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ABSTRACT
Effective school management depends on collaboration and teamwork among teachers, students, administrators, and parents. Decision making in educational systems is frequently characterized by conflict and disagreement due to differences in interests and opinions among these stakeholders. Head teachers who are the chief executives in schools need to manage conflicts using strategies that yield functional synergies and create a constructive school culture that results in teachers’ and students’ satisfaction with the school climate.

This study was conceived against a background of increasing occurrence of students’ strikes in Ugandan secondary schools. In almost all cases of students’ strikes, the head teacher is the target of students’ dissatisfaction. Students complain about the head teachers’ style or method of administering the school.

The purpose of this study was to find out whether teacher and student satisfaction with the school climate is influenced by the conflict management strategy employed by the head teacher. 

Results of the study indicate that in schools where the head teacher used control-oriented conflict management strategies, teachers and students tended to be dissatisfied with the school climate. Students who reported high levels of dissatisfaction with the school climate were more likely to organize a strike against the school administration. On the other hand teachers and students reported higher levels of satisfaction with the school climate when the head teacher used collaborative approach, open communication and a problem solving stance when dealing with conflict situations. The students in such schools were less likely to organise strikes against school administration.

The study findings present a case for a paradigm shift from the traditional, control oriented behaviors and styles of handling conflict in schools to the modern, collegial and solution oriented strategies. Head teachers are challenged to manage conflict using strategies, which induce individuals and stakeholder groups, including teachers and students, to gain a sense of being valued as genuine stakeholders in the school system. From the findings it is imperative that schools may benefit most when individual and group differences are managed through collaborative and integrative problem solving approaches that ensure mutually beneficial outcomes.
SECTION ONE 
INTRODUCTION TO THE STUDY
1.1
Background

A well-coordinated interaction among different actors participating in a school system is essential for delivery of a positive school climate. To facilitate such a process, a school needs mechanisms to enhance collaboration, and harmornise seemingly incompatible interests. A substantial body of literature on conflict in organizations has been published over the last five decades (Pondy, 1967; Etzioni, 1969; Duetsch 1973; Perrow, 1986; Amason, 1996; Henkin, et al, 2000; DiPaola and Hoy, 2001) showing that conflict is inevitable and that, depending on how it is managed, conflict can have both positive and negative consequences on performance. According to Amason (1996), conflict is categorised into cognitive conflict, which enhances performance, and affective conflict, which reduces performance and satisfaction. It is desirable that conflict remains constructive, but in practice cognitive debates often become affective (Di Paola and Hoy, 2001). Nonetheless, conflict within certain limits is desirable and the potential for conflict permeates all human relations. Conflict can lead to organisational health and growth, or destruction depending on how it is managed (Burns, 1978; Blake and Mouton, 1964; Perrow, 1986, Bisno, 1988; Henkin et al, 2000; Johnson, 1996). In educational institutions, effective management depends on collaborative teamwork among teachers, administrators, parents and students. However, collaborative decision-making in schools is often characterised by conflict caused by diversity of interests of stakeholders (Johnson and Scollay, 2001; Henkin et al, 2000; Dearlove, 1995). 
School climate is one of the factors that enhance school success and effectiveness (Pashiardis, 2000; Norton, 1984; Lezotte, 1992). Pashiardis (2000) defined school climate as the collective personality of a school; the overall atmosphere that one senses on entering the school. A positive school climate is one where there is communication and collaboration among participants (administrators, teachers and students) in reaching the goals of the school and where the school positively influences the behaviour of students and staff. Roueche and Baker (1986) believe that the principal is the kingpin in establishing that climate, maintaining order, direction and coherence among all participants.

Over the last seven years (2001 to 2007), schools in Uganda have witnessed an increasing frequency in students’ strikes against school administration (Akweteireho, 2001; Sidney 2001; Bifubyeka 201, Thawite and Kanyambu, 2001; Basiime 2002, Mambule 2002; Maseruka, 2001; Kanyambu, 2001). Some of the strikes have resulted in destruction of property and injuries to school administrators. The strikes have been attributed to undisciplined students, academically weak students, disgruntled teachers, poor feeding and poor management by headteachers. Parents felt that poor administration and lack of accountability was responsible for increasing strikes in schools. The Ministry of Education concluded that although strikes were not the solution, they were an eye opener that there is a problem with school management. Head teachers have attributed the rising number of strikes to the ban on corporal punishment, while others have argued that disgruntled teachers incite students to strike.  To resolve the strike problem, in October 2001 the Ministry of Education and Sports established a desk to handle student grievances (Erem, 2001).  The minister warned that students who destroy property in the name of striking would be dismissed and head teachers who cause strikes through repressive and dictatorial administration would face disciplinary action. 

The occurrence of strikes in a school environment could be an indicator that students, and perhaps teachers, are not satisfied with the school climate. Since the headteacher is a king pin in establishing the school environment (Roueche and Baker, 1986), investigating his/her conflict management strategies may explain why students are disgruntled with the school situation.

1.2
Statement of the Problem

Increased occurrence of violent strikes in schools in Uganda is an indicator that students, and perhaps other participants in the school system, are not satisfied with the school climate. The measures applied by various levels of authority to resolve the school strikes and establish a positive school climate have not investigated the strategies employed by school administrators. Yet research in other countries has shown that whether conflict manifests itself as constructive or destructive depends on how managers conceive and handle conflict (Burns, 1978; Coser, 1956; Putman, 1997; Johnson et al 1996, DiPaola and Hoy, 2001). Thus,  it is necessary to examine whether the conflict management strategies of headteachers are responsible for teacher and student dissatisfaction with the school climate.
No study has examined the conflict management strategies of secondary school head teachers in Uganda. Although, studies in developed countries have shown positive relationship between use of collaboration and student and teacher satisfaction with the school climate, their contexts differ markedly from the Ugandan context in many ways including culture, level of industrialisation, levels of education, and participation of various stakeholders in the decision making process in the schools and colleges. These differences have the potential to cause variations in the responses of participants in the school system to the head teachers’ conflict management strategies. This study was an attempt to close this knowledge gap. 

1.3
Purpose of the Study

The purpose of this study was to develop a profile of conflict management strategies and behaviours of head teachers in Uganda and to examine the relationship between conflict management styles of school-heads and the teacher and student satisfaction with the school climate. Specifically, the study examined whether the use of control-oriented strategies of conflict management is associated with lack of satisfaction with the school climate.

1.4
Research Objectives

The study was intended to achieve the following objectives:

1. To develop a profile of the conflict management strategies used by head teachers in secondary schools.

2. To find out whether head teachers conflict management strategies vary with individual characteristics of the head teacher.

3. To determine whether the conflict management strategies of head teachers vary with the school type.

4. To determine the relationship between the head teacher’s conflict management strategy and student and teacher satisfaction with the schools climate.
5. To determine the effect of school characteristics on the relationship between conflict management strategies and teacher and student satisfaction with the school climate.
1.4
Research Questions

The study was be guided by the following research questions.

1. What strategies do head teacher’s use to manage conflict in Ugandan secondary schools?

2. Do head teacher’s’ conflict management strategies vary with individual characteristics of the head teacher (such as age, sex, education, and experience in headship)?

3. Do head teachers’ conflict management strategies vary with the type of school (single-sex/mixed, day/boarding, government/private, rural/urban)?

4. Do teachers’ and students’ levels of satisfaction about school climate vary with the head teacher’s conflict management strategy? 
5. What is the moderating effect of school characteristics on the relationship between teacher and student satisfaction with the school climate.
1.5
Significance of the study

The findings of this study are  important for several reasons. First the study informs policy making on conflict management and strikes in secondary schools. By analysing the relationship between various conflict management strategies and student and teacher satisfaction of with school climate, the study tests the appropriateness of the conflict management strategies in the Ugandan context. 

A consistent problem in Ugandan schools has been occurrence of violent strikes causing destruction of school property. The study findings will inform policy makers and school managers, on the appropriate conflict management strategies for the Ugandan setting. It is worth noting that designers of educational administration curricula require concrete evidence on which to base changes curricula head teacher training and development. This study provides that evidence and highlights the importance of training head teachers in conflict management thereby contributing to prevention actions that cause destructive conflicts in schools. 

SECTION TWO


LITERATURE REVIEW AND THEORETICAL FRAMEWORK

2.2
The Meaning of Conflict

Interpersonal conflict in organization is an increasingly prominent topic in organizational research (Coser, 1956; Hall, 1969; Deutsch, 1973; Deutsch, 1977; Brown, 1983; De Bono, 1986; Bisno, 1988; Henkin et al, 2000). According to Brown (1983) and Darling and Walker (2001) conflict is disagreement within an individual, between individuals, between an individual and a group, or between groups. To Webster (1983) the term conflict originally meant a battle or struggle or physical confrontation between parties, but its meaning has grown to include incompatible behaviour between parties. Conflict arises as a process of social interaction involving a struggle over claims to resources, power, status and beliefs (Bisno, 1988) and whenever interests collide (Morgan 1986).   Burns (1987) noted that conflict permeates all human relations and its potential can be a source of health and growth as well as destruction. Thus, whether participants in an organisation like it or not, conflict is inevitable and understanding its inevitability helps managers improve the organisational climate (DiPaola and Hoy 2001). 

2.3
Conflict as a Destructive Force

Traditional management theory (e.g. Taylor, 1911) emphasised organisational goals, managerial control and rationality. Conflict was seen as a problem attributable to some regrettable cause, troublemakers interfering with organisational goals (Morgan 1986). The initial studies of conflict, therefore, stemmed from the belief that it was dysfunctional to organisational harmony and performance. The elimination of conflict seemed to be the primary goal of any manager confronted with a conflict situation (Dipaola and Hoy, 2001; Putman, 1997). Bacal (1998) notes that at the back of a traditional manager’s mind, there is always a warning tone that once conflict is allowed to exist, it will get out of control and manifest as destructive. However research (e.g. Burke, 1970; Mullins, 1999) has shown that the negative aspects of conflict arise when conflict is affective and when team members engage in blocking behaviour. In such a situation team members feel defeated and demeaned, there is a climate of mistrust, parties concentrate on their own narrow interests, poor quality decisions are made and achievement of organisational goals is blocked.
2.4
Conflict as a Constructive Force

Modern schools of management view conflict as an inevitable aspect of organisational life, which can be used to foster healthy organisational development (Johnson et al, 1996; Harrison, 1995; Morgan, 1986; DiPaola and Hoy, 2001). The pluralist view of conflict criticises the classical tendency to over-emphasise the negative aspects of conflict because it distracts attention from conflicts’ potential benefits. To Morgan (1986) most functional outcomes of conflict emanate from cognitive conflict, which occurs as team members examine and reconcile differences. Studies have shown that cognitive conflict results in high quality solutions and team effectiveness. By facilitating open communication about alternatives, cognitive conflict encourages innovative thinking and creative solutions to problems. In cognitive conflict situations, decisions become better than the opinion of the leader or the most vocal, most powerful team member (Mullins, 1999). Once conflicting parties have reached consensus, team members support the decisions and team decisions are easier to implement. Henkin, et al, (2000) found that cognitive conflict develops solidarity among team members and heightens motivation.

From the preceding paragraphs, it is clear that although conflict may lead to the formation and maintenance of functional organisations, some managers continue to emphasise its negative consequences over its benefits. 

2.5
Conflict in Schools

Several reasons have been advanced to explain the prevalence of conflict in schools. To Ssekamwa (2001) the current education administrative structure in Ugandan schools, presupposes a participatory approach to decision-making. In Uganda, school councils were introduced to enable students participate in school administration. In addition, Parents-Teachers Associations (PTA) bring together teachers, parents and administrators to plan for the school, and evaluate its performance.  Similarly, in universities and tertiary institutions, students, academic staff and non-teaching staff are represented on governing councils. All these developments facilitate participation in school management.  However, participation has a potential to cause conflict. For example, well intended students councils can lead to strikes when students’ representatives become pressure groups to influence management decisions. Lange (1993) and Johnson & Scollay (2001) argue that participation and representative decision-making organs manifest benefits resulting from different points of view.  In such a collaborative system, Henkin et al (2000) noted, school leaders can no longer assume that it is desirable or possible to order the behaviour of staff and other stakeholders. 
The head teacher of public schools seems to be faced with the dilemma caused by New Public Management (NPM) (Pollit, 2003).  According to Pollit (2003) NPM demands for increased performance from public managers, but greater stakeholder participation complicates the process since public managers are expected to be creative, and responsive without the power to make decisions without involving other stakeholders. During the 1990s the need for participation and empowerment of staff pervaded the thinking of public managers leading to a departure from the old hierarchical command structures in the public sector in order to create more fluid responsive organisations. No longer viewed simply as numbers and costs, staff became human resources who were the key to achieving the goals of public organisations.
Secondly, the education system in Uganda follows governance structures inherited from the colonial establishment (Gaidzanwa, 1995, Sekamwa 2001). Sekamwa (2001) contends that the headmasters of pre-independence secondary schools were British and French ex-servicemen who had participated in the Second World War.  Others were Christian missionaries who submitted to authoritarian cannon laws.  Head teachers of today’s schools were socialized in these schools from which they inherited the authoritarian style they use. Sekamwa (2001) argued that the use of authoritarian style in a changed world with greater awareness about human rights and democracy makes schools and colleges prone to conflicts and violent strikes. 

Thirdly, most head teachers in developing countries catapult from classrooms to positions of leadership without proper leadership training (Sarason 1971).  They depend on charisma and socialisation from authoritarian cannon law and ex-servicemen-led-schools. Such a combination of headteacher characteristics is a recipe for authoritarianism and escalation of conflicts in school administration 

Fourthly, the professional sophistication of school teachers is another cause of conflicts in schools. Di Paola & Hoy (2001) contended that in organizations staffed with professionals, managers face a challenge of constructing an enabling working environment where professionals can perform with little interference from administrative control. Thus, the inherent conflict between administrative control and teachers’ search for independence in the school setting may not be easy to resolve (Tjosvold, 1997; Pondy 1989). 
Studies have shown that teachers spend less time in conflict than most people believe (Corwin, 1966; Di Paola, 1990; Di Paola & Hoy 2001). Conflicts in which teachers were involved were largely cognitive and contributing to school improvement by questioning the status quo. Milstein et al (1980) report that teachers tend to clash over inequitable distribution of resources, non-instructional responsibilities perceived as barriers to teacher performance and student achievement, and confusion over who makes the final decision.  Di Paola (1990) found that militant teachers were not only conflict-oriented but also catalysts for change. On this basis, Di Paola (1990) and Di Paola & Hoy, (2001) argue that headteachers who want to use conflict constructively and maintain organizational harmony should be able to understand different perceptions, catalyse growth and efficiency and resolve issues that prevent individual productivity.  
Adams (1987) observes that the position of the headteacher in the school gives him authority to issue instructions and demand compliance from teachers and students. The head teacher’s office is the best and most defended space in a school.  Access to the office is difficult and if the school is authoritarian, its employees are fully aware of the unpleasant consequences of disobeying the headteacher. Moreover, in a typical school, the head teacher is more powerful than any single stakeholder, even more powerful than the whole board (Martin 1979). In Uganda non-compliance with the head teachers’ directives has many negative effects on teachers and students (Ssekamwa, 2001). 
According to Askaw (1989) in an authoritarian school the teachers see themselves as having no role in preventing strikes.  They believe their business is restricted to teaching and relegate enforcing rules to the head teacher. They feel they have no means of handling students’ indiscipline since it does not occur in the classroom.   Aurora (1980) observed that teachers might even give latent support to student strike since it usually targets the head teacher whose authoritarian figure towers above both students and teachers alike.

2.6
Conflict Management Strategies

According to Bisno, (1988) a conflict management strategy is an operational plan to achieve a conflict goal.  Conflict management strategy can be defined as the behaviour towards the intensification, reduction and resolution of conflict (De Dreu et al., 1999).  Follett (1941) identified three primary strategies that leaders use to manage conflict, namely openness (or collaboration), distribution (or non-confrontation), and control.    Although other authors (e.g. Morgan, 1986) have suggested additional strategies, Daves and Holland (1989) showed that a three-dimensional model could effectively characterize supervisory conflict management behaviour.  
Lippit (1982) proposed five interpersonal conflict-handling behaviours: withdrawal or retreating from a conflict situation, smoothing or emphasizing areas of agreement and de-emphasizing areas of difference, compromising or searching for solutions that bring some degree of satisfaction to the conflicting parties, forcing or exerting one’s viewpoint at the potential expense of another and confrontation or addressing a disagreement in a problem-solving mode. To Morgan (1986) and Thomas (1976), a manager’s choice of a conflict management strategy hinges on whether he or she wishes to engage in assertive or co-operative behaviour.  Using the assertive-co-operative model, Thomas (1976) identified five conflict management strategies and proposed that a manager may use one or a combination of methods to resolve organisational conflict.
2.6.1
Avoiding

According to Morgan (1986) avoiding means ignoring the conflict and letting fate take its course.  It is based on the belief that conflict is unnecessary, inappropriate, dysfunctional and costly.  A manager who uses the avoiding style is both unassertive and uncooperative.  The managerial behaviours associated with the avoiding style are ignoring conflict in the hope that it will disappear, putting problems on hold, invoking slow procedures, use of secrecy and appealing to bureaucratic rule (Morgan 1986, Putman & Wilson, 1982).  According to Applebaum et al, (1999), in certain circumstances the manager may be wise to avoid conflict.  Classical management theories believed in the use of clear lines authority, division of work, and strict rules as effective means of preventing conflict in organisation (Bisno, 1988).  Morgan suggests that avoiding may be ideal when the issue is trivial or when there are no perceived chances of satisfying your concerns, or further still, when others can resolve the conflict more effectively.

2.6.2
Compromising

A manager who uses the compromising strategy is moderately assertive and moderately cooperative (Pondey, 1977).  Compromising is a lose/lose strategy in which each of the contending parties gives up some of his or her original demands.  It may be implemented through negotiation when the contenders look for tradeoffs and solutions acceptable to all in a give and take spirit.  Compromising is used when opponents with equal power are committed to mutually exclusive goals (Morgan, 1986).
6.2.3
Controlling and/or Forcing

The controlling or forcing strategy which is highly assertive and uncooperative is a win lose strategy.  Win/lose strategies are outcome-directed strategies where influence and power are the major resources of conflict management (Bacharach & Lawler, 1981).  Controlling uses power to dominate and ensure that one party wins at the expense of the other (Morgan, 1986; Hatfield & Hatfield, 1996)..  The manager who uses this style pays maximum attention to his own interests, while paying no attention to the concerns of others.  Inability to use other means of conflict management by the party who has position power, often results in authoritative decision-making, dominating arguments, and forcing compliance (Blake, Shepard & Mouton, 1964). Bisno (1988) criticised controlling and suggested that management power is most effective when it is less obvious as its open use creates retaliatory negative reaction. Besides, controlling is inappropriate in modern organisational settings because it does not resolve the conflict (Bacal 1998). However, controlling may be appropriate when quick decisions are needed, or in situations where unpopular decisions need implementation, and on company issues when the manager is sure that he or she is right (Morgan, 1986).  
2.6.4
Accommodating

The accommodating strategy is highly co-operative and completely unassertive.  The manager attempts to satisfy the concerns of his co-workers while paying little or no attention to his own concerns.  The behaviours associated with this style include giving way and going along with the suggestion of co-workers, and attempting to satisfy the concerns of other people. This method is used when one realises that he or she lacks the ability or the resources to successfully engage in satisfying own interest.  The method may be used when one finds that he or she is wrong or where one wants to satisfy others and maintain co-operation.  Morgan (1986) has suggested that it can also be used to minimise loss when one is out-matched by superior power from an adversary.

2.6.5
Collaborating

This has been identified as the best method of resolving organisational conflict because it promotes commitment by incorporating the concerns of all parties.  The manager who uses collaboration attempts to satisfy his own concerns as well as the concerns of his co-workers.  Management exposes false consensus and provides opportunities for the articulation of differences. Cunningham (1998) contends that collaboration aims to resolve the conflict by means that are analytical and that get to the root of the problem. Managerial behaviours associated with collaboration include sharing information, investigating the underlying problems, searching for situations where all can win and seeing problems and conflicts as challenges. In a study on the relationship between conflict management strategies and subordinate performance Hatfield and Hatfield (1996) found that collaborating was associated with high performance while controlling was associated with low performance. Adler and Borys (1996) identified two types of formalisation namely: (i) enabling formalisation in which deviations from the norm are risky, but simultaneously embraced as learning opportunities, and (ii) coercive formalisation, which is designed to force unquestioning compliance. Whereas coercive formalisation stifles creativity, creates dissatisfaction and erodes employee motivation, enabling formalisation is a catalyst for change (Adler and Borys, 1996; Di Paola & Hoy, 2001). However, DiPaola & Hoy (2001) argue that formal procedures need not be coercive and controlling but enabling.  Bolman and Deal (1991) suggest that a successful conflict strategy should include agreeing on the basics, searching for common interests, and doubting ones own infallibility.
In addition to the collaborative strategies outlined above, a new approach to achieve effectiveness and efficiency in public sector institutions is new public management (NPM), which emerged over the last two decades and complements the use of collaboration strategy in conflict management. NPM is a move away from bureaucratic administration to more customer oriented and flexible management style grounded in private sector approaches to service delivery (Hood, 1990). Thomson and Jones (1994) and Osborne and Gaebler (1992) included decentralisation of decision making to the description of NPM. While Hood (2004) contends that use of market approaches to achieve efficiency and responsiveness in service delivery have become the cornerstone of the NPM movement. According to Hood (1991) NPM includes: (i) setting clear and consistent objectives contained in corporate plans, performance agreements and individual programmes; (ii) greater managerial autonomy through delegation of authority, devolution of managerial authority to lower levels of the organization and better managerial training (iii) performance evaluation: through the development of performance indicators at organizational, departmental and individual level (iv) rewards and sanctions whereby senior public managers are rewarded on merit for their performance and failure to meet performance standards attracts sanctions. NPM also embodies the concept of liberation management which states that managers should be freed from confining organisational structures so that they use their professionals skills and competencies to manage positive influence on performance (Osborne and Gaebler, 1992; Hood, 1991). 
The concept of NPM anchors on marriage between two sets of converging ideas of institutional economics and managerialism. Institutional economics includes the disaggregation of bureaucracies, user choice, and the use incentive structures in contrast to traditional bureaucracy based on hierarchical structures (Lynn, 1996; Hood, 1991). Overall, NPM focuses on efficiency, effectiveness, and quality of service and it is characterized by a departure from centralization to decentralization (Merrien, 1998). Compared to conflict management strategies, where bureaucratic management emphasizes control, NPM  on the other hand, focuses on identifying and solving problems, self-regulating partnerships and fostering a culture of change that is based on open communication and continuously improving processes. 

Although NPM has been applauded as a solution to the problems of public sector performance, principal agent theory suggests that NPM and the autonomy of administrators seem to reduce accountability by leaving major decisions to the discretion of administrators. Under the principal agent theory, in order for the principal to reap full benefit from public systems, the principal must have sufficient information and knowledge to monitor the agent and hold him or her accountable. As Worsham (1997) reported, lack of information among other stakeholders limits their capacity to monitor the behaviour of delegated agents. Moreover, under the market transaction system of NPM, conflict between individual and organisational goals leads the agent/administrator to focus on personal goals and promotes unethical behaviour (Downs, 1967; Blanchard et al, 1998, Terry, 1998). Thus, the challenge facing the other stakeholders is the need to ensure that administrators focus on the goals of the stakeholders rather than on their personal interests. In a school system, De Dreu et al. (1999) observed that because the collaborative approach pays attention to the interest of all parties, it makes subordinates feel more satisfied. On the other hand when conflict is suppressed, disputants invest more energy in perpetuating the conflict (Di Paola & Hoy 2001; Burns, 1978), and individuals who have the potential to contribute toward enhancing school performance become stifled by the coercive style of administrators.
2.7
The Contingency Approach

Although a manager may have a preferred conflict management strategy, various strategies may be appropriate in different situations (Morgan, 1986; Kreitner and Kinicki, 1994).  According to the contingency approach, successful management of conflict will largely depend on the manager’s ability to read the situation, and understand the issues and interests behind the conflict.  Several writers have highlighted situations where the different conflict management strategies may by appropriate (Thomas 1977; Morgan, 1986; Kreitner and Kinicki, 1994).  The manager must be able to analyse interests and explore power relations, so that the conflict situation can be successfully brought under control.  
School administrators are usually torn between authoritarian methods which call for compliance on one hand, and models that advocate collaboration and participation on the other.  In schools, formalisation and standardisation have traditionally been seen as the best tools to ensure harmony and effective organisational performance.  Di Paola & Hoy  (2001) suggest that the impact of conflict on the school and on the behaviour of teachers and students will depend on the kind of conflict, the school structure, and the way conflict is handled.  They advise school administrators to (i) build enabling structures that facilitate innovation, (ii) acquire skills that will enable them establish effective working relationships with members of the school community, (iii) avoiding reliance on authority to control teachers, and (iv) nurture teacher’s professional autonomy and innovation to avoid rigidity and stagnation in schools.  

 2.8
Organisational Climate

The importance of organisational climate has been highlighted by researchers including Pashiardis, (2000), Reynods and Cuttance (1992), Rouche and Baker (1986) Campo, (1993). However, the investigation of organisational climate becomes very difficult without consensus on the definition of climate. West et al, (1998) defined organisational climate as the perceptions that organisational members share and regard as fundamental elements of their organisation. Schneider (1994) discussed organisational climate in terms of the atmosphere that that employees perceive is created in their organisation by practices, procedures and rewards. Pashiardis (2000) defined school climate as the collective personality of the school that one can sense on entering the school; and as personality describes an individual, so climate defines the essence of an organisation. Davidson (2000) contends that organisational climate is an individual attitude towards the organisation and can be subject to change when conditions change.
Hoy et al, (1996) define organisational climate of a school as a set of internal characteristics that distinguishes a school from another and influences the behaviour of its members. It is the relatively stable property of the school environment that is experienced by participants affects their behaviour and is based on their collective perceptions of behaviour in school. School climate can range from open to closed relationships among teachers and between teachers and the headteacher. According to Ostroff and Schmitt (1993) climate is a summary of perceptions of how an organisation deals with its members and environments and thus develops from internal factors under managerial control. Watkin and Hubbard (2003) defined climate as a measure of employees perception of those aspects of their environment that directly impact on how well they can do their job; a measure of how it feels to work in a particular environment and for a particular boss. Dinham et al (1995) concluded that it was difficult to separate the headteacher from the school climate since he or she influences and is influenced by the school climate. 

Dimensions for measurement of organisational climate have varied considerably. (Jones and James 1979; cited in Davidson, 2000).  James and Jones (1974, identified four organisational climate dimensions: 

(i) Individual autonomy, based on factors of individual responsibility, agent independence, rules orientation and opportunities for individual initiative.

(ii) The degree of structure imposed upon the position; based on the factors of structure, and closeness of supervision.

(iii) Reward orientation – based upon the factors of reward, general satisfaction, achievement orientation, and being performance minded.

(iv) Consideration warmth and support – based on the factors of managerial support, nurturing subordinates, and warmth and support.

In another study James and Jones (1979, cited in Davidson (2000) identified six factors namely (1) conflict and ambiguity, (2) job challenge, importance and variety, (3) leader facilitation and support (4) workgroup cooperation, friendliness and warmth, (5) professional organisational spirit (6) job standards. 
Newman (1977 identified six dimensions of organisational climate. These were the extent to which company management is open, supportive and considerate; the extent to which co-workers are supportive, considerate and cooperative; the extent to which employees show concern for quality of work; employee competence; involvement in decision making;  and the extent to which rewards are based on performance rather favouritism and other considerations. 

Parshiardis (1998) used six dimensions of organisational climate to assess the climate of a university. These were (1) formal influence (2) communication (3) collaboration (4) organisation structure (5) job satisfaction and (6) students focus. In another study, Pashiardis (2000) used four parameters of school climate to measure the organisational climate of secondary schools in Turkey: communication, collaboration among participants, organisation structure and administration, and students’ affairs. Student affairs were measured by facilities that supported the students welfare and learning such as accommodation, meals, classrooms, and availability and quality of reading/learning materials. Communication was measured by the amount and quality of information received, while collaboration was measured by extend to which peers, subordinates and superiors interact in harmony for the achieved of improved school performance. Lastly organisation and administration can be indicated by the school policies, procedures and the ability of the head teachers to provide strategic leadership for achieving school goals.

2.9
Organisation Climate and Workplace Behaviour
Organisation climate has much to offer in terms of explaining the behaviour of people in the workplace. Studies such as Kagis and Williams (2000), West et al, (1998), Davidson (2000) and Burke and Litwin (1992) have reported consistent association between organisational climate and organisational performance. According to Pashiardis (1998) school climate is important because it sets the tone for meeting goals and solving problems; fosters mutual trust, respect and clarity of communication; determines attitude toward continuous personal improvement and growth; conditions the setting for creativity, generation of new ideas and programme improvement; determines the quality of internal processes; and influences motivation and behaviour within an organisation.

2.11
Summary and Conclusions from the Literature
The literature has shown that conflict is inevitable in all types of organisation and schools are no exception. It has also demonstrated that despite lack of consensus on definition of school climate, there appears to be a commonality of organisational dimensions that can be measured.  For the purpose of this study, climate is described as the enduring characteristic of an organisation comprising members’ collective perception about their organisation across a range of dimensions. The literature review indicates that handling of organisational conflict in schools affects the feelings of school members about the school climate and conflict-handling strategies are likely to be a key factor in determining the level of teacher and student satisfaction with the school climate. In the next paragraphs of this section we will present a conceptual framework proposing relationships between conflict management strategies and satisfaction with the school climate.

2.12
A Conceptual Framework for Conflict Management in Schools
The variables of primary concern in this study are the head teachers’ conflict management strategies on one hand, and satisfaction (of students and staff) with school climate on the other.  It is assumed that variance in satisfaction with school climate (dependent variable) is explained by the head teacher’s predominant conflict management style (independent variable). In turn, the head teacher’s use of conflict management strategies is presumed to be predicted by his or her demographic characteristics (age, gender, education attainment, and experience in headship, and tenure at the current school (Henkin et al, 1999). In this framework these are called antecedent factors. 

It is hypothesized that the relationship between the head teacher’s conflict management strategy and satisfaction of teachers and students with the school climate is moderated by the characteristics of the school in question (Henkin, 2000). In this study school characteristics include school ownership or foundation body, gender composition of the students, location of the school, school age and school size. First, individual characteristics of the principal under consideration in this study include age, level and type of management training, tenure in headship, and sex. Personal characteristics of the principal have been posited as determinants of the head teacher’s behaviour in a number of studies. For example, Bennet and Gabriel (1999) tested the relationship between the head teachers age and length of service and attitudes towards acceptance of commercial sponsorship in state-funded schools.  In a study in an urban school district in USA, Henkin (2000) found that the use of conflict management strategies did not vary with demographic and work experience characteristics of the principal. 

Second, there are different types of school in Uganda, each with its unique environment and stakeholders. In this study it is assumed that the type of school moderates the relationship between use of conflict management strategies and teachers’ and students’ satisfaction with the school climate. The typology of schools here will include rural or urban location, whether the students are male or female or mixed gender, whether the school ownership is public, private or religion founded. This classification was been used by Henkin (2000), Harrison (1989), Blasé and Blasé (1997) and Pang (1998). In the study of Bennet and Gabriel (1999), the schools location was one of the several characteristics of the school investigated. Henkin (2000) did not find any significant difference among different types of schools on the use of conflict management strategies but Harrison (1998) found that perspectives of teachers’ control of decision making in schools varied significantly with school level.

Fig. 1: A Conceptual Framework of Conflict Management Strategies and Satisfaction with the School Climate
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In line with previous research, the framework proposes that the antecedent factors (characteristics of the headteacher) influence his /her choice of conflict management strategies.  In turn, the use of conflict management strategies affects the satisfaction of staff and students with school climate.  Therefore, choice and use of conflict management strategies is the independent variable in this study and the dependent variable is teachers and students satisfaction with the school climate.
In line with the literature (Putman and Wilson 1982; Riham, 1983; Sayeed, 2000; Daves and Holland, 1989; Follett 1941), in this study five conflict management strategies of collaboration, compromising, accommodation, avoiding and controlling are examined. Collaboration means willingness to face conflicts directly and openly.  Compromisng is characterized by minimizing differences and balancing the outcome, so that neither side has the advantage.  Controlling means to impose one’s own solution and force one’s own way in a conflict situation. 

The study adopted four components of the school climate from Pashiardis (2000). Three of these communication, collaboration, and leadership and administration relate to teachers, while the fourth, focus on students’ affairs, concerns students. The study will gauged the extent to which respondents are satisfied with these components of the school climate. Previous studies (Henkin et al, 2000) found that collaboration-oriented conflict management strategies are associated with high levels of satisfaction, while the use of control-oriented strategies is associated with high levels of dissatisfaction. Non-confrontational styles such as accommodating, compromising, and avoiding were associated with moderate levels of satisfaction with the school administration. Using this framework the current study investigated the relationship between conflict management strategies of head teachers and the level of satisfaction with school climate among students and teachers in the selected schools.  

SECTION THREE:

RESEARCH METHODOLOGY

3.1
Study Population

The study was conducted in 13 schools in two districts of Mbarara and Bushenyi in South-Western Uganda. The two districts were selected because they have a high concentration of schools of different categories. Besides, schools in Bushenyi and Mbarara district have experienced a good number of strikes in the past few years. The population of the study comprised teachers, head teachers, and students of the thirteen secondary schools in the districts.  
3.2
Study Design

The research design was a correlation utilising cross-sectional survey methodology.  Scores of conflict management strategies were correlated with scores on teachers and students satisfaction with the school climate. Surveys are considered to be particularly suited for researches that study the individual as a unit of analysis and it is an excellent vehicle in measuring individual attitudes (Oppenheim, 1992). The study utilised both qualitative and quantitative methodologies. Quantitative data was collected from 174 teachers using a questionnaire. Interviews were used to collect qualitative data from head teachers and deputy head teachers, while focus group discussions were used to collect qualitative data from students.
3.3
Sampling

The researcher collected data from 13 out of 20 targeted schools in seven districts of south western Uganda. Although it was not possible to select a random sample of schools, care was taken to select urban, suburban, and rural schools from the two districts. While selecting the target schools, the researcher ensured representation of government and private schools, single-sex and mixed schools, female-headed and male-headed schools, and rural and urban schools.   The researcher also ensured that selected schools were representative of different foundation bodies such as Church of Uganda, Roman Catholic Church, and non denominational schools. These strata were chosen in order to gain precision in the representativeness of the sample and in order to investigate differences among sub-groups according to known categories of variation in the population of schools in the in the western region 

Out of the twenty schools selected, the researcher was allowed access to only 13 schools. In the other seven, schools head teachers could not allow the researcher to collect data, because the students were allegedly busy with examinations and teachers were busy marking. From each of the 13 schools, 20 teachers were randomly selected to fill the research questionnaire. To ensure that respondents were familiar with the school in question, only those teachers who had worked at the school for a period of not less than six months participated in the study. Due to the busy schedules of duty, only 8 head teachers and 7 deputies were interviewed while  students from 7 schools participated in focus group discussions. Each focus group comprised an average of 15 students randomly selected from different classes in the school.
3.4.1
Interviewing

Interviews provided the researcher with an insight into the head teachers and deputy head teachers’ thoughts, ideas and memories in their own words rather than those of the researcher.  Further more the face to face interaction helped the researcher to delve deeper into the issues and to clarify any doubts that would arise. The interview guide was semi-structured comprising pre-determined questions with specific topics areas but the exact wording of the question was left to the interviewer. Structured open response interviews as an instrument for data collection was used in this study. 
3.4.2
Structured Questionnaire
In view of the context in which the research was conducted, interviewing administrators (head teachers and their deputies) alone would not have been sufficient. Knowing the sensitivity of the topic of conflict management, it was possible that some head teachers could give answers that portray them as good managers of conflict. To get a second opinion, teachers filled a self administered questionnaire comprising 77 items (32 items dealt with identifying the conflict management strategies used by head teachers; 29 items sought to identify teacher satisfaction with the school climate; 7 items dealt with the bio-data of respondents; and 8 items asked about characteristics of the school).

The first part of the teacher questionnaire battery compromising 26 items solicited teachers’ views about the head teachers’ conflict management strategy.  The second part compromising 29 items assessed teachers’ satisfaction with the school climate.  The rating scales for the two questionnaires had five-point likert type format.  The likert scale for conflict management strategies ranging from 1=Never to 5=Always sought how head teachers engaged in a given conflict management behavior. Respondents indicated how frequently their headteachers engaged in various conflict management behaviours (Putman & Wilson, 1982).  High scores indicated more frequent use of the strategy. In the same vein the rating scale for teachers’ satisfaction with the school climate ranged from 1= dissatisfied to a great extent to 5 = satisfied to a great extent. High scores on the scale indicate high levels of satisfaction with the elements of the school climate.
3.4.3
Focus group discussion
In this study focus group discussions were conducted with average groups of 15 students in seven schools. The students were randomly selected by teachers who asked a few students to invite their colleagues to the discussion room. Care was taken to ensure that different levels including O’ and A’ level were represented. To avoid students fearing to speak freely, no teacher or administrator was present in the discussion room. Students answered open-ended questions about conflict management, communication with teachers and administrators, attention given to their interests and complaints as well as satisfaction with various aspects of the school climate and causes of strike.
3.5 Reliability Analysis 
The researcher subjected the scales in the teachers’ research instrument (questionnaire) to reliability analysis.  Cronbach alpha value (which tests internal consistency) of 0.50 and above was taken as satisfactory.  All alpha values were satisfactory at 0.50. Factor analysis enabled the researcher to retain all those factors whose eigen value was greater than 1.0. This was most particularly with conflict management and satisfaction subscales. From the conflict management scale, five conflict management strategies were picked accounting for 55.9 per cent of the variance in conflict management strategies. While from teachers’ satisfaction scale four components were selected, accounting for 62 percent of the variance which is above the acceptable limit of 50 percent. The results of factor analysis therefore mean that the instrument used to measure satisfaction with the school climate explains a high and acceptable percentage of the variance.
3.7.1
Quantitative analysis

The Statistical Package for Social Scientists (SPSS) was used for quantitative data analysis. Descriptive analysis was conducted to describe the characteristics of respondents descriptive statistics were also used to identify the most commonly used conflict management strategy.
 This study used correlation analysis for two major purposes, first to identify the presence of co-linearity which is a condition for using parametric techniques and secondly to explore relationships between the independent and dependent variables. Multiple regression was used to find an appropriate model consisting of a set of measured variables that estimate regression function for the dependent variable. R-square values were used to measure the variability in the dependent variable that could be explained by the independent variable.  The significance of R-square was tested using F statistic (one-way ANOVA) and the associated probability.  The alpha level was set at .05 through out the study and discussion focuses on the findings that are statistically significant at or beyond the .05 alpha level. 

3.7.2
Qualitative Analysis
Data collected interviews and focus group discussions was analysed qualitatively by classification and summaries to allow identification of conflict management behaviours and teachers and students satisfaction with school climate. The intention was to develop a profile of how they reacted to conflict situations and assess the impact of their reactions on teachers and students satisfaction with the school and its administration. The selection of qualitative data analysis technique zeroed down on case study analysis which focuses on understanding the dynamics present within a single setting. 
SECTION FOUR: 
FINDINGS OF THE STUDY
4.1
The Sample

Demographic characteristics of respondents (head teachers, deputies and teachers) relating to sex, age, years of experience, highest qualification are reported.  In terms of sex for the participating teachers, out of  174 teacher 102 were men while 72 were women. With regard to highest qualification attained, 18% had attained diplomas, 61% had attained bachelor’s degrees, and 21% had attained masters degrees. On the other hand out of the 8 head teachers interviewed,   nine were men while only 4 were women. Overall out of the 13 schools surveyed, 8 head teachers were interviewed, 3 of whom were women and seven were men; and of the 8 deputies interviewed 2 were women and 6 were men. 
With regard to gender composition of students, out of the thirteen participating schools four schools were single-sex boys schools, 3 schools were single sex girls schools, and 6 schools were mixed in gender of students.  Additionally, 3 schools were founded by the Roman Catholic Church, six were founded by the church of Uganda while three were private schools and one was a non-denominational public school. Also in our sample, eight were boarding schools; and five were both day and boarding.
4.3 Strategies Used by Head Teachers Manage Conflict Schools
Descriptive statistics were used to find out the frequency with which the various conflict management strategies were used in the sampled schools. The majority teachers (up to 51 percent) reported that their head teachers rarely use the avoidance strategy to manage conflict, 35 percent said their head teachers use avoidance sometimes, 9 per cent reported that it is never applied, while only 5 percent said their head teachers apply avoidance most of the time. Chi- square test on the use of this strategy was significant at 99 per cent confidence level. (p=.000; df=3). This implies that we can confidently conclude that avoidance strategy is rarely used in all the schools surveyed.
With regard to the use of collaboration strategy, majority of teachers (50 percent) felt that collaboration was used most of the time, 29 percent reported that it was used sometimes while a few (19 percent) said it was used all the time. None of the respondents said the strategy was never used. Chi-square test was significant at 99 percent confidence level (p=.000; df = 3).Under the controlling strategy, 43 percent of sampled teachers reported that their head teachers used it some times, 41 percent reported that the strategy is rarely used while very few said that it is never used (6 percent) or used most of the time (7 per cent). Chi-square test was significant at 99 percent confidence level (p=.000; df = 3) implying that the style is used in a good number of schools, while in other schools, it was rarely used.

With regard to compromising style, results indicate that 48 per of the teachers reported that the style is used sometimes, and 43 per cent said it is used most of the time. Chi-square test was significant at 99 percent confidence level (p=.000; df = 3) implying that the style is likely to be used a large number of times. Under the accommodating style, 67 percent of the teachers reported that their head teachers used the strategy sometimes, and 16 percent said it was used most of the time. This style therefore is more likely to be used than not. Chi-square test was significant at 99 percent confidence level (p=.000; df = 3) implying that the style is used in a good number of schools but schools while in other schools it was rarely used.

The results have shown at 99 % confidence level that controlling, compromising collaborating and accommodating are important strategies of conflict management that are frequently used while the least frequently used strategy is avoiding. Thus out of the five conflict management strategies only avoidance is rarely used by the head teachers.  The remaining four are widely used with different frequencies.  A few head teachers never use controlling and a few always use collaboration.

Research Question Two: Do head teachers’ conflict management strategies vary with individual characteristics of the head teacher? 
Analysis of variance (ANOVA) was used to determine whether the head teachers’ conflict management strategies varied with his or her age, experience and sex. The ANOVA results indicated that conflict management strategies did not vary significantly with individual characteristics of head teachers in terms of age (F=1.718, Sig=0.183),  gender (F=1.345 Sig=0.263) and years of experience (F=0.598 Sig=0.551). This means that all head teachers across the sampled schools applied the same conflict management strategies irrespective of their age, gender or experience in headship. 
Research Question Three: Do head teachers’ conflict management strategies vary with the type of school (single-sex/mixed, day/boarding, government/private, rural/urban)?

ANOVA revealed that the head teacher’s use of a conflict management strategy does not depend on the type of school. Head teachers in private schools were as likely to use the same conflict strategies as their counterparts in government aided schools (F=0.168, p=0.845). Similarly whether the school was single sex or mixed (F=0.657, p=0.520), rural or urban (F=0.068, p=0.935) did not affect the head teacher’s choice and application of a conflict management strategy. In the same vein the size of the school in terms of numbers of students (F=0.019, p=.981) and the age of the school (F=0.359, p=0.699) did not affect the type of conflict management strategy.
4.3.6
Teachers satisfaction with the school climate
Teachers responded to six questionnaire items about their feelings towards working with the head teacher. The 5 point likert scale varied for each question but in all, 5 was the most positive response while 1 was the most negative. Table 1 shows that the mean scores for all the six items are greater than 3 which is the midpoint on the scale. This suggests that the teachers tended to be more satisfied than dissatisfied with the climate. However it is important to note that disagreement with the head teacher has the lowest mean score meaning that compared to the other aspects, teachers may be fearful to disagree with the head teacher. 
Table 1: Descriptive statistics for teachers’ feelings about working with the administration
	Items
	Mean
	Std. Deviation
	Variance

	How safe is it to disagree with your head teacher
	3.35
	.66
	.430

	Effective use of ideas from all members
	3.89
	1.01
	1.019

	To what extent are your interests & goals catered for in decision making
	3.83
	.87
	.758

	How effective is this school in resolving conflicts
	3.94
	.75
	.569

	Solutions to conflicts in this school are largely a depiction of who?
	3.97
	1.21
	1.474

	How do people relate to head teacher in conflict situations?
	4.13
	2.66
	7.076


Research Objective Four: The Relationship between Conflict Management Strategies and Satisfaction with the School Climate
Research Objective Four sought to determine the relationship between the conflict management strategies (independent variable) and teachers’ and students’ satisfaction with the school climate (dependent variable), that is: Do teachers and students levels of satisfaction with school climate vary with the head teacher’s conflict management strategy?   Data to answer this research question was collected using a triangulation of three methods: questionnaire for teachers, interviewing head teachers and deputy head teachers, and focus group discussions with selected students – one group consisted an average 15 students in each school. A total of 13 focus group discussions were conducted in 13 schools.  Findings regarding this question will be presented using both quantitative and qualitative methods.
4.4
CORRELATION ANALYSIS

This study utilised Pearson product-moment correlation analysis for two purposes, firstly to examine the presence of multi-collinearity, and second to explore the relationships between the variables.  Examination of the correlation matrix displayed in Table 2 suggested that multicollinearity was not a problem as no correlation coefficient exceeded the limit of .80 as recommended by Hair et al (1995).  

Table 2: Correlations Matrix for conflict management strategies and teachers’ satisfaction with the school climate
	
	Conflict Management Strategies

	Dimensions of school climate
	Avoiding (1)
	Collaboration (2)
	Controlling (3)
	Compromising (4)
	Accommodating (5)

	Satisfaction with communication 
	-.210**
	.306**
	-.260**
	.255**
	.042

	Satisfaction with collaboration 
	-.031
	.233**
	-.221**
	.294**
	.250**

	Administration and organisation 
	.036
	.109
	-.116
	.181**
	.310**

	Satisfaction with focus on students affairs 
	-.025
	.071
	-.111
	.041
	.152*

	Satisfaction with school climate 
	-.066
	.199**
	-.310**
	.281**
	.180**

	N=174, **p< 0.01; *p< 0.05 


Table 2 shows the correlation between conflict management strategies and teacher satisfaction with the school climate. Avoiding was found to be negatively correlated with satisfaction with communication (r=-.210, p<0.01). Avoiding had an insignificant negative relationship with satisfaction with the other dimensions individually and satisfaction with school climate generally. This suggested that avoiding conflict in a school setting has a negligible negative impact on teachers’ satisfaction with the school climate. Collaboration was found to be significant and positively correlated with satisfaction with amount of communication, amount of collaboration and overall satisfaction with the school climate (r=.199, p<0.01) suggesting that the head teachers’ use of collaborative behaviours promotes teacher satisfaction with school climate. Controlling was found to be significant and negatively correlated with satisfaction with communication and collaboration, and satisfaction with the overall school climate (r=-.310, p<0.01), suggesting that the use of control oriented strategies in conflict situations increased dissatisfaction with the school climate. Compromising (r=.281, p<0.01) and accommodating (r=.180, p<0.01) were significant and positively correlated with satisfaction with the school climate. 
The above analysis suggested that collaboration, controlling, accommodating and compromising significantly correlated with teachers’ satisfaction with the school climate, while avoiding was not significantly correlated. The only conflict management strategy which had an insignificant correlation with the dependent variable was avoiding. The correlation analysis further suggest that whereas collaboration, compromising and accommodating are positively correlated with teachers satisfaction with the school climate, controlling and avoiding indicate negative correlations.
4.5
REGRESSION ANALYSIS
Multiple regression analysis was carried out (i) to identify the significant conflict management strategies that determine the level of teacher satisfaction with the school climate, and (ii) to determine the conflict management strategy that had the highest causal effect on teacher satisfaction with the school climate.  Table 3 shows out of the five conflict management strategies, satisfaction with the school climate is determined by three factors; controlling, accommodating and compromising. Two variables (collaborating and avoiding) have been eliminated from the regression table.  Controlling was found to be statistically significant and negatively related to the dependent variable (ß=-.273, p<0.000). This statistically significant negative relationship means that when the head teacher uses control oriented strategies to manage conflict, teachers’ level of satisfaction with the school climate is negatively affected. On the other hand, both compromising (ß =.187, p<0.012) and accommodation (ß =.155, p<0.032) were statistically significant and positively related to satisfaction with the school climate. This implies that when the head teacher applies compromising or accommodation the teachers’ level of satisfaction with the school climate is reduced.
Table 3:
Multiple regression table- the relationship between conflict management strategies and satisfaction with school climate
	Variable
	B
	SEB
	ß
	t
	Sig. t

	Constant
	3.631
	.336
	
	10.801***

	.000



	Controlling,
	-.207
	.055
	-.273
	-3.769***
	.000

	Compromising
	.174
	.069
	.187
	2.532*
	.012

	Accommodating
	.158
	.073
	.155
	2.163*
	.032

	R square
	.165
	
	
	
	

	Adjusted R-square
	.150
	
	
	
	

	F
	11.202***
	
	
	
	

	N
	174
	
	
	
	

	Note: ***p<0.001;            **p<0.01;             *p<0.05
	


Regression results displayed in Table 3 also show that R2 = .165, which confirms that the three independent variables retained in the regression model (controlling, compromising and accommodating)  explain for 16% of the variation in the dependent variable. The value for Adj.R2 = .150 is the value for coefficient determination adjusted for degrees of freedom. It indicates that when adjusted for degrees of freedom, the three independent variables explain 15% of the variation in the dependent variable. Controlling  had the largest causal impact (negative) on the level of satisfaction, followed  by compromising and accommodating respectively, both having a positive relationship with satisfaction. 
This analysis clearly indicates that dominating and autocratic behaviour among head teachers when handling conflict situations in schools, produced feelings if dissatisfaction among teachers and perhaps other stakeholders in the school community.  Relating this finding to results of focus group discussions with students, it is clear that autocratic behaviours of head teachers when dealing with conflict were associated with low satisfaction with administration in particular and the entire school climate in general.  Students who reported poor communication with administration were more likely to be dissatisfied with the school climate than their counterparts who reported that their head teacher listened to them and paid attention to their grievances.

Research Objective Five: The Effect of the Moderating Variables
The moderating variables in this study were gender composition of students, location of the school, school ownership or foundation body, age of the school and the school size in terms of number of students. To determine the effect of these moderating variables on the relationship between conflict management strategies and satisfaction with the school climate, partial correlation coefficients in Table 16 were compared with spearman’s correlation coefficients in Table 9. The difference would depict the contribution of the moderating variables to the variance in satisfaction with the school climate. It was anticipated that if the moderating variables had a significant impact on the relationship between the independent variables and the dependent variables then their introduction i9n the correlation equation would significantly change the coefficients of correlation.
From Table 3, it can be noted that the differences between partial correlation coefficients and Spearman’s correlation coefficients is small in all cases, ranging between 0.000 and 0.193. This implies that controlling for the moderating variables, that is, school characteristics, did not significantly change the coefficient of correlation between the dependent variable and the independent variable. This means that we can largely predict the level of satisfaction with school climate by use of conflict management strategies without considering the characteristics of the school. In other words, teacher satisfaction with the school climate does not vary with the characteristics of the school. 
Table 3:  Partial Correlation Matrix

	
	
	Avoid
	Collaboration
	Control
	Accommo
	Compro

	Satisfaction with Communication
	Partial r
	-.284**
	.378**
	-.347**
	.267**
	.001

	
	Spearman’s r
	-.210**
	.306**
	-.260**
	.255**
	 .042

	
	Difference
	0.074
	0.072
	0.086
	0.011
	0.041

	Satisfaction with Collaboration
	Partial r
	-.0.030
	.245**
	-.293**
	.297**
	.218**

	
	Spearman’s r
	-0.031
	.233**
	-.221**
	.294**
	 .250**

	
	Difference
	0.002
	0.012
	0.078
	0.003
	0.032

	Satisfaction with Org & Adm
	Partial r
	.068
	.110
	-.309
	.176
	.267

	
	Spearman’s r
	.036
	.109
	-.116
	.181*
	.310**

	
	Difference
	0.032
	0.000
	-0.193
	-0.005
	0.041

	Satisfaction with focus on students affairs
	Partial r
	.023
	.016
	-.146
	.0144
	.101

	
	Spearman’s r
	-.025
	.071
	-.111
	.041
	.152*

	
	Difference
	0.005
	-0.055
	0.039
	-0.027
	0.051

	Satisfaction constructs combined
	Partial r
	-.062
	.207
	-.411**
	.276
	.122

	
	Spearman’s r
	-.066
	.199
	-.310**
	.180*
	.186*

	
	Difference
	-0.004
	0.008
	-0.101
	0.096
	-0.065


4.6
QUALITATIVE FINDINGS

Qualitative data were collected from two categories of respondents; first from head teachers and deputy head teachers using in-depth interviews and second from students using focus group discussions. Students were asked to describe the general school climate, to tell the investigators what they like about the school and what they hate about the school. Other questions dealt with how grievances are handled in the school, freedom of communication with the head teacher, and how friendly teachers are towards student. The students’ feelings about the school climate varied from high degree of satisfaction to a very high degree of dissatisfaction with the school climate. Out of eight schools where the researcher held focus group discussions, three schools showed high levels of dissatisfaction with the school climate.  
Findings from focus group discussions indicated no significant difference on use of conflict management strategies among the different categories of schools. Private schools had the same likelihood of using control-oriented styles as government schools and  behaviours associated with the controlling strategy (such as failure to pay attention to students complaints, closed communication channels, dictatorship from administration, and use of corporal punishment) were found to be common in both private schools and public schools. An O’level student in one public school had this to say about the school climate: The school climate here is very bad. We have a rude deputy head teacher and the teachers are very harsh. You can be caned for no good reason, for example when you ask a question in class, some teachers just beat you up.  

Yet in another public school a female student reported:  Although we may not say that all teachers are bad, we do have teachers who are not approachable, those who care are few. Similarly in a private school an A’level student said: “Teachers are unapproachable and harsh leading to students’ dissatisfaction’. 

These findings suggest that students resent corporal punishment and in some schools teachers do not give due attention to students learning needs. It is noted also that rude administrative styles cause dissatisfaction among students. An interview with the deputy head teacher of one of these schools revealed that he had a negative view about the students, resulting in harsh treatment and fear that students could attack and harm him any time. 

A student in a private school had this to say about the relationship between students and administration: “The gap between students and teachers here is very big; administration just dictates and you have no choice but to obey.” Another student in a public girl’s school said: the relationship between the administration and students is not good at all, the head teacher is feared and it is worse for the deputy”.  Yet in other schools, the relationship between administration and students was portrayed as cordial and positive depicting tendencies towards collaboration. A student a public school founded by Church of Uganda had this to say:  “The relationship between students and administration is very good; we see them as our parents because they care and listen to our needs. Where the problem cannot be solved immediately, they explain and we understand.” 
However this school had had its share of bad times in the past as another student explained: “The current head teacher has a listening ear but before he came in 2004, we had serious problems and strikes were very common. Under the current head teacher we do not expect a strike.” The circumstances in this school were a mirror image of what had happened in a nearby public, catholic founded school. During a focus group discussion, students revealed that during the tenure of the previous head teacher, dissatisfaction and chaos were the order of the day. Students’ grievances were not paid attention to, communication channels had been blocked, and feeding was very poor. In response, the students resorted to strikes, to make their voices heard by administration. By contrast, the students revealed that under the current head teacher, they are listened to and they did not have any reason to strike against the administration. The head teacher of this school revealed that due to the history of strikes in that school which he inherited, he had taken keen interests in the grievances of students and the strategy was working. Students seemed to appreciate his efforts and for a period of one year of his tenure as head teacher at the school, he had noted that students had developed a positive attitude towards administration and he did not expect a strike to occur.
Another school in the same district had two types of administrators – the most hated person at the school was the deputy head teacher, while the head teacher was among the most liked by students. The students revealed that the deputy was a dictator who took students for granted, never listened to their views and practiced corporal punishment for even the simplest of offences. Relating the students views with the findings from an interview with the deputy head teacher, confirmed the students’ interpretation of his attitude. The deputy revealed that the students were undisciplined and hated administration. They had on a number of occasions tried to attack and harm him at his house which is on the school campus. He revealed that at night he would never walk in the school compound without an armed escort. On the contrary, the headteacher had a positive view of the students and felt that the students, if well managed would be disciplined. Unlike the deputy head teacher who feared that his life was in danger, the headteacher did not expect any attack on his life or property from the students. As if to reciprocate, the students revealed that the head teacher was a listening gentleman and although he was new in the school, if he continued with that open communication, he would turn the school around for better. But they feared that the deputy headteacher would let him down with his negative attitude towards students. 
The relationships between the students and the two administrators suggest that when students are treated with trust and open channels of communication, they reciprocate with cooperation and understanding. In such an environment the likelihood of strike is tremendously reduced. On the contrary when students are not trusted or when they are treated with derogatory attitude, their satisfaction with the school climate and the school administrators is tremendously reduced. This could as well be one of the reasons why strikes are common in schools.

A girls’ public boarding school founded by a Church of Uganda had experienced a strike three months before our visit.  The female headteacher reported in an interview that she did not trust her students and staff. She revealed that teachers wanted to get close to her but she kept her distance to avoid problems. In this school teachers indicated that the head teacher used control oriented style of conflict management and students complained that there was a big communication gap with administration. To demonstrate that administration did not pay attention to their grievances, students complained that they had reported the problem bed bugs in their dormitories, but administration had not done any fumigation. Students reported that administration does not listen to the students’ council and warned that if the head teacher and her team did not change their ways, students would strike. 

These findings reveal that the conflict management strategies used by the head teacher does not vary with the school type. Head teachers of private schools were as likely to use control oriented strategies as their counter parts in public schools. Also, the likelihood of control oriented and collaboration oriented strategies was more or less the same in catholic schools as in church of Uganda founded school.
In a public boys’ school founded by the Roman Catholic Church, students revealed that there are some boys who was to cause trouble because of poor performance in tests and examinations. Because the school had a policy of discontinuing poor performers, when students became aware that they would be discontinued, they reportedly caused trouble by engineering a strike. Students narrated a case of such boys who were mobilising fellow students to burn the school. Because of the good relationship between administration and the student body, the bad boys were reported and dismissed. The deputy head teacher of this school revealed that the strike and a plan to burn the school were prevented by the good relationship between students and administration which allows students to communicate openly without fearing the administrators. 

4.7
CAUSES OF STUDENT DISSATISFACTION WITH SCHOOL CLIMATE

In order to identify factors that lead to strikes in the schools, the students were asked to mention factors that make them feel particularly dissatisfied with their school climate. Five out of thirteen schools mentioned poor quality of food served to students as a source of dissatisfaction. Students reported that they were fed on posho (maize meal) and beans without any change throughout the term. Others reported that the beans were infested with weevils and unpalatable. In eight schools students reported that their only complaint was lack of variety, but the beans and posho were of good quality. 

The relationship between students and teachers varied from one school to another; in some schools students reported cordial relationships with students while in others teachers were said to be very harsh and using derogatory language when addressing students. In one school a student reported that: ‘teachers are very harsh and they treat us as if we do not matter’. In yet another school the students said that whereas the majority of teachers treat students with kindness but a few are cruel and they behave as if they were forced into the teaching profession. To demonstrate her point a student cited a teacher who regularly says he feels bad because he prepares students to take up good professions while he (the teacher) remains in the teaching profession which is condemned to poverty.

Students reported that they have Student Councils which collect and forwards students grievances to the administration. Whereas some schools reported that the headteacher listened to the students grievances, in other students said that the administration did not pay attention to their grievances. In schools where grievances were not attended to, students were highly dissatisfied with the school climate. For example, in three schools (two public and one private school), students were highly dissatisfied with the school climate and threatened to cause a strike if administration did not pay attention to their complaints. In the private school students said that administration was victimising students’ leaders when they forwarded students complaints. As result students leaders hand refrained from forwarding students views. Students said the only remaining channel through which they could express themselves was through a strike. On the contrary, in another school where head teacher met the students’ leaders on a regular basis (at least once a week), students expressed high satisfaction with the administration and reported that the climate was very good.

Students reported satisfaction with academic affairs. Books were said to be available in the library and efforts were being made to acquire more reading materials. In the academic field students only complained about harsh teachers and use of abusive language to students. For example it was reported that a teacher was regularly ridiculed students who asked questions, thus: I would be surprised if you had understood. This is not a subject for weak minds like you graduates of UPE. Such negative attitudes about students increased student dissatisfaction with the school climate and could easily lead to strikes. In spite of these isolated flaws in the academic sphere, students seemed to be generally happy with the attention given by teachers and administration to their academic affairs.

Causes of Strikes

Students were asked if they had witnessed a strike during their stay at the school. Out of the eight schools it was only one private school where students said they had not experienced a strike. In another private school students said they had witnessed a strike in form of a peaceful demonstration. In the other schools students had witnessed violent strikes involving destruction of school property and resulting in closure of the school after police intervention to disperse students. 

The first key cause of strike was the problem of poor communication between students and administration. Where students reported that the head teacher did not listen to students views, strikes were more likely to take place. Second was lack of entertainment facilities and opportunities. Students particularly pointed out that they needed to watch football on pay-to-watch channels. In other schools students complained that they were not allowed to have dancing parties especially with schools of the opposite sex. Thirdly, poor sanitation in dormitories and lack of toilet facilities were mentioned. Students revealed that when pit latrines were full administration takes long to construct new ones.   The fourth cause of strikes was reported to be heavy punishments by teachers and administrators. In two schools students reported that teachers and administration used corporal punishment and this was a source of dissatisfaction about the school climate. Students said that they do not refuse punishments but they objected to heavy, unfair implementation of the school rules and regulations. Fifthly, it also emerged that some students who are earmarked for dismissal for poor academic performance deliberately in influence others to strike.

Prevention of Strikes in Schools
When students were asked to suggest solutions to prevent strikes, they suggested that administration should open up communication channels and pay attention to student’s grievances. They recommended that administration should provide entertainment facilities to students such as GTV, DSTV and clubs and dances and punishments should be fair and proportionate to the type of offence committed. Further more, students advised that administration should improve on the quality of food and introduce variety in the menu. It was recommended that students who perform badly should not be punished with dismissal; instead they should be helped to improve their academic performance. Students felt that dismissal of poor performers creates a sense of despair among weak students, thus forcing them to cause chaos before they are expelled.  However students agreed that undisciplined students who influence others to strike should be identified and expeditiously dealt according to the schools. It is important to note that where the relationship between students and administration was good, students were willing to report their schoolmates who had bad intentions of planting seeds of rebellion in the student community. Students also advised that staff should conduct themselves in a professional way and treat students as they would like their own children to be treated. 
4.8 DISCUSSION, CONCLUSION AND RECOMMENDATIONS

The study has shown that apart from the avoiding strategy, the other four strategies namely, controlling, accommodating, collaborating, and compromising are widely used with varying frequencies by head teachers in the sampled schools. Avoiding was the least used conflict management strategy. However, findings from the focus group discussions seem to suggest that some head teachers use control oriented styles more than others. 

It is also noted that conflict management strategies did not vary with the head teachers’ demographic characteristics or the school type. The demographic characteristics of the head teacher under consideration here were gender or sex, age, highest education qualification obtained and experience in headship. The results have indicated that there is no significant difference among the conflict management strategies used by head teachers irrespective of their demographic characteristics. For example men and women head teachers were found to be equally likely to apply the controlling style as well as other styles. This finding confirms Henkin et al (1999) who reported that demographic variables were not associated with conflict strategy scores. However in their study, Henkin et al (1999) found that the head teachers’ tenure in headship (experience) was related to choice of conflict management strategy, with experienced head teachers more likely to use collaboration oriented strategies. In the extant study, experience of the head teacher did not affect his or her conflict management strategy.

Correlation coefficients and regression analysis revealed that three conflict strategies had significant relationship with teacher satisfaction with school climate. Controlling was significant and negatively related to teachers’ satisfaction with the school climate, while compromising and accommodating were positively related with teachers’ satisfaction with the school climate. Thus while the use controlling style is  associated with low levels of satisfaction with the school climate, compromising and accommodating seem to increase teachers satisfaction with the school climate among secondary school teachers. Avoiding which was the least frequently used conflict strategy was eliminated from the regression model. Avoiding conflict had a negative correlation and beta coefficients signifying its negative association with satisfaction with the school climate. It was noted however that the negative impact of avoiding was weak and insignificant while the negative impact of controlling was weak but significant at p=0.05. Collaborating had positive insignificant impact on the dependent variable. In total the three conflict management strategies retained in the regression model (controlling, accommodating and compromising) accounted for 15% (adj. R2=0.15) of the variation in teachers’ satisfaction with the school climate. The implication of this low per centage of variation explained by the independent variables retained in the model seems to suggest that conflict management strategies are not the most important determinants of teachers’ satisfaction with the school climate.

Analysis of findings from focus group discussions and head teachers interviews suggests a confirmation of the findings from teachers’ questionnaire with regard to the relationship between control oriented, authoritarian strategies and satisfaction with the school climate. Students who felt that their head teachers used autocratic styles to manage differences had negative opinions about the school climate and threatened to strike to make administration pay attention to their grievances. Open communication between students and administration was found to be crucial in fostering a good relationship and high levels of satisfaction with the school climate.

From the study findings it is clear that control oriented conflict management strategies result in dissatisfaction among organisational members. The benefits of functional conflict, therefore, will not be realized in a school when the head teacher allows only one way communication and dominates organisational processes. School administrators are challenged to manage conflict using strategies, which induce individuals and constituent groups to contribute to common goals even when self-interested actions would appear to be more beneficial.   In line with McCarthy (1981), the study suggests that compromise and solution oriented approaches to conflict management seem to work best where managers prefer a consensual, and cooperative process which avoids antagonisms that may endanger future personal relationships. It is clear that students resort to strikes when the head teacher blocks communication with students and teachers.

Inconsistent results have been reported in this study about the relationship between collaboration strategy and satisfaction with the school climate. Whereas quantitative analysis of data from the teachers indicates no significant relationship between collaboration strategy and teacher satisfaction with the school climate, qualitative data analysis suggests that students are more satisfied with the school climate when the head teacher uses open communication, and pays attention to students’ grievances in a problem-solving style. One could argue that solving students’ problems is accommodating style, but this study has shown that even when the headteacher is not able to solve the problem, students remain calm when the situation is openly explained to them. Under Rahims’ (1983) conceptualisation, explaining the reasons why a problem cannot be solved, say due to lack of money, would belong to the collaboration strategy, rather than obliging/accommodating strategy. Further research could be undertaken therefore to explain this apparent contradiction.
School administrators, especially are challenged to change from unitary control-oriented strategies of conflict management to the modern, pluralist view of conflict management which emphasises compromise and prudent accommodation. It important to note, however, that behaviours do not change without diffusing and unfreezing the underling belief and attitudes (Millward, 2005). 
As a matter of policy, the study implies that modern management training programmes should be designed to prepare teachers for the managerial roles of a headteacher. Further more, refresher courses should be organised to serving headteachers to equip them with conflict management skills,  explain the different aspects of conflict and the impact of various conflict management strategies on employee commitment, satisfaction and overall school performance.  
As a limitation, since this study was conducted in two out of 82 districts,  further research should be conducted involving a bigger sample of schools to validate the findings of this study and shade more light on how conflict management strategies affect various organisational outcomes countrywide. Studies in other countries (e.g. Barnards and Lee, 1999) found that better performing chief executive officers, including headteachers, created good organisational climates than poorly performing organisations. It has also been reported that schools with a good climate show superior academic performance (Smith, 2002). This calls for further studies to measure the type of climate that Ugandan headteachers have created in schools and how school climate affects the performance of schools. 

The Board of Governors is a key statutory body in the management of schools generally and resolution of school conflicts in particular. Similarly, Parents-Teachers Associations (PTA) have been established in public schools to play various roles in the management of the schools. This study has limitations in that it did not investigate the role of the Board of Governors and PTA in resolving conflict and establishing the school climate. Further improvement on this study should investigate the contribution of these organs to various school outcomes, such as conflict management, satisfaction with the school climate, organizational citizenship behaviour, and overall school performance.
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