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ABSTRACT
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The purposes of this study were twofold:

(1)

to

explore whether and how the self relationship
orientations of attachment and equality described by
Gilligan in her research on moral development are
identifiable in a new domain - professionals'
descriptions of organizational conflict;

and

(2)

to

produce a rich account of a conflict situation presented
through the perspectives of a group of professionals
engaged in a conflict in their organization.

The participants are seven physicians

involved

in

an on-going conflict over compensation in their
organization.

Qualitative research methods were used

collecting the data with an open-ended,

in

in-depth

interview conducted with each of the participants and
analyzed using the protocol developed by Gilligan and her
colleagues for reading narratives of conflict and choice.
The study's research questions focus on:

vi

(1)

whether the

orientations of attachment and equality are identifiable
in these narratives of conflict;

and,

(2)

how these

orientations shape the individual's definition of
conflict,

perceived stakes and aspirations for

resolution.

The findings support the extension of Gilligan's
theory into the domain of organizational conflict.

The

data revealed that both relationship orientations were
expressed by each individual,

regardless of gender or

position in the organization,

in their constructions of

this conflict.

In these narratives,

attachment was

expressed as a desire for voice in the organization,
caring for others,
others,

as

as a view of self interdependent with

and as a desire for maintaining relationships.

Equality was framed as a balancing of scales,
objectified considerations,

as

and as inequity of power,

position and money.

The data suggest that how individuals perceive
themselves in relation to others influences how they
construct a conflict and what they desire as resolution.
In addition,

the analysis reveals that context is

critical to understanding an individual's construction of
conflict and that not knowing is a critical concept in
defining conflict in an organizational setting.

This study carries implications for the extension
of Gilligan's theory as well as for creating a more
inclusive understanding of organizational conflict.

It

also has relevance for practitioners who are involved in
intervening in organizational conflict.

•
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CHAPTER I
PURPOSE AND FOCUS OF THE STUDY

Introduction

Conflict is pervasive in today's organizations.
almost every meeting room in every organization,
are disagreeing with each other
1989)^.

win-win negotiation,
system design,

(Tjosvold & Johnson,

such as dealing with diversity,

interpersonal peacemaking,

and ombuds'

1990).

dispute

positions to contain conflict

and to develop consensus among their workforce

spent

people

Organizations invest large sums of money on

programs and policies,

Silbey,

In

(Kolb &

A recent survey shows that managers'

in resolving staff conflicts has

time

increased by more

than forty percent in the last five years

(Working Women,

1992) .

At the same time,

conflict is necessary to the

functioning of an organization.

Organizations depend on

functional specialists to provide their perspectives to
problem-solving and to refrain from engaging in
groupthink

(Janis,

adaptability is

1982).

Organizational

learning and

leading the way to organizational

1 In this study, conflict is defined as
disagreements among individuals, which can be either
formal or informal, hidden or visable. How a conflict is
interpreted or the meaning that individuals ascribe to a
situation that defines it as conflictual is the subject
of this study.
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sustainability and survival.
essay on managing conflict,

As Boyatzis states in his
"Conflict is inevitable in

organizations that have a future.

.

. An organization

without conflict is not likely to be able to adapt to
environmental changes"

(1989,

p.

175).

In today's turbulent economic,
world,

political and social

where the demographics of the workforce are

changing and disparate organizational cultures are
brought together in mergers and acquisitions,
organizations are becoming ever more complex as they
search for the competitive advantage.
and among our organizations,

As a result,

in

there are increasing

opportunities for members with differing needs,
motivations,

values and cultural backgrounds to interact

and for conflict to arise.

Managing conflict is becoming a trend that is
increasing in the practice of organizational development
(Cummings & Huse,

1989;

Sashkin & Burke,

1987).

As a

profession dedicated to improving both organization
performance as well as the quality of work life,
organization development focuses on "creating adaptive,
flexible human systems capable of related second-order
transformations of strategy,
(Woodman,

1989,

p.221).

structure and culture"

By its very definition,

2

second-

order change implies a conflict between established
frameworks,

now no longer adequate,

ways of organizing

and newer alternative

(Bartunek & Reid,

1990).

As an Organization Development practitioner,

I am

often called upon to assist organizations in dealing with
conflict that they face.

More often than not,

my role is

one of helping the organization to make sense of their
problem,

to facilitate understanding to enable

communication and problem-solving to occur

(Ploof,

1990).

The aim of the process is to utilize conflict as a
catalyst for organizational learning - to broaden the
organization's understanding of the problem and to
enhance its capacity for handling disputes.

Enhancing communication is implicit in conflict
intervention from an organization development
perspective.

In a recent survey of interventions into

organizational conflict that I conducted,

I found that

enabling dialogue among disputing parties was fundamental
to each of the interventions reviewed

(Cormier,

1991b).

The interventions analyzed included Blake & Mouton's
(1984)

and Brown's

(1983)

process consultation
controversy

(Schein,

1988);

(Tjosvold & Johnson,

confrontation

(Walton,

constructive

1989);

interpersonal

1969 & 1987); defensive routines

and double loop learning
1978) ;

interface conflict management;

(Argyris,

as well as mediation

1985; Argyris & Schon,

(Kolb & Glidden,
3

1986),

dispute system design

(Ury,

integrative decision-making
interactionist model

Brett & Goldberg,
(Filley,

(1974).

1975),

1989),

and Robbin's

A basic premise of conflict

intervention from an organization development perspective
is that of "appreciative inquiry", which assumes that the
ways that groups and individuals interpret organizational
events impact the behavior and effectiveness of the
system

(Cooperrider & Srivasta,

Woodman,

1987 as reported in

1989).

Although the theory on organizational conflict
abounds,

inquiry into conflict in organizations and the

prescriptions that have resulted from that theory are
rooted in a positivist paradigm (Kolb & Bartunek,

1992).

What has resulted from this approach is a construct that
views conflict as a formalized event separate from daily
routines of work

(Kolb & Putnam,

1992),

one that focuses

primarily on the cause and effect of conflict on a system
(Brett,

1984) ,

and one that is premised within the

confines of bounded rationality
Putnam,

1992) .

(Cormier,

1991b; Kolb &

In this model of organizational conflict,

"rational man" searches for relevant information,
evaluates alternatives,

and acts to maximize

organizational outcomes.

There is a recent trend emerging in the conflict
field to probe for a more interpretive perspective of
conflict.

For example,

in the disputing arena,

4

Mather

and Yngvesson

(1980-1981)

have shown,

through an

ethnographic method of inquiry in a legalistic dispute,
that there is an interaction between how conflicts are
interpreted and phrased by disputants,
they are handled

(in Kolb & Silbey,

and the ways that

1990,

p.

13).

Kolb

and Bartunek have recently edited a book of interpretive
studies in organizational conflict whose focus is on the
informal and irrational aspects of organization disputes
(1992).

And,

Gilligan and her colleagues

(1982,

1988),

in their research on moral conflict analyzed through the
stories that people tell of conflictual situations,

have

shown that individuals construct and resolve conflicts in
different ways - not only in content,

but also in how

they view themselves in relationship with others.

They

have named these different perspectives "attachment" or
"caring" referring to a view of self striving for
connection with others,

and "equality" or "justice"2

referring to a sense of an independent self striving for
autonomy and equanimity.

According to Gilligan,

all

relationships can be characterized in terms of an
orientation of attachment or an orientation of equality.
She proposes that each orientation highlights different
aspects of a problem,

based on a vulnerability to

2 According to Gilligan the terms justice and care
reflect "two desirable visions of relationships" (Brown
et al. 1988, p.12).
In light of this, these terms will
be used interchangeably with equality and attachment,
respectively, throughout this report.
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oppression or abandonment,

and focuses attention on

different types of concerns and aspirations for
resolution

(1988).

to people's stories,

Referring to the value of attending
she says:

Narratives . . .provide snapshots of
people acting in a world of relationships
- concerns about oppression and concerns
about abandonment and strategies for
protecting oneself and other people. . .
Narratives provide snapshots of people
acting in a world of relationships, a
world where people are vulnerable, where
they can wound themselves and others,
where something of value is at stake, a
world well marked by language and culture"
Brown et al., 1988, p. 9).

Although there is a plethora of scholarship on
organizational conflict,

I have not located any research

that focuses on whether these self relationship
orientations

identified by Gilligan and her colleagues

impact an individual's construction of organizational
conflict and his or her aspirations for resolution.
the same time,

At

I have found little reference in the

literature on intervention into conflict that attends to
or legitimizes the more feminized issues of care,
connection and relationship as critical constructs

in an

individual's framing of conflict in an organizational
setting.

Gilligan's work has been extended into the
workplace
Argyris

in studies of managerial ethics conducted by

(1989),

Sailer

(1990)

and Toffler

6

(1986).

In

these studies,

each researcher found that the frameworks

posited by Gilligan also impact the construction and
evaluation of actions taken relative to moral dilemmas
the workplace.

Similarly,

the orientations of

in

justice

and care have been used as the framework for research
focusing on women's career performance and satisfaction
in the medical and legal professions
1991;

Gilligan & Poliak,

1988;

(Burton et al.,

Jack & Jack,

1988).

Since the results of these inquiries have been consistent
with Gilligan's findings outside of the workplace,
seems

it

likely that the self relationship orientations of

attachment and equality may play a part in how an
individual makes sense of a conflict in the organization
at

large.

This research,

reported here,

extends Gilligan's

theory of self-relationship orientations

into theories of

organizational conflict.

The study explores whether and

in what ways

constructions of organizational

individuals'

conflict can be interpreted in light of the attachment
and equality orientations proposed by Gilligan.
doing,

In so

this research attempts to shift the problem of

organizational conflict from a traditional rational
perspective to a more feminist relational one.

Understanding whether Gilligan's theory of self
relationship is useful

in

in framing organizational conflict

may help to broaden our understanding of conflict

7

in

organizations and contribute to the alternative views of
conflict emerging in the field.

In addition,

understanding if and how this framework can be identified
in organization members'

construction of conflict may

also provide a new lens for the organization development
practitioner to expand his or her ability to assist an
organization in dealing with the conflicts that they
face.

Purpose of the Study

The purpose of this study is to extend Gilligan's
theory of self relationship orientations
theories of organizational conflict
Gilligan,

Ward & Taylor,

explores whether

1988).

individuals'

into our

(Gilligan 1982;

Specifically,

this study

constructions of an

organizational conflict situation can usefully be seen as
expressing the attachment and equality orientations
proposed by Gilligan and others.

If so,

how do these

orientations shape an individual's perception of the
conflict issue,

the stakes

aspirations for resolution?

involved and his or her
In an effort to attend to

the limitations of the literature on organizational
conflict described earlier,

particularly to the issues of

voice and relationship in conflict systems,

this research

systematically investigates how a group of professionals
involved in a conflict in their organization talk about
and make sense of that situation.

8

A qualitative research process provides the
methodological

framework for exploring the constructions

of organizational conflict in a professional work
setting.

In this study,

the primary method of

investigation is the analysis of transcripts of
phenomenological

in-depth

interviews using the protocol designed

by Gilligan and her colleagues for systematically
attending to voices of justice and caring in narratives
of conflict and choice
participants

(Brown et al.

1988,

1989) .

The

in this research project are a group of

physicians working in a university-based medical school
practice.

General Research Questions and The Focus of the Study

The focus of this

investigation was prompted by my

experience as a researcher and a practitioner.

Recently,

in my on-going work as an external consultant in a major
organization development project,

I have had the

opportunity to observe and be privy to a two-year old
unsettled conflict over compensation by physicians
medical

firm.

in a

Although on the surface this conflict

appears to be simply one of "resource allocation",

it has

become evermore apparent as the issue unfolds that this
conflict is as much about organizational relationships as
it

is about principles and pay.

9

As I have watched the

issue progress over the past seven months,
searched the

I have

literature for frameworks that would help me

to understand the richness and complexity of this
phenomenon.

Finding none has

led me to this research

focus.

According to Gilligan and her colleagues
Ward & Taylor,

1988),

individuals construct,

evaluate moral problems

(Gilligan,

resolve and

in different ways - not only

content but also in perspectives.

in

These perspectives,

which Gilligan identified by listening to the stories of
individuals describing moral conflicts that they had
experienced,

are the individual's orientation toward a

sense of responsibility for caring for others,
adherence to rules and obligations.
assumption of this approach,

The central

according to Gilligan,

"that the way people talk about their lives
significance,

and of

is

is of

that the language they use and the

connections they make reveal the world that they see and
in which they act"

(1982,

p.

2).

By inviting individuals

to describe their own stories and "listening for moral
voice,

the reader hears stories people tell about

themselves and others,

stories often built

between conflicting commitments
.
p.

.

in a tension

[of justice and caring]

or between responses which seem incompatible"
16) .

10

(1988

.

In this dissertation I explore,
interviews,

through in-depth

the meanings that these professionals ascribe

to this conflict over compensation in their organization.
How do these individuals define organizational conflict?
What types of stories do they elicit when asked to
describe this conflict and its impact on them?
they infer is at stake for them,
situation?

and for others,

What do
in this

How do they evaluate their's and other's

actions relative to this conflict?
are they seeking?

What ideal outcome

Given their involvement and

retrospection of the situation, what meaning do these
professionals ascribe to this on-going conflict?

Can

these meanings be usefully viewed as orientations towards
attachment and equality
Taylor,

(Gilligan 1982; Gilligan, Ward &

1988)?

Two questions frame this inquiry:

1. Are the

theoretical orientations of attachment and equality
identifiable in these conflict narratives?
so,

and,

2.

If

how do these orientations shape an individual's

definition of conflict,

perceived stakes,

and outcomes

desired?

Since the purpose of this study is to explore how
the orientations of self and others proposed by Gilligan
shape an individual's construction of organizational
conflict,

the self-relationship orientations of equality

and attachment are the central lens from which the
11

results of this study are analyzed.

Specifically,

this

research focuses on whether the self-relationship
orientations of attachment and equality which have been
shown to be important to an individual's construction of
moral conflict and choice for action
Gilligan et al.
physicians'

1988,)

(e.g.

Gilligan 1982;

are also important to these

constructs of this conflict situation.

The Significance of the Study

A number of authors writing about qualitative
research note that the importance of any study is that it
should be meaningful to the advancement of knowledge
(Marshall & Rossman 1989; Merriam 1988)
development of practice

and to the

(Marshall & Rossman 1989).

study contributes to each of these areas.

This

Although this

research focuses on a case study of organizational
conflict from the perspectives of seven individuals,

the

results have relevance for broadening our understanding
of conflict theory and practice,

as well as for providing

a basis for continued exploration of Gilligan's thesis
into conflict in an organizational setting.

Pondy
any model

(1989)

...

suggests that "the purpose of

.

.

.

is to draw attention to previously

unrecognized phenomena and processes,

and to change the

way we think about or look at familiar phenomenon"
12

(p.

9).

This study is about exploring a new way of looking

at organizational conflict,

one that extends our

understanding of how individuals engaged in conflict in
an organization make sense of that situation,
make decisions regarding that situation,
seek for resolution.

In so doing,

how they

and what they

this research

contributes to both our theories of organizational
conflict as well as practice in conflict handling.

Gilligan's theory of the voices of caring and
justice emerged initially from using women and girls as
the population for her research on moral development.

By

changing the gender of the sample from the traditional
male sample and by allowing the participants to tell
their own stories rather than responding to her's,
Gilligan discovered a new way of looking at moral
development that had been overlooked in traditional
theories.

She found that the issues of caring,

hurt and

the importance of relationships were as much a part of
moral development as were the traditional perspectives of
autonomy,

justice,

and the notions of equality.

She then

extended her research to include men in her sampling,
discovered that men,

although not as often as women,

and
also

made decisions regarding moral issues not only through
the constructs defined by traditional theories,
through the newly emerging one.

but also

What Gilligan

hypothesized was that the importance of attachment and

13

caring and a view of oneself within a web of
relationships had been overlooked,
devalued,

in traditional theory,

and consequently

resulting in a one-sided

theoretical model.

As I stated earlier,
conflict is not new.

studying organizational

Like the traditional theories in

psychological development,

these models and prescriptions

also fail to attend to the possibility of constructions
of caring and attachment as a legitimate theoretical
construct

(Cormier,

1991b).

At the same time,

traditional methodologies for inquiry into organizational
conflict have focused primarily on predefining the
conflict situation through the use of questionnaires and
simulations rather than listening to conflict stories
told by those who experience them
Moreover,

(Kolb,

1987).

traditional academic research into conflict

intervention has customarily utilized students as
research subjects,

rather than those engaged in an actual

conflict situation

(Weingarten & Douvan,

1985).

This study has been designed to listen to the
voices of those engaged in a conflict in their workplace.
By listening to stories developed through an open-ended
interview format,

this study highlights the difference

between conflict as defined from the perspective of the
researcher and conflict as defined from the perspective
of the participant.

Thus,

the study helps to identify
14

not only the differences in descriptions of conflict,

but

also the limitations posed by different methodological
approaches.

Since this research is based on Gilligan's model a framework designed to attend to participant voices and
relationship orientations as the central filter,

this

inquiry provides new insights and ways of looking at
conflict in organizations that has not as yet been
discussed in the literature.

Because of this,

this

inquiry helps to broaden and provide a more inclusive
understanding of conflict in organizations by
highlighting a perspective of conflict that attends to
both a notion of caring and attachment as well as the
more traditional focus of justice and equality.

This study also adds to the on-going effort to
extend and refine Gilligan's theory in a new domain,
of organizational conflict.

that

From its inception,

Gilligan's theory has focused on problems of moral
conflict.

Researchers have begun to explore the

implications of the theory for new domains,
identified dysfunctional response patterns
1989),

roles of mothers and mothering

Willard,

1988),

and urban adolescents'

violence

(Ward,

1988).

such as self(Mellen,

(Attanucci,

1988;

constructions of

This framework has also been

extended to the workplace in research aimed at workplace
ethics

(Argyris,

1989; Sailer,
15

1990; and Toffler,

1986),

and career performance and job satisfaction in the
medical and legal professions
Gilligan & Poliak,

(Burton et al.

1988; Jack & Jack,

1991;

1988).

By investigating the presence and the role of the
attachment and equality orientations in narrations of
organizational conflict,

this study explores the

feasibility of extending Gilligan's thesis into a new
arena.

In addition,

the presence of both of these

orientations in the narratives of this conflict situation
may also suggest the need to begin to explore other
organization phenomenon from this perspective as a step
to providing a more inclusive view of organizational life
in general.

This study is also about influencing practice.

As

I stated in the introduction, my motivation for this
inquiry was prompted by a search for theories and
interventions into conflict in organizations that would
influence my work as an organization development
practitioner.

It is my belief that conflict is

fundamental in the practice of organization development,
whether it is consciously identified as the target of
intervention,

or it is assumed to be a part of other

intervention strategies,
team building,

such as resistance to change,

problem-solving or managing diversity.

16

The importance of potentially finding constructs of
attachment in addition to equality in how individuals
frame conflict in organizations may influence
intervention into organizational conflict in two ways.
First,

this new framework may help to expand the

practitioner's cognitive map of conflict in organizations
(Schon,

1983),

and,

in so doing, may help practitioners

to increase their imagination and creativity in thinking
about conflict situations and intervention strategies.
Second,
conflict

since communication is central to understanding
(Thomas & Pondy,

1977),

this research may also

help to attune the practitioner's ear to the language of
justice and care and to help clarify misunderstandings
that may arise in conversation.

The Design of the Study

Using qualitative research methods,

this study

explores how individuals make sense of organizational
conflict in their work lives.

Specifically,

this study

explores whether and to what extent the orientations of
equality and attachment originally proposed by Gilligan
and her colleagues are identifiable in a new domain individual's descriptions of organizational conflict.
Since the purpose of this study is to explore how
individuals frame organizational conflict in terms of the
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attachment and equality orientations proposed by
Gilligan,

the primary methodology utilized in this

research is an adaptation of the interpretive methodology
developed by Gilligan and her colleagues for
systematically reading interview narratives of conflict
and choice

(Brown et al.,

The open-ended,

1988).

in-depth interview used in this

study is an adaptation of the protocol developed by
Gilligan and others

(Brown et al.,

1988)

which provides a

framework for the participants to talk about their
thoughts,

perceptions and experiences of this conflict

situation.

Each elite interview lasted approximately one

and a half hours and was audio-taped and later
transcribed.

The details of the methodological approach

used in this study are discussed fully in Chapter III.

As stated earlier,

the participants in this study

are seven physicians who are currently engaged in a
conflict over physician compensation in their
organization.

By focusing on a single conflict,

identified by the participants prior to this study,

this

research provides a case study of a systemic
organizational issue viewed through the lenses of the
self relationship orientations of equality and
attachment.
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Limitations to the Study

This study was designed to explore and describe if
and how a select group of professionals framed conflict
through the orientations of attachment and equality
(Gilligan,

Ward & Taylor,

1988).

Although every

consideration was made in the design and implementation
of this research to ensure its quality and
generalizability,

the following limitations of the use of

the study should be noted:

1.

The population for this study consists of a
small group of highly-trained, well-educated
physicians who work at one site located in the
southeastern United States.
These individuals
are highly motivated by the work that they do,
and they receive good compensation for that
work as well.
As in any situation, their
perceptions of this conflict are filtered
through their world view.
Therefore, the
results from this study should be applied
cautiously to organizational conflict
situations among non professionals, as well as
to conflict in organizations in other
geographical locations.

2.

This study focuses on a specific conflict
situation in an organizational setting.
Application of these results to other
organizational conflicts is cautioned.

3.

The research methodology selected for this
study is one designed to attend to the voices
of care and justice, and in so doing, "blinds"
the researcher from other interpretations and
definitions that may be prevalent in the data
generated.

4.

The data for the research were gathered through
seven elite interviews and, therefore,
represents a snapshot of how a conflict
situation was perceived by a group of
professionals at one instant in time, rather
than over the life of this conflict situation.
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5.

This research design focuses on how individuals
view a conflict in their work setting and how
they would ideally like to see that conflict
resolved.
Application of these results in the
areas of conflict behavior is cautioned.

6.

As an interpretive methodology, one should be
cautioned that this research was filtered
through the lens of a well-educated white
female researcher.

Organization of the Dissertation

This dissertation is organized into five chapters.
The first sets the context of the study,
overview of the purpose,
well as

focus,

and provides an

and research design,

as

its significance and limitations.

Chapter two presents an integrative review of the
literature

(Cooper,

1988)

that focuses on the

contribution of three domains - the standard/pivotal
theories of organizational conflict,

the development of

Gilligan's theory of self relationship orientations,

and

the organization development literature relative to the
practice of conflict intervention.

The third chapter discusses the study's research
strategy,

details of the methodological protocol

for

investigating voices of care and justice in narratives
(Brown et al.,

1988),

data collection and the process

used in analyzing the data.
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Chapter four presents and discusses the results and
analysis of the data through five major frameworks:

(1)

The

importance of context to the framing of a conflict;

(2)

The

issue as framed from the perspective of

attachment;
of equality;
and

(5)

The

(3)
(4)

The

issue as framed from the perspective

The interplay between these two voices;

importance of knowing/

not knowing to the

construction of conflict.

Chapter five contains an overall summary of the
study and addresses the conclusions and recommendations
that I have drawn from the analysis of the data.

This

chapter also discusses the implications of the research
as well as questions for future study.
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CHAPTER II
THE REVIEW OF THE LITERATURE

Introduction

In order to establish a theoretical foundation for
the present research,

this chapter provides an

integrative review of the literature

(Cooper,

1988)

that

focuses on the contribution of the following three
domains in creating the context for this study:
organizational conflict - the predominant theories and
recent challenges;

feminist research,

specifically the

development of Gilligan's theory documenting the
emergence and legitimization of the attachment and
equality orientations of self and others;

and,

finally,

the organization development literature relative to the
practice of intervention into organizational conflict.

Organizational Conflict Theory and Its Challenges

Introduction

This section sets the stage for understanding how
conflict has been portrayed in the organization
literature by a review of the predominent theories of
organizational conflict and challenges to those
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traditional perspectives.

This section also provides

background for addressing conflict as an organization
phenomenon worthy of study.

Organizations As Arenas For Conflict

Conflict is a part of contemporary organizations.
The complex structure of organizations characterized by
functional differentiation and integration,
workplace demographics,
work teams,

task forces,

relationships,
relations,

changing

the movement toward participatory
and matrix reporting

as well as increased interorganizational

mergers and acquisitions,

and globalization

all provide more and more opportunities for
organizational members with differing needs, motivations
and cultural backgrounds to interact,

and hence,

for

organizational conflict to arise.
Inquiry into organizational conflict is not new.
The literature on organizational conflict reflects the
lenses of a variety of disciplinary perspectives psychological,

sociological,

international relations,
management,

economic,

labor relations,

communications,

anthropology,

and political science - each positing models

embedded with their respective theoretical,
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epistemological and methodological differences.1
of this,

the literature has been called "schizophrenic”

(Sheppard,
Morgan,

1988,

1979),

p.

2),

multi paradigmatic

"multi faced"

(Burrell &

(Kolb & Putnam,

1991,

and characterized as an "eclectic collection .
[reflecting]

.

p.

1)

.

the strong - but frequently unarticulated -

assumptions about conflict"
1987,

Because

(Lewicki, Weiss & Lewin,

p.5).

Like any theory,

the literature on organizational

conflict is not without its biases
1979; Gray,

1991; Kolb,

(Burrell & Morgan,

1986; Morgan,

1980).

Investigations into the literature suggests that the way
conflict is viewed in the organization reflects the many
tides of social harmony and unrest in the United States,
moving from being seemingly non-existent through the
1950's when organizations where depicted as cooperative
systems,

to emerging as a phenomenon worthy of study in

the early 1960's when plurality and coalitions came into
vogue

(Kolb,

1987; Kolb & Bartunek,

1992; Pondy,

1989).2

1 For examples in each of these respective
disciplines see: Pruitt & Rubin, 1986 and Coser, 1956;
Marx, 1906 and Lax & Sebenius, 1986; Raiffa, 1982 and
Kochan & Verma, 1984; Walton & McKersie, 1965 and Hill,
1982; Rubin, 1981 and Freeman, 1986; Putnam & Poole, 1987
and Barley (1991); Merry & Silbey, 1984 and
Follett,
1951; Pondy, 1967; Thomas, 1976 and Brown, 1983; and
Susskind & Cruikshank, 1987.
2 A more complete review of this historical
perspective on the portrayal of conflict in organizations
can be found in Kolb and Bartunek, 1992, pp. 4-11.
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In the early classics of organizational theory,
organizations were portrayed as cooperative systems where
the notions of efficiency and harmony reigned.
management classics
Taylor,

1911; Weber,

exist.

Instead,

(e.g.

Barnard,

1947),

1938; Mayo,

In these
1945;

conflict did not seem to

organizations were characterized as

homogeneous systems with unifying goals and an aligned
and assimilated workforce.
acknowledged as conflict;

Differing interests were not
rather,

disharmony was framed

as an anomaly in the system to be controlled through
rational means such as technical analysis

(Taylor,

the creation of hierarchy and bureaucracy

(Weber,

or the manipulation of motivational factors

1911),
1947),

(Mayo,

1945).

An exception to this approach at this time was Mary
Parker Follett

(1924,

1927)

who wrote about conflict as

"creative friction" and the need for reconciling
differences through integrative practices.

Follett saw

conflict as an indicator of difference and prescribed
integration as a means for inventing solutions that would
maintain the integrity of the individual.

In the late 1950's and 1960's,

conflict came out of

the closet in organization theory in concert with the
rising tide of social unrest in the United States.

It

was during this time that organizational theorists began
to write about conflict as an inevitable phenomenon in
organizations.

For example,

during this period,
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Pondy's

From the 1970's to the present,

conflict in

organizational theory3 has begun to be viewed as a
naturally occurring phenomenon rather than an aberration
to organizational functioning.
of organization

In this pluralist notion

(reflected earlier in industrial

relations theory in labor relations),

diversity is seen

as a normal facet of organizational life.

Negotiation

begins to be perceived as one of the "everyday" functions
of a manager or executive
Sebenius,

1986; Thomas,

(Galbraith,

1978);

1977; Lax and

and the notion of

organizational coalitions has come into vogue
and Lawler,

1980; Brown,

1983; Kanter,

(Bacharach

1977).

In addition to these functionalist perspectives
(Burrell and Morgan 1979),

a number of contemporary

theorists have begun "to shift away from consensual and
rationalized models of organizational processes toward
ones that emphasize power and political struggle.
these models,

conflict is no longer seen as detrimental

or facilitative,
organization"

In

but rather,

as the 'essence' of

(Kolb and Silbey 1990,

p.

298).

For

3 There may be a discrepancy in organization theory
and organization practice. Kolb and Silby (1990) have
argued that conflict is still a "dirty word" in today's
organizations and the each year large sums of money and
time is spent on programs and policies to contain or to
convert difference into concensus, that is, to make
organizational functioning "smooth and noncontentious"
(p.297). Likewise, in my own research on conflict
interventions (1991), I found that the metaphors used by
the authors in describing their proposed interventions
implied a negative view of organizational conflict.
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example,

Weick's model of organizing proposes that the

very existence of organizations is dependent on the
enactment of pairs of opposing tendencies
Morgan's schismatic metaphor

(1981)

(1979).

suggests that schism

- the disintegrative tendencies of a social system - is a
natural property within organizations.
his critique of his 1967 classic,

And,

in 1989,

in

Pondy suggests that

organizations are arenas for "enacting" conflict and
argues,

through his analysis of long-lived organizations,

that organizational survival is dependent on enabling
conflicts to be played out in this arena.
model,

In this new

diversity is seen as the very fabric of

organizations,

and,

according to Pondy,

the "normative

aim of managing an organization-qua-conflict-system is to
stage the right conflict episodes, with the right
conflicting parties,

over the right issues,

under the right ground rules"

As these examples show,

operating

(p.98).

attention to managing or

controlling differences in an organizational setting has
been a phenomenon of study since the early 1900's.

The

theories that have emerged have reflected the implicit
assumptions in a variety of disciplinary perspectives as
well as in the trends in social unrest in the United
States.

In the next section,

I describe the dominant

theories of organizational conflict that have influenced
interventions into conflict in organizations.
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Dominant Theories of Organizational Conflict

Introduction.

While a complete review of the

literature on conflict in organizations is beyond the
scope of this study,

I have selected to review the

dominant theoretical models which have influenced
interventions for handling conflict in an organizational
context.

The areas of review have been selected using

the framework developed by Lewicki and his colleagues in
their analysis of conflict models

(Lewicki et al.,

1987).

This framework categorized the research on organizational
conflict into six domains based on the approach to
managing conflict taken by the researcher:
psychological,

sociological,

labor relations,

rationality and economic analysis,
negotiation,

economic

bargaining and

and third party dispute resolution.

this framework,
a third party

From

I have chosen those categories over which
- the domain of the organization

development practitioner - has influence.

They are:

the

micro-psychological approach which deals with intra- and
inter- personal and small group behavior
Thomas,

1976);

(Pondy,

1967;

bargaining and negotiation which deals

with the mechanics and techniques of labor and
international relations

(Walton & McKersie 1965);

third party dispute resolution which deals with the
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and

actions taken by parties external to the conflict to
resolve,

restore,

or effect a negotiation or deadlock

(Sheppard 1984).

The Dominant Paradigm -

Pondv 1967.

The research

on organizational conflict prior to the work of Pondy in
1967 consisted of defining conflict and generating lists
of structural and personality variables that affected
conflict processes and outcomes
In his now classic article,

(Lewicki et al.,

Pondy

(1967)

1987).

reviewed these

works and synthesized them into three frameworks:

a

model of the five episodes of a conflict process;

a

description of the three different types of conflicts
found in an organizational setting;

and the criteria for

evaluating the effects of conflict in an organization.
This theoretical analysis has provided the foundation for
theories and interventions into organizational conflict
since its publication.

According to Pondy,
not a static event,

conflict in an organization is

but rather,

of conflict episodes.

a dynamic process made up

Each of these episodes consists of

five stages - latent conflict,
conflict, manifest conflict,

perceived conflict,

felt

and the conflict aftermath.

Each stage is precipitated by a complex combination of
both internal and external sources,
considerations,

such as strategic

environmental conditions,

resolution mechanisms,

availability of

and organizational norms.
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In addition to describing conflict as a dynamic
process that can surface and resurface,

Pondy

differentiated between three types of conflicts found in
organizations.

In this three-modelled typology,

bargaining describes organizational conflict resulting
from competition over scarce resources as in the
budgeting process,

labor-management negotiations,

line-staff differences.

His second model,

and

bureaucratic,

describes conflict arising between the vertical
dimensions of an organization,

such as superior-

subordinate tensions and conflicts stemming from control
issues such as rules and procedures and leadership.
third model,

the systems model,

in lateral relationships,
this model,

The

is directed at conflict

such as functional groups.

In

conflict arising over coordination and task

integration is paramount.

In addition to his typology and process model,
Pondy also proposed criteria for evaluating the effects
of conflict in an organization.

According to Pondy,

the

functionality of conflict should be based on the outcome
criteria sought; that is,

does the conflict facilitate or

inhibit an organization's productivity,
adaptability?

stability and/or

These evaluative criteria have since been

promoted for assessing the effectiveness of interventions
into organizational conflict as well
and Moore,

1978).
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(Thomas,

Jamieson

The Management Perspective - Thomas

1976.

Although

not referred to as commonly in conflict theory as Pondy,
Thomas

in

1976 proposed a contingency model

conflict between dyads

for managing

in an organization.

aimed at managing conflict,
concerned with the cause,

Thomas'

As a model

model was most

behavior and outcome of a

conflict cycle.

Thomas believed that organizational conflict could
be most effectively managed by attending to the sources
of a conflict.
are:

(1)

According to Thomas,

structural differences -

issues of

differentiation and interdependence,
and competition for scarce resources;
problems - misunderstandings,

feelings;

(4)

resource allocation
(2)

communication

facts versus assumption,

semantics and language differences;
differences - backgrounds,

these five sources

(3)

personal

personality styles and

perceptual and conceptual divergence by

the conflicting parties - how the problem is framed in
each individual's view;

and

(5)

external sources -

turbulence and the need to adapt and change in order to
remain viable and productive.

In his model,

Thomas also described behavioral

predispositions which he hypothesized impact how conflict
is managed in an organizational setting.
several conflict resolution styles
literature at that time

Building on

identified in the

(Lawrence and Lorsch,
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1967;

Burke,
1964,

1970;

Ruble and Thomas,

reported in Thomas,

1976;

1976),

Blake and Mouton,

Thomas proposed that

conflict management styles varied along two dimensions:
assertiveness - the degree to which an individual tries
to satisfy his

[sic]

own concerns,

and cooperativeness -

the degree to which an individual tries to satisfy the
other's concerns.

As part of his model,

Thomas

identified five conflict behaviors based on the
assertiveness-cooperativeness dimensions:
assertiveness and low cooperativeness),

avoiding

(low

accommodating

(low assertiveness and high cooperativeness),

competing

(high assertiveness and low cooperativeness),
compromising

(moderate assertiveness and

cooperativeness),

and collaborating

(high assertiveness

and high cooperativeness).

Thomas proposed that organizational conflict
originates not only though the way people think and
interact,

but also through objective conditions

the parties and the organizational context.

involving

He suggested

that the behaviors of the conflicting parties are
determined by four variables:

the parties'

predispositions described above;
parties'

social environment;

(interests and stakes);

behavioral

pressures from the

conflict incentives

and rules and procedures

constraining their behaviors.
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Like Pondy,

Thomas believed that conflict has both

positive and negative outcomes in an organization.
advocating a contingency model,

By

Thomas proposed a

conflict management model which would take into account
both the structural and process components of
organizational conflict.

His objective was to create a

model which would facilitate identifying both the
behaviors that lead to constructive and destructive
outcomes,

as well as those variables which influence the

occurrence of those behaviors.

By developing this model,

Thomas hoped to enable the "development of productive
intervention strategies and tactics" for dealing with
organizational conflict

(1976,

p.892

[emphasis added]).

Negotiation - Walton and McKersie - 1965.

Another

way that organizational conflict has been studied is
through the strategies and tactics of decision-making
involved in a conflict situation.

In 1965,

Walton and

McKersie proposed an approach to analyzing the process of
negotiation which they developed from their research on
collective bargaining.

In their model, Walton and McKersie divide
negotiation into four subprocesses:
bargaining,

integrative bargaining,

distributive
attitudinal

restructuring and intraorganizational bargaining.
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Distributive bargaining refers to "competitive
behaviors

intended to influence the division of

resources"

(Walton and McKersie

1965,

limited

p.viii).

Distributive bargaining is often referred to as
"haggling"

or maximizing one's gains.

In distributive

bargaining,

the strategy is competition over

resources.

According to Walton and McKersie,

of

limited
the types

issues effectively dealt with by distributive

bargaining are substantive issues since the outcome
sought

is a resolution involving compromise or

proportional allocations.

In essence,

approach is about winning and losing,
sacrificing.

the distributive
gaining and

The strategies of this zero sum approach

are defining one's goals and bottom line;

the tactics

include setting initial demands and making concessions.

Contrary to distributive bargaining is
bargaining in which the

integrative

a problem solving approach to negotiating
"activities...[are intended to]

joint gain...identify,

increase

enlarge and act upon the common

interests of the parties"

(p.viii).

Integrative

bargaining is the antithesis of the distributive model.
Integrative bargaining requires mutual motivation,
and open communication between the parties.
sought
In

trust

The outcome

in joint problem-solving is a win-win solution.

integrative bargaining the parties jointly identify
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the problem.

They then search for alternatives and the

consequences of those alternatives and then they
prioritize the solutions and select a course of action.

Although best known for their models of
distributive and integrative negotiation,

Walton and

McKersie described two other processes which occur during
negotiations.

The first,

attitudinal restructuring,

refers to unconscious and conscious manipulation on the
part of each party aimed at changing the perceptions,
attitudes and the climate of the negotiations.
Attitudinal restructuring involves rewarding tactics compliments,

appreciations,

tactics - threatening or

returning a favor;

punishing

identifying role obligations;

balancing tactics - disassociating or relying on
institutional sanctions;

and working through feelings.

The fourth subprocess
on negotiations

is

identified in their research

intraorganizational bargaining.

Intraorganizational bargaining are those behaviors aimed
at achieving consensus within a group as they engage
negotiations outside of their group.
their model,

In this part of

Walton and McKersie described leadership

behaviors consistent with maintaining internal group
cohesion.

36

in

Unlike Pondy's and Thomas'

frameworks,

Walton and

McKersie's model grew out of a labor relations tradition
rather than an organizational theory perspective.
reflective of the industrial relations approach,

As is
conflict

is viewed in this model as a naturally occurring
phenomenon,

and a mixed-motive enterprise.

This

pluralist view of conflict sees diverging interests as
having both positive and negative ramifications to the
organization.

The normative objective of this

perspective is to "foster effective negotiations and
conflict resolution or management processes that allow
for an orderly accommodation of conflicting interests and
the pursuit of integrative or joint gains solutions"
(Kochan and Verma 1983).

Third Party Dispute Resolution.

A discussion about

organizational conflict would not be complete without
reviewing the dominant framework for describing third
parties in dispute resolution.
(1986)

have stated:

business

"Third parties have been in the

[of resolving conflict]

humanity.

As Pruitt and Rubin

since the dawn of

Their roles are well-documented in such

sources as the Bible,

the Iliad and The Odyssey"

(P.166).

Third parties intervening in organizational
conflict may be found in either formal or informal
positions.

They may be referred to as judges,

arbitrators and ombudspersons;
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mediators,

they may be organization

development consultants,
managers;

and,

personnel staff or line

they may be organizational peers and

colleagues to whom the peacekeepers role seems to
"inadvertently" fall in their lap
1986,

1991;

Sheppard,

(Brett,

1984; Kolb,

1984).

The dominant model which portrays the differing
roles and strategies undertaken by third parties in
dispute resolution is the process-decision control model
first proposed by Thibaut and Walker in 1975 and
elaborated upon by Sheppard in 1984.

According to the

model proposed by Thibaut and Walker,

interventions in

conflict take place either during the process or the
decision stage of a conflict, with the role of the third
party reflecting the differing amounts of control that
they have in either,

neither or both stages.

Walker described these third party roles as:
(third party control over neither stage),

bargaining

mediation

(third party control over the process stage),
(third party control over the decision stage),
(third party control over both stages),

Thibaut and

arbitration
autocratic

and moot

(shared

control between the third party and the disputants over
both stages).

Sheppard elaborated upon Thibaut and Walker's
taxonomy by researching the roles of third parties
outside of legal disputes.
model,

According to Sheppard's

third parties provide one of four types of control
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in a conflict situation:

process control over the

disputants interactions;

content control over the

substantive issues in a dispute;

motivational control;

and control as requested by the parties

(Lewicki et al.

1987) .

Sheppard also suggested that what distinguishes
third parties is not only the style of intervention that
they use,

but also the stage in the process they choose

to intervene.
discussion,

He identified these stages as definition,

selection of alternatives,

reconciliation.
of conflict,

and resolution or

The timing of the intervention,

the type

as well as the goals of the intervention

complete the dimensions of his model.

Research conducted by Sheppard and his colleagues
has also begun to identify criteria for evaluating third
party strategy and tactics in intervening in conflict.
According to this preliminary research,
Lewicki et al.
satisfaction,

1987,

perceived fairness,

reported in
disputant

and efficiency as well as effectiveness in

both the process and decision stages are critical
variables in assessing the success of a conflict
intervention.

Sheppard also proposed that the

characteristics of the disputants,

the type of conflict,

and setting in which the conflict occurs are critical
factors to be considered in the intervention process
(Sheppard as reported in Lewicki et al.
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1987).

Summary.

This section has provided a review of the

influential models which underlie our current theories
and practice of organizational conflict.
these models is located in Table 1
discussed in this section,

A synoposis of

(next page).

As

these models suggest that

conflict is a dynamic process that is influenced by a
number of factors:

the role,

behaviors,

perception,

and

relationships of the disputants and the organizational
norms impacting those behaviors;

internal and external

organization demands and constraints;
characteristics of the problem;

the

and the role of the

third party in the intervention process.
section,

In the next

I describe some of the recent critiques that

have surfaced challenging these traditional models.

Challenges To The Dominant Paradigm

Since the 1960's,

causal models and prescriptive

formulations have proliferated in the literature on
organizational conflict

(Kolb,

the dominant models shows,

1992).

As the review of

the two predominant questions

that have framed the scholarship on organizational
conflict are:

"What is the cause of the conflict?" and,

"How do we manage it?"
focus,

(Brett,

1984).

Because of this

the literature on organizational conflict contains

a wealth of information that attends to the objective or
rational management of conflict with research aimed at
exploring antecedent variables
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(internal and external),

TABLE 1
Foundational Models Of Organizational Conflict Theory And
Practice

Theory

Pondy

Frame

inter-intra
personal
behavior
5 stages

Focus

Target

causes:
external

episodes
interfaces

productivity

resouce
scarcity

resource
vertical
horizontal

adaptability

individual
and
structural
causal
variables

control
destructive
variables

Goal

vertical
tensions
org norms
resolution
mechanisms

Thomas

behavior

individual
predispositions

encourage
construc¬
tive
variables

communications
stakes interests

Walton
negotiation
and
McKersie

Sheppard third
party
intervention

distributive strategies
tactics
and
integrative
interests
processes

role
definition

accommodate
interests

perceptions

joint
gain
solutions

stages

satisfied
disputant

styles
clarify
processes

efficacy
motivation
timing
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outcome factors
effectiveness,
and tactics

(organizational efficiency,
reframing),

(negotiation,

dispute system design),
party interveners.

effectiveness of strategies
mediation,

problem-solving,

and

as well as the role of third

The causes of conflict are generally

described as those arising from differences in an
individual's perception,

interpretation or motivation of

the situation - personality,
wants and desires
1976),

(Brett,

ideology,

1984; Pondy,

values,

needs,

1967; Thomas,

and those arising from external sources - the

competition over scarce resources,
and coordination of specialties

drives for autonomy,

(Brown,

1983; Pondy,

1967) .

Although the theoretical perspectives on conflict
have shifted over time from conflict as dysfunctional to
functional to essential and vital to organizations
1989; Tjosvold,

1992),

(Pondy

the dominant models of

intervention prescribed,

and the empirical studies

conducted are still based on the theoretical models e.g.

Pondy

(1965)

(1967),

Thomas

(1976), Walton & McKersie

- proposed in the 1960's

Weiss & Lewin,

1987).

(Kolb,

Similarly,

1987; Lewicki,

empirical research has

also retained a bias toward these early models,

although

the trend in research has moved out of the organization
where most of the work was being conducted in the 1960's
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into the laboratory of simulations and game theory

(Kolb,

1987) .

What emerges from this scholarship are
inconsistencies between theory and practice in the real
world and that prescribed and described in the
literature:

the perpetuation of the myth of the

cooperative organization
towards managing,

(Galbraith,

1986)

with a view

controlling or eradicating difference

rather than enabling organizations to deal with
diversity;

a view of conflict as separate from rather

than embedded in the everyday functioning of the
organization;

a description of conflict handling as a

rational gaming process;

and the advancement of concepts

that do not necessarily reflect today's complex
organization

(Kolb & Putnam,

1992).

My own experience as both a researcher and OD
practitioner speaks to this gap between theory and
practice.

In a recent study of interventions into

organizational conflict

(Cormier,

1991b),

I found that

although the prescriptions reviewed4 provided an
extensive overview of both internal and external factors

4 The interventions reviewed included Argyris &
Schon, 1978; Blake & Mouton, 1978, 1984; Brown, 1983;
Filley, 1975; Kolb & Glidden, 1986; Robbins, 1974;
Schein, 1987,1988; Tjosvold & Johnson, 1983; Ury, Brett &
Goldberg, 1989; and Walton, 1969.
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that play into an individual's
framing of a conflict,

(and the third party's)

the portrait that was painted did

not provide a complete picture of conflict as I have
experienced it in my work.
conflict was,

in general,

linear experience,
interactions,
complexity.

In that study,

I found that

depicted as a rational and

something separated from everyday

and portrayed without its contextual
But,

in my own experiences both as an

organizational member as well as a practitioner
intervening in conflict,
more than strategies,

I have found that conflict is

tactics and power plays - the

elements of rational analysis.
also broken promises,

I have found that it is

severed attachments,

and charged

emotions intricately intertwined within an individual's
work-a-day world.

In this analysis,

I found that these

aspects of conflict were not legitimized as critical
variables impacting an individual's framing of a conflict
situation.

Rather,

if treated at all,

they were

relegated to consideration as a result of the conflict
itself.

By not recognizing these issues as integral to

an individual's schema for interpreting conflict,

our

prescriptions may be providing a description of
organizational conflict that reflects only a partial view
of the actual experience. What is needed is research that
helps to complete this complex picture of organizational
conflict.
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A number of authors have recently called for a new
approach for looking at conflict in organizations.

In a

talk delivered at the Academy of Management's Symposium
on Conflict in Organizations,

Kolb

(1987)

spoke of what

she sees as the limits to our current models of
organizational conflict,

stating:

These models fail to reflect the pervasive
character of conflict and the importance
of meanings and interpretation in
understanding the nature of conflict in
contemporary organizations.
Revised
theory must begin with a view of conflict
as part of, and basic to, ongoing social
interactions in organizations and must be
based on analyses of conflict processes as
they occur and are experienced by people
in organizations.
. . . The form . . .
[conflict] takes and the way different
members understand and deal with it are
topics worthy of study, (p.13)

Similar to Kolb,
1967 classic study,

Pondy

(1989),

reflecting on his

called for the development of a new

theory of organizational conflict that goes beyond seeing
the organization as a set of relationships "misfiring
occasionally because of human failing",

to one that pays

attention to "the on-going relationship itself and the
assumptions undergirding it"
article,
theory,

(p.

95).

In this same

Pondy also questions the validity of his classic
challenging the lack of empirical research that

has been conducted to test his hypotheses.
(1992) ,

likewise,

Tjosvold

proposed a theoretical model for

conflict handling that is predicated upon the assumption
that conflict is integral to the concept of organizing
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and critical to an organization's ability to remain
competitive.

In speaking about conflict in

organizations,

he said:

"Conflict is a window to the

drama of organizational

life.

Conflict is rooted

intricacies of personalities and relationships;
not about abstract forces or generalities"

In a similar vein,
the

Bartunek et al.

in the
it

(1992,

(1992)

is

p.

xv) .

highlight

limitations posed by framing organizational conflict

as a set of relations that can be handled objectively:
While some organizational conflicts are
objective, arising out of truly
incompatible goals or scarcity of
resources, much organizational conflict
does not fit neatly into this category.
Conflict is often a performance to which
different audiences attach different
meanings. Conflict arises and escalates,
in part, from members operating out of
different schemata and taking action to
create and maintain their versions of
reality, (p. 218)
Citing the need to create a theory that more
accurately reflects the notion of contemporary
organizations as

"communities

relationships and social
Kanter

1977;

p.14) ,

Kolb and Putnam

in which people form new

identities"

(Edwards

1979;

Kunda 1986 as cited in Kolb & Putnam 1992,
(1992)

advocate a research focus

that goes beyond causal factors to one that

looks at the

enactment of disputing behavior and the use of
dialectics.
approach,

According to these authors,

a dialectical

"seeks to uncover the nature and type of

dualities that exist for given phenomena"
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(p.

17)

and

draw attention to that which has been understudied.
understudied dimensions of systems
by these authors are the private,

in conflict
the

The

identified

informal and the

nonrational aspects of disputing.
The need to go beyond rational and reified models of
conflict have also been suggested by other authors.
Argyris

(1989)

and Nord

(1991)

argue that the omission of

the participant's construction of a conflict is a
critical

limitation of the research on conflict in

organizations.

These authors suggest that an

overdependency on surveys and simulations

in research has

resulted in a biased construct of conflict that reflects
what a researcher defines as conflict rather than what
organization members themselves define as a conflict
situation.
Gray
implicit

(1991)

challenges the gendered assumptions

in negotiation theory and calls for redirecting

theory and research to explicitly attend to those
characteristics historically "associated with the
feminine - e.g.

subjectivity,

interconnected,

etc."

theory,

she argues,

(p.

dependence,

3).

emotionality,

Traditional negotiation

is not gender-neutral,

but rather

reflects those characteristics normally associated with
the male - competition,

focus on the separate self,

an overly rational and logical orientation to

interaction

best exemplified by the need to disentangle emotions
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and

from

the problem.
mediator

Rifkin and Cobb's

"neutrality"

(1990)

deconstruction of

further supports Gray's thesis.

Kolb and Coolidge's recent study of women mediators
(1988)
(1992),
(1985)

and Kolb's of organizational

"peacekeepers"

as well as the work of Weingarten and Douvan
and Flaherty

(1987)

further support Gray's

contention and speak to the need to attend to "voice",
the metaphor for caring and relationships,

and "place",

the metaphor of context,

inclusion of

as well as to the

women as subjects of research for providing a more
complete picture of the disputing arena.
a study of women mediators,

Kolb

For example,

(1989a)

in

found that these

women described mediation differently than their male
counterparts.

In that study,

a female mediator likened

the process of mediation to "welcoming someone new to a
village",

whereas her male counterpart likened the

process to "bringing another pelt home"

(p.5).

Central

to the women's notion of mediation was the importance of
relationships,

making connections,

surrounding the relationship.

and the context

Mediation,

in their eyes,

was depicted as a process of dialoguing to create
agreements through relationships,

rather than one solely

concerned with the strategies and tactics of joint gains.
Weingarten and Douvan's research on professional
mediators

(1985)

their study,

yielded results similar to Kolb's.

In

these researchers found that women and men

differed in their construction and interpretation of the

48

mediation process.
argued that

"

In reflecting on their findings,

the cognitive,

rational,

they

and strategic

model that currently dominates research on conflict
resolution with its use of games as the central metaphor
seem[s]

to harm and restrict thinking about conflict

resolution"

(p.356).

Similarly,

Freeman's

(1986)

analysis of women and

men's conversation in a task group designed around
diversity suggests that women and men bring different
orders of meaning to the joint activities which they seek
to accomplish and points to the importance of framing
communication,

the basis for the enactment of conflict

(Putnam & Poole 1989),

as a socially constructed

phenomenon.
Recently,

Putnam

(1990)

has attempted to develop a

feminist model of disputing which she uses to critique
the model of dispute system design developed by Ury,
Brett and Golberg

(1989).

a variety of disciplines,

Citing feminist critiques from
Putnam urges the use of

feminist theory as a means to help reframe concepts,
uncover

insights and introduce new concepts and

constructs

into social thought.

She outlines those

factors that constitute a feminist model of disputing:
context defined as the connection within the system and
within relationships;
processes;
parties;

decentralized procedures and

public discourse to involve all
a process of bridging to provide
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interested
integration of

differences;

and the use of power as empowering rather

than dominating.
parties,

In this model,

the role of third

is to "help disputants build

understandings,

highlight the connectedness between

parties and facilitate revaluation"
Clearly,

forms,

and practice;

In trying to conform to traditional
it has created a gap between theory

it has tried to be rational and

about a subject that does not always
analysis;

(p.14).

research on organizational conflict has

been problematic.
experimental

larger

logical

lend itself to such

it has tried to predefine conflict for the

participants through hypothetical situations

instead of

characterizing conflict from their point of view.

It has

isolated conflict from the organization's everyday events
and,

as I described above,

it has failed to attend to the

more feminized notions of care,

connection and attachment

as significant constructs in an individual's
interpretation of conflict.
Recently,

Gray

(1991)

has called for research that

focuses on the experiences of those engaged in conflict,
and that places emphasis on their thoughts,
perceptions of the situation.

feelings and

Research of this type

would explore the development of a more

inclusive

understanding of organizational conflict and,

hopefully,

help to bridge the gap between theory and practice.

One

way to do that is to develop a new framework for research

50

that

"extends beyond the more commonly accepted ways of

discussing the topic"

(Bartunek et al.

In the next section,

p.

212).

I discuss why and how the

theory proposed by Gilligan
more

1992,

(1982)

may help to provde a

inclusive understanding of organizational conflict.

A Different Voice - Implications For Organizational
Conflict

Introduction

This section describes Gilligan's theory and
proposes how that theory may add to our understanding of
organizational conflict.

Topics covered in this section

include a review of Gilligan's thesis and research
findings,

a review of the studies conducted by other

researchers as part of an effort to extend and refine
Gilligan's theory that are pertinent to this study,

and a

synopsis of the critigues that have been raise regarding
Gilligan's theory and research.

Gilligan's Theory

There has been a groundswell,
feminist researchers

in recent years,

by

in a variety of disciplines to

challenge the gendered nature of the traditional
scholarship in their respective fields
al.

1986;

Griffin,

Calas & Smircich,
1978;

Harding,

1989;

1986;

Drakulik,

Koen,
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(e.g.

1985;

Belenky et
1991;

Miller,

1976;

Smircich,

1985;

Stratton,

1981).

A central objective in

much of this work has been to attend to the unheard
voices of women by including them as research subjects
while

listening to their stories of actual experiences.

What has resulted from these works are new ways of
understanding social phenomena and a

legitimization of

values that have been overlooked in traditional theory.
Recent feminist research in the field of developmental
psychology conducted by Gilligan and her colleagues
(1982,

1988)

points to the importance of attending to

these unheard voices as central to creating a more
inclusive notion of how individuals construct and resolve
conflict,

and provides a framework for a new way of

exploring conflict in organizations.

In the

last decade,

Gilligan and her colleagues

have developed a new theoretical framework for how
individuals construct their orientations of self and
relationship in conflict
& Taylor,

1988).

moral development,

Gilligan,

Ward

Gilligan's hypothesis suggests that
resolve and evaluate moral

in different ways - not only in content,

also in perspectives,
themselves

1982;

Posited initially as a construct of

individuals construct,
conflicts

(Gilligan,

but

depending upon how they view

in relationship with others.

Gilligan's research set out to expand upon the
traditional theory of moral development developed by
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Kohlberg

(1971).

To do so,

she designed a study that

included women as subjects of her research,

and one that

focused on listening to real-life experiences of the
participants rather than posing more traditional
hypothetical situations.
In A Different Voice

In this research,

(1982),

published in

Gilligan conducted three

different studies in which the participants were
interviewed "about conceptions of self and morality,
about experiences of conflict and choice"

(p.

2).

Gilligan's first study included twenty-five college
students involved in a course on moral and political
choice;

the second included twenty-nine women

contemplating abortion;

and her third study involved a

sample of 144 women and men.

Gilligan's findings from this research were
significant in three ways.

The first was that these data

revealed that women and men defined a moral problem
differently,

based on what Gilligan termed an ethic of

care and an ethic of justice.
according to Gilligan,

is a view of self that emphasizes

a connection with others,
part of self,

An ethic of care,

one that includes others as a

characterized by an understanding of

relationships as the interdependence of people and a
concern for others on their own terms.
justice,

on the other hand,

separate self,

The ethic of

reflects a notion of a

where relationships are viewed as
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reciprocal roles of obligation and commitment between
people,

where objectivity and fairness dictate how one

would like to be treated.
argued,

This separate self,

Gilligan

was the dictum of maturity portrayed in

Kohlberg's schema of moral development.

According to Gilligan,

her research demonstrated

that a moral problem can be constructed:
as a problem of care and responsibility in
relationships rather than as one of rights
and rules. . . The logic underlying an
ethic of care is a psychological logic of
relationships, which contrasts with the
formal logic of fairness that informs the
justice approach (1982, p.73).

In her study,

Gilligan found that moral conflict

was framed from an ethic of justice by the male
participants and from an ethic of care by the female
participants.

Since men and boys were the subjects whose

experience formed the basis for the hypothetical dilemmas
customarily used in traditional research on moral
development,

Gilligan hypothesized that the framework of

care had been overlooked and devalued in the construction
of that discipline's theories.

A second significant finding from this research was
that the results revealed that the participants did not
frame the resolution of their dilemma as an "either-or"
decision.

Instead,

their resolution reflected a complex

view of the situation

- one in which the issue was
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constructed as a set of multiple dilemmas and choices.
For example,

in her study on the abortion issue,

Gilligan

cites that the women who were facing the possibility of
having an abortion did not construct the moral action
solely as terminating or not terminating a pregnancy.
Instead,

these women included their conversations and

interactions with others regarding this issue as central
to how they construted the problem and its resolution.
What resulted,

then, was a more complex view of the issue

than that which would have been proposed had it been
framed as a traditional bipolar construct taken out of
context

(Argyris,

1989).

A third noteworthy result of Gilligan's original
study was that her findings supported the contention that
how people talk about their experiences - "the language
that they use and the connections that they make"
p.

2)

(1982,

- is important in understanding how they construct

the issue and how they make decisions about their
actions.

Referring to her ground-breaking work,

Gilligan

said:
A common finding of these studies is that
two voices can be distinguished by
listening to the ways people speak about
moral problems.
These voices suggest
different ways of experiencing oneself in
relation to others. ... In addition, two
voices draw attention to the fact that a
story can be told from different angles
and a situation seen in different lights.
Like ambiguous figure perception where the
same picture can be seen as a vase or as
two faces, the basic elements of moral
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judgement - self, others, and the
relationship between them - can be
organized in different ways, depending on
how ’'relationship" is imagined and
construed (Gilligan, Ward & Taylor, 1988,
p.ii, xvii).

Recent research has further supported Gilligan's
hypothesis that there are at least two frameworks for
solving moral dilemmas,
care and justice,

but that these constructions of

although gender-related,

necessarily gender-specific
Antanucci,

1988; Johnston,

(Argyris,
1988).

are not

1989; Gilligan &

For example,

in the

development of a coding procedure for validating
considerations of care and justice through content
analysis of interviews,
regardless of gender,
moral decisions,

Lyons found that individuals,

use a predominant mode for making

and that,

by age 27, women increase

their considerations of rights
their conceptualizations
Johnston's work
eleven,

(the justice approach)

in

(1983).

(1988)

demonstrated that,

by age

most children can solve moral problems in terms

of rights and in terms of response

(the care approach).

Her work demonstrated that an individual is able to
switch perspectives - to conceptualize the problem from
the other orientation - when prompted by the question "Is
there another way to see this issue?".
research,

From her

Johnston also concluded that a person's

spontaneous response is not necessarily the one deemed
preferable by that individual.
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Moreover,

she found that

the solutions generated by those who framed the issue
from a care perspective were different from those
solutions framed from the justice perspective.
Additional research conducted by Gilligan and
Attanucci

(1988)

have,

likewise,

produced evidence that

indicates that the articulation of both justice and care
concerns in describing moral conflicts is not gender
specific.

Similarly,

Bardridge, Ward,
Ward

(1988)

studies by Bardige

Gilligan,

(1988),

Taylor and Cohen

(1988),

and

demonstrated that adolescent boys and girls,

from both advantaged and disadvantaged social situations,
use both constructs in framing moral problems.

In a recent work,

Gilligan and Wiggins

(1988)

have

suggested that justice and care reflect a life-long
developmental theme constructed from notions of self and
relationship.
orientations,

These two constructs of self-relationship
as they are called by these researchers,

include a concern for attachment/care as well as a
concern for equality/justice.

The aims of an orientation

of attachment, which emerge from childhood experiences of
dependency and love,
to issues of care,

are resolving conflicts by attending

avoiding hurt and abandonment,

maintaining connection and mutual understanding.
equality orientation,

and
An

rooted in the childhood experience

of inequality with adults or older children,

directs its

attention to the notions of autonomy - maintaining
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standards and principles,

seeking solutions through a

hierarchical rendering of objectives,

and avoiding

oppression through attention to justice and fairness.

Gilligan describes her thesis

in this way:

Since all relationships can be
characterized both in terms of equality
and in terms of attachment or connection,
all relationships - public and private can be seen in two ways and spoken of in
two sets of terms.
By adopting one or
another moral voice or standpoint, people
can highlight problems that are associated
with different kinds of vulnerability - to
oppression or to abandonment - and focus
attention on different types of concern
(1988, p.xviii).

Gilligan's theory continues to be a work in
progress.

Gilligan,

herself,

has continued to elaborate

upon her work in the areas of adolescent development
(Brown & Gilligan,
1990),

1992;

Gilligan,

Lyons & Hanmer,

while others have extended the theory into new

domains,

such as role identity

dysfunctional response patterns
constructs of mothering

(Attanucci,
(Mellen,

(Willard,

1989).

1988),

1989),

and

Gilligan's

theory has also been extended into the workplace,
creating new ways for addressing issues of management
ethics and action,

exemplified in the research conducted

by Argyris

Toffler

Likewise,

(1989),

(1986),

and Sailer

(1990).

issues of justice and care have been used as

the framework for research focusing on women's career
performance and satisfaction in the medical and
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legal

professions

(Burton et al.,
1988).

1991;
And,

Gilligan & Poliak,

1988;

Jack & Jack,

Kolb and Coolidge's

(1988)

and Weingarten and Douvan's

(1985)

research on

women mediators described earlier in this chapter have
revealed similar constructs
mediation process.

in how mediators frame the

Freeman's

(1986)

analysis of

communication in a task group also supports the extension
of Gilligan's thesis

into the workplace.

A listing of the themes reflective of both
orientations of attachment-care and equality-justice
synthesized from these works

is

located in Tables 2

and 3

on the next page.

In my study of organizational conflict,

I have not

come upon any works that have directly attended to the
applicability of this new framework of self-relationship
orientations to individual's constructions of conflict in
organizations.

In the traditional conflict literature,

the concept of relationship has been implicitly dealt
with by focusing on how issues of coordination of task,
time and goals

(Brett,

of

(Putnam & Poole,

individuals

characteristics
reciprocity

1984),

(Thomas,

the hierarchical ordering

1976),

(Walton & McKersie,
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1989),

personality

and perceived trust and
1965)

impact the

TABLE 2
Themes Of Attachment And Care Reflected In The Literature

desire for healthy relations
concern for others
wish not to hurt others
virtue in self-sacrifice
moral

imperative of care

reliance on communication
personalized considerations
willing to make exceptions
judgement is contextual
attachment/ detachment
interdependence
building and sustaining trust
responding to need
compassion
concerned with cost of success on others
shared responsibility

TABLE 3
Themes Of Equality And Justice Reflected In The
Literature

issues of honor and rights
concern for fairness
obligation to respect other
living up to standards
reliance on rules
objectified considerations
responds categorically
separates public-private
balancing or weighing claims
autonomous and independent self
contractual obligations
universal principles
concern for others as benevolence
vision that self and other will be treated equally
concern with reciprocity and redress
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effective management of disputes
Recently,

in organizations.

in their review of the conflict

Putnam and Poole

(1989)

have singled out

literature,
"relationship"

as the one characteristic identified consistently in the
works that they analyzed.
conflict

Similarly,

my study of

interventions points to the centrality of

relationship in the practice of conflict handling
(Cormier,

1991b).

In each of the interventions that I

reviewed,

changing perceptions and understandings of the

parties was a critical strategy for creating integrative
solutions or conjoint stories as Rifkin calls them
(1989) .
It

is clear that relationships are required for

conflict to arise.
of self

Understanding how Gilligan's theory

in relationship can illuminate the framing of

organizational conflict may help to create a more
inclusive theory of conflict in organizations.

The

narrative strategy developed by Gilligan and her
colleagues

(Brown et al.,

1988)

for reading interviews of

conflict and choice provides a methodology for
systematically exploring these concepts
organizational conflict.
in detail

in the domain of

That methodology is described

in Chapter 3.
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Critiques of Gilligan's Theory
Following the publication of In A Different Voice
(1982),

a number of authors raised their concerns over

both the research methods utilized in Gilligan's studies
and the implication of her findings.

The majority of

these works were published prior to or in an
interdisciplinary forum in Signs during the Winter of
1986 and the Summer of 1987.

Gilligan's responses to

those critiques are also contained in those volumes.
The critiques of Gilligan's works can be placed into
two categories:

(1)

those challenging the validity and

reliability of the data and interpretive research methods
(Auerbach et al.
and Nails,

1986; Colby & Damon,

1983);

and,

(2)

1983; Luria,

1986;

those that question the

social ramifications of the theory relative to the
perpetuation of oppressive views towards women,

and

inattention to the social identity of the research
subjects
Damon,

(Auerbach,

1986;

Broughton,

1983; Greeno & Macoby,

Mellen,

1986;

1983; Colby &
Kerber,

1986;

1989).

The critique aimed at Gilligan's research methods is
leveled primarily at the differences in assumptions
between the scientific paradigm and qualitative
methodologies.
Nails

For example,

Colby and Damon

(1983), Auerbach et al.

(1985)

(1983),

and Luria

(1986)

challenge that the excerpts that Gilligan uses in her
work provide insufficient evidence for the claims she is
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making.
(1986)

Colby and Damon

(1983),

and Greeno and Macoby

Nails

(1986)

(1983),

Luria

highlight what they

see as the need for a statistical coding system as a way
to lend scientific credence to her findings.
A second area of criticism revolves around
Gilligan's supposed claim of mutually exclusive
developmental paths for men and women,

and the

implications of fostering a notion of characteristics
specific to sexual dimorphism.
(1983)

For example,

Broughton

argues that both orientations can be found

articulated by both sexes in Gilligan's original
interview narratives based on a follow-up analysis which
she conducted.

Weedon

(1987)

challenges that feminized

characteristics are representative of the voices of those
oppressed as opposed to representing the voices of women.
Boughton

(1986)

and Kerber

(1986)

criticize Gilligan's

work for romanticizing a view of women as caring and
attuned to relationships as perpetuating oppressive
stereotypes, while Auerbach et al.'s

(1985)

concern is

that Gilligan fails to attend to the social factors that
impact female development.

Similarly, Mellen

(1989)

questions the relationship between moral orientation and
social factors other than gender,
ethnicity,

class,

religion,

such as race,

and sexual orientation.

The research conducted since the publication of In A
Different Voice

(1982)

has responded to a number of the

challenges raised by these authors.
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For example,

Gilligan has supported empirical research based on her
theory

(Lyons,

1983),

and she has also contributed to the

development of a systematic interpretive methodology for
differentiating between the voices of care and justice in
clinical interview narratives
the same time,

(Brown et al.,

1988).

At

Gilligan continues to affirm the

underlying assumptions and use of her methodological
approach for the purposes of her study.
the research,

In referring to

she explains,

The argument was interpretive and hinged
on the demonstration that the examples
presented illustrated a different way of
seeing. . . . Like all research, my work
is limited by the nature and context of my
observations and reflects my own
interpretive frame.
There are no data
independent of theory, no observations not
made from a perspective (Gilligan, 1986,
p. 328 as reported in Mellen, 1989, pp.
51-52).

Gilligan likewise asserts that the aim of her
research was not to specify mutually exclusive ways of
seeing moral problems based on gender,

but rather to

highlight a new way of seeing that heretofore had not
been attended to in psychology.
critics,

Responding to her

she says:
The different voice I describe is
characterized not by gender but theme.
Its association with women is an empirical
observation, and it is primarily through
women's voices that I trace its
development.
But this association is not
absolute, and the contrasts between male
and female voices are presented here to
highlight a distinction between two modes
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of thought and to focus a problem of
interpretation rather than to represent a
generalization about either sex (1982,
P-2)

Since the publication of In A Different Voice
(1982),

research by Gilligan and her colleagues has

continued to refine her original theoretical work by
exploring the presence of both voices in narratives of
men/ boys and women/ girls as well as by subjects
representing different class backgrounds
& Taylor,

(Gilligan,

Ward

1989) .

In the next section,

I discuss the implications of

the study of conflict in organizations to the practice of
organization development and how Gilligan's theory may
help intervening in conflict from an organization
development perspective.

Conflict In Organization Development

Conflict is a fundamental concept in organization
development.

As Cummings and Huse espouse:

"The ability

to facilitate conflict is a basic skill in organization
development"
Recently,

(1989,

p.170).

I conducted a database search into how

organizational conflict was presented in four of the
major Organization Development textbooks as well as in
three of the major Organization Development journals
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9

covering a seven year period of time

(1983-1990).

texts used in this survey were Burke

(1987)

The

in the

Addison-Wesley Organization Development series,
Organization Development and Change by Cummings & Huse
(1989),

French & Bell's

Organization Development:

Behavioral Science Interventions for Organization
Improvement
(1989).

(1990),

and Productive Workplaces by Weisborg

The journals surveyed included the Journal of

Applied Behavioral Science.
the OP Journal.

Organization Dynamics,

For this survey,

and

I scanned the textbooks

searching for those interventions that were formally
prescribed for dealing with conflict in organizations.
The journals were scanned on a computerized database
search using "conflict resolution",

"mediation",

"negotiation" and "collaboration" as key terms.
Three interventions into organizational conflict
were mentioned consistently in the texts which were
reviewed.

These were Blake and Mouton's collaborative

problem solving

(1978), Walton's confrontation or

dialogue approach
(Schein 1987,

(1969,

1988).

1987),

and process consultation

The journal analysis surfaced

eighteen articles that mentioned conflict either in their
titles or in their abstracts:
Applied Behavior Sciences,

seven in the Journal of

zero in Organization Dynamics

and eleven in the OP Journal.
In addition to the classic interventions described
above,

conflict was also implicitly inferred in a number
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of traditional organization development interventions.
Some of these are "resistance" or "unfreezing" in planned
change efforts
development
Weisborg,
(e.g.

Lewin,

(Lacoursiere,

1989)

Brown,

(Argyris,

(e.g.

1973),

1980),

"problem-solving"

in team building,

1983),

1985).

"storming" in group
(e.g.

"managing diversity"

and dealing with "defensive routines"

A number of other interventions into

organizational conflict from disciplines other than
organization development useful in organization
development practice include dispute system design
Brett & Goldberg,
management
1975),
1983)

1989),

(1983),

Brown's interface conflict

integrative decision-making

constructive controversy

(Tjosvold,

as well as the use of generative metaphor
1990)

and negotiation

and mediation tactics

(Filley,

(Tjosvold & Johnson,

and positive conflict management

Cooperrider,

(Ury,

(Barrett &

(Fisher & Ury,

(Kolb & Glidden,

1992);

1981)

1986).

The organization development practitioner's role in
organizational conflict is consistent with other
organization development efforts - to facilitate
understanding,

establish mutual respect,

and enhance

communication to enable organization members to solve
their own problems.

The technology generally used in

practice is instrumentation to help individuals
understand their predispositions for conflict handling;
action research to enable those in conflict to understand
the other's points of view;

creativity sessions to
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expand options for solutions and to bridge differences;
and the creation of link pin positions
Cummings & Huse,
Weisborg,

1989;

French & Bell,

(Burke,

1987;

1990; Rowe,

1984;

1990).

Implicit in these organization development
strategies and methodologies for dealing with
organizational conflict is the need to understand how
individuals construct conflict as a critical step in the
intervention process.

The goal of the organization

development practitioner is to facilitate communication
and enhance understanding in conflict situations in order
to help organizations make sense of

(Ploof,

1990)

and

expand their imaginations for resolving and learning from
the dispute.

Since meaning-making is a critical

responsibility of those engaged in intervening in
conflict as Gray and others contend
1969) ,

(Gray 1989; Walton

then understanding the many ways that individuals

frame conflict is critical to the practice of
intervention.

Gilligan's theory of self in relationship

may provide a new way for understanding how individuals
make sense of conflict that they encounter in an
organizational setting.
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In the next chapter,

I discuss in detail the

methodology used in this study.

Chapter four presents

the findings of the study while chapter five discusses
the implications and questions raised by this study and
presents my recommendations for further research.
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CHAPTER III
DESIGN AND METHODS

Introduction

Using qualitative research methods,

this study

examined how a group of professionals make sense of a
conflict within their organizational setting.
Specifically,
extent,

this study explored whether,

and to what

the voices of equality and attachment postulated

by Gilligan

(1988)

are identifiable in a new domain -

individual's descriptions of organizational conflict.
Since the goals of this study were to explore how
individuals frame organizational conflict in terms of the
attachment and equality orientations proposed by Gilligan
(1988),

the primary methodology utilized for this study

was an adaptation of the research methodology developed
by Gilligan and her colleagues for interpreting interview
narratives of moral conflict and choice
Brown et al.,
1983).

1988,

(Argyris,

1989; Brown & Gilligan,

1989;

1990; Lyons,

The following section describes the design and

methodology of this research project.
approach,

methodological protocol,

The research

participants,

trustworthiness and ethical considerations are discussed.
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Research Strategy and Methods

Overall Approach

The purposes of this study were descriptive as well
as exploratory:

(1)

to document the accounts of an

organizational conflict among professionals,

and

(2)

to

explore whether evidence of the self-relationship
orientation frameworks of eguality and attachment
identified by Gilligan and her colleagues can be
identified in these narratives.
inquiry was on discovery,

Since the focus of this

insight and understanding of

organizational conflict from the perspectives of those
being studied

(Marshall & Rossman 1989; Merriam 1988),

a

qualitative research design was chosen as the overall
approach for this project.
Qualitative research design is centrally concerned
with the meaning that people construct from their
experience,

and holds that interpretation of meaning can

be understood only by taking into account the context
within which it is constructed

(Lincoln & Guba 1985;

Marshall & Rossman 1989; Mellen 1990; Merriam 1988;
Mishler 1979; Patton 1980; Taylor & Bogdan 1984).
According to Bogdan and Biklen,

the goal of qualitative

research is to "uncover how people negotiate meaning"
(1982,

p.

28).

The role of the researcher is to discover

what individuals experience,

how they interpret their
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experiences and how they structure the social world in
which they live

(Bogdan & Biklen 1982).

Since the

purpose of this research was to explore the meaning that
individuals ascribed to an organizational conflict,

and

how they defined that conflict relative to the framework
of attachment and equality,

and since it has been

demonstrated that context is critical to identifying an
orientation of care and justice

(Gilligan 1982,

1988),

I

selected the qualitative case study as the overall
strategy for this project

(Marshall & Rossman,1989).

The In-depth Interview

The hallmark of in-depth interviewing is learning
about what is important to people,
perspectives and definitions,

their meanings,

and how they view,

categorize and experience the world in order to expand
knowledge and understanding of social phenomena
& Rossman,1989; Taylor & Bogdan,1984).

(Marshall

Because of this,

the in-depth elite interview was used as the major source
of data collection for this investigation.

The protocol

used in these interviews was an adaptation of the
clinical interview methodology developed by Gilligan and
other researchers studying constructions of moral
conflict and choice
1989)

(e.g. Argyris, 1989; Brown et al.,

since that process has been effective in
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elucidating how the self relationship orientation
frameworks of equality and attachment impact an
individual's construction of conflict.
The clinical

interview process developed by Gilligan

and others can generally be described as open but
focused:

to a

large degree,

participants talk about,

it structures what the

yet it requires the

interviewer

to probe closely for the participant's reasoning and to
allow the participant's descriptions and logic to guide
the

interview questions

the

interview process,

(Argyris,1989).

which is conducted as a

"conversation with a purpose"
Marshall

The intent of

& Rossman,1989,

(Kahn & Cannell#1959

p.82),

in

was to elicit rich

descriptions of a conflict situation in the participant's
own words and to generate and probe for the complexity
and nuances of his/her story
1989) .
that

(Argyris,1989;

Brown et al.,

The central assumption of this methodology is

"the way that people talk about their lives

significance,

is of

that the language that they use and the

connections they make reveal the world that they see and
in which they act"

(Gilligan,1982,

For this study,
on Argyris'

format

p.2).

I developed an interview guide based

(1989)

in order to ensure a systematic

approach for each interview while permitting the
flexibility and freedom to build on the conversation of
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each participant,

as suggested by Patton

(1980).

The

development of that guide is discussed in the section on
data collection.

Participants

in this Research

The population for this study was selected from a
group of physicians who currently work in a university
hospital-affiliated practice located in the eastern
United States.
this study,

The Center,

as it will be referred to in

offers highly specialized in-patient and out¬

patient services as well as engaging in physician
training and research as part of a university-based
system.

The Center was recently formed as a

collaborative venture between a highly-successful private
clinical practice and a university hospital.

Members

from both organizations presently make up the growing
Center which,
physicians,
technicians,

at the time of this study,

6 physicians

in fellowship,

included 15
7 nurses,

and 14 administrative staff.

3

The Center

interfaces on a daily basis with its affiliated and other
local hospitals,

the university,

and with referring

physicians.
Since this

investigation into organizational

conflict was not site dependent,

I selected this

organization for my study for three reasons:
of access;

second,

first,

knowledge of the organization and
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ease

prior identification of the conflict situation under
study;

and,

third,

the type of professional who works

there.
Marshall and Rossman state

(1989)

that one of the

characteristics of an ideal research site is that entry
is possible.

In the conflict arena,

oftentimes access to

an organization can be difficult because of an
organization's tendency and desire to perpetuate the myth
of a cooperative enterprise

(Galbraith,

1986),

or because

of the organization's hesitancy to be associated with
research that depicts conflict within its walls
Putnam/1992; Toffler^1986).

(Kolb &

For this research project,

I

was able to gain access to this organization because of
my involvement with the organization in a major
organization development project.

A copy of the letter

that reflects access to the organization for the purposes
of this study is located in Appendix A.
My involvement with this organization also led me to
believe that the Center was suitable for this study
because it provided a single conflict situation that had
been previously identified by all of the physicians in an
assessment conducted by this researcher in the fall of
1991

(Cormier,

1991a).

The issue,

a conflict over

physician compensation, was identified as a critical
conflictual issue at the time of that initial assessment,
and it resurfaced as unresolved time and again throughout
my year and a half involvement with the Center.
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Because

of this,

I felt that I would be able to prompt discussion

of this conflict with these physicians during the
interviews since all of them had participated in and had
identified the issue as a conflict at the time of my
original assessment.

I sought a single issue as the

focus for this study in order to highlight possible
differences in perspectives on the issue stemming from
differences in orientations of self and others relative
to the conflict situation.

My involvement and knowledge

of this organization also enabled me to fit these elite
interviews - a snapshot of reality - into the larger
context of the organization.
The third reason for selecting this site was because
of my interest in looking at conflict among professionals
in a work group rather than at superior-subordinate
conflict.

The reasons for this are twofold:

one believes,

as Kanter has proposed

(1989)

is toward the decline of the 'copocrate'

first,

if

that movement

and the

surfacing of post entrepreneurial partnerships,

then

understanding conflict among professional workers is
important in intervening in the organization of the
1990's.

Second,

in the review of the literature on

organizational conflict,

I have found the literature on

conflict among professionals in a workgroup to be sparse.
I am also interested in physicians as a focus for
this study.

Physicians are professionals who receive

highly scientific and rigorous technical training coupled
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with a professional ethic of care.

In their work,

it has

been shown that physicians as a group struggle with an
internal conflict over the "heroism of cure and the
vulnerability of care"
Because of this,

(Gilligan & Pollack 1988,

p.

262).

physicians may be prone to using both

the language of attachment and equality in framing the
issues that they confront in their professional work more
so than professionals without this care-focused training.
Initial contact with the participants for this study
was made through a memo circulated by the CEO of the
Center announcing the study and inviting physicians to
participate on a voluntary basis

(see Appendix B).

Since

interviewing the entire group of physicians was beyond
the scope of this study,

I strove to achieve a population

for this project that would include both female and male
physicians representing both pre-merger groups,

as well

as management and non-management team physicians.
this criterion,

Using

I then confidentially contacted eight of

the Center's physicians verbally requesting their
participation in my study.

Seven of those contacted

agreed to participate.
The participants in this study consisted of five men
and two women,

the only two female physicians employed at

the Center at the time of the study.
physicians is a licensed,
specialist.
fifties.

Each of these

practicing board certified sub¬

Their ages range from early forties to early

One is a Canadian citizen,
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one a citizen of

India,

while the remaining five are U.S.

citizens;

all

received some of their training in the United States.
Two of the participants represented the former private
practice physician group while the remaining five were
associated with the university prior to the Center's
merger.

Of this sample,

four,

including the CEO,

are

presently part of the Center's current management team1.
In the interviews,

I found the each of the participants

open and willing to share their inner thoughts and
feelings about the issue with me.

The Conflict in this Study

The conflict that was used for the case study in
this investigation was one arising over the inequity in
physician compensation currently facing the organization.
This conflict was spontaneously raised by the
participants in this study as a critical conflict facing
the organization in prior research

(Cormier,

1991a).

The

conflict over the discrepancy in physician salaries has
been an unresolved issue that was created during the
merger of the two groups during the formation of the
Center.

During the negotiations,

the private practice

1To ensure confidentiality, the names of the
participants in this study have been changed.
In this
study, those representing the private practice group are
Jason and Donald; university- affiliated physicians are:
Lew, Fran, Anne, Jed and Jeff. Current management team
members include Jason, Lew, Donald and Jed.
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physicians agreed to a buy-out and a five-year contract
that guaranteed their salaries at a substantially higher
level than those of their university colleagues,

although

significantly lower than their compensation in private
practice.

At the same time,

the university physicians in

their own negotiations were promised a performance-based
compensation model to help to eliminate the salary
inequity.

At the time of this study - two and a half

years after the formation of the Center - the
organization was still grappling with conflict that had
arisen over the salary discrepancy, while they attempted
to create a performance-based system for compensation and
to identify the issues and outcomes for different
strategies at the end of the five-year contracts.

This

situation had raised a number of different issues
reflective of the perspectives of the various
participants which are discussed in the results of this
study.

Ethical Considerations

My major ethical consideration in this investigation
was to provide confidentiality for the physicians and the
Center throughout the study.
sent announcing the study,

After the initial memo was

I telephoned each participant

to set up the interview appointment at a location of
their choosing.

Since members of the organization were
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already accustomed to my presence at the Center,

and

since the participation of the physicians was voluntary,
their involvement remained confidential throughout the
study.

A participant consent form

(Appendix C)

was

signed at the beginning of each audiotaped interview,
throughout the interview process,

and

I maintained a stance

on the purposes of the research that was "truthful but
vague"

(Taylor & Bogdan#1984,

p.25)

so as not to bias the

participants' narratives of conflict relative to my
investigative hypothesis.

I also chose not to refer to

the compensation issue as a "conflict" at the onset of
the study,

so as not to predefine and potentially bias

the participants' perspectives of the situation.
Another ethical issue that I was confronted with in
this study was my dual relationship with the Center as a
professional consultant and professional researcher.
this regard,

I found it critical to clarify which hat I

was wearing when,
study.

In

so as to preserve the integrity of this

The issue of physician compensation was not one

that I was directly involved in in a professional
capacity,

and I was not compensated by the Center for any

of my research time.

I also deliberately chose not to

initiate any promise to report my findings to the Center,
nor was I requested to do so as a condition for
conducting the research.
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At the same time,

I believe that my professional

relationship with the Center provided the trust and
openness that enabled the frank discussions for this case
study.

Only one time during the project did a member of

the organization ask me about the findings in a
professional capacity.
individual,

In this circumstance,

this

a member of the management team and a

participant in the study,

asked if any of my findings

might have relevance for the task force he was chairing
for addressing the compensation issue.

In response,

I

sent him a two-page memo outlining the different
perspectives on the issue that I felt might have bearing
on his work based on both my understanding of my analysis
at the time,

and the needs of the organization.

the study has been completed,

Now that

I shall send a copy of my

findings to the Center and to those participants who
requested it.

Data Collection

Primary Method of Data Collection

This study consisted of open-ended in-depth guided
interviews lasting approximately 1 and 1\2 hours with
seven physicians who currently work at the Center.

A

follow up interview lasting approximately thirty minutes
was conducted with one physician in order to clarify some
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statements made during the initial interview.

All

interviews were conducted within a three-week period of
time.

Each interview was audiotaped and transcribed,

and

a written transcript was shared with each participant to
enable him or her to clarify or delete information that
he or she did not want included in the study,
suggested by Lincoln and Guba

(1985).

as

None of those

interviewed asked to change any part of the transcript.

Development of the Interview Guide.

An interview

guide was used in conducting the open-ended in-depth
interviews,

as recommended by Patton

(1980).

The

interview guide developed was a modification of the
protocol adapted by Argyris for studying moral conflict
and choice in the workplace

(Argyris,

1989).

Argyris'

interview guide expands on the standard format originally
develop by Gilligan and others

(Brown et al.,

1988)

for

identifying orientations of equality and attachment in
that it is designed to elicit descriptions of moral
dilemmas specifically experienced in the workplace rather
than in any personal context.

In Argyris' guide the

participants are asked to describe their experience of a
work-related moral dilemma in their own words,
evaluation of what they did,
at stake for them.

their

and what they perceived was

(See Appendix D for Argyris'

guide.)
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interview

Since this study was aimed at eliciting rich
descriptions of a conflict in the workplace,
Argyris'

I revised

interview guide to specifically target for

discussion the

issue of physician compensation,

rather

than to allow each participant to talk about any
organizational conflict of his or her own choosing.

I

also chose not to refer to the issue as a conflict at the
outset of the interview in order that I might ask each
participant to reflect upon the concept of conflict
organization later on in the discussion.

in an

By so doing,

hoped not to bias the participants by defining the

I

issue

as conflict before I knew that they still viewed it as
such.

I also hoped to elicit information regarding not

only how this

issue was perceived but also how the

concept of organizational conflict was framed from these
individuals'

perspectives.

Lastly,

the interview guide

was constructed so as to elicit descriptions of actions
that each participant had taken relative to the issue,

as

well as to elicit descriptions of outcomes that each
informant aspired for.
study is

The interview guide used in this

located in Appendix E.

In this study,

all of the physicians once again

described the issue of physician compensation as a
conflict in the organization.

Their definitions of

organizational conflict are elaborated upon in Chapter
IV.

In one

interview,

the term "versus" was used a

number of times by a participant only after I
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initiated

the term "conflict”.

Although this

language shift

happened only once in the seven interviews,

these data

might suggest that a third party's use of the term
"conflict" to describe a situation may have a polarizing
effect upon an individual's perceptions of an issue.
Further exploration into the effects of predefining
conflict may be warranted.

Secondary Methods of Data Collection

In addition to the interviews described above,
secondary forms of data collection included a current
vitae for each participant as well as my assessment
reports and notes on observation from my work at the
Center.

My work at the Center will be further elaborated

upon in the section on my role as a researcher.

Data Analysis

The primary purpose of this study was to explore
whether the orientations of self

in relation to others

postulated by Gilligan were identifiable in the stories
that

individuals construct of an organizational conflict

situation.

Therefore,

the primary means of data analysis

chosen was the protocol for reading narratives of
conflict and choice developed by Gilligan's research team
(Brown et al.,

1988).

This methodology helps
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in the

systematic
justice.

identification of the voices of care and
Since a secondary purpose of this study was to

explore the relationship between these orientations and
an

individual's framing of a conflict situation,

three stages to the analytical procedures

I

added

in order to

better understand the connections among the voices and
the

individuals'

phase for

construction of this conflict:

(3)

a

identifying themes and common threads expressed

in the narratives;
and,

(l)

(2)

a phase for coding those themes;

a phase for comparing voice,

issues,

stakes,

aspirations for resolution and conflict definitions.
the following section,
procedures
et al.,

I

first describe the analytic

involved in utilizing the Reading Guide

1988),

In

(Brown

followed by descriptions of the additional

three stages of data analysis used in this study.

Stage I:

The Reading Guide

The Theory Underlying the Reading Guide.

The

primary method of data analysis used in this study was
the systematic interpretive methodology for reading
narratives of conflict and choice developed by Gilligan
and her colleagues
Guide,

as

(Brown et al.,

1988).

The Reading

it will be referred to in this study,

interpretive schema designed to understand how,
explain why,

is an
and to

a narrator structures his or her experience
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of relationships and how she or he organizes or
a moral conflict.

"frames2"

Step-by-step procedures are provided

in the Reading Guide for reading the text of a conflict
relative to the

"voices"

of attachment and equality

identified by Gilligan and her colleagues.
The Reading Guide was designed to enable the
interpreter
care
text.

(reader)

to track the "voices"

of justice and

in relationship to one another within an interview
According to the authors,
This approach has made it possible . . .
to investigate empirically what
understanding of justice and care a person
brings to bear on a particular problem,
and also what relationship exists between
these two moral voices or perspectives in
a particular narrative (Brown et al. 1989,
p.147) .

While the Reading Guide is designed to highlight
the voices of care and justice,

the authors note that the

two orientations should not be perceived as bipolar
opposites.

They continue,
It is important to emphasize here that we
do not conceive of the moral voices of
justice and care as either dichotomous or
mutually exclusive.
Rather, we consider
justice and care as visions of
relationship that reflect the
vulnerabilities of people in relationships
- their liability to oppression and to
abandonment, indifference, and neglect.

2The terms "organizes", "frames" or "constructs"
conflict situations are used interchangeably in this
study.
According to Gilligan, how one constructs a
problem refers to "how one understands the situation, and
what one focuses on as relevant to the issue" (Brown et
al., 1988, p. 1).
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These two perspectives on moral problems
may shift over time, but each voice is
defined in its own terms. . . . Each voice
has as a central tenet a dimension of
relationship that gives rise to moral
concern, from which certain assumptions
about self and other are made, and from
which a certain view of the . . . world is
constructed (Brown et al., 1989, p.147).

The Reading Guide allows the researcher to do three
things.

First,

it allows the reader to distinguish

between themes in an interview which reflect an
orientation of attachment and an orientation of equality
(Gilligan,

1982; Gilligan et al.,

incorporates Johnston's

(1988)

1988).

Second,

it

finding that people can

access both attachment and equality even though they may
indicate a preference for one over the other.
third,

it enables the reader to assume that,

access to both perspectives,
manage the two voices,
a matter of choice
the problem

in having

the narrator is able to

and that his or her perspective is

(albeit implicit)

(Argyris,

And,

used to understand

1989; Brown et al.,

According to the authors,

1988).

the Reading Guide is

distinguishable from a coding manual because of its
emphasis on interpretation rendered through close
attention to context and the perspectives of both the
narrator as well as the researcher.
introduction to the Reading Guide,

In their
they state that the

manual has been intentionally called a "reading guide"
rather than "coding manual" in order to reflect
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The nature of our methodology and the
quality of our data.
Our open-ended
clinical interview yields complex reallife narratives that, by their nature,
demand attention to context - situational,
personal, cultural - and therefore to
perspective - our's as well as the
respondent's.
We wish, therefore, to
provide a theoretical framework and way of
reading that highlights the interpretive
nature of our work (Brown et al. 1988,

p. 2) .

Throughout the manual,

the research team

distinguishes their interpretive methodology from coding.
In elaborating on meaning through interpretation,

they

state:
The two moral voices, justice and care,
are spontaneously revealed not by any key
words but by the explanatory framework
provided by the narrator and illuminated
by the reader who shares our theoretical
framework.
The meaning is not something
behind the text. . . That is, we do not
assume interview questions are "probes"
into the underlying (real or true)
structure of the 'psyche'.
Rather, the
meaning is in front of the text, that is,
constructed by the reader's interpretation
of what the narrator said.
This
interpretation is then subject to further
interpretation by readers of the research
report (Brown et al., 1988, p. 34).

Analytical Procedures Used in The Reading Guide.
The Reading Guide provides a step-by-step set of
procedures designed to interpret the text relative to
constructs of self,

care and justice.

of the Reading Guide,

Using the format

the transcript is read four times,

each with a different "lens" to "bring into focus
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[these]

different aspects of the text" and underlined with
different colors to highlight these concerns
al.

1989,

(Brown et

p.34).

The color-coded underlining used in this
methodology brings into focus details of an individual's
conceptualization of the conflict through one lens
without removing that perspective from its context.
According to the methodology's designers.
This visual technique of representation
attunes the reader at once to specific
languages or voice of the narrator without
losing sight of the larger story or the
way these voices are orchestrated to
convey the conflict (Brown et al. ,1988,
p. 17).
The purpose of the first reading is to familiarize
the reader with an overall view of the story - the plot
and the characters.

The goal of this reading is to

understand the story's context and drama
where, when,

and why of the story).

(the who,

what,

My rendering of this

initial "reading" included first listening to the
interview tapes,

then reading the narrative along with

the tape both to hear the nuances of detail provided by
the voices as well as to check the transcript for errors
and omissions,

followed by a third reading of the

transcript in which I not only tried to understand the
story being told,

but also highlighted the recurrent
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themes,

metaphors used to describe the situation,

issues,

stakes and outcomes desired,

and the

and conflict

definitions expressed by each individual.
The next three readings entailed a two step process.
First,

using colored pencils,

I reread each transcript

underlining passages that represented self3
Reading 2),

then care

(blue - Reading 4)

(red - Reading 3),

(green -

and then justice

in the interview text.

It is important to note that reading the narratives
with the different lenses enables interpretation of the
story from either or both perspectives.

A statement may

have different meanings "depending on the lens and a
meaning may become apparent with one lens that is hidden
from view from another"

(Brown et al.,

1988,

p.34).

As

Brown notes:
Reading first with one interpretive lens
and then another, listening first for one
voice and then another, we hear and convey
the way in which a situation can be seen
differently from different perspectives
and a story told from more than one angle.
. . . The same words in an interview text
can be used as evidence for justice and as
evidence for care, depending upon the lens
through which one is reading (Brown et
al., 1988, p. 28).

3In reading narratives, attention to how
individuals perceive themselves is fundamental to
understanding how they view themselves in relation to
others.
Gilligan states, " A person's moral conflict is
read as a story told in which the narrative self is
involved with other people and circumstances which create
a conflict demanding judgements, decisions, and actions.
. . We read the story to. . . determine the narrator's
perspective on him/ herself in relation to moral voice"
(Brown et al., 1988, pp. 4,5).
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With each respective reading,

I completed Summary

Worksheets adapted from those proscribed by Brown et al.
(1988) .

The Worksheets provided a place for me as reader

to document the relevant pieces of the text and to make
observations and remarks reflecting my interpretation,
and to provide evidence for that interpretation.

A

sample of the questions answered in the Summary Worksheet
is

located in Appendix F.

Confirmation of the Analysis.

Although the Reading

Guide was developed to teach and enable those interested
to read interview texts for the referents defined in
Gilligan's research without formal training
al.,

1989),

I

(Brown et

initially worked with a member of my

dissertation committee who had been trained by Gilligan
and her colleagues at Harvard in ascertaining my
adeptness with the methodology.
"training",

As part of my

we both analyzed and shared the results of

our analysis for one of the narratives before I proceeded
to analyze those remaining.

Throughout the process,

also contacted this committee member for questions as
they arose,
Worksheets

as well as for input in adapting the
for the purposes of my study.
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I

Stage II:

Comparing the Data

One purpose of this study was to explore the
connection,

if any,

between an individual's framing of

conflict from an attachment or equality orientation and
how that individual describes the issues,

stakes or

desired outcome to the conflict in question.

I designed

a synopsis sheet to assist me in identifying and
comparing relevant data gathered in the four readings.
The synopsis sheet provided a graphic snapshot of the
following categories which were then analyzed in
comparison to each other:
articulated,
desired,

the individual,

perceived stakes,

interests,

other conflicts identified,

conflict,

voices
outcome

definition of

and alignment of orientation.

This graphic

presentation captured each individual's story and
facilitated comparison of stories among the participants
and highlighted patterns and relationships across the
data.

Stage III:

Identifying Themes

This next stage of the analysis - identifying the
themes and patterns in the data - followed the completion
of the readings using the Reading Guide.
phase of the analysis,
tape,

During this

I listened once again to each

and reread each transcript,

synopsis sheet,

and the

accompanying worksheets with the purpose of listening to
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the voices for any patterns and themes that emerged.
this part of the process,

I was able to identify common

issues which I framed into several themes:

(1)

The

Importance of Context to the Framing of the Conflict;
Themes of Attachment;

(3)

In

Themes of Equality;

Interplay of the Orientations; and,

(5)

(2)

(4)

The Importance of

Knowing/Not Knowing in Constructing Conflict.

Stage IV:

Coding For Themes

Once I felt clear about the themes identified from
the data,

I then developed a coding scheme similar to

that detailed by Bogdan and Biklen

(1985).

that the themes were prevalent in the data,

To ascertain
I reread each

transcript and its Worksheets coding for the respective
themes.

Next,

I created files for each theme and the

supporting data were cut from either the transcript
and/or the Worksheets and placed in its respective file.
Each piece of data was coded with the participant's name
as well as page number so that I could refer to the
quotation within the context of the entire narrative.
Once I had located the data in their respective file,
then created subheadings for each theme as were
appropriate.
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Data Management

In order to keep track of the data produced in this
study,

I developed a separate file for each participant.

This file contained a copy of the informant's vitae,
copies of all correspondence,
from their interview,

a copy of the audiotape

an untouched copy of the written

transcript of the interview,

a copy of the interview

transcript interpreted with colored underlined text and
the corresponding Summary Worksheet and Synopsis Sheet,
and a copy of the research journal notes relevant to each
informant.

Each file was coded and each informant was

assigned a code number that was used to identify each
participant throughout my analysis.
For the duration of the project,

I also kept a

journal to chronicle the research process.
contains notes on my thoughts,

insights,

This journal

impressions and

changes in research design that I made throughout the
project.

Establishing Trustworthiness

Since the primary research instrument in a
qualitative interview is the researcher herself,
everything is filtered through her world view,
and perspectives

(Merriam,

1988).

It is,

values,

therefore,

essential that the researcher builds into her qualitative
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investigation a system

(1)

for disclosing her own biases

and assumptions to better understand their impact on the
analysis,

and

(2)

for providing an analytical methodology

to ensure the transferability and consistency of the
research results.

In this study,

trustworthiness was

assured through the following procedures identified in
the literature:

peer debriefing and member checking

(Lincoln & Guba,

1985),

reader

(Argyris et al.,

own biases

the use of a second interpretive
1990),

(Lincoln & Guba,

and an assessment of my

1985).

Two of my colleagues who are familiar with
Gilligan's theories and organization development met with
me on an on-going basis throughout the design of the
study,

data collection and analysis.

The purpose of

these meetings was to engage in an on-going discussion
about the research process,

and to raise questions and

explore problems and interpretations.
Member checks with the informants was conducted
following the receipt of the typewritten transcripts.

A

copy of the transcripts was shared with each respective
informant as prescribed by Lincoln and Guba

(1985)

in

order to enable them to review what they had said in the
interview and to make changes or clarifications.
In addition,

as described earlier,

one transcript

was jointly analyzed by myself and a member of my
dissertation committee using the protocol outlined in the
Reading Guide.

The use of the second reader was not for
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the purposes of traditional reliability scoring
processes,

whereby disagreements between scorers are

looked on as unfortunate in that they lower the level of
reliability,

but rather as a means for testing my

understanding of the methodology as well as to serve as a
reminder that there can be more than one comprehensive
and coherent interpretation of the same data
1988 in Argyris,

1989,

(Rosenwald,

p.37).

The chair of my dissertation committee was involved
in ongoing discussions related to data management,
analysis,

interpretation and reporting of the findings to

ensure for generalizability.

Mv Role as Researcher

Finally,

as the researcher in this study I readily

acknowledge my "conscious partiality"
this inquiry.

(Mies,

1983)

in

The first is my predisposition and respect

for legitimizing perspectives which have surfaced through
the inclusion of women as research subjects,

such as the

orientations of care and attachment described by Gilligan
and others.

The second is my motivation for the study

itself which is based on my belief that the world,

and

therefore the workplace, must be made safe for
differences and that our interventions into conflict do
not represent fully the complexity of conflict in
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organizations as I have experienced it.

The third

is my

relationship with and concern for the organization
involved

in this study,

and my desire to use this

research to assist them,
catalyst

in whatever way possible,

as a

in their confrontation of this organizational

conflict.
As I described earlier in the section on ethical
considerations,

I entered this study with a prior

professional relationship with the Center and its
members.

Since my involvement spanned a two-year on¬

going professional relationship with some members of this
organization in the areas of
strategic planning,

leadership development and

the trust that had been built through

my work with them provided the foundation for me to
initiate discussion and separate this research project
from my professional compensated relationship with them
so as to insure the integrity of this study.

I also

selected the compensation issue as the focus for the
study since I was not professionally involved in this
issue.

At the same time,

my involvement with the Center

provided me with a depth of understanding of a complex
issue that I could not have attained in one set of elite
interviews with the study's participants.
personal basis,

And,

on a very

my involvement with the Center provided a

context for me to engage

in a theoretical

investigation

while continually searching for its practical
implications.
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As

in any investigation,

a researcher

is drawn to a

study for professional and/or personal reasons.
acknowledge that I conducted this study with a

"vested

interest"

in it.

that this

inquiry was not designed to search for

truth"

At the same time,

I

I readily acknowledge

but rather to provide an exploration

"one

into

organizational conflict from the perspectives of a
group of

individuals,

researcher.

filtered through the

select

lens of this

I believe that awareness of this biased

curiosity enabled me to be constructively critical of my
data and analysis,

and provided me with the tenacity to

sustain the minutia of this exploration and its emergent
design.

I also believe that the methods designed

into

this study helped to assure the validity and
generalizability of this research,

and to take into

account the filters through which I approached this
study.

Summary

This chapter has discussed the research strategy
and methods utilized in data gathering and analysis
this qualitative

in

investigation which explores whether and

how the self-relationship orientations of attachment and
equality originally described by Carol Gilligan are
identifiable in a new domain - descriptions of
organizational conflict.

The study was conducted with
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seven physicians who are currently engaged

in a conflict

over physician compensation in their organization.
were gathered and analyzed using the

Data

interpretive

methodology described by Gilligan and her colleagues
(Brown et al.

1988)

for identifying the voices of

attachment and equality in interview narratives.
these voices were identified in the narratives,
were

Once
the data

further analyzed for connections among the

orientations used and the issues,

stakes and desired

outcomes expressed.

The next chapter discusses the findings of this
study.
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CHAPTER IV
RESULTS AND ANALYSIS OF THE RESEARCH

Introduction

The purpose of this study is to explore whether
and how the self relationship orientations of attachment
and equality described by Gilligan and others

in their

research on moral development are identifiable in a new
domain - professionals'
conflict.

descriptions of organizational

This chapter presents and discusses the data

that was generated through in-depth elite interviews with
seven physician members of an organization who are
currently involved in an on-going conflict over physician
compensation resulting from a recent merger in their work
group.

The data reveal that the relationship
orientations of both attachment and equality were
expressed by each individual,

regardless of gender or

position in the organization,

as they told their stories

of this conflict situation.

The data also suggest that

self manages the two voices,

choosing which voice to use

to understand certain facets of the issue and
constructing a solution that mediates between them.
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This chapter

is organized around five common themes

that emerged as I

listened to these

They are:

importance of context to the framing of

(1)

the conflict;

The
(2)

The

(3)

the perspective of equality;
and

(5)

The issue as framed from

(4)

The interplay between

The importance of knowing/

knowing to the construction of conflict.
chapter,

stories.

issue as framed from the

perspective of attachment;

these two voices;

individuals'

not

Throughout this

the participant's own words are used as examples

of each voice as they described their perceptions of the
issue,

their feelings,

perceived stakes and aspirations

for resolution.1

The Importance of Context To The Framing of the Conflict

Throughout the interviews,

it became evident that

the participants grounded their narratives of this
conflict in their own experiences.

For some,

the

framework for their stories reflected a prior personal
encounter,

while for others the context was more

organizationally-focused.

For the women in this group,

the stories of conflict were contextually-bound by issues

1 Before embarking on this section, I want to
remind the reader that the quotations which follow should
not be read for "key code words" signifying attachment or
equality.
Rather, the quotes have been selected to
reflect the meaning toward attachment and equality that I
derived from reading the text as a whole and analyzed
with the different lenses in separate readings.
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2
of gender*

as well.

Because of this,

the narratives of

the conflict over physician compensation reflected seven
distinct stories mirroring their individual authors,
rather than a conflict grounded solely in the context of
the organization itself.

Personal Histories

For four of the physicians

in this study,

a

personal experience provided the context for the framing
of their stories.

The following two examples demonstrate

how two different personal experiences - a family
relocation and a childhood passion for sports - created
the backdrop for the story of the conflict over
compensation as told by its respective narrator.

When asked to describe the issue of physician
compensation presently facing the organization,

Anne

replied initially with a background story of her move
from a

large hospital

in the west to the Center's

affiliated hospital - a move that occurred ten years ago.
She said,
I had come here with ten years experience
in private practice . . . part of a
teaching program at a big hospital. . . .
I was very active in the American Academy
of Pediatrics.
I was a house officer.
I
did a lot more than I've done here.

2 It is my belief that gender is a sociallyconstructed category that is not equivalent to biological
determination (Harding, 1986; Smircich, 1985).
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She then proceeded to recount her reasons for the
move,

and the job offer she faced:
I came because my husband wanted to come.
He was in the service, and I was doing
quite well.
But he wasn't happy. ...
I
remember, the initial job offer being made
to me was low.
I said, "I won't take
that". . . .
Although I have ten years'
experience, you see, I don't have a
bibliography.
I practiced.
I didn't
publish. It's not like [I was] coming in
with a big academic thing.
Nevertheless,
ten years experience is worth more. . . .
So, they came up with a salary, but I took
a ten thousand dollar cut to take the job,
which, I frankly, didn't enjoy doing.

She summed up her story by talking about how she
felt and why she did it.

She said,

My husband made more money. . . We have
one bank, we put all the money in one pot.
So, I mean, the pot did all right.
But,
from my point, from an ego issue, it
wasn't a good move.
And, I said, "Well,
you know, perhaps it keeps peace in the
house and that's more important than
money".
And, my husband wants to come. .
. . That's my background issue [italics
added].

Throughout the remainder of the interview,

Anne

told her story of the conflict over physician
compensation within the framework of her background
story.

It became apparent,

as the interview progressed,

that her actions and feelings relative to this
partially motivated by a desire to keep peace

issue were
in the

organization all the while feeling resentment over the
status of her compensation.
"peace

in the

land"

For this physician,

as she referred to it in the
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having

organization,

created a personal dilemma between

remaining silent or expressing her needs,

a dynamic

similar to that experienced in her relocation.

Donald's story provided another example of personal
history framing this organizational

issue.

For him,

his

youthful passion with the game of golf helped to provide
the context for this conflict.

Early in the

interview,

he positioned the conflict over physician compensation
using this metaphor.

He said,

[The conflict over physician compensation]
it's a little bit - I look at it, when Ben
Hogan was playing golf.
I use to play
golf all the time;
used to read all his
books.
When Ben Hogan was playing golf,
when he really sort of turned the corner
and became very, very famous.
When he'd
play exhibitions, he'd go out and charge
people five thousand dollars, you know,
for an exhibition, to go there for a day
and charge five thousand.
Well, back
then, that was astronomical.
And the
other pros were having a conniption fit.

To Donald,
pro responded.

the crux of the issue is how this golf
He continued,

He [Ben Hogan] says, "What are you guys
complaining about?"
He says, "I'm
demanding it and they're paying it."
He
says, "Is that not fair for me?" ....
And he says, "And, also remember this.
If
I'm demanding five thousand, then you can
double your's.
That'll make you money
too.
If we can make this whole show, this
whole pot sweeter, you can demand more,
too.
So, actually, I'm doing you a
favor."
He says, "Let's not compromise at
the low end of the scale.
Let's
compromise at the high end of the scale".
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As one of the higher paid private practice
physicians3,

Donald juxtaposed Ben Hogan and his

colleagues from the golf circuit with the situation over
the inequity in physician compensation he faces with his
colleagues.

This metaphor forged the context for the

issue throughout the remainder of his narrative.

Summing

it up he said,
I think pediatric cardiology [like golf]
was grossly underpaid, absolutely
underpaid, unlivably underpaid, for so
long. ...
I think the optimal result is
to find some happy medium towards the high
end [of salaries]. ... I think that's
what we should shoot for.

Organizational Issues

For four of the physicians,

organizational

experiences provided the context for their construction
of the conflict over physician compensation.
these individuals,

For some of

the issue reflected the negotiations

over the merger itself.

Regardless of which side one sat

on at the negotiation table,

that experience provided an

overlay to their framing of the present conflict.

3*
In order to make the text less cumbersome, I
will refer to the pre-merger groups as the "university"
and the "private practice physicians" rather than the
"former" university or "former" private practice
physicians.
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Jed's story offers an example of how the merger was
used to create the context for his narrative.

As he

began to relate his story of the conflict over physician
compensation,
itself.

he recounted this view of the merger

He said,
Let me bring you back to when this all
started.
We [the university physicians]
heard . . . that [the] private practice
was being bought out.
And, we had
meetings after we were informed that this
was going to happen.
We had no choice.
We could participate in it, or we could
lose it.
We started asking for
compensation.
Why weren't we being bought
out if there was a new system being
formed?
Why weren't we participating?
And, we pushed and pushed and pushed.
And, finally, it got to the point where
they did give some compensation.
It was a
mini buy-out for all the [university]
physicians.
But, again, all the rumors
were out there as to how many millions
were involved with buying them out! . . .
So, it starts here [italics added].

To Jed,

the glass is half empty.

whereby he and his colleagues

lost,

A deal was struck

both in terms of

finances and in terms of participation.

He sees

recouping this

loss as almost insurmountable.

the interview,

when reflecting on how the issue could be

resolved,

he said:

"Is there a way to win?

Later

Not when

you're handed something that you don't agree with to
start with."

Another way that past organization experiences
helped to create the context for this conflict was

in

providing the rationale for paying one's dues before
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in

reaping one's rewards.

To Donald,

his guaranteed five

year negotiated settlement over compensation is
justifiable because of the dues he had to pay to become a
partner

in the private practice group.

He said,

When I first joined with Rich and Jason,
there was a two year period where I made
probably one fifth of what they made. . .
. And I worked just as hard as they did.
I was not a partner.
And, I fully
realized it.
But, I realized that if I
did my time, that if I did a good job and
I just worked hard as I said I would, and
become part of the team, I'd make money.

He continued,
Also, I had a huge buy-in - at the end of
those two years, so not only did you not
make that money for two years, there was
an extremely huge buy-in that was made . .
. so that I would be a partner.

Finally,

Donald summed up what,

for him,

provided

the context for the remainder of his story - the
justification for his high salary for the course of the
next five years and his implicit assumption that,
him,

like

his colleagues have dues to pay before reaping their

rewards.

He elaborated on his perspepctive:
I don't think that people understand that
(some of the people here that complain) .
. . that if you want to talk about it from
a business standpoint, okay, so you go
through three to five years.
You might
become a partner.
And, when you do it's
going to cost you an arm and a leg.
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Compensation in the world of academic medicine
provided the context for how one of the management team
physicians views the dilemma that the organization
facing over physician compensation.

is

He said,

I think the compensation issue gets back
to something that people in academic
medicine that are doing clinical practice
have objected to for centuries.
There is
really no fair way to compensate people
for work effort that they do.

He explained,
The salary ranges end up pretty flat,
based on what your academic appointment is
in your particular field.
But, at the
same time, you may have people that are in
clinical practice that are generating ten
times the salary for the amount of work
that they do.

The dilemma then is,
How do you equilibrate a researcher who
brings a certain amount of prestige to an
institution with someone who sees all the
patients that the researcher is able to
use to bring the prestige?
And that same
person [the clinician] is also responsible
for the funds for his (sic) own income and
maybe another couple of people .
. .
because that's the only way that income
comes in.

As he sees

it,

the problem becomes

Somebody has to pay.
So, it comes down to
people generating more money than they are
going to be compensated - far more money.
. . . [That's] my own personal
interpretation.
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For this physician,
academic medicine

the context of compensation in

is the context for the conflict over

physician compensation at the Center.
unfolds

in his narrative,

As the

issue

points that might be construed

by others as particular to this situation are construed
by him to be reflective of this

larger issue.

Gender

For the two female physicians

in this group,

gender

was also critical to the framing of their stories.
Unlike their male colleagues,

these women were aware of

and reflected upon the implication of their status as
women in the organization in their narratives of the
conflict over compensation.

Similarly,

the metaphors

used by these women to describe voicing dissatisfaction
in the organization suggests that gender might play a
role in the construction of conflict.

Overall,
access

the participants

in this study perceived

in the system to be a function of their membership

in the pre-merger groups,
However,

or the current management team.

for the women in this study,

equal access

into

the system was also a gender issue,

an issue about which

their male colleagues were silent.

For these women,

equal access was discussed relative to the
pay with their male colleagues.

issue of equal

Anne said,

Another issue which you may not have heard
. . is well, do they pay women less?
And,
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I'm sure they do.
I have no doubt about
it.
I mean , when I was young, I was
naive.
I thought the world was fair.
But, I don't think it is.
Women
definitely get paid less. ... I was
recently reading [my] medical school
alumni magazine . . .[had] a whole big
issue on women in medicine.
And, when I
was there, there were six women in my
class. Now, of course, there are more.
The people talking about women, and
there's no doubt - it's still the old boys
[italics added].

Like Anne,
gender pay.

Fran spontaneously raised the

She commented in this way.

issue of

She said,

I think about it [the compensation issue]
more in terms of what's fair. . . . I'd
like to know just general things: are the
women paid as well as the men?
Because we
have a problem with that throughout the
University.

The metaphors used by the women in their narratives
highlight their perception of their status
organization.

The use of metaphor as a linguistic

indicator of meaning-making is not new.
Argyris and Schon

(1978)

actually generative of the ways

(p.

For example,

suggest that metaphor is

than decorative figures of speech;

framed,

in the

phenomena are modeled,

they

"more

[metaphors]

are

in which situations are
and options are described"

317).

In this study,
metaphor

I became intrigued by the use of

in the narratives of the female physicians.

What struck me was their depictions of speaking up
relative to their male colleagues.
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For Fran,

speaking up

was

fraught with potential negativity.

she referred to speaking up as
nest"

"stirring up a hornets

and "stirring up trouble".

referred to speaking up as
squeaky wheel".
actions were

In her narrative,

Similarly,

"squawking'

Anne

or being "a

For these two professionals,

inaction,

their

rationalized in the context of

"keeping peace in the land".

What struck me as I became aware of the metaphors
for voice used by these women was the

lack of any

corresponding metaphor used by their male colleagues
around this

issue.

negativity,

the men in this study seemed to be at ease or

a

Instead of voicing hesitancy or

least feeling justified in raising issues of

disagreement.
conclusions,

Although this sample is too small to draw
it does suggest that metaphor may be a key

for understanding how individuals make sense of a
conflict and potential actions relative to that conflict.

These data suggest that gender may play a part in
providing the context for an individual's framing of
organizational conflict.
physicians

As the data show,

the female

in this study view their salaries as

reflecting their status as women in the workplace,
whereas their male counterparts view salary inequity as
universally reflecting their pre-merger status,
position on the management team,
performance.

In addition,

their

and/or their level of

the data on metaphor for voice
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used by the participants in this study seem to suggest
that expressing one's dissatisfaction in this conflict
situation appears to be more difficult for the women in
this group than the men.

Summary

This section suggests that context is critical to
how these physicians frame the conflict over physician
compensation in their organization.
shown,

As this section has

these contextual factors derive from an

individual's past experiences - either personal or
organizational - as well as from gender roles.

Because

the context described by each physician was formed from
personal experience,

the narratives of the conflict over

physician compensation revealed seven unique stories
reflecting the individual authors,

rather than a unitary

narrative of a conflict grounded solely in the context of
the organization itself.

The Issue from the Perspective of Attachment

According to Carol Gilligan

(1982),

the attachment

voice signifies an orientation towards connection with
others.

Some of the concerns or aims of the attachment

orientation include showing care,

avoiding hurt and

striving for connection with others by creating inclusive
solutions to problems.

The liabilities of this
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orientation may present themselves as a vacillation in
judgement resulting from trying to see all points of
view,

or an exclusion of self,

sacrificing one's needs or

one's own terms in an attempt to maintain connection
(Mellen,

1989).

In this study,

a concern for attachment

was expressed in five different ways:

(1)

voice and inclusion in the organization;
responsibility and caring for others;

(3)

as a desire for
(2)

as

as a view of

oneself and one's work interdependent with others;
as a desire for maintaining relationships;

and,

(5)

(4)
as

self-sacrifice and qualifying of one's voice.

As stated previously,

all seven physicians used the

care voice in their depictions of this conflict
situation.

In two narratives,

the individuals aligned

with the attachment orientation;

that is,

a connection

towards others was the central theme for describing the
situation and their ideal resolution.

Three other

physicians mediated between the two voices as they
unraveled their stories.

For these two groups,

the issue

of discrepancy in salaries seemed to symbolize a break or
potential break in connection with their colleagues.
Because of this,

their ideal outcome included an element

of reconnection.4

4 As I will discuss later in this chapter, the
remaining two physicians aligned with equality and were
centrally concerned with creating an objective standard
by which to judge physician remuneration.
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Desire for Voice

Voice is a metaphor generally used to depict
alternative ways of seeing the world
Belenky et al.,

1986)

(Gilligan,

1982;

or to describe "the act of

communicating itself - speaking,

listening and silence -

as central to an individual's construction of identity"
and desire for inclusion
1989,

p.3).

(Belenky et al.,

In this study,

1986 in Kolb,

voice was manifested as a

desire for input and participation in the organization.

As I begin to address the issue of voice as
reflective of a concern for inclusion in this study,

it

is important to point out that a desire for input in an
organization could also be interpreted from the equality
perspective as a desire to mitigate an unequal power
dynamic between those who are listened to and those who
are not.

In the examples that follow,

I interpreted

these individuals' desires for input and participation to
reflect their desires for connection or belonging in
their organization based on concerns reflected in their
narratives taken as a whole,

and supported particularly

by what they identify as necessary for a satisfactory
resolution.

For one female physician,

having a voice was

central to her construction of the conflict.
to describe how she viewed the situation,

When asked

she touched

upon the discrepancy in salaries and then went on to
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describe the situation as a conflict for her because of
her lack of participation in decision-making over how
income generated by the group is used.

She said:

I feel dissatisfied probably as much
because I don't understand or don't know
the information, you see.
I think that
knowing the information might make it
easier to understand ... So, I think
part of it is the not knowing ... I
guess if I had more control I might work
longer.

Asked how she would resolve this situation,

she

then responded:
I'd probably reveal more of the management
aspects of things to the group at large, .
. . Do it in a more democratic way, I'd
have input by all of the physicians
involved [italics added] ... I would

keep the budget figures in a different
way, a way to show people that are not in
on everything ,,, If you could present
it in a clear and understandable light,
understandable to everybody in the group,
I think it would go a long way at helping
to resolve some of the issues.
I think
more openness might dissipate some of the
perceived problems ... I think at least
listening to ideas would probably be good

[italics added].
I think all of us might
have something to contribute in some
special area.
Like I could see where we
could save on a different way to do things
that would be more beneficial to the
overall organization.

Another physician, when describing the conflict,
identified herself as a "pawn"

in the organization.

Why do I feel like a pawn? I don't really
have a lot of input [italics added].
Nobody calls me up and [asks] do I want to
go to [a certain] clinic this month?. . .
. It's a black box - you never know what
will happen next.
115

Her solution to this conflict is ’’being heard and
being paid.

.

.

. Bring the group together and talk

[italics added],

things out

.

.

I would have a meeting of

the entire group."

Throughout the interviews,

the compensation issue

often served as a symbol for the dissatisfaction felt by
a number of the physicians regarding their lack of
participation in the Center's management practices
following the merger of the two groups.
physicians,

To these

input and participation is central to

collaboration or teamwork among colleagues,

an element

they find missing in their worklife since the merger.
One physician described the disconnection in this way:
[I] would like to have more things being
done with the concept of the team wanting
to do it. There is no team . . . for the
whole group. In the past, the [universitybased] physicians looked at themselves as
being the idea people. And now having the
Center and the [administrative] group
push[ing] ideas is not something that many
of the physicians are used to, and are
having a real hard time accepting. I mean,
they participate because they feel that
they should participate. But they would
rather have it be their idea and have a
little bit more input and participation

[italics added].

He continued to expound upon the disconnection that
he and he colleagues feel since the merger using the
example of their annual summer party which has changed in
tone since the merger.

He said:
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[He] used to have a party at his house
every summer. [Now] he has a party but he
invites whoever he wishes to invite - he
doesn't invite the Center. ... It used
to be planned by the group. . .[Everybody]
would be talking about it and it got
going. ... We really associated much
more with the hospital. [Now] the hospital
is kind of separated off. . . . And to us,
the hospital always was us.

When asked to reflect on how this issue might be
played out relative to physician compensation,

he then

fictionalized a situation where talking it out would
maintain cohesion among group members.
If you explain to the group "We are going
to hire this person [at a higher salary]
because we need this person.
Does
everybody agree?
Are we willing to go
beyond normal means to get this person?"
Most of the time, I think that is accepted
well - if people understand why . . . I
would rather have the support of the team,

[italics added] rather than say to hell
with them. This is what I need.
I'll deal
with whatever happens afterward. ...
I
would like to have more things done with
the concept of the team wanting to do it.

As these examples illustrate,

input and

participation in the organization is perceived by these
physicians as vital to maintaining their connection in
the organization.

As these data show,

the

dissatisfaction over the compensation issue was portrayed
as a result of,
organization.

or symptomatic of,
At the same time,

a lack of voice in the

the ideal outcome

specified called for dialogue as a way to resolve the
issue.

In the next section,

I describe how a concern for

attachment is conveyed through caring for others.
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Carina for Others

Gilligan defines care as "an activity of
relationship,

of seeing and responding to need,

care of the world"

(1982,

p.62).

taking

It is a concern for

others that can often result in worry or taking action to
protect and to avoid hurt.

In this study,

caring for

others formed the core for how the Center's CEO
interpreted this conflict,

even though he justified the

reasons for his actions.
I think about . . . what the impacts are
going to be on others [at the end of the
five year contract] and how it's going to
affect the organization. . . . The issues
to me are trying to do what's best for the
organization and keep individuals happy. .
. . I worry whether I have brought [my
former partners] back into something that
they may not be totally happy with . . . J
feel responsible to them.
I feel
responsible to everybody else.
I think
they chased the dream with me [italics

added].
The other people were sort of
forced into it.
They weren't given the
choice to join in.
But to many of them,
it was their dream.
But they had to give
up their position in the dream in order
for it to occur. ... I think I pushed it
probably. . . I do feel responsible.

He then spoke specifically about his concern for
his partners in private practice.
I worry particularly about Rich because he
was happy over there [in private practice]
and he was doing a great job at it. I knew
things were going to change and we had to
get back into a system to weather those
changes and better impact patient care. I
felt that if we didn't come back to this
organization, it was going to go down the
tubes and take us with it. . .
.
I think
[Rich] believes in me.
I think he trusts
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me enough to know that I want to do the
right thing.
I worry about Donald . . .
about his divorce and what's facing him.

To this CEO,
is five years,

the time frame for resolving the issue

the length of the guaranteed contracts.

At first glance,

his attempt at resolution might appear

to be avoidance,

but further scrutiny reveals that this

might be his way to protect the entire organization.
I spend a lot of time thinking about it.
But I haven't come up with an absolute
solution, except honesty. . . . Maybe I
don't deal with it. I don't know if there
is a right answer to this.
Maybe that's
what drives me to do all these other
things ... so that I can surround the
Center with other profit centers to
cushion some of that impact [italics

added].

He then summed up the discussion by reflecting on
his world view:
One of my problems, in my role as a human
being, is promising anything that
[someone] wants. . . . not to get them off
my back, but because I want to do it. . .
. It's painful.

Another physician,
practitioners,

one of the private practice

spoke with concern for his colleagues in

reflecting on bonuses as a means to help equilibrate
salaries during the contractual period.

To him,

the

salaries of the private practice physicians are
justified.

At the same time,

he is concerned about the

feelings and discontentment his colleagues are
experiencing over the salary inequity.
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As one of the

higher paid members of the group,

his solution was to

help generate income to provide bonuses to the lower paid
physicians during the contractual period,
provide bonuses to the group at large.

rather than to

He explained it

this way:
I've spoken with [my former partners]
about it. . .1 have frankly said - and I
think that they will say the same thing.
I said, "I don't expect a bonus.
I don't
want a bonus.
I hope I make enough money
for the group that we can bonus everybody
else."
Great.
You know?
If we can do
that, and help bring them up, fine. That's
what I want to do. That'll make them
happier.

As these examples show,

caring for others was a

theme that emerged for some of the physicians as they
told their stories of this conflict situation.
CEO,

For the

caring for others was depicted in his attempts to

create profit centers to provide the funding to
equilibrate salaries at the high end, while for one of
the private practice physicians,

relinquishing his bonus

to raise his university colleagues'

is his interim

solution for the five-year discrepancy issue.

The next

section discusses how interdependency emerged as a
critical construct in the narratives over this conflict
situation.
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Interdependencies

Addressing problems from the perspective of
connections within a web of relationships is a central
tenet of the attachment voice
al.,

1988;

Lyons,

Burton et al.,

Hanmer,

Toffler,

(for example,

1991; Gilligan,

see Brown et

1982; Gilligan,

1990; Gilligan, Ward & Taylor,

1986).

In this study,

1988;

and

the term conflict itself

was defined by the CEO as reflecting an unraveling of
this web.

When asked what he thought conflict in an

organization was all about,
others

the CEO replied:

It's when

[that we interface with in providing patient care]

"don't appreciate what we do.
what we do .

.

.It's

[about]

.

.

They have no concept of

appreciating and recognizing

and hearing."

Similarly,

the lower paid physicians felt that the

discrepency in salaries symbolizes that the
interconectedness of their roles in providing patient
care is not respected.

Anne spoke about her work in this

way:
There are those in our group that are in
the big money procedures. ...
I do the
wards . . . and consults. . . . taking
care of patients . . family things,
emotional things. . . .
There's not a lot
of money in that. . . .
Nonetheless, it's
an important part of patient care and it's
an important part of what makes our team
go [italics added]. ...
I mean, I can

see people who make a lot of money saying,
"Okay, why should I pay for that?".
But,
on the other hand, our group all
interlocks.
That if I'm not going to be
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there taking care of the patients on the
ward, they can't be doing all that other
stuff [italics added].

She then went on to discuss how she would
resolve the

ideally

issue:

If I were heading the organization, I
think I might have a better view of how
the work everybody does is important to
the organization [italics added].
That
part A functions because part B functions.
And, if part B doesn't function, the hot
shots in part A aren't going to be able to
do their work.

She then summed up,

what for her,

is the crucial

missing element in salary administration.
"I'm not sure that enough credit is given
that it's an interlocking mechanism

She continued,
to the fact

[italics added]."

Another physician similarly viewed the issue as
reflective of a

lack of recognition for the

interdependency in the system.

He expressed his feelings

over the compensation issue in this way:
This simply makes me feel rotten.
Rotten!
I mean, I simply feel rotten. . . .
Not
just the money aspect, but somewhere along
the line we're going to [have to] build a
relationship and feel good about this and
feel that we're all in this together, and
we're teamwork.
You hear all this team
stuff, why does it stop short when it
comes to compensation?

The goal,

for this physician,

is to be valued and

respected as a contributing member of his professional
team - something that he can both feel and see in his
paycheck.

He went on,
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I want to be an integral part of a team .
. . a thriving member of the
[organization] [italics added], . . it's
[the compensation issue] a sore point,
that's all.
It's more the soreness almost
that hurts more than the actual physical
thing of making less money.
I mean none
of us is starving.
We're all reasonably
well-dressed.
It's the soreness of it. .
. . I mean it's them and us.
And, I don't
want it that way.
I want to be an
integral part of the whole [italics
added].

As these examples show,

these physicians see the

conflict over compensation as reflecting the lack of
value

in the system for what they see as the critical

interdependent nature of the work that they do.
these physicians,
members

For

the concept of dependencies among team

is being violated through the current system of

compensation.

In the next section,

I demonstrate how a

desire to maintain connection with colleagues emerged as
a critical element in these conflict narratives.

Maintaining Connections

The importance of relationships,

friendships and

working with colleagues that one likes,
respects was

trusts and

interwoven throughout the interviews with

the physicians as they told their stories of the conflict
over compensation.

For many of them,

the attachment

orientation was expressed when regarding the stakes
the situation.
succinctly:

in

Jason described his view of the stakes

"I think the organization's at stake.

Friendships are a stake.

.

.

.

123

Patient care eventually".

Lew talked about his concern over attempting to
equalize salaries at the end of the five-year contractual
period,

and the possibility that that might have for

splintering the group once again,
not want to entertain.

To him,

an option that he did

the concern over

maintaining his connection to his new colleagues seemed
to outweigh the discrepancy in salaries.
We have to understand what we can do with
certain salaries.
If someone at the end
of five years tries to institute a
leveling off . . .to make it equal to
everybody else, they [the higher paid
physicians] may walk. . . And, if they
invite me. I'll go with them.
Not for
financial reasons.
Because I like working
with them.
And, I don't like working with
the bunch of people who were working here
before [italics added].

He continued,
I would not decrease [their salaries]
knowing it would make them leave. . . .
We're quickly going to have two groups.
I
don't see that as an option. ... I don't
want to go back to where we were.
On a
very personal basis, I really enjoy
working with Rich and Donald.
I like
their company. I like them [italics
added]. ...
I think Jason's kept his
promise. . . . What they brought to the
Center was getting rid of the competition.
I don't want to go back to that system. .
. working side-by-side, doing the same
job, competing with each other, being
antagonistic towards each other.
It's
certainly an uncomfortable, nasty
situation to be in [italics added].

Overall,

the physicians noted their loyalties to

their respective pre-merger groups
issue.

in their tales of the

When discussing physician bonuses,
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Jed described

what for him was a delicate balancing of maintaining his
connection as a member of the university group all-thewhile suspecting that he was now one of the higher paid
physicians,
colleagues.

which could disconnect him from his

former

He described how he tries to deal with these

conflicting loyalties when discussing compensation with
the university physicians.
to remain silent.

To him,

his only recourse

is

He said:

Some people [university physicians] will
talk more about the specifics [of their
bonuses].
"How much did you get?" because
they will be very forthcoming in saying
what they got.
J suspect I probably got

one of the bigger bonuses, so I usually
don't tell people how much I made in order
to create more dissention [italics added].
Because that's usually what people are
coming to me for, because they are
dissatisfied with what they got or what
the system is.

Donald caringly talked of his connection to his
private practice partners:
I'm still a [private practice] physician,
so those [university] people won't talk to
me. . . . I do not care what Rich makes.

I care for him - 'cause (sic) he's my
friend.
And, I know that that's important
for all of us.
I care about them a lot,
because they are my partners.
Those guys
are.
And without them, I wouldn't be here
today.
And, I've known them the longest,
and I've worked with them the longest.
So, it's crazy.
There still is that old
[private practice] physician in me
[italics added].

As these examples show,

maintaining relationships

with friends and colleagues was a critical concern raised
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in the discussions about the compensation issue.
striking example,

In one

the possibility of losing respected and

liked colleagues outweighed one physician's desire to
equalize salaries.

In a number of the other narratives,

loyalties and concerns for pre-merger relationships were
raised as issues relevant to this conflict.
section,

In the next

I discuss how two of the vulnerabilities

associated with the attachment orientation were prevalent
in the narratives of this conflict over compensation.

Vulnerabilities of Attachment

The issues of self-sacrifice and a discrediting of
one's personal concerns for the good of the organization,
often exemplified by a qualifying of one's statements,
suggest a propensity for caring for others that may
result in failing to care for oneself

(Brown et al.,

1988; Gilligan,

The vulnerability

1982; Mellen,

1989).

of self-sacrifice was expressed by the female physicians
particularly in their decisions to remain silent about
their dissatisfaction over their own compensation.

When

asked to elaborate on why she had not spoken up about her
concerns over the compensation issue,

Fran responded:

I haven't made an issue of it. [Why?] I
wasn't sure I wanted to get into that kind
of position.
'Cause (sic) it sort of
seems like it would be raising, or putting
hornets in the nest.
Just stirring up
trouble.• I really don't think we needed
that sort of thing at this point. . . .
That's the thing I've tried to avoid.
I
just hate to always sound like you're
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(sic) just complaining. I try to think
that, if I can look at the issue properly,
that it ought to be in the framework of
constructive criticism.
I think there
have been enough issues . . .with the

Center in its earlier time and development
- that you (sic) try to bend over
backwards not to look like you're stirring
things up. Because we needed a cooling off
period [italics added].

After an elaborate discussion of her
dissatisfaction over the compensation issue,

Anne

attributed her speaking up to "squawking” while praising
that same action in her colleague.

She said,

When I realized that I didn't get credit
for all that work I did, I of course
squawked [italics added], . . Because
bonuses are based on what your billings
are. ... I will say, Jeff's good.
He
will bring up money issues at meetings.
Which is good.
Because he'll speak about
it.
I think that's nice to have a
catalyst [italics added] like that!

In the interview with Anne,

I was also struck by

what seemed to be a tension between expressing her
feelings of dissatisfaction over the compensation issue
and mitigating that dissatisfaction by qualifying her
statements.

After outlining why she felt that the

present compensation system is unfair,
mean,

it's not an untenable situation.

she said,

"I

I don't want to

say this.

... I don't think it's a conspiracy [italics

added]."

Later,

she again qualified her statements about

the salary inequity.

This time she said,

I mean, I feel I should make more money,
but I mean, I'm not being paid so
abysmally that I go to bed at night angry.
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She continued,

this time relinquishing her needs

for the good of the organization:
The organization is still in a formative
stage.
It hasn't been going two years. .
. .The salaries are not so abysmal.
They
are a little bit, but not so bad.

As these examples show,

a concern for the

organization can result in a silencing or a discrediting
of one's own needs.

In these narratives,

the

vulnerability of care could often be identified as a
vacillation between expressing a personal dissatisfaction
juxtaposed with expressing a perceived need of the
organization.

Although the liabilities of attachment

were most prevalent in the narratives of the female
physicians,

they were also prevalent in the narratives of

the male physicians.

Summary

This section provides evidence,
of the participants,

through the voices

that attachment and caring for

others are a part of how these physicians perceive the
conflict over compensation in their organization.
section demonstrates that in this study,
voice was spoken in one of five ways:
input or voice in the organization;
and caring for others;

This

the attachment

as a desire for
as responsibility

as a view of oneself and one's

work interdependent with others;
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as a desire for

maintaining relationships;

and,

as self-sacrifice and a

qualifying of one's own voice.

These data indicate that the attachment orientation
is an important element for some individuals in their
framing of what might appear at first glance to be a
conflict solely about issues of equality.
individuals,

For these

the conflict over compensation is about

participation and inclusion,

loyalties and friendships,

and respect for the critical interconnections in their
delivery of patient care,

as well as about balancing the

scales of remuneration.

In the next section,

I look at how this same

conflict is framed when viewed through the lens of
equality.

The Issue from the Perspective of Equality

As we have seen,

the attachment voice suggests that

social reality is understood through a relational
perspective that aims for a connection with others.
equality voice,

on the other hand,

The

"draws attention to

problems of inequality and oppression and holds up an
ideal of reciprocity and equal respect"
Attanucci,

1988,

p.73).

(Gilligan &

The aims of the equality

orientation are to achieve fairness and justice by due
process,

and to objectively maintain standards and

principles.

The liabilities expressed by this
129

orientation include the tendency to overlook individual
needs,

to equate equality with sameness,

and to define

one's own experience as the universal truth or standard
in decision-making

(Mellen,

1989).

In this study,

the

equality voice was expressed in three different ways:
(1)

as weighing of evidence or balancing the scales;

as impartial and objectified considerations;
inequity of power,

and,

(2)

(3)

as

position and money.

As stated previously,

all seven physicians'

narratives of the conflict over compensation included
perspectives of equality as well as attachment.

All of

the narratives included elements which I interpreted as
reflective of a search for equity among colleagues since
the interviews centered around a conflict arising over
discrepancies in salary among the participants.
narratives,
orientation;

In two

the individuals aligned with the equality
that is,

the search for justice through

impartiality and fairness were the central themes from
which they described the conflict and their ideal
resolution.

Of the remaining physicians,

three mediated

between concerns of equality and attachment,

or a

separate and connected view of self and others,
told their stories.

as they

The remaining two physicians aligned

with an orientation of attachment.
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Points of Equity

One of the basic underlying tenets of an
orientation to justice is the desire "to achieve equality
and worth as an autonomous individual"
47).

Similarly,

(Mellen,

to Burton and her colleagues,

1989,

p.

the ethic

of justice connotes a "vision that self and other will be
treated as having equal worth"

(Burton et al.,

1991,

p.

).
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Each of the physicians in this study initially
framed the compensation issue as a conflict in the
organization arising over an inequity in salaries among
the physicians in the Center.

Jeff described his

feelings about the issue this way:

Especially when your (sic)
[italics added].

To him,

inadequate salary;

colleagues make much more
the issue is not about an

rather,

it's about the discrepancy in

salary among he and his colleagues.
everyone made terrible
dissatisfied with].

For Lew,

"I feel bad.

(sic),

He continued:

"If

then there's nothing [to be

That's the system".

the issue was equal pay for equal work.

When asked to describe the situation in his terms,

he

said:
I guess there are two issues.
What am I
getting paid, and am I getting paid what I
feel is of fair value? ... I think the
major issue is, what is the person beside
me getting paid? .... is there a
difference?
If there is, why?
Is it
justified?
Why should it be that way? . .
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. We're doing relatively similar jobs;
why shouldn't we be making relatively
similar salaries?

Later,

returning to his initial position,

he added

this clarification.
They [the lower-paid physicians] see their
billings and . . . wonder why they don't
see that in their paychecks.
I think a
lot of people don't really care too much.
I think most people - the major thing is
not "my” salary - "I'm not happy with my
salary".
It's still a comparison . . .
Why is it that they're making so much
more?
I think that's the only issue.

Like Lew,
equal work.

Fran's concern is over equal pay for

Initially,

she framed the issue from the

point of view of those she worked with.
the conflict,

In describing

she said,

[The concern is] how uniformly people are
paid, given the workload they do.
In
other words, if two people work the same
number of hours a week, regardless of what
their duties are, are they getting paid
equally? . . . The other issue is if you
look at what your billings are versus what
you get paid.

She then began to reflect more personally:
When I see what the total dollar is for
the work I'm doing and what I'm expected
to do, I usually think that I'm being
short-changed. ... I think about it in
terms of what's fair. . . I'd like to know
just general things . . . are the women
paid as well as the men?
Because we have
a problem with that throughout the
University.

A desire for equalizing salaries was not the only
way that self constructed the conflict in terms of a
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notion of equity.

For many,

the inequity

in salaries was

symbolic of a hierarchy of power throughout the system.
One of the non-management team members positioned the
situation this way:

"There's definitely management and a

committee,

some of whom are more equal than us".

colleague,

in referring to a retreat that the management

team had recently attended,

said this of the situation:

"The select few went up the street somewhere.
there's another sense of
staff and the rest of us.
physicians.

His

inequity.

So,

There's the senior

The rest of us are experienced

It's not like we're just finishing a

fellowship."

This section demonstrates that the conflict over
compensation was framed as an issue of equity in these
physicians'

narratives.

section show,

As these examples

in this

the compensation issue was described as a

concern about equal pay for equal work or as reflective
of the hierarchy of positional power in the organization.
In the next section,

I

look at how the equality

orientation is manifested in this conflict through
individuals'

attempts to balance the scales of

justice.

Balancing the Scales

One way to maintain relational distance,
associated with the equality orientation,

a theme

is to

objectively weigh the evidence of a situation in order to

133

assess the
others.

impact of that situation upon oneself and

According to Burton et al.

voice emphasizes a hierarchical,
ordering,

a

"weighing”

(1991),

logical and

of competing claims.

the justice
linear
For Lew,

balancing the scales was how he rationalized the
discrepancies

in salaries.

He said,

It doesn't bother me. . . .1 know that
they [the former private practice
physicians] are taking a major cut in
salary .... They had a business that
was quite profitable.
And they, in
essence, sold that business . . . .I'm
not an entrepreneur.
I didn't go out and
try to create a business in private
practice. [I] sought a reasonable safe job
and salary. ... I have had significant
increases [in salary] . . . and have been
treated fairly. . . . I think we're all in
a win-win. . .I'm winning; I'm not
losing.
I'm improving.
I'm getting a
higher salary than I had been.
I'm not as
high as he is.
But he's not as high as he
was.
So, it doesn't bother me [italics
added].

Jeff,
the

a member of the former university group,

saw

issue as a conflict resulting from an imbalance that

should be immediately rectified.

He said,

I think they [the former private practice
physicians] should take a pay cut.
Because ... I think they've got the best
of both worlds . . . They were working
extremely hard to make that kind of money.
Their lifestyle became better once the
merger occurred . . . their workload
decreased . . they got university
affiliation . . . residents and fellows
and all that kind of thing to help out . .
. and their salaries remained quite high.
As high as they were.
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He then continued by weighing his present status
with theirs.

He said,

[My salary's] come up faster [since the
merger].
My workload also increased.. . .
. They got the best of both worlds ... I
haven't got nothing (sic) [italics added].
. . . I think their salaries can come down
and still be very good salaries.

As he continued to describe his perception of this
conflict,

it became apparent that this physician was

unable to tip the scales

in his favor,

his dissatisfaction over the issue.

which resulted in

To him,

the

interdependency between the two groups prior to the
merger should have been weighed in the allocation of
salaries once the merger occurred.
it wasn't,

Because he views that

he sees the current system as unjustified.

rationalized it this way,
I've tried to reason it out from their
point of view, and say that "Why, they
worked so hard and, therefore, they should
deserve their place in the sun.
Or,
they're still working very hard".

He continued,
I mean, we work - we've been working hard
and we were less enterprising.
And,
therefore, they are rewarded and we didn't
(sic).
We were university.
But, they
capitalized on the situation and they
could earn a high income because all the
surgery was funnelled through here and
care was being given by us while they ran
the streets and earned the money.
And,
they captured the paying end of the
market.
And, we were left with Medicaid
and the non-paying. Not that we were
working less. . . And, if quality can be
quantified, we were doing high quality.
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He

Because it's through here that complex
patients pass.
And, guess who was doing
all the complex care?
It was usl . . .
So, I don't feel there's any justification
for them earning that high after the
merger [italics added].

For Jed,
if

the possibility of the group breaking up

salaries were

leveled off was not an option he

considered viable.

But,

unlike Lew who wanted to

maintain affiliation with his new colleagues,
splintering as a

Jed saw the

liability in light of competing claims.

He said,
They [higher paid physicians] could leave.
. . . They'll become a commodity that's
out there that somebody is going to go
after. . . which is basically what
happened the last time. . . That's bad,
because if they walk away, particularly in
a group, we'll have two systems again.
If
they walk, it [the Center] won't stay
financially intact [italics added].
And,
I think that probably in five years, if
the thing isn't blooming, [the hospital's]
going to say "I don't need this headache.
You take it and go do whatever the hell
you want with it". ... I would hate,
after five years, to have subsidized their
salaries.
And, they pull out again
[italics added].

Balancing scales was also the way Donald,
the private practice physicians,
For him,
making

one of

framed the conflict.

taking a cut in salary from that which he was

in private practice has been balanced by gains he

has made

in other areas.
We made some compromises to come back
here, too.
I make less money than I would
have had we stayed in [private practice].
Certain things are better.
My hours.
A
hospital base.
Partners with expertise.
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So, I've gained from that too.
Part of my
concession was to make less money.

He similarly used this perspective in explaining
his disagreement with his colleagues'

dissatisfaction

over the present compensation model.

He enumerated his

interpretation in this way:
On the other hand, other people have
gotten a significant benefit from this. .
. . I think it's always worthwhile to look
back and say, okay, "If this had not
happened, where would you be?
A lot of
those people would be at fifty percent
what they're making now.
They would be
seeing fewer patients.
They'd have less
job satisfaction.
So, things are better
[italics added].

This section provides examples that show that one
of the ways that these physicians try to understand and
rationalize the conflict that has arisen over the
allocation of compensation is by weighing what they
interpret to be personal gains and losses.

The data

suggest that satisfaction results when personal gains
outweigh personal losses.

Conversely,

dissatisfaction

relative to this issue results when the individual cannot
rationalize the situation such that the scales are tipped
in his or her favor.

In the next section,

I look at how this issue is

described when constructed in an impartial and objective
manner.
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Objectivity and Impartiality

The logic of the equality perspective is "impartial
and is based on impersonal standards or universal
principles"

(Argyris,

1989,

p.

34).

In this study,

Donald's framing of the issue as one of "business"
reflected his concern to remain objective in the
discussion of compensation.

When asked to describe the

compensation issue currently facing the organization,
replied:
The issue is that everybody wants to make
more money.
Everybody thinks they work
real hard.
Everybody thinks they're real
important.
Everybody has a perception of
their own indispensability. . . It really
is a matter of business.
And your own
perceived value and your own perceived
worth.
Absolute and relative. . . It
becomes a business issue [italics added].

He went on,
I look at it as being a business. ... If
it was strictly the business world - Coca
Cola.
I mean, if you had a merger, you
don't necessarily pay everybody the same
thing. ... If there's that much of a
problem short-term [during the five-year
contractual period], then business says,
"Look somewhere else".
Also, business
says that good people will be hired
anywhere [italics added].
And, if you're

not good, not performing well, you'd
better not complain too loud inside
because if you're fired here, I don't know
where the hell you're going to go.

Later in the interview,

Donald described how he

would ideally resolve the issue.

Once again,

language resonated with objectivity.
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He said,

his

he

I think the optimal result is to find some
happy medium towards the high end [in
salaries].
That obviously means keeping

expenses to a minimum, keeping
productivity to a maximum [italics added].
I think that's what we should shoot for. .
. We need to decide what services we are
going to provide. . . and which people do
you need to provide it?. . . . Then I
think you need to decide . . . everybody's
contribution;
who's expendable and who's
not.
Who's functioning and who's not. . .
Go down and assign people's worth . . .

having to do with technical expertise,
academics, administrative. . . and then
see how the pie sits [italics added].

He continued,

The question becomes how to justify it.
How to rationalize and justify it to the
whole group. . . It won't be universally
accepted.
But it has to be universally
understood.
At Coca Cola, not everybody
makes the same as the president.
The
Center is really a business [italics
added].
That's its strength. . . clinical
care and the business of pediatric
cardiology.

To those who were not satisfied with his
resolution,

he questioned,

"What are your options? . . I haven't
heard anybody try to be recruited out of
here lately”. . . They don't have many
options.
And, that's why they have to try
to maximize those things . . from within.
. . I don't think you maximize those
things by complaining.
I think you
maximize those by being productive. . . .
You know, ultimately good performance and
good personality and good work ethics will
be benefitted.
I mean, it just wins out.

For most of the physicians,

one way that justice

would be served was by adopting an objective system for
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allocating physician salaries.

One of the former

university physicians called for
A very firm formula. . . It should be
fair.
The spread [in salaries] should be
small. . . . only a two standard deviation
on either side. . . Otherwise, people are
going to be unhappy.

Another specified the parameters of performance
that should be incorporated into this compensation model.
He said,
There should be some dollars on the table
for experience.
There should be some
dollars on the table for special skills.
There should be some dollars on the table
for someone, if they're not going to do a
lot of patient care; they're going to do
research.
And,
if they have
publications, there should be some
incentives.

To Jed,

the development of a compensation model

would provide due process in determining salaries which
would ultimately tie the group together.
the model,

Referring to

he said.
At least everybody [will have] a piece of
paper that says the issue is fair and they
agree this looks to be a fair system of
dividing. . . . People will want to change
some things and they'll want different
weights and stuff like that.
But when you
agree on it, that's the system we're going
to use. . . This is the system - it's
going to be applied to everyone ....
We're all getting the same shake. . . It
becomes an objective issue [italics
added].

Another way that objectivity would be maintained
was to attend to contractual obligations.
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At the onset

of one of the interviews with a private practice
physician,

he initially distanced himself from the issue

by saying,

The compensation model is not an issue to
me.
It was something that was negotiated
out [italics added].
So, I look at it
more in terms of what we're going to do
beyond that five years.

Similarly,

his partner spoke to the negotiated

settlements made during the merger,
satisfaction with his group's
physicians']

expressing his

[the private practice

handling of the issue.

In this regard,

he

said,
I personally am very pleased with the way
the Center's going.
Because I think that
anybody who's paying attention can see
that what we've done - we've kept our word
on everything [italics added].

While those from the private practice group saw
themselves fulfilling and reaping the rewards of their
merger contract,

the university physicians saw their

contract as a broken promise.

Jed expressed it this way:

One of the things that was in the contract
that the [university] people had was that
there would be a system developed to
equalize their salaries - in the first
year [italics added].
They [the hospital
negotiators] probably figured, "If we can
say that to them and that will get them to
buy in, good.
Let them worry about it
when it's done." And, that's where it is.
The issue is resolved.
Their [the
hospital's] issue.
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Relying on a set of universal standards as a
framework for understanding was another way that the
equality perspective was expressed in these discussions
over compensation.

For example, Anne viewed how

individuals were compensated as a universally-accepted
practice.

She framed the issue this way:
In our culture, in our business world,
you're compensated financially.
And,
that's the way it is.
I mean, it's not a
philosophical thing about you're a great
person and we think you're wonderful.
People pay you. They pay you what they
think you're worth.

In a similar vein,
pay for equal work,

Donald's concern was for equal

based on his standard of a "work

ethic".
I'm certainly not willing to bust my ass
for other people who aren't. . . .

Everybody's got to have the same work
ethic, okay? And, if you don't, you're
gone.
I think that's fair [italics
added].

Jeff voiced his outrage over the salary discrepancy
using the standard of remuneration for other pediatric
cardiologists across the country relative to the salaries
of the higher-paid physicians in his group.

To him,

these salaries were not justifiable since they went
outside this specified range.

He said,

God almighty, there's no one in the
country who's making the kind of salary
they are in pediatric cardiology!
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As this section demonstrates,

objectivity and

impartiality were perspectives used by these physicians
as a way to make sense of the conflict that they face.
In this regard,

the conflict was expressed through the

language customarily associated with business - maximize
productivity and reduce expenses,
obligations,

focus on contractual

and create a fair and clearly understood

(but not necessarily accepted)
remuneration.

performance standard for

At the same time universal maxims were

used as a way to understand the situation - both in terms
of framing compensation as a "business" decision,
searching for the "work ethic" in colleagues'

or in

behaviors.

In the next section I discuss how universal
standards can arise from one's personal experience.

Vulnerabilities of Equality

One of the vulnerabilities of the equality
perspective is that one may assume that one's experience
is the universal standard by which all others experience
the world
Wiggins,

(Brown et al.,
1988).

1988; Gilligan,

For Donald,

1987; Gilligan &

his past experience created

the framework by which he interpreted the situation of
his present-day colleagues,

and provided the basis for

how he believed his colleagues should deal with the
issue.

He said,
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I understand where they're coining from
'cause I've been there [italics added]. .
. . I've seen both sides of it. I know
there are different options.
I know that
if you're a good physician and I know that
if you feel it's that important, there are
options.
I've been through that.
I chose
to leave something I thought was not
adequate for me, and I left and I was very
fortunate. . . . So, I understand where

they're coming from.
I understand that
there are different options [italics
added].

He continued with this advice for his colleagues,
juxtaposing his standard of a work ethic based on his own
experience with the business standard he spoke to
earlier:
You maximize your options by being part of
the team and working towards long-term
goals and not complaining about short-term
problems. . . I've always told everybody
that you want to keep all your options
open [business standard].... The key
issue is the work ethic [his personal
standard]. . . I'll bust my ass so that I
will make some money.
I'm going to take
good care of patients and I'm going to
work real hard and I realize that I will
be reimbursed for it.

As these last two sections show,

one way that the

physicians in this study framed the conflict over
compensation was by addressing the issue impartially and
rationally through universal standards or contractual
obligations. As the examples demonstrate,
from this perspective,

when framed

the issue becomes objectified,

rather than personalized,

subordinating relationships to
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the rules or universal standards put forth,
contractual obligations,

such as

business decisions,

or a

generalized work ethic.

Summary

This section provides evidence,
of the participants,
equality,

through the voices

that the relationship orientation of

described by Gilligan,

is a part of how these

physicians frame their perceptions of the conflict over
compensation in their organization.
suggests,

in this study,

the equality voice was

articulated in one of three ways:
scales;

As this section

as a balancing of

as an issue of disparity and inequity;

and,

as

an objective and impartial rendering of the situation.

These data indicate that, when the conflict over
compensation was expressed from a framework of equality,
the issue becomes one of fairness,

a search for justice,

or a means for maintaining standards and principles.
these data show,

As

the language of the organization -

maximize options,
work, work ethics,

gains and losses,

equal pay for equal

fulfilling contracts and obligations,

and creating fair systems and models - are also the
language associated with the equality orientation in
these interpretations.

As the previous sections have shown,

the voices of

attachment and equality were articulated in the
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narratives of the conflict over compensation in this
study.

In the next section,

I look at the interplay of

these voices spoken throughout these physicians'
narrations of this conflict.

The Interplay of the Orientations

As we have seen above,

the results of this study

demonstrate that the self relationship orientations of
both attachment and equality can be identified in how the
participants in this study framed their constructions of
the conflict over physician compensation in their
organization.
demonstrate,

In addition,

as this section will

the data indicate that there is a congruency

between the orientation used to frame the conflict or
specific aspects of the conflict,

and the narrator's

perceived stakes and aspirations for resolution.

The

data also suggest that an orientation of equality
predominates5 in the group's overall construction of the
narratives of this conflict situation and that the use of
either orientation is not gender-specific.

5
An orientation is said to predominate when it is
used more often in the text than the other orientation.
Although an orientation may predominate, that does not
mean that the individual adopts that orientation as her
or his own.
The individual may be reporting others'
views or what he or she believes is an "acceptable" view
of the issue (Brown et al. 1988).
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Articulation and Alignment of the Orientations

As shown in Table 4

(next page),

all seven

participants spontaneously6 articulated both orientations
in their narratives of this conflict,

regardless of

gender or position in the organization.

Two of the male

physicians aligned7 with equality in constructing their
narratives,

while two other participants

one female)

aligned with attachment.

participants

(one male and

The remaining three

(two males and one female)

aligned with both

voices in their construction of this conflict over
physician compensation.

The analysis of alignment by

organizational position

(i.e., management versus non¬

management physicians)

suggests that aligning with

attachment or both orientations was not dependent upon
one's position in the organization,

whereas aligning

6
By spontaneous, I mean that all of the
participants articulated both orientations without
prompting in the interview.

7

In the interpretive methodology used in this
study, the term "alignment” refers to an either implicit
or explicit ownership of a perspective which the self
adopts as its own (Brown et al. 1988).
In this study,
alignment means that the individual aligned more clearly
with that orientation over another in framing the issue
and his or her ideal resolution. It is important to
remind the reader that the process of deducing alignment
is an interpretive process conducted through the lens of
this researcher and her peer debriefers.
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TABLE 4
Articulation And Alignment Of Orientations By Gender And
Positional Power

Females
Males
(N=2)
(N=5)
Voices
nonmgt_mgt
nonmat
Both Articulated

2

41

Align Equality
Align Attachment
Align Both

0
1
1

20
10
11

Note:

Nonmgt = Non management; Mgt = Management
Management represented by 0 females/ 3 males.

solely with equality might,

in some way,

have been

related to positional power.

These data support the research of Johnston and
others

(Argyris,

Johnston,1989;

1989;

Gilligan and Attanucci,

Mellen;1989)

1988;

who have shown that

individuals construct and evaluate problems using both
the relationship orientations of equality and attachment,
regardless of gender.

Although the sample size is small,

the data also provide preliminary evidence to challenge
those who hypothesize that the voice of caring and
attachment is the voice of those who lack power and
status

(MacKinnon,

1982;

Weedon,

1987),

the management team used the care voice
depictions of this conflict,

since members of
in their

and the CEO aligned with

attachment in his description of this conflict situation.
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Managing the Voices

As

I analyzed the data using the interpretive

schema developed by Gilligan and her colleagues
reading for the voices of care and justice
interviews,

for

in clinical

I was struck by the richness and complexity

of the stories that emerged as I read each narrative
first with the
of equality.
individuals

lens of attachment and then with the
Through this process,

lens

I realized that the

in this study were using both of the

orientations of justice and care to understand and
evaluate different aspects of the conflict.

In those

narratives where the physician aligned with equality,
equality also predominated;

that is,

the

issues,

stakes

and ideal outcome were framed from an equality
perspective.

In those two situations,

used to describe non-conflict-specific

the care voice was
issues.

In those

narratives where the physicians aligned with attachment,
connection toward others was the core theme for the
individual's framing of the stakes and resolution,

even

though the voices of attachment as well as equality were
used to describe the issue itself.

In those narratives

where the

individuals aligned with both attachment and

equality,

it seemed as

different voices

if the narrators managed the

in an effort to understand different

aspects of the situation and construct the corresponding
aspects of their ideal resolution.
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Example of Alignment with Equality.

The following

example demonstrates how one physician used the equality
voice in framing the issue,
conflict,

outlining the stakes in the

and postulating his ideal outcome.

To him,

the

issue was solely one of inequity and contractual
obligations that could only be resolved through the
development of an objective model of physician
compensation.

When asked to describe the current issue

of physician compensation,

he responded:

There are different contracts for
different people who have marketable
different salaries. ... I don't think
it's fair that there are this type of
discrepancies, based on the fact that
there are a number of the university
physicians that actually work far harder
than their (sic) group.

To him, what was at stake in this situation was the
Center itself.

As his narrative demonstrates,

his belief

was that the Center might become divided if the higher
paid physicians were forced to take a pay cut.
same time,

the Center,

without their doing so.

in his mind,

At the

could not function

He explained,

I have concerns about where the future is.
... I think it will be very hard to
change what they [the private practice
physicians] have without them leaving or
wanting to leave. If you don't change it .
. . you probably will never have a group
of people who are satisfied with what they
are doing.

As the following excerpt illustrates,

this

physician sees the problem impacting not only those who
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are presently employed at the Center but also those who
may be recruited in the future.

He continued:

[The discrepancy] will become more of a
barrier if you hire people at the lower
range and the people know there are these
people making the higher range.
They will
come in . . . develop their talents, and
be dissatisfied because of income. . .So,
you will either get them, or lose them, or
you won't get them to start with. . . .
We'll have two camps until it's resolved.

His solution is to develop "a system so that
everybody is working under the same rules"

in order to

balance the scales of justice relative to the salary
discrepancies and,
physicians.

thereby,

create a unified team of

He elaborated in this way:

If everybody was making a hundred thousand
dollars, everybody would be either happy
or dissatisfied.
When you have the haves
and have-nots, and there's no difference
between the haves and the have-nots except
the money, I think that's the problem. [In
the old university system] everybody was
egually dissatisfied with making not
enough money . . . but everybody was at
the same level.
And, there was that team
feeling of loss, as opposed to "I'm doing
better than you are". . . Which is the
break of the team.

Example of Alignment with Attachment.
example,

Anne,

In the next

one of the university physicians,

both voices in describing the issue,

used

even though

attachment was the central tenet for her actions and
ideal outcome.
justice.

Initially,

she framed the issue as one of

She said.
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The two issues, I think, [are], number
one: they're making more money than we
are. . . The second thing is what about
bonuses?
Is that fair?
And, another
issue is, well, do they pay women less?. .
. . There's no doubt - it's still the old
boys.

Although the issue initially appeared to be one of
inequity,

as her narrative evolved,

Anne's description of

the conflict began to reflect the perspective of
attachment.

To her introductory points of inequity,

she

added the dimensions of connection as integral to her
construction of the situation.

What unfolded was her

dissatisfaction over a compensation system that did not
value her work within the team of services provided.
Analyzed more closely,

the issue became one of her

dissatisfaction over what she saw as her lack of
inclusion in decision-making in the organization,

and the

lack of acknowledgement for the work that she did as
integral to the whole.

She continued in her description,

There's not a lot of money [high billings]
in what I do. . . Nevertheless, it's an
important part of patient care . . . and
of what makes our team go. . . .On the
other hand, I don't have input. . . . It's
sort of like a black box. You never know
what's going to happen.

For this physician, what was at stake was her and
her colleague's commitment and, hence,
organization.

connection to the

She expressed it this way,

[If we dealt with this issue] I think that
people might have a positive feeling about
the organization, invest in it mentally .
. .have more spirit in the organization. .
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.
I wouldn't say that my spirit is
totally committed to the organization.
Eighty percent maybe.
But, my spirit is
not fully invested, so to speak. . .
I
think, in that sense, people would feel
more a part of the whole if they felt they
were taken seriously.

Unlike Jed,

who saw the solution to this conflict

as instituting an objective compensation model,

Anne's

ideal outcome was framed within a perspective of
attachment.

Her ideal solution was,

To have a meeting of the entire group.
And, say that there's dissatisfaction in
the group over salaries ...
We need to
create peace in the land by bringing the
group together to talk it out.

At the same time that Anne saw the need to deal
with this conflict confronting the organization,

she was

reluctant to take the initiative to surface the issue.
When asked what actions or steps she had taken relative
to her dissatisfaction with her own compensation,

she

responded,
I think in a few years we'll see more
equity. ... I do not think we should
make a scene about it by any means. . . .
You know, it's not so bad. ... I feel
that I should make more money, but, I
mean, I'm not being paid so abysmally that
I go to bed at night angry. . . and, I
think the organization's in its formative
stages.
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Example of Alignment with Both Orientations.
Unlike Anne, who constructed the conflict over
physician compensation from the perspective of care,

Fran

constructed the issue using both the care and justice
voices,

seemingly aligning with each as she related her

story.

When asked to describe the issue in her terms,

Fran

framed the conflict over physician compensation as one of
equality.

She said,
[It's] about how uniformly people are paid
[and] why ... my income [is] so low
compared to my billings. ... I think
about it in terms of being fair.

From this perspective,

she also framed a resolution

around a notion of creating equity with a moral
imperative based on social trends in medicine.

She said,

I think that [salaries] ha[ve] to
equilibrate over the course of time. . . .
If those are good people that are doing a
good job, you can hardly expect them to
take huge pay cuts.
But, you know what's
happening in medicine today.
Everybody's
going to be takin' pay cuts.
So, I think,
I don't expect them to take huge pay cuts,
but I would expect that some trend
downward would be reasonable.

In another section of her narrative,
earlier in this chapter,
again.

described

Fran reintroduced the issue

This time the issue was framed as her lack of

voice or inclusion in the organization.

She deliberated,

I feel somewhat dissatisfied, probably as
much because I don't understand or don't
154

know the information, you see.
I think
knowing the information might make it a
little easier to understand.

To resolve this aspect of the conflict,

she

suggested that those in charge should "reveal more of the
management aspects to the group at large.

.

.

.

have more

input by all of the physicians".

Summary.

In each of the narratives,

there appears

to be congruency between how the issue was framed and the
ideal resolution described.

When the conflict was

positioned as one of equal pay for equal work,

the

resolution promoted was to develop a fair model for
compensation.

When the issue was described as a

contractual obligation,

the outcome was to provide due

process relative to that contractual obligation.

And,

when the discrepancy was positioned as reflecting unjust
negotiations in the merger itself,

the resolution was to

equilibrate salaries through a pay cut of the higher paid
group.

Likewise,

the issue and the ideal outcome were also

constructed from the attachment orientation.

When the

issue was described as symptomatic of a lack of respect
for the interdependencies in the group,

the outcome

desired was for compensation reflecting that
collaboration.

And, when the issue described was a lack
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of voice and participation,

the resolution promoted was

to institute ways to involve,

listen and solicit ideas

from all physicians.

Summary

This section provides evidence that suggests that
one way that the individuals in this study construct and
evaluate the conflict over physician compensation is
through their constructions of self and relationship,

and

that there is congruency in how they frame the issue and
their aspirations for resolution.

When the issue was

framed as one of inequity or power discrepancy,

the

individuals seemed to seek an objective model for
remedying the situation.

When the issue was framed as

one of concern for others or lack of appreciation and
participation,

the individuals sought resolution that

included opportunities for institutionalizing voice and
participation in the organization.

The data also show that the use of both
orientations is not gender specific in discussions of
this organizational conflict.

At the same time,

the data

reveal that the equality orientation predominated in the
physicians'

narratives.

Since all the physicians

initially framed the issue from an orientation of
equality,

regardless of which orientation they aligned

with in their narration,

the predominance of the equality
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orientation in this study may indicate that the equality
perspective is more easily utilized in the context of a
business setting,

or that the issue itself

- a conflict

over inequity in salary - is one that is most commonly
constructed from an equality perspective.

Knowing/ Not Knowing in the Construction of Conflict

As I described in the methodology section,

one of

my aims in this research was to explore how the
participants in this study come to identify an issue as
conflictual.

One of the themes that continued to recur

throughout these physicians' narrations of the conflict
over compensation was the notion of not knowing as a
significant element in the creation of a dispute.
the interviews,

During

as I began to hear this recurring theme,

I initially equated it with a construct belonging to the
non-management team physicians,

that is,

to those members

of the organization who are not necessarily "in the know"
regarding significant numbers of management decisions.
However,

as the interviews progressed, what I discovered

was that this construct was spoken by the management team
physicians as well.

For the management team physicians

not knowing was expressed,

not in their depictions of

this conflict over physician compensation,

but rather,

their depictions of other conflict situations
157

-

in

situations in which they were not in the know - that they
described.

What seemed to emerge,

the physicians in this study,

then, was that,

for

not knowing was a critical

part of creating what they perceive as conflict.

At the outset of each of the interviews,

I was

careful to not predefine the issue over physician
compensation as a conflict in the organization.
later in each interview,

However,

I asked each participant if they

saw this situation as a conflict,

and what,

for them,

created a conflict in an organizational setting.

Fran,

one of the non-management team physicians responded:

I think whenever there is an unknown issue
- J mean, that there are unknown aspects
of an issue, it is a potential conflict
[italics added].
Unless, you know, those
unknowns can be erased.
I mean, I think
people, knowing what the situation is and
understanding it, goes a long way to
resolving potential conflicts.

Another non-management team physician responded
similarly.

Conflict occurs,

he said,

[When issues are not] open and clear. . .
It can easily result in friction, if it
[isn't] open and we know exactly where we
were. ... So your imagination can
wonder, surmise . . . it's coupled with
some degree of suspicion.

Lew,

one of the management team physicians,

initially described the conflict over physician
compensation from what he presumed to be the perspective
of his university colleagues.
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He said,

"I think some

people are very jealous and they're uncomfortable with

not knowing"

[italics added].

As someone who was privy

to the status of physician compensation in the
organization as well as has more potential decision¬
making power regarding that issue,
describe what,
issue.

for him,

he then went on to

was the conflict around this

He continued,
What's a conflict to me is the upcoming
compensation model . . . and the

uncertainty of it... .
My conflict is
that someone imposing a structure that I
don't really know about [italics added];
it's not there yet;
it's not developed.
And, will this negatively impact me?

He then described what he saw as the significant
conflict facing the organization at this time.

He said,

I think the biggest issue is - there are
too many things going on for which no one
really knows what's happening [itlaics
added]. . . . [The hospital] in its wisdom
of keeping us uninformed . . . breaks
everything into little chunks and deals
with each little chunk so that no one
really knows what the picture is. . . .
And, it's often by accident that [we] . .
find out about [it]. . . . I find that
extremely frustrating.

For Donald,

not knowing,

was the reason that he

left his former university position.

He described the

situation as follows:
[This hospital's] past history was very
much like [my former]. . . I don't think I
ever really billed for anything except for
what I did in the cath lab. . . There was
never any accounting for my time or my
effort or my expertise.
I sort of seemed
to float from place to place . . .and
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there I was on
did, but I was
And, you (sic)
Like I have no

staff.
Now, maybe my boss
never really aware of it.
felt sort of helpless . . .
say in it.

He continued,
Nobody had any great concerns about my
needs or what I think is important.
And,
I was never really asked about it.
And,
when I brought it up, I was told it was
not discussed.
So, I left. . . . There
are things I'm not going to do again, and
one of them is to be back in that
situation.I'm not going to put

myself through that uncertainty again.
want to know what's happening [italics

I

added].

As these data suggest,

not knowing seems to be an

important factor for creating conflict for professionals
in an organizational setting.
physicians

The data show that the

in this study spontaneously spoke about the

concept of not knowing in their constructions of the
conflict over physician compensation as well as
conflictual

in other

situations within their organization.

of the elements

If one

in creating a conflict situation in an

organization is secrecy around an issue,

then these data

may suggest that knowing - providing information - may
help to diffuse or resolve conflictual situations.

Summary

The purpose of this study was to explore whether
and how the self relationship orientations of attachment
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and equality described by Carol Gilligan and her
colleagues

in their research on moral dilemmas are

identifiable

in a new domain -

of organizational conflict.
through

in-depth elite

individual's constructions

The data were gathered

interviews with seven physicians

who are currently engaged in a conflict over physician
compensation in their organization.

The data were

analyzed using the interpretive methodology developed by
Gilligan and others for identifying the voices of care
and justice

in narratives of moral conflict adapted for

the purposes of this study.

The findings of this study strongly support the
extension of Gilligan's theory into the domain of
organizational conflict.

The data revealed that both

relationship orientations were expressed by each
individual,

regardless of gender or their position in the

organization,

in their narratives of this conflict

their organization.

The data also suggest that an

individual's orientation of self
others

in

in relationship to

influences their construction of a conflict

situation and their aspirations for resolution,
self seems to manage the two voices,

and that

choosing which voice

to use to understand different facets of the

issue and

constructing a solution that seems to mediate between
them.
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The results of this study showed that an
individual's construction of a conflict relative to their
desire for connection with others was articulated in one
of five ways:

as a desire for input or voice in the

organization;

as responsibility or caring for others;

as a view of oneself and one's work interdependent with
others;

as a desire for maintaining relationships;

as self-sacrifice or a qualifying of one's voice.
other hand,

and,

On the

a separate self constructed the conflict in

one of three ways:
the scales;

and,

as a weighing of evidence or balancing

as impartial or objectified considerations;

as inequity of power,

position and money.

Based on the findings of this study,

it appears

that context is critical to the framing of conflict in an
organizational setting.

The factors that influence

context are prior personal and organizational experiences
as well as gender roles which individuals seem to overlay
onto their constructions of a dispute.

Because of this,

what results is a complex narrative of an organizational
conflict which mirrors each individual author,

rather

than a single context which reflects the particular
organizational setting in which the conflict occurs.

Also noteworthy in these results is the concept of

not knowing in the construction of conflict.
professionals,

For these

not knowing was the recurring theme that

emerged in their depictions of organizational conflict as
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well as in their definitions of conflict in an
organizational setting.

The findings of this study also suggest that gender
may play a part not only in context but also in behavior
relative to a conflict in an organization setting.
the women physicians in this study,

For

their perception of

this conflict was framed within the context of their
perceived status as women in the workforce.

In addition,

these women seemed to be more vulnerable to issues of
self-sacrifice and the use of qualifiers particularly in
relation to expressing their concerns or needs in this
conflict situation.

In the next chapter,

I explore the implication and

significance of these findings to the theory and practice
of conflict intervention.
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CHAPTER V
SUMMARY AND DISCUSSION

Introduction

This chapter reviews the major findings of this
study.

It presents a summary of the results and

discusses the implications and questions raised from this
research to Gilligan's theory,

organizational conflict

theory and the practice of conflict intervention.
Following this discussion,

suggestions for further study

are presented.

Manor Findings of the Research

The intent of this study was to be exploratory and
descriptive - to explore whether and how the self
relationship orientations of equality and attachment
originally described by Gilligan

(1982;

1988)

in her

research on moral development are identifiable in a new
domain,

that of organizational conflict.

In addition,

this research was designed to produce a rich account of a
conflict situation presented through the perspectives of
a group of professionals currently engaged in a conflict
in their organization,

and to explore how this conflict

is portrayed when analyzed through the lenses of
attachment and equality.
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The results of this study strongly support the
extension of Gilligan's theory into the domain of
organizational conflict.

The articulation of both

orientations by each participant supports Gilligan's
thesis that the self-relationship orientations of
attachment and equality are prevalent in constructions of
self and relationship beyond the realm of moral decision¬
making.

In addition,

the results suggest that an

individual's orientation of self in relationship to
others influences how he or she constructs a conflict and
what he or she desires as resolution.

The highlights of this study can be summarized
according to the themes by which they have been reported
in Chapter IV:

1.

the importance of context to the

framing of a conflict;

2.

this conflict when viewed from

the orientation of attachment;

3.

this conflict when

viewed from an orientation of equality;
between the voices;

and,

5.

4.

the dynamic

the importance of not-

knowing in creating organizational conflict.

The key

factors influencing the construction of conflict
presented in this study are summarized in Table 5
page).
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(next

TABLE 5

A Synopsis Of Key Factors Impacting Conflict Frames

Key Factors

How Expressed

Context

personal
organizational
gender roles

Attachment
Orientation

participation
caring
interdependencies
maintaining
relationships
self sacrifice

Equality

equity-inequity
balancing scales
objectivity
universal standards

This research shows that context is critical to
understanding how an individual frames a conflict
situation.

The factors that influence context are prior

personal and organizational experiences as well as gender
roles which individuals seem to use as a template for
framing their stories of a dispute.
was individually formulated,
respective author,

Because the context

each story mirrored its

rather than reflecting the

organization as the only contextual element for grounding
the stories.

At the same time,

these contextual stories

provided a key to understanding how the participants
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framed their respective narratives of this conflict
situation.

When viewed through the lens of attachment,

the

conflict over compensation was depicted in one of four
ways:

as a desire for input in the organization;

caring for others;
with others;

and,

as

as a view of oneself interdependent
as a desire for maintaining

friendships and relationships with colleagues.

The

vulnerabilities reflective of an orientation towards
connection with others which surfaced in these stories
were a sacrificing of one's concerns for the good of the
organization,

and a discrediting of personal concerns by

qualifying one's statements.

On the other hand,

this conflict was also framed

from an orientation of self as separate and autonomous.
When viewed through a lens of equality,
became an issue of fairness,

the conflict

a search for justice,

means for maintaining standards and principles.

or a

The

traditional language of business - maximizing options,
gains and losses,

fulfilling contracts and obligations,

and equal pay for equal work - was associated with the
views of conflict from this orientation.

Although both orientations of attachment and
equality were used by individuals in constructing their
narratives of this conflict situation,
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an orientation of

equality predominated.

This may reflect the type of

conflict that was being explored - an inequity in the
allocation of compensation.

It may also reflect a bias

in organizations for legitimizing concerns of autonomy,
independence and objectivity - the essence of the
equality orientation,

and a devaluing of concerns of

attachment in an organizational context.

At the same time, what is noteworthy is that
although equality predominated,

individuals aligned with

both voices regardless of gender or their position in the
organization.

The results also indicate that there is a

congruency between the orientation used to frame the
conflict or specific aspects of the conflict and the
narrator's perceived stakes and aspirations for
resolution.

Also significant is the concept of not knowing in
the construction of conflict.
this study,

For the professionals in

not knowing was the recurring theme that

emerged throughout their stories and in their definitions
of what creates conflict in an organizational setting.

When I embarked upon this study,

I expected that my

analysis would show that each individual would frame this
conflict from either an orientation of attachment or an
orientation of equality.

Instead,

what I discovered was

that this issue was more complex than that.
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This study

revealed that this conflict was grounded in the context
of the organization as well as that of individual
experiences.

It showed that this substantive conflict

over pay was symbolic of issues of equality,
share and being recognized,
one's rewards,

doing one's

paying one's dues and reaping

and having a voice and feeling respected.

It was about maintaining friendships and relationships
with colleagues,

about loyalties and responsibilities,

about success of an organizational vision,
successes and personal sacrifices.
through the lens of equality,
surfaced;

personal

When analyzed

concerns of equality

when that same story was read through a lens

of attachment,

concerns of connection were raised.

the individuals unraveled their stories,

As

it appeared that

they were managing the orientations in an effort to
understand different aspects of the story and mediating
between these different concerns in the stories that they
told.

In essence, what I discovered was that the issue

itself and the dynamic between the orientations is a
complex phenomenon,

the richness of which is worthy of

continued study and analysis.

The next section discusses the implications of this
research to theory and practice.
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Implications and Questions Raised from this Study

Introduction

This research has implications in the following
areas:

Gilligan's theory,

organization conflict theory,

and intervention into organizational conflict.

The

following section discusses how this study contributes to
each of these domains.

Contributions To Gilligan's Theory

This study contributes in three ways to the on¬
going effort to extend and refine Gilligan's theory.
First,

it examines the extension of the theory into the

domain of organizational conflict;

second,

the dynamics between the orientations;

it explores

and third,

it

examines the relationship between orientation and gender
and power.

As stated above,

this research strongly supports

the extension of Gilligan's theory into the realm of
organizational conflict.

The spontaneous articulation of

both orientations of attachment and equality in all of
the narratives of this conflict situation suggest that
one way that individuals construct their notions of
conflict in an organizational setting is through their
views of themselves in relationship to others.
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This research also supports Gilligan's hypothesis
that all relationships can be conceived of from the
perspectives of both orientations,

and that individuals

know and are able to use both orientations
1988) .

At the same time,

predominated,

(Johnston,

since the equality orientation

and yet over half of the participants

aligned with attachment,

these outcomes also support

Gilligan's contention that a lack of acknowledgement of
the care voice results in an incomplete picture of how
individuals frame conflictual situations.

A basic tenet of Gilligan's theory is that an
individual's orientation of self in relation to others
influences how he or she frames a problem and
correspondingly how he or she makes decision regarding
that problem.

This study supports the contention that

there is a connection between the orientation that an
individual uses for framing the conflict or an aspect of
the conflict and what he or she desires for resolution.
The study also suggests that individuals use both
orientations to understand different aspects of a
conflict.

The interplay between the voices demonstrated

in this study supports Gilligan,

Rogers and Brown's

hypothesis that individuals mediate between the
orientations in an on-going effort to understand and
solve a problem

(1990).
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The results of this study also raise

interesting

questions about gender and power relative to the
orientations of attachment and equality.
show,

As the data

both women and men use both orientations

framing this conflict over compensation.

in their

Likewise,

the

results suggest that alignment with either orientation is
not gender-specific.

These results may reflect a bias of

a group of professionals whose work centers around care
in a therapeutic context.

Further research is

recommended that explores whether professional training
influences an individual's propensity to approach
problems through orientations of attachment or equality.

These results also suggest that the use of both
orientations

is not related to positional power in an

organizational setting.

Both orientations were

articulated by all participants regardless of their
positions

in the organization.

At the same time,

the

CEO's alignment with the attachment orientation implies
that attachment is not the voice of the underprivileged
as has been suggested.

In fact,

it may be that high

status enables the voicing of a perspective that is
customarily not valued in an organization and therefore
must be kept

in check until one's ranking is secure

enough to expose it.

It would be interesting to explore
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further whether those in high positions in organizations
use the care voice more than those in less empowered
positions in organizations.

Contributions to Conflict Theory

This study contributes to both the theory of
organizational conflict and our methods for researching
conflict in organizations.

The use of both the attachment and equality
orientations by the participants in their framing of the
conflict and in their reflections on how to resolve the
issue suggests that an individual's view of self in
relationship to others is a new dimension to be added to
understanding conflict in organizations.

This is

important in three ways.

First,
justice,

by addressing issues of care as well as

it adds to the work of those who are attempting

to create a more inclusive view of disputing.

As I

stated in the literature review of this dissertation,
there are a number of conflict researchers who challenge
that conflict theory predominantly portrays a rational,
formal and objective view of disputing,

and in so doing,

provides a theory premised on factors associated with the
equality orientation.

By utilizing a framework and

methodology aimed at including a bias towards concerns
customarily associated with connection with others as
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well as autonomy,

this study has shown that concerns of

attachment are as much a part of how these highly trained
professionals make sense of a conflict situation in their
organization as are their concerns for issues of
equality.

Since these results support the contention

that organizational conflict theory has provided a one¬
sided look at the issue of conflict,

this research also

suggests that further inquiry is warranted to continue to
explore this lesser understood dimension of conflict in
organizations.

Adding relationship orientations to our
understanding of organizational conflict is also
important because it provides us with a new lens for
addressing concerns associated with care and connection
in organization conflict.
connection and

In conflict theory,

issues of

caring are often associated with the

emotional side of a conflict situation,

a psychological

state generally assumed to arise out of conflict
dynamics.

This new analytical framework of relationship

orientations provides a way for issues of attachment to
be broadened beyond a view of emotions and hence,
peripheral to substantive issues,

into a focus that

places these concerns as part of an individual's
construction and understanding of conflict.

Because

these orientations are reflected in the language that
individuals use to describe a conflict situation,
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the

language of attachment and equality may also provide a
window to understanding perceptions and values that
individuals hold that shape their understanding of a
conflict situation.

Using Gilligan's framework also adds a relational
way of examining conflict in organizations,

rather than a

behaviorist or individualistic way of approaching
conflict dynamics.

Because views of self in relationship

change through interaction with others
& Brown,

1990),

(Gilligan,

Rogers

this framework may provide a way to

address conflict as transformations and changes in
relationships.

Transcending the more traditional linear

focus of cause and effect of conflict in organizations
may begin to help to open new ways for thinking about
conflict and provide a theoretical foundation for
creating models that describe how learning from or
enhancing capacity to deal with conflict occurs.

This study presented a view of conflict in
organizations from the perspectives of those engaged in
that conflict.

In so doing,

the study has not only

offered a new lens of self relationship orientations for
assessing organizational conflict,

but it has also

presented a view of context and a definition of conflict
that helps to enrich our understanding of disputing in
organizations.

Since listening to the voices of those

engaged in conflict were critical to these findings,
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this

research speaks to the need to continue to explore
conflict in organizations through more interpretive
methodologies.

Contributions to Practice

This study poses several implications to the
practice of intervening in conflict in organizations.
First,

because the orientations of equality and

attachment can be identified by listening to the language
that individuals use when talking about conflict,

it

provides a tool for understanding how those engaged in
conflict make sense of the situation and what they seek
for resolution.

Like tell-tails on a sailboat that

indicate wind direction,

self-relationship orientations

provide information on an individual's perceptions and
values which can help to steer the course for creating a
satisfactory resolution to a conflict situation.

A collaborative approach to intervention into
conflict is dependent upon the disputing parties'

ability

to reformulate their interpretations of the problem as
they ”come to appreciate alternative interpretations"
(Gray,

1985,

p.

25).

Since individuals have access to

using both self relationship orientations,

this framework

may provide a tool to help those engaged in conflict
become aware of and reflect on their orientation to the
problem,

and to shift frames in order to understand the
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other's perspectives.

By helping to provide an

alternative lens for assessing the issue,

the

interventionist may help to increase a disputant's
imagination for learning from the issue as well as for
creatively solving the problem.

This framework has implications for the
interventionist's self learning as well.

Practitioners

select interventions based on their visions of a healthy
organization or healthy relationships.

This framework

provides a tool for the practitioner to reflect upon his
or her own tendency to align with either an orientation
toward equality or an orientation toward attachment as a
vision of health.

It was through my experience in

interviewing the participants in this study that I found
that probing for concerns of attachment was more
difficult than probing for concerns of equality.

This

suggests that this analytical framework provides a means
for the interventionist to become aware of her biases,
and to learn to probe for an alternative view.
doing,

In so

practitioners may better understand not only their

visions of health underlying their modes of practice,

but

also become better able to understand their clients'
needs,

and thereby expand their repertoire for providing

alternative constructions for intervening in
organizational conflict.
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The findings of this research speak to the
importance of context in a conflict situation and the
need to attend to issues beyond the apparent
organizational setting in designing interventions into
conflict.

At the same time,

these results also suggest

that context may provide a window for understanding how
an individual frames an issue of conflict in an
organizational setting and for creating interventions
that speak to the specific needs of individual clients.

Questions for Further Study

The purpose of this study was to explore extending
Gilligan's theory on moral development into a new domain,
that of organizational conflict,

and to highlight how the

self relationship orientations of attachment and equality
inform an individual's constructions of conflict and
desired outcomes for resolution.
study,

The findings of this

along with the review of the literature,

leads to

several recommendations for further study.

First,

this research should be conducted with other

types of organizations where caring for others is not the
central theme of the work focus in order to better
understand if this theory can be extended into a variety
of organizational domains.
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Similarly,

since the conflict examined in this

research can be likened to a moral issue in that it poses
a tension between what is and what could be through a
situation that impacts people's lives

(Mellen,

1989) ,

further research is needed to determine if individuals
use these orientations in other types of conflicts in the
workplace.

This study has reported how professionals engaged
in a conflict describe that situation and what they
desire as a satisfactory solution.

Further study should

be conducted to broaden understanding of conflict among
other types of professionals.

At the same time,

further

study should be conducted to research whether these
findings are reflective of conflict among non¬
professionals,

or conflict in superior-subordinate

relationships,

and in professional and non-professional

relationships made up of different age groups and
cultural backgrounds.

Research is needed that explores whether reframing
from an alternative orientation of attachment or equality
does help individuals to increase their imaginations for
resolving conflict and therby facilitates the creation of
satisfactory solutions.

Since this inquiry focused on individual's
perceptions and desires for resolution,
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additional

research should be conducted that attends not only to how
these self relationship orientations influence an
individual's descriptions of conflict but also their
actions in a conflict situation.

This research supports the effort to continue to
study organizational conflict through the disputant's
perspectives and to the need to continue to explore
conflictual situations as defined by those involved in
order to development a more inclusive understanding of
organizational conflict.

This research provided a snapshot of a conflict in
an organizational setting.

Further research that follows

the evolution of a conflict analyzed through the lenses
of attachment and eguality could help to identify the
transformations that occur in conflicts in an
organizational setting.

Finally,

this research has explored utilizing an

investigative methodology aimed at understanding a
specific organizational phenomenon through a framework of
equality and attachment,

and in so doing,

has provided

evidence that assists in developing a more inclusive and
less androcentric theory of organizational conflict.
This methodology may likewise be useful in helping to
understanding other organizational phenomena.
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APPENDIX A
LETTER REQUESTING ACCESS TO THE SITE

March 5,

1992

Jason,
I hope your trip to the races was fun and productive.
Thanks for introducing me to Stephanie;
it will be fun
to explore whether her organization might benefit from my
services as well.
I just spoke with Jed regarding conducting my research at
the Center.
Like you, he was amenable and enthusiastic
about my doing the research on the compensation issue.
I
really do appreciate your support of my endeavor.
Jed suggested that you might want to announce to the
physicians that I will be doing some interviews during
April and May and that you would like them to cooperate
in this research.
I am planning to contact them in the
near future to set the interviews up.
My research will consist of one or two in depth
interviews lasting approximately 1 1/2 hours. I will be
selecting the participants and the interviews will remain
confidential. My area of interest is in organizational
conflict, particularly in how individuals understand or
make sense of difficult situations that they are involved
in.
How much detail you want to give to them is up to
you;
I am planning to explain my intent and expectations
to those individuals that I solicit for the research
project.
Thanks again for your support.
I'll be back at the
Center March 16-19 and March 31-April 1.
If you want to
schedule the cath committee during my visit, you can
check with Gay for my schedule.
In the meantime, I will
doublecheck my meeting with Roger on the 16th.
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APPENDIX B
CEO'S LETTER ANNOUNCING THE STUDY TO THE CENTER

March 20,

1992

MEMORANDUM FOR:
FROM:

All Center Physicians

Jason Doctor,

SUBJECT:

M.

D.

Denise Cormier - Research Project

During the next couple of months, Denise Cormier may be
calling some of you to be a participant in a research
project she is conducting.
Her research will entail one
or two interviews with the Center physicians.
The
interviews will take approximately 1 1/2 hours each and
the information from them will be kept confidential.
Your participation in this research project is voluntary;
however, I would appreciate your willingness to assist in
this endeavor.
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APPENDIX C
PARTICIPANT CONSENT FORM

A Case Study into Perceptions of Organizational Conflict

I,

_,

agree to

participate in a research study on professional's concept
and perceptions of organizational conflict.

I understand

and agree that this interview will be audio recorded and
transcribed,
me.

and that the transcript will be shared with

The interview,

confidential,

audiotape,

and transcript will be

and contributions that I make toward this

research will be presented in a manner that will afford
me,

my institution,

and other individuals mentioned

anonymity.

Participant

Researcher

Date
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APPENDIX D
ARGYRIS'

INTERVIEW GUIDE1

All people have had the experience of being in a
situation where they had to make a decision, but weren't
sure of what they should do.
Would you describe a
situation when you faced a moral conflict and you had to
make a decision, but weren't sure what you should do?
What was the situation?
elaboration).

(Be sure to get full

What was the conflict for you in that situation?
it a conflict?

Why was

In thinking about what to do, what did you consider? Why?
Anything else you considered?
What did you decide to do?

What happened?

Were there things others did that helped you in this
dilemma?
Were there things that others did that hindered you?
Do you think it was the right thing to do?

Why? Why not?

What was at stake for you in this dilemma?
What was at
stake for others?
In general, what was at stake?
How did you feel about it? How did you feel about
the other(s) involved?
Is there another way to see the problem
way you describe it)?
When you think back over the conflict,
learned anything from it?

(other than the

do you think you

Do you consider the situation you describe a moral
problem? Why? Why not?
What makes something moral problem for you?

1 Argyris,

1989 pp.27-29.

it for

APPENDIX E
INTERVIEW GUIDE FOR THIS STUDY

In the assessment that I conducted at the Center last
September, a large number of physicians mentioned
physician compensation as a critical problem in the
organization.
I would like to discuss this issue with
you in more detail.

How would you describe the physician compensation
How do you see it?
(Get full elaboration.)
How do you feel about it?
How do you feel about it relative to the other
physicians?

What do you feel
For yourself?
For others?

issue?

is at stake in this situation?
Why?
Why?

What do you think should be considered in resolving this
issue?
If you were in charge, how would you resolve it?
What would you take into account?
Are there other outcomes to this situation?
What do you think would be the best resolution?

Are there other ways to see this issue?
What's at stake now?
What would be a resolution to the problem from this
perspective?

What resolution do you feel

is best?

Why?

Have you taken any action toward resolving this
Why?
Why not?

issue?

Do you consider this issue to be a conflict in the
organization?
Why?
Why not?
What makes something a conflict?
What other types of issues do you consider conflictual
in this organization?
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APPENDIX F
SUMMARY WORKSHEET

I.

First Reading - Understanding the Narrative
Note all conflicts in the interview with page
numbers

II.

Second Reading - Self
Self in Conflict - Describe the first complete
conflict.
Self in Action Questions:
How does Self choose in the conflict?
What is Self describing him/herself as saying or
doing?
What is self thinking, considering or feeling?
Self in Relationship Questions:
What is the organizing frame for the relatioship(s)
described in the conflict?
What is at stake for self?
Summary Interpretation - Reading For Self

III.

Third Reading - Care/Attachment
Is the care voice articulated? Evidence for care
voice?
How would you characterize the care voice?
What constitutes care in this conflict?
Does the self align with care? How?
Summary Interpretation - Care Voice

IV.

Fourth Reading - Justice/Equality
Is the justice voice articulated? Evidence for
justice voice?
How would you characterize the justice voice?
What constitutes justice in this conflict?
Does the self align with justice? How?
Summary Interpretation - Justice Voice

V.

Overall Summary - Justice and Care
How would you characterize the relationship between
justice and care?
Does the self align with both justice and care?
How?
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