s i r e f o r a 
sense o f p e r s o n a l 
w o r t h o r impor­
t a n c e ) and o t h e r 
m ajor m o t i v e s , as 
f o r example, mo­
t i v a t i o n a l f o r c e s 
a r i s i n g f r o m 
group processes 

2. Manner i n which 
m o t i v e s a r e used 

Fear, t h r e a t s , 
punishment and 
o c c a s i o n a l r e ­
wards 

Rewards and some 
a c t u a l o r p o t e n ­
t i a l punishment 

Rewards, occa­
s i o n a l punish­
ment and some 
i n v o l v e m e n t 

Economic rewards 
based on compen­
s a t i o n system 
developed t h r o u g h 
p a r t i c i p a t i o n . 
Group p a r t i c i p a ­
t i o n and i n v o l v e ­
ment i n s e t t i n g 
g o a l s , i m p r o v i n g 
methods, a p p r a i s ­
i n g p r o g r e s s 
toward g o a l s , e t c 

^Adapted f r o m New P a t t e r n s o f Management and The Human O r g a n i z a t i o n : I t s Management and Value by Rensis L i k e r t . 
C o p y r i g h t © 1961 and 1967 by M c G r a w - H i l l , I n c . By p e r m i s s i o n o f McGraw-Hill Book Company, I n c . No f u r t h e r 
r e p r o d u c t i o n or d i s t r i b u t i o n a u t h o r i z e d w i t h o u t p e r m i s s i o n o f M c G r a w - H i l l . 



Table 1 ( c o n t ' d ) 

System 1 System 2 System 3 System 4 

Kinds o f a t t i t u d e s 
developed toward 
o r g a n i z a t i o n and 
i t s g o a l s 

A t t i t u d e s u s u a l l y 
a r e h o s t i l e and 
c o u n t e r t o o r g a n ­
i z a t i o n ' s g o a l s 

A t t i t u d e s a r e some­
times h o s t i l e 
and c o u n t e r t o 
o r g a n i z a t i o n ' s 
g o a l s and are 
somet imes f a v o r -
a b l e t o t h e o r g a n ­
i z a t i o n ' s g o a l s and 
s u p p o r t the b e h a v i o r 
necessary t o a c h i e v e 
them 

A t t i t u d e s may 
be h o s t i l e b u t 
more o f t e n are 
f a v o r a b l e and 
s u p p o r t b e h a v i o r 
i m p l e m e n t i n g 
o r g a n i z a t i o n ' s 
g o a l s 

A t t i t u d e s gen­
e r a l l y are 
s t r o n g l y f a v o r ­
a b l e and p r o v i d e 
p o w e r f u l s t i m u -
l a t i o n t o be­
h a v i o r i m p l e ­
m e n t i n g . o r g a n i ­
z a t i o n ' s g o a l s 

E x t e n t t o w h i c h 
m o t i v a t i o n a l 
f o r c e s c o n f l i c t 
w i t h o r r e i n ­
f o r c e one a n o t h e r 

Marked c o n f l i c t 
o f f o r c e s sub­
s t a n t i a l l y 
r e d u c i n g those 
m o t i v a t i o n a l 
f o r c e s l e a d i n g 
t o b e h a v i o r i n 
s u p p o r t o f t h e 
o r g a n i z a t i o n ' s 
g o a l s 

C o n f l i c t o f t e n 
e x i s t s ; occa­
s i o n a l l y f o r c e s 
w i l l r e i n f o r c e 
each o t h e r , a t 
l e a s t p a r t i a l l y 

Some c o n f l i c t , 
b u t o f t e n m o t i ­
v a t i o n a l f o r c e s 
w i l l r e i n f o r c e 
each o t h e r 

M o t i v a t i o n a l 
f o r c e s general­
l y r e i n f o r c e 
each o t h e r i n 
a s u b s t a n t i a l 
and c u m u l a t i v e 
manner 



d i s p l a y s t h i s same range. Under each system h e a d i n g , t h e r e i s a b r i e f 

s t a t e m e n t d e s c r i b i n g t h a t system f o r t h a t p a r t i c u l a r v a r i a b l e . 

An e x a m i n a t i o n o f Table 2 w i l l r e v e a l t h a t any o r g a n i z a t i o n w h i c h 

has s u f f i c i e n t f u n c t i o n a l i z a t i o n and c o r r e s p o n d i n g s t r u c t u r e t o f a l l 

w i t h i n the System 1 t o System 4 band can be c a t e g o r i z e d r e a d i l y on t h a t 

continuum. I n a modern n a t i o n , t h e overwhelming m a j o r i t y o f o r g a n i z a t i o n s 

i n b u s i n e s s , government, e d u c a t i o n , and elsewhere w i l l be f o u n d , of c o u r s e , 

t o have s u f f i c i e n t f u n c t i o n a l i z a t i o n and s t r u c t u r e t o f a l l somewhere along 

t h e System 1 t o System 4 continuum. 

In F i g u r e 3, System 5 i s shown i n a d o t t e d e l l i p s e . T h i s i s i n t e n d e d 

t o suggest t h a t s o c i a l s c i e n c e r e s e a r c h w i l l h e l p e v o l v e i n t h e n e x t few 

decades an even more e f f e c t i v e , complex, and s o c i a l l y e v o l v e d management 

and s o c i a l system,. Some ex p e r i m e n t s a l r e a d y are p r o v i d i n g a g l i m m e r i n g 

o f what t h i s system may be l i k e . 

R e l a t i o n o f I n t e r a c t i o n - I n f l u e n c e Networks t o C o n f l i c t Management 

The p r o f i l e of an o r g a n i z a t i o n o b t a i n e d by u s i n g Tables 1 and 2 i s a 

q u a n t i t a t i v e d e s c r i p t i o n o f t h a t o r g a n i z a t i o n ' s i n t e r a c t i o n - i n f l u e n c e n e t ­

work and the manner i n w h i c h I t f u n c t i o n s . The i n t e r a c t i o n - i n f l u e n c e n e t ­

work of an o r g a n i z a t i o n i s concerned w i t h i t s s t r u c t u r e and w i t h t h e 

c h a r a c t e r of a l l such processes w i t h i n t h e o r g a n i z a t i o n as those d e a l i n g 

w i t h l e a d e r s h i p , communication, m o t i v a t i o n , c o n t r o l , d e c i s i o n - m a k i n g , 

c o o r d i n a t i o n , g o a l - s e t t i n g , e v a l u a t i o n , and c o n f l i c t management. 

One of the e s s e n t i a l f u n c t i o n s of t h e i n t e r a c t i o n - i n f l u e n c e network 

o f an o r g a n i z a t i o n i s c o p i n g w i t h c o n f l i c t wherever i t may occur e i t h e r 

w i t h i n the o r g a n i z a t i o n or between i t and o t h e r s . The manner i n which an 

o r g a n i z a t i o n copes w i t h c o n f l i c t i s c o n s i s t e n t w i t h t h e o p e r a t i n g c h a r a c t e r ' 

I s t i c s of i t s i n t e r a c t i o n - i n f l u e n c e n e t w o r k and t h e management system 



Table 2* 

PROFILE OF ORGANIZATIONAL CHARACTERISTICS 

O r g a n i z a t i o n a l 
V a r i a b l e System 1 System 2 System 3 System A 

1. To what e x t e n t do 
s u p e r i o r s have 
c o n f i d e n c e and 
t r u s t i n subor­
d i n a t e s ? 

To what e x t e n t do 
s u p e r i o r s behave so 
t h a t s u b o r d i n a t e s 
f e e l f r e e t o d i s ­
cuss i m p o r t a n t t h i n g s 
about t h e i r j o b s 
w i t h t h e i r immediate 
s u p e r i o r ? 

Have v e r y l i t t l e 
c o n f i d e n c e and 
t r u s t i n subor­
d i n a t e s 

Have some c o n f i ­
dence and t r u s t , 
such as master 
has i n s e r v a n t 

Q u i t e a b i t o f 
c o n f i d e n c e and 
t r u s t 

A g r e a t d e a l o f 
c o n f i d e n c e and 
t r u s t 

S u b o r d i n a t e s do 
n o t f e e l a t a l l 
f r e e t o d i s c u s s 
t h i n g s about 
th e j o b w i t h 
t h e i r s u p e r i o r 

S u b o r d i n a t e s do 
no t f e e l v e r y 
f r e e t o d i s c u s s 
t h i n g s about t h e 
j o b w i t h t h e i r 
s u p e r i o r ; do i t 
g u a r d e d l y 

S u b o r d i n a t e s 
f e e l r a t h e r 
f r e e t o d i s c u s s 
t h i n g s about 
t h e j o b w i t h 
t h e i r super­
i o r b u t may be 
somewhat 
c a u t i o u s 

S u b o r d i n a t e s 
f e e l v e r y f r e e 
t o d i s c u s s t h i n g s 
about t h e j o b w i t h 
t h e i r s u p e r i o r and 
do so c a n d i d l y 

*Adapted f r o m New P a t t e r n s o f Management and The Human O r g a n i z a t i o n : I t s Management and Value by Rensis L i k e r t . 
C o p y r i g h t (c) 1961 and 1967 by M c G r a w - H i l l , I n c . By p e r m i s s i o n o f McGraw-Hill Book Company, I n c . No f u r t h e r 
r e p r o d u c t i o n o r d i s t r i b u t i o n a u t h o r i z e d w i t h o u t p e r m i s s i o n o f M c G r a w - H i l l . 



Table 2 (cont'd) 

System 1 System 2 System 3 System 4 

How much r e s p o n s i b i l i t y 
i s f e l t by each member 
o f the o r g a n i z a t i o n 
f o r a c h i e v i n g o r g a n i -
z a t i o n ' s goals? 

High l e v e l s o f 
management f e e l 
r e s p o n s i b i l i t y ; 
lower l e v e l s 
f e e l l e s s ; 
r a n k and f i l e 
f e e l l i t t l e 
and o f t e n 
welcome oppor­
t u n i t y t o de­
f e a t o r g a n i z a -
t i o n ' s g o a l s 

M a n a g e r i a l p e r ­
s o n n e l u s u a l l y 
f e e l r e s p o n s i ­
b i l i t y ; rank and 
f i l e u s u a l l y f e e l 
r e l a t i v e l y l i t t l e 
r e s p o n s i b i l i t y 
f o r a c h i e v i n g 
o r g a n i z a t i o n ' s 
g o a l s 

S u b s t a n t i a l p r o ­
p o r t i o n o f p e r ­
s o n n e l , e s p e c i ­
a l l y a t h i g h e r 
l e v e l s , f e e l 
r e s p o n s i b i l i t y 
and g e n e r a l l y 
behave i n ways 
to a c h i e v e organ­
i z a t i o n ' s g o a l s 

P e r s o n n e l a t a l l 
l e v e l s f e e l r e ­
s p o n s i b i l i t y f o r 
o r g a n i z a t i o n ' s 
g o a l s and be­
have i n ways 
t o implement them 

4. To what e x t e n t do 
s u p e r i o r s w i l l i n g l y 
s h are i n f o r m a t i o n 
w i t h s u b o r d i n a t e s ? 

Are t h e r e f o r c e s 
l e a d i n g t o a c c u r a t e 
o r d i s t o r t e d upward 
i n f o r m a t i o n ? 

P r o v i d e m i n i ­
mum o f informa­
t i o n 

Give s u b o r d i n a t e s 
o n l y i n f o r m a t i o n 
s u p e r i o r s f e e l 
they need 

Give i n f o r m a ­
t i o n needed and 
answer most 
q u e s t i o n s 

P o w e r f u l f o r c e s 
t o d i s t o r t i n f o r ­
m a t i o n and de­
c e i v e s u p e r i o r s 

Many f o r c e s t o 
d i s t o r t ; a l s o 
f o r c e s f o r 
honest communi­
c a t i o n 

O c c a s i o n a l f o r ­
ces t o d i s t o r t 
a l o n g w i t h many 
f o r c e s t o com­
municate a c c u r ­
a t e l y 

Seek t o g i v e 
s u b o r d i n a t e s 
a l l r e l e v a n t 
i n f o r m a t i o n and 
a l l i n f o r m a t i o n 
t h e y want 

V i r t u a l l y no 
f o r c e s t o d i s ­
t o r t and power­
f u l f o r c e s t o 
communicate 
a c c u r a t e l y 

1 



Table 2 (cont'd) 

6. How much c o o p e r a t i v e 
teamwork i s p r e s e n t 
t o a c h i e v e o r g a n i z a ­
t i o n ' s goals? 

To what e x t e n t are 
s u b o r d i n a t e s i n v o l v e d 
i n d e c i s i o n s r e l a t e d 
t o t h e i r work? 

System 1 

P r a c t i c a l l y 
none 

J I L 

Not a t a l l 

System 2 

S l i g h t amount 

System 3 

A moderate amount 

P r a c t i c a l l y 
never i n v o l v e d 
i n d e c i s i o n s ; 
o c c a s i o n a l l y 
c o n s u l t e d 

U s u a l l y are 
c o n s u l t e d b u t 
o r d i n a r i l y n o t 
i n v o l v e d i n 
the d e c i s i o n ­
making 

System 4 

Very s u b s t a n ­
t i a l amount 
t h r o u g h o u t t h e 
o r g a n i z a t i o n 

Are almost a l ­
ways i n v o l v e d 
i n d e c i s i o n s 
r e l a t e d t o 
t h e i r work 

J L 

8. To what e x t e n t i s 
t h e r e an i n f o r m a l 
o r g a n i z a t i o n p r e s e n t 
and s u p p o r t i n g o r 
opposing g o a l s o f 
f o r m a l o r g a n i z a t i o n ? 

I n f o r m a l organ­
i z a t i o n p r e s e n t 
and opposing 
g o a l s o f f o r m a l 
o r g a n i z a t i o n 

I n f o r m a l o r g a n ­
i z a t i o n u s u a l l y 
p r e s e n t and p a r ­
t i a l l y r e s i s t i n g 
g o a l s 

I n f o r m a l organ­
i z a t i o n may be 
p r e s e n t and may 
e i t h e r s u p p o r t 
o r p a r t i a l l y 
r e s i s t g o a l s o f 
f o r m a l o r g a n i z a ­
t i o n 

I n f o r m a l and 
f o r m a l o r g a n i z a ­
t i o n a r e one and 
the same; hence 
a l l s o c i a l f o r c e s 
s u p p o r t e f f o r t s 
t o a c h i e v e o r g a n ­
i z a t i o n ' s g o a l s 



TABLE 3* 

CHARACTERISTIC PATTERNS OF CONFLICT MANAGEMENT 

System 1 System 2 System 3 System 4 

1. How open, c a n d i d , and Ext r e m e l y Q u i t e guarded Some guarded; Open, unguarded 
unguarded i s the com­ guarded some ca n d i d and c a n d i d 
m u n i c a t i o n and i n t e r ­
a c t i o n between the 
c o n f l i c t i n g p a r t i e s ? | I 1 1 I 1 1 1 1 1 1 1 1 1 1 1 1 1 1 1 

2. To what e x t e n t do the P a r t i e s t r y P a r t i e s o f t e n Sometimes t r y S t r i v e t o 
c o n f l i c t i n g p a r t i e s h a r d t o de­ t r y t o d e c e i v e t o d e c e i v e ; i n f o r m 
seek t o de c e i v e o r c e i v e sometimes t r y c o r r e c t l y 
t o i n f o r m t he o t h e r t o i n f o r m 
c o r r e c t l y ? 

1 1 1 1 1 1 1 1 1 1 
c o r r e c t l y 
1 1 1 1 1 1 I 1 1 

3. To what e x t e n t are E x t e n s i v e e f ­ Some e f f o r t s t o Spo r a d i c e f f o r t s E x t e n s i v e e f f o r t s 
e f f o r t s made t o b u i l d f o r t s t o r e ­ r e s t r i c t ; l i t t l e t o b u i l d , espe­ t o b u i l d a t a l l 
or r e s t r i c t channels s t r i c t e x c e pt i n t e r e s t i n c i a l l y a t top l e v e l s o f organ-
o f communication, t h r o u g h t o p b u i l d i n g l e v e l s o f organ- i z a t i o n ( s ) 
i n t e r a c t i o n , and l e a d e r s i z a t i o n ( s ) 
i n f l u e n c e between 
c o n f l i c t i n g p a r t i e s ? | 1 1 I 1 1 i i i i 1 1 1 1 1 1 1 1 1 1 1 

4. What methods o f Suppr e s s i o n Some s u p p r e s s i o n ; W i n - l o s e con­ C r e a t i v e problem-
r e s o l v i n g c o n f l i c t s w i n - l o s e c o n f r o n ­ f r o n t a t i o n , s o l v i n g u s i n g 
are used? t a t i o n and com­ n e g o t i a t i o n , consensus 

1 1 1 1 I 

p romise 

1 1 I 1 1 1 
and b a r g a i n i n g 

1 1 1 1 1 1 I 1 1 1 
^Adapted f r o m New P a t t e r n s o f Management by Rensis L i k e r t . C o p y r i g h t (c) 1961 by M c G r a w - H i l l , I n c . 
By p e r m i s s i o n o f McGraw-Hill Book Company, I n c . No f u r t h e r r e p r o d u c t i o n or d i s t r i b u t i o n a u t h o r i z e d 
w i t h o u t p e r m i s s i o n o f McG r a w - H i l l . 



TABLE 3 ( c o n t ' d ) 

System 1 System 2 System 3 System 4 

5. To what e x t e n t i s each S t r i v e s r u t h ­ S t r i v e s p r i ­ Seeks some mu­ Seeks m u t u a l l y 
c o n f l i c t i n g p a r t y l e s s l y f o r power m a r i l y f o r power t u a l l y s a t i s ­ s a t i s f a c t o r y 
s t r i v i n g t o g a i n power over o t h e r s over o t h e r s f a c t o r y s o l u t i o n s s o l u t i o n s 
over o t h e r s o r seek b u t s t i l l s t r i v e s t h r o u g h j o i n t 
m u t u a l l y s a t i s f a c t o r y f o r power over e f f o r t s w i t h 
s o l u t i o n s w i t h o t h e r s ? 

1 1 1 1 I 1 1 i 1 i i 

o t h e r s 

1 1 1 I 1 
o t h e r s 

l i l t 

6. How w e l l are the St r o n g c o v e r t Some o v e r t accep­ Over acceptance; O v e r t and c o v e r t 
s o l u t i o n s accepted r e s i s t a n c e tance ; a p p r e c i a b l e some c o v e r t r e ­ acceptan c e ; f u l l 
and implemented? except by c o v e r t r e s i s t a n c e s i s t a n c e i m p l e m e n t a t i o n 

v i c t o r 

I ! I 1 1 1 1 ! 1 1 1 1 1 I 1 
sought 

t i l l ; 



upon which i t s i n t e r a c t i o n - i n f l u e n c e n e t w o r k I s based. Table 3 p r e s e n t s 

many of the v a r i a b l e s i n v o l v e d i n a c o n f l i c t s i t u a t i o n and d e s c r i b e s f o r 

each v a r i a b l e t h e c h a r a c t e r i s t i c mode o f d e a l i n g w i t h i t i n o r g a n i z a t i o n s 

u s i n g d i f f e r e n t i n t e r a c t i o n - i n f l u e n c e n e t w o r k s r a n g i n g f r o m those based 

on System 1 t o those based on System 4. 

Table 3 was b u i l t i n t h e same manner as was t h e o r i g i n a l v e r s i o n of 

T ables 1 and 2 w h i c h , i n a l o n g e r f o r m , was f i r s t p u b l i s h e d as T a b l e 14-1 

I n New P a t t e r n s of Management (R. L i k e r t , 1961). These t a b l e s were 

c r e a t e d by e x a m i n i n g , i n a l a r g e number o f s t u d i e s , t h e p a t t e r n o f r e l a t i o n ­

s h i p s among t h e k i n d s o f i t e m s i n c l u d e d i n t h e t a b l e s and a l s o t h e r e l a t i o n ­

s h i p o f these i t e m s t o such p e r f o r m a n c e v a r i a b l e s as p r o d u c t i v i t y , c o s t s , 

and e a r n i n g s . Based on the g e n e r a l p a t t e r n observed, t h e s p e c i f i c w o r d i n g 

f o r each i t e m was p r e p a r e d f o r each o f t h e d i f f e r e n t management systems. 

T a b l e 3 i s , e s s e n t i a l l y , a d e t a i l e d e l a b o r a t i o n o f t h e c o n f l i c t p o r t i o n 

o f Tables 1, 2, and o t h e r l o n g e r t a b l e s such as Appendix I I i n The Human 

O r g a n i z a t i o n . I t p r e s e n t s i n c o n s i d e r a b l e d e t a i l an a r r a y o f i t e m s d e a l i n g 

w i t h c o n f 1 I c t . 

C o n f l i c t Managed Best I n Most H i g h l y Developed S o c i a l System 

There i s an o r d e r l y p r o g r e s s i o n i n t h e development of s o c i a l o r 

o r g a n i z a t i o n a l systems from System 0 t o System 4. To d a t e , System 4 i s 

the most s o c i a l l y mature and developed form o f human i n t e r a c t i o n and 

p r o v i d e s t h e most h i g h l y developed and e f f e c t i v e means o f managing c o n f l i c t . 

System 0 i s , o f c o u r s e , the most p r i m i t i v e . W i t h o u t doubt t h i s d e v e l o p ­

ment over time w i l l c o n t i n u e , and as suggested p r e v i o u s l y , an even more 

s o p h i s t i c a t e d , complex, and e f f e c t i v e system w i l l emerge g r a d u a l l y i n the 

form o f System 5 and p r o v i d e even b e t t e r r e s o u r c e s f o r h a n d l i n g c o n f l i c t 

c o n s t r u c t i v e l y . 



Each o f these systems and i t s c o r r e s p o n d i n g i n t e r a c t i o n - i n f l u e n c e 

n e t w o r k , moreover, has i t s own c h a r a c t e r i s t i c way o f h a n d l i n g c o n f l i c t . 

T h i s was made e v i d e n t by t h e comparison suggested above o f Tables 1 , 2, 

and 3. 

These d i f f e r e n t p a t t e r n s o f managing c o n f l i c t i l l u s t r a t e t h e major 

p r o p o s i t i o n s o f t h i s paper: 

!. Every c o n f l i c t , o t h e r t h a n t h o s e i n t e r n a l t o a p a r t i c u l a r 

I n d i v i d u a l , i n v o l v e s an i n t e r a c t i o n among persons, g r o u p s , 

o r g a n i z a t i o n s , or l a r g e r e n t i t i e s and occurs t h r o u g h an 

i n t e r a c t i o n - i n f l u e n c e n e t w o r k . 

2. The e x t e n t t o w h i c h a c o n f l i c t i s l i k e l y t o be r e s o l v e d con­

s t r u c t i v e l y depends d i r e c t l y upon t h e e f f e c t i v e n e s s o f t h e 

i n t e r a c t i o n - i n f l u e n c e n e t w o r k used d u r i n g t h e c o n f l i c t . 

3. The e f f e c t i v e n e s s o f an i n t e r a c t i o n - i n f l u e n c e n e t w o r k depends upon 

i t s s o c i a l m a t u r i t y as measured by t h e e x t e n t t o w h i c h i t 

approaches System 4. 

4. The n e a r e r an i n t e r a c t i o n - i n f l u e n c e n e t w o r k i s t o System 4, t h e 

g r e a t e r i s the p r o b a b i l i t y t h a t t h e c o n f l i c t w i l l be r e s o l v e d 

c o n s t r u c t i v e l y . 

5. To f u n c t i o n w e l l , a c o m p l e t e l y new i n t e r a c t i o n ^ i n f l u e n c e n e t w o r k 

has t o shake down i n t o a w e l l - k n i t , smoothly r u n n i n g e n t i t y . 

C o o p e r a t i v e w o r k i n g r e l a t i o n s h i p s need t o be e s t a b l i s h e d . 

6. E f f e c t i v e , s y n e r g i s t i c i n t e r a c t i o n - i n f l u e n c e networks based on 

System 4 can be c r e a t e d and can be used i n every c o n f l i c t s i t u a t i o n 

by those who w i s h t o have t h e c o n f l i c t r e s o l v e d more c o n s t r u c t i v e l y 

and s u c c e s s f u l l y . 



a. The use o f System 4 i n t e r a c t i o n - i n f l u e n c e n e tworks r e q u i r e s 

an u n d e r s t a n d i n g o f System 4 p r i n c i p l e s and s k i l l s i n a p p l y ­

i n g them e f f e c t i v e l y . 

b. I n m o s t s i t u a t i o n s , e.g., u n i v e r s i t i e s , r a c e r e l a t i o n s , u n i o n -

management, and i n t e r n a t i o n a l , a p e r i o d o f t i m e i s r e q u i r e d 

t o b u i l d an e f f e c t i v e , s y n e r g i s t i c System 4 i n t e r a c t i o n -

i n f l u e n c e network b e f o r e t h e f u l l p o t e n t i a l o f t h e System 4 

approach can be used t o manage a d i f f i c u l t , e m o t i o n a l l y 

ladened c o n f l i c t . For t h i s r e a s o n , i t i s d e s i r a b l e . , i n s o f a r 

as p o s s i b l e , t o b u i l d a System 4 i n t e r a c t i o n - i n f l u e n c e 

n etwork and have i t i n an e f f e c t i v e o p e r a t i n g c o n d i t i o n b e f o r e 

a major c o n f l i c t e r u p t s . 

O b s o l e t e S o c i a l Systems Used I n A t t e m p t s To Resolve C o n f l i c t 

Some f e e l i n g o f t h e p o t e n t i a l f o r improvement i n t h e management o f 

c o n f l i c t t h r o u g h t he use o f more e f f e c t i v e i n t e r a c t i o n - i n f l u e n c e n e tworks 

based on System 4 can be o b t a i n e d by a n s w e r i n g T a b l e 3 t o show how a 

p a r t i c u l a r c o n f l i c t i s b e i n g h a n d l e d now and answered a second t i m e t o show 

how you would l i k e i t t o be. Do t h i s b y s e l e c t i n g any m a j o r c o n f l i c t you 

w i s h and answering T a b l e 3 w i t h an n. on each l i n e t o show how you f e e l 

the c o n f l i c t i s b e i n g d e a l t w i t h now. A f t e r c o m p l e t i n g Table 3 i n t h i s 

manner, answer i t a g a i n w i t h a w on each l i n e t o show how you would l i k e 

i t t o be managed. Draw a l i n e c o n n e c t i n g a l l o f t h e n.fs and a n o t h e r l i n e 

c o n n e c t i n g a l l o f the w's. You are v e r y l i k e l y t o f i n d y o u r n p r o f i l e 

much t o the l e f t o f yo u r w p r o f i l e . I f t h i s i s t h e case, t h e i m p l i c a t i o n 

f o r changes t o improve t he management o f t h e c o n f l i c t i s c l e a r . 

T h i s use o f Table 3 i n a c o n f l i c t s i t u a t i o n r e v e a l s i n a d e q u a c i e s 

w h i c h may be p r e s e n t b o t h i n t h e s t r u c t u r e o f t h e i n t e r a c t i o n - i n f l u e n c e 



n e t w o r k , e.g., i n the adequacy o f the communication and p r o b l e m - s o l v i n g 

c h a n n e l s , and i n i t s o p e r a t i o n . When i n a d e q u a c i e s become e v i d e n t i n the 

e x i s t i n g i n t e r a c t i o n - i n f l u e n c e n e t w o r k , s u b s t a n t i a l improvement can be 

made i n the management o f t h e c o n f l i c t by s t r e n g t h e n i n g t h e i n t e r a c t i o n -

i n f l u e n c e network a t t h e p o i n t s o f r e v e a l e d weakness. 

E f f e c t i v e I n t e r a c t i o n - I n f l u e n c e Networks Absent i n Red C h i n a - U n i t e d S t a t e s 
R e l a t i o n s h i p s 

The i n t e r a c t i o n - i n f l u e n c e network used by t h e U n i t e d S t a t e s and Red 

China t o cope w i t h t h e i r d i f f e r e n c e s i s so p r i m i t i v e and i n a d e q u a t e t h a t i t 

i s s u r p r i s i n g the c o n f l i c t has n o t worsened. News such as t h e f o l l o w i n g 

e x t r a c t s from an AP d i s p a t c h f r o m Warsaw, Po l a n d , dated January 8, 1970, 

d e s c r i b e t h e p r e s e n t s i t u a t i o n : 

"WARSAW, Poland (AP) — U.S. Ambassador W a l t e r J. S t o e s s e l , J r . 

and L e i Yang charge d ' a f f a i r e s a t t h e Communist Chinese Embassay, 

conversed over t e a f o r two hours a t t h e American Embassy h e r e t o d a y , 

b u t the s e s s i o n was n o t c l a s s i f i e d o f f i c i a l l y as a f o r m a l m e e t i n g . 

* * * * 

"There was immediate s p e c u l a t i o n t h a t t h e c o n v e r s a t i o n may have 

c e n t e r e d around a d a t e f o r t h e r e s u m p t i o n of f u l l - s c a l e Chinese-

American a m b a s s a d o r i a l t a l k s , w h i c h have been h e l d i n Warsaw s i n c e 

1958 b u t were c a n c e l e d by t h e P e k i n g government i n the l a s t two 

y e a r s . 

"The l a s t s e s s i o n — t h e 1 3 4 t h — w a s h e l d e x a c t l y two y e a r s ago. 

"The U n i t e d S t a t e s and Red China do n o t r e c o g n i z e each o t h e r 

d i p l o m n t i c a l l y . 

" O f f i c i a l s i n Washington i n d i c a t e d a few days ago t h a t the 

U n i t e d S t a t e s was ready t o resume t h e t a l k s . Asked by a newsman, t h e 



U.S. spokesman s a i d today's meeting was not the 135th. 

"But i t was the t h i r d contact between S t o e s s e l and Yang s i n c e 

l a s t Dec. 3 when the American sought out the Chinese diplomat at a 

Yugoslav r e c e p t i o n and apparently suggested a resumption of t a l k s . 

"The two met again Dec. 11 at the Chinese Embassy. The s u b j e c t 

matter of these c o n t a c t s was never d i s c l o s e d . " 

I f one scores the e x i s t i n g r e l a t i o n s h i p s between the United S t a t e s 

and Communist China using Table 3, many of the items y i e l d a System 1 

s c o r e . S e v e r a l other items which deal w i t h the adequacy of the i n t e r a c t i o n -

i n f l u e n c e network between the United S t a t e s and Red China make one r e a l i z e 

t h a t a System 0 score i s most appropriate because of the v i r t u a l absence 

both of t h i s i n t e r a c t i o n s t r u c t u r e and of e f f o r t s to b u i l d i t . 

Black-White R e l a t i o n s h i p s Lack E f f e c t i v e I n t e r a c t i o n - I n f l u e n c e Networks 

A p i c t u r e almost as dismal as the United States-Red China i n t e r a c t i o n -

i n f l u e n c e network emerges i f b l a c k - w h i t e r e l a t i o n s h i p s i n major metro­

p o l i t a n areas are s c o r e d . I n the c i t i e s where major r i o t s have occurred, 

such as Los Angeles ( W a t t s ) , Cleveland (Hough), Newark, and D e t r o i t , there 

was a hugh i n t e r a c t i o n - i n f l u e n c e void between the white and b l a c k communities 

and between the more a f f l u e n t and the p o v e r t y - s t r i c k e n s e c t o r s of these ur­

ban a r e a s . Even today one i s impressed, u n f o r t u n a t e l y , more by the gaps 

i n the i n t e r a c t i o n - i n f l u e n c e network of our b i g c i t i e s than i n i t s s t r e n g t h . 

With regard to black-white r e l a t i o n s h i p s , t h i s a p p l i e s to both the gap 

between the black and white communities and the many gaps i n the i n t e r a c t i o n -

i n f l u e n c e network w i t h i n each of these heterogeneous s e c t o r s of urban l i f e . 

Systems 0, 1, and o c c a s i o n a l l y System 2 appear to be much more c h a r a c t e r ­

i s t i c of the p a t t e r n of black-white r e l a t i o n s h i p s than System 4. 



T h i s c o n c l u s i o n i s e q u a l l y true of the p a t t e r n of r e l a t i o n s h i p s between 

the a f f l u e n t and the p o v e r t y - s t r i c k e n i n our urban a r e a s . 

Large U n i v e r s i t i e s Lack E f f e c t i v e I n t e r a c t i o n - I n f l u e n c e Networks 

A s i m i l a r p i c t u r e emerges i f we a n a l y z e , w i t h the a i d of Table 3, 

the i n t e r a c t i o n - i n f l u e n c e networks of our l a r g e u n i v e r s i t i e s and e s p e c i a l l y 

those where d i s r u p t i v e or d e s t r u c t i v e student r i o t s or s i t - i n s have occurred, 

often with some f a c u l t y support. The s c o r e s on Table 3 r e v e a l t h a t the 

formal i n t e r a c t i o n network between each of the three major s e c t o r s of the 

u n i v e r s i t y — s t u d e n t s , f a c u l t y , and a d m i n i s t r a t i o n — i s s e r i o u s l y d e f i c i e n t . 

None of our large u n i v e r s i t i e s appears to have an i n t e r a c t i o n - i n f l u e n c e 

network embracing a l l p a r t s of the u n i v e r s i t y through which e f f i c i e n t 

communication and problem-solving can occur. Moreover, once d e c i s i o n s 

are reached, the i n t e r a c t i o n - i n f l u e n c e networks of these u n i v e r s i t i e s do 

not c r e a t e the l e v e l s of motivation and f e l t r e s p o n s i b i l i t y among a l l , or 

v i r t u a l l y a l l , s t u d e n t s , f a c u l t y , and a d m i n i s t r a t o r s to assu r e t h a t the 

d e c i s i o n s w i l l be e f f e c t i v e l y implemented. The present i n t e r a c t i o n -

i n f l u e n c e networks of our l a r g e u n i v e r s i t i e s are as inadequate f o r c r e a t i n g 

widespread f e l t r e s p o n s i b i l i t y as they are I n t h e i r communication c a p a b i l i ­

t i e s . There are s e r i o u s communication and r e s p o n s i b i l i t y gaps. 

The kinds of c o n f l i c t s which we have j u s t examined using Table 3 

give p a i n f u l evidence that the present management of some of our most 

s e r i o u s c o n f l i c t s r e l i e s upon obsolete models of s o c i a l systems and 

i n t e r a c t i o n - i n f l u e n c e networks. The present i n t e r a c t i o n - i n f l u e n c e networks 

are extremely Inadequate and r e f l e c t very p r i m i t i v e forms of s o c i a l s y s ­

tems. There i s , o b v i o u s l y , an opportunity f o r improving the management of 

tiiese c o n f l i c t s s u b s t a n t i a l l y . I f more e f f e c t i v e i n t e r a c t i o n - I n f l u e n c e 



networks were used based on more s o c i a l l y evolved s o c i a l systems such as 

System 4, the improvement would be g r e a t . 

S u b s t i t u t i n g a System 4 i n t e r a c t i o n - i n f l u e n c e network for a System 1 

or System 2, however, i s not done e a s i l y , e s p e c i a l l y i n complex c o n f l i c t 

s i t u a t i o n s . F o r t u n a t e l y , f i n d i n g s from c u r r e n t r e s e a r c h on the dynamics 

of changing a t t i t u d e s and behavior are d i r e c t l y a p p l i c a b l e . This i s 

e s p e c i a l l y true of s t u d i e s i n b u s i n e s s firms on how most e f f i c i e n t l y to 

a i d an o r g a n i z a t i o n to s h i f t to System 4. These s t u d i e s are y i e l d i n g p r i n 

c i p l e s and procedures which can a c c e l e r a t e s u b s t a n t i a l l y a s h i f t to System 

4 i n the management of any c o n f l i c t and thereby r e s o l v e the c o n f l i c t f a s t e 

and b e t t e r than i s p o s s i b l e otherwise. 



FOOTNOTES 

'"This paper i s a condensed v e r s i o n of Chapter 2 of Managing C o n f l i c t by 

Rensis L i k e r t . To be published by McGraw-Hill Book Company, I n c . i n 

1971. 

"From "Delegation" by E r n e s t Dale as p r i n t e d i n A p r i l 1957 i s s u e of 

E n t e r p r i s e , magazine of the Young P r e s i d e n t s 1 Organization. 

V h e s e data have been reported i n Chapter 7 and Appendix I of The Human 

Organiz a t i o n , R. L i k e r t , 1967. 
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