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accelerate the emergence of third-party consultation as an integral part of 
organizational development programs. Also, the insight gained by analyz­
ing the constructive influences of third parties can be used by conflict 
principals themselves who want to break out of the conflict pattern. 

More than intellectual understanding will be required, however. The 
effective use of the knowledge contained in this book depends upon a 
personal capacity to be open and confronting in human encounters when 
the situation calls for it. This is the quality that our child-rearing and other 
socialization processes have promoted in some, but not most, people. 
Many organizational development programs in business, government, and 
education, however, are currently operating to develop the interpersonal 
skills and to create the interpersonal climate conducive to the type of 
conflict resolution methodology treated here. 

Research for this volume was supported by the Advanced Research 
Projects Agency of the Department of Defense and was monitored by the 
Air Force Office of Scientific Research under Contract No. 
F44620-69-C-0040. Administrative support was provided by the Division 
of Research, Harvard Graduate School of Business Administration. Need­
less to say I greatly appreciate the support of these institutions. 

I am indebted to the principals in the several conflict episodes 
reported here—in which I participated as the third-party consultant—for 
they subsequently assisted and encouraged me to first document, and then 
derive the lessons from, these practical ventures in conflict resolution. 

1 am grateful for the reactions and advice of colleagues who read the 
manuscript at various stages, including Peter Block, Samuel Culbert, Edgar 
Schein, John Sherwood, and Leonard Solomon. Also, my thanks to Frida 
Pomerantz who commented helpfully on the manuscript and managed it 
through its various drafts. 

Boston, Massachusetts 
January 1969 

R.E.W. 



CONTENTS 

1 Introduction I 
Interpersonal conflict in organizations 2 
Third-party role in interpersonal conflict 3 
The concept of conflict management 5 
A preliminary comment on the three case histories 7 
The learning strategy: Coupling the roles of researcher 

and practitioner 
On the generality of the theory 11 
Plan of the report 13 

2 Bill—Lloyd: Negotiating a Relationship 15 
Background to the confrontation between Bill and Lloyd 15 
The confrontation meeting 19 
Post-confrontation reactions and developments 24 
Conclusion 26 

3 Mack—Sy: Confronting a Deeply Felt Conflict 27 
Background to the confrontation between Sy and Mack 28 
Interview with Mack 32 
Interview with S y 33 
Meeting after work: trying to get the issues joined 36 
Staff meeting: The confrontation 38 
Sy's outburst and the interchanges which followed 39 
Rest and recuperation and repair of third party's relationship 

to Mack 41 
Touching bases before departure 43 
Further developments: eventually an improvement 44 
Reconciliation 45 

4 Fred—Charles: Searching for an Accommodation 49 
Background to the confrontation between Charles and Fred 49 
Confrontation: Differentiation phase 59 
Continuing the dialogue for new insights 65 
Analyzing the ongoing process 65 
Outcomes from the confrontation 69 

vii 



viii CONTENTS 

5 Diagnostic Model of Interpersonal Conflict 71 

Cyclical and dynamic nature of interpersonal conflict 71 
Interpersonal conflict: Substantive and emotional issues 73 
Triggering events: Penetrating barriers to action 75 
Conflict tactics, resolution overtures and their consequences 79 
Proliferation tendencies 84 
Implication of the model for conflict management 88 

6 Confrontations and Strategic Third-Party Functions 94 
Interpersonal confrontation 95 
Synchronizing confrontation efforts 101 
Pacing the differentiation and integration phases of the dialogue 105 
Promoting norms, adding reassurance, and employing skills that 

favor openness 107 
Enhancing the reliability of communicative signs 108 
Maintaining a productive level of tension î 11 
Summary 115 

7 Third-party Interventions and Tactical Choices 116 
Preliminary interviewing 116 
Structuring the context for the confrontation 117 
Interventions that facilitate the dialogue process 121 
PLanning for future dialogue 127 
Summary 129 

8 Third-Party Attributes 131 
Establishing and maintaining appropriate role 131 
Internal consultants, organizational peers, and superiors as third 

parties 138 
Being oneself 141 

9 Summary and Conclusions 143 
Aspects of interpersonal conflict and their implications 144 
Confrontations and strategic third-party functions 145 
Third-party interventions: The tactical opportunities 148 
Third-party attributes 150 


