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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

This exercise will be timed. Please do everything you carto reach a
settlement within 10 minutes. You may make up any story you wi o much of

the $2 as possible. However keep in mind that it matters,a are able to meet

your deadline and actually reach a settlement; thi

o
o

ostimportant priority.
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

Try to get as much of the $2.00 as you can. Bargain as effectively as possible;

make up any story you wish. $

It is extremely important to you that you at least us money to get home
tonight: 50 cents. If you do not get at least 50 NXMII e walking for more than
an hour and it will be dark and cold, ou /@'e. Actually, get more if you can;
be as effective as possible.®

.
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

Try to get as much of the $2.00 as you can; make up any story you want.

Whatever else your objectives, you should be car g least 80 cents of
the $2.00 because you will have to make a toll |Iy and they will be
terribly worried and upset if you do not maKe . So do as well as you can, and

remember you must get at least 80 c
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining and you should get as much of the $2.00 as you

can, with any story you like. $

It is really important that you should getaual -nth‘i ound.
@ ‘
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

You have been carefully chosen for a particular goal in & ion. Itis
important that you should win at least $1.30. .
Feel free to make up any story you like;.get 35 much of the $2.00 as you can.
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

Q

This is zero-sum bargaining and you should get as h thg as you can,

with any story you like. >c.
It is really important that yiou s@et $1.60 in this round.
.
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The Two Dollar Game
Prof. Mary Rowe, MIT

The Two Dollar Game is the opening game in Negotiation and Conflict
Management.

It was developed in order to illustrate some basic tools of negotiation theory, in the
simplest possible game.

Major topics include:

* The nature of competition—“distributive” or “win-lose” bargaining—in which
the gain of one person is the loss of another. This kind of bargaining is contrasted
with collaborative (also known as “integrative” or “win-win”) bargaining in
which both parties win.

In real life it can be difficult to illustrate pure win-los€ bargaining, because true
win-lose situations and pure win-win situations are refatively rare. (Most
negotiations are actually “mixed motive” bargaining,”including both distributive
and integrative elements. Pure win-lose-argairiing is rare in part because intangible
elements like “relationship” enter_into riostfEegotiations. Pure win-win is rare
because resources are scarce).

The Two Dollar game therefoie illustrates all three strategies in negotiations. The
game initially appéatsito be pure win-lose. But because of secret instructions, and
the nature of repeatinegotiations with the same person, the game will become a
mixed motive.game, or even integrative, in the last two rounds, if players trade
money forintangible benefits.

* The concept of a “bargaining range” which can be negative, if there is no room
for settlement—or positive, if there is room for settlement. It also introduces the
idea of a Resistance Point or a “Reservation Point” (RP—the point at which a
person will either stop bargaining, or move their RP to achieve a settlement.

The idea of the RP also introduces the idea of a fallback position or BATNA—the
Best Alternative To a Negotiated Agreement, since this best alternative usually
defines where the RP will be. And it introduces the idea of a “target”—the amount
that a person wishes to get in the process of bargaining.
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» Major strategies that people adopt in negotiations: Competition, Collaboration,
Avoidance, Compromise, Accommodation, and Revenge. These strategies are
the same as those we teach in the negotiation theory model, and the first five are
also in the Thomas Kilman Questionnaire.

» How a player might be able to “diagnose” his or her own natural strategies in
negotiation (strengths in strategic play and also strategic weaknesses). People who
instinctively love the game (and many students do love this game) usually have
strong Competitive skills. Some players easily Compromise ---in fact they will do
this even if they are told not to. Those who instinctively hate the game may have
high Avoidance or Accommaodation scores in the Thomas Kilman Questionnaire.
People who “escape” the game and break the rules in order to create side deals often
have Collaborative skills. And people who are vengeful on the third round begin to
understand the Revenge strategy.

One can also possibly learn something about the natural stratégtes Qf the other
player by observing how they play this game. The game is, thusya quick diagnostic,
in conjunction with the Thomas Kilman Questionpaire,for neophytes to learn their
natural skills and vulnerabilities.

 An understanding of why “splitting the difference” is not the only way to divide
what is on the table, and why it ngayor may not be the best way, in real life.

 The importance of intangibles (such as relationship, trust, friendly feelings) as
well as tangibles (in this'ease Toney) as sources of value in a negotiation.

* The hugetimportance, in real life, of repeated interactions with the same
person—in.butlding or losing a good relationship. (We do not usually bargain
just once with the same person. We often interact with the same person more than
once. This means that even a simple game of dividing two dollars, in what is
supposed to be a win-lose game, is not in fact purely competitive. Because of the
effect of successive interactions, positive and negative feelings become part of the
intangibles that are won or lost in the interaction.)

» The fact that one’s strategy is not the same as one’s style and demeanor. (One
can be very competitive and very charming, or collaborative and aggressive, or
competitive and aggressive, etc.)

 The importance of ethics in negotiations --- how comfortable am | with making
up a story, and how do | feel about a negotiations partner who lies or threatens?

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in

*khkkkkkikkikkikkikkikk

Here is how it works. The class is divided into pairs. Every pair has a General
Instruction, to divide $2 between the two players in the pair. They are instructed
that the game is pure win-lose—no side deals or subterfuges are allowed.

Although the players do not know this at the beginning, they will play the game
three times. The first and second time they change partners. But the third time they
are suddenly told they will play again with the same partner.

Players naturally first think, “This is easy, we will just divide the two dollars in
half.

But each also has a Secret Instruction. The Secret Instructions tiltieach player
toward competition, accommodation, or compromise. The Se€fet.Ihstructions deal
with intangibles (my reputation) and tangibles (the amount @f money that the player
must win). Some Secret Instructions also deal with style-and @emeanor. (In
addition, some students, although breaking the rulgs, will"Come up with
collaborative side deals).

Debriefing the game after the fifstiround’ In some pairs there is a negative
bargaining range because thelplayeérs hiave each been told to get more than $1. In
some pairs there is a pesitive hargaining range because the “targets” add up to less
than $2. This situation illustrates the idea of bargaining ranges, reservation points
(their BATNAS)andtargets, and the reactions of the students will also help them
diagnose theirnatural strategies, as spelled out above.

After the second round: The second round deals with intangibles. Here the Secret
Instructions deal with style, and intangible values such as one’s reputation or
distrust of the Other. This round also introduces the idea of common tactics
associated with common strategies. For example one instruction requires the
player to speak almost not at all—a very competitive tactic.

After the third round: The third round is a reprise of both tangible and intangible
factors in negotiation. It also serves to show the importance of a previous
interaction with the same person. In some pairs a player will deal kindly with an
Other who dealt kindly in Round Two. In some pairs there will be an impulse
towards revenge.
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The Two Dollar Game thus efficiently introduces some major elements of
negotiation theory. It is debriefed in a journal written by each player (later read and
commented upon by the professor). The player is instructed to notice what can be
learned about oneself, and also about others.

Players are regularly surprised to find that some people love the game (or hate it),
as distinguished from their own reactions, and are regularly surprised that that are
several available negotiation strategies. (Most neophytes are familiar with only one
or two strategies). People are regularly surprised at the importance of a previous
negotiation.

Many students are surprised at the amount of emotion engendered by an obviously
simplistic game. This last is an important point because of theireal-life importance
of emotions in negotiation.

The game is easily debriefed a second time, later an, in tefms of Sources of Power,
a set of theoretical ideas introduced in the followigg class. For example, rewards,
sanctions, force and the threat of force( relationship, BATNA, moral authority, and
commitment power can all play afole in thé Two Dollar Game. Students also
regularly and instinctively “iqvent? legitimate authority, expertise and information
power to bolster their stories,
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Prof. Mary Rowe
Class #1 15.667

$2 Bargaining Secret Instructions
which tilt a simple negotiation away
from “splitting the difference”

Time: 10 minute limit vs. Don't worry if no settlement—the effect of deadlines

Bargaining Range—the effect of expectations and anchoring

50¢ vs. 50¢
80¢ vs. $1.30
$1.30 vs. 50¢

$1.40 vs. $1.40

Constraints on Competitive/Distributive:Behavior—the effect of long-term relationships

Possible'tape'recorder

You will*be dependent on O
Public reputation

O has had a hard time

Tilting toward Competitive/Distributive Behavior—the effect of a tough style, lack of
trust

You are a battle ax

O is untrustworthy - be careful
Say as little as possible - be silent
Create tension - be tough

Classroom Situation: repeating with the same person (the effect of prior negotiations
on this negotiation)
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

You may make up any story you wish, to win as much as you can from your

colleague. $
If you do not reach a settlement this session, don’ %)ﬁt it. You will have

a chance to continue with this person. W st is your meeting your own

objectives when you do settle, (so thi rough garefully what those objectives are).

®‘
o
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

You are a well-known and consistent battle-ax. You are known for always

getting every penny out of every competitor.

Please try to imagine that you will never see the ot
everyone

else who matters to you is waiting to see if y s game effectively. Make up

any story you want, as strong a case @ _Get as much of the $2.00 as you can.
r

This is a chance to live up to §quriformidable reputation as a really effective

competitor;
go to it! @
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BUILDING COALITIONS

The following advice will help you to build coalitions that serve your negotiation
pUrposes:

1. Past affects present: Remember that alliances previously formed can affect the
current negotiation.
- Consider forming alliances early-on.

- Besensitiveto the impact of prior interactions or relationships between other
parties on the current negotiation.

2. Power comes in many forms: Don't rely just on positional authority:
- The ability to form alliances and to de-stabilize thé alianges of othersis, by
itself, a source of "value."

- Coalitions also are a source of power friterms of rewards, sanctions, and
relationships. f

- Look for opportunitiesito play avediating role.

3. Coalitions are rarely stable: Make ahabit of checking in with those in your
coalition.

4. Exclude with care: Be wary of negative repercussions of excluding a party from a
coalition.

- Exclusion easily can foster negative emotions such as humiliation or
resentment.

- Unexpected coalitions can form quickly, especialy if people feel aggrieved,
resentful, or humiliated by a party.
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Professor Mary P. Rowe, Cambridge, MA 02139

BARRISTER, COUNSELOR, SOLICITOR & AVOCAT

General Instructions

Barrister, Counselor, Solicitor & Avocat has decided to set up major law
offices in Beijing and Shanghai. Barrister and Counselor is a large international law
firm. Since the early 1980's when the People's Republic of China decided t@ permit a
few non-Chinese lawyers to work within the country on international conimeteial
problems, various law firms have established small offices in major Chingse cities.
Barrister and Counselor is willing now to gamble on the posSibility of getting in on the
ground floor on this new century of legal work, for many'billibns of dollars worth of
commercial agreements between international companies and thie PRC.

The logistical problems are enormQuse=in ke€ping with recent practice among
some top US law firms, Barrister and€ounselor las decided that the administrative
head of their new China Divisionghad bétter’be an MBA rather than an attorney.
They've been looking for somioné young and adventurous. Their China manager needs
to take in stride the mang Trustrations of living and working in this unusual country—
and have the energy o, hélp build a major new venture. Also, they need someone
willing and eaggr t startywith a small office this year in the expectation of growing by a
factor of terior twwenty'during the next decade. So they want someone young—but not
too youngy, Appiopriate work experience is also a definite requirement.

B&C needs to hire a person or persons with extraordinary skills. The
candidate should have Asian experience and, ideally, speak one or more Chinese
languages. If possible, this manager would also have considerable information
technology experience. B&C wants their China offices to exemplify the latest computer
technology in every aspect of their operations, for internal and marketing reasons. First,
there are the demands of the firm. As a major law firm in a country only recently
redeveloping its legal structure and international legal practices, B&C will need to keep
track of new laws and of every relevant new contract and treaty provision they can find
out about. They will need access to LEXIS (a legal information data base) and
sophisticated word-processing, capable of handling English and Chinese documents.
They will also need very sophisticated security provisions—including encrypting and
decrypting—their intra-China and international communications. B&C also wants the
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latest information processing technology for marketing reasons: they hope to impress
their Chinese contacts.

Many other skills are needed. The new manager will have a chance to advise
on the business side of various legal negotiations. This person will supervise all the
logistical functions of the new offices, from facilities planning to supervision of the
human resources officer to financial planning and budget control.

Like everyone else in the firm, the manager will have a chance to help make
personal contacts with Chinese officials. There is however a managing partner with
extensive relationships among the senior members of government in the PRC.

C.H. Wang has been looking for the right young manager for several months.
Several West Coast schools will graduate Chinese-speaking MBAs, but none of them
this year seem to have the appropriate technology background. B&C could hire two
people (the manager and a computer systems expert), but Wang would rather not do
that. There will already be a senior attorney as legal director of the office, and Wang
does not want too many different chiefs, in an initially small operation, tinless
absolutely necessary.

Wang has identified a candidate, Piro Torres, who appears to have all the
required skills. Prior to meeting Torres, Wang haddseen increasingly concerned about
whether such a person actually existed.

Piro's maternal grandmothergan American, was a sociologist in Beijing, where
she met Santiago Torres. Torresga very'suceessful international businessman, returned
with his wife to Chicago, whese he becamt€ a US citizen. They raised a very
international family. Theison, alawyer, runs the family business in the Far East. Piro
grew up speaking English, Japanese, Mandarin, and Tagolog, and also learned a great
deal about commesce, by helping out with the family business.

In Wang's opinion Piro's Chinese is not truly fluent, but Piro speaks
idiomaticallyy with an acceptable North Chinese accent. Moreover, Piro ran the
computer system at a government lab. With an engineer's degree in computer science
and an MBA in international management science, Piro seems to meet many
requirements. Best of all, Piro has that quiet grace of manner that will "fit in"—both
with a distinguished law firm and within the proud and ancient culture of China.

C.H. Wang is looking forward to the salary negotiations with Piro Torres, and
hopes a satisfactory arrangement can be made.
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2004, Prof. Mary Rowe, MIT

Instructor’s Notes

Barrister, Counselor, Solicitor and Avocat

It is commonplace for there to be a wide, positive bargaining range between two
negotiators or disputants, and for the two people to fail to find any settlement at all, let
alone a good settlement. This case is meant to illuminate the fact that many situations
could be highly collaborative, but are actually negotiated in a competitive way. The case
also illuminates the importance of INTANGIBLES in negotiations, especially in

workplace negotiations, as well as tangibles.

(In this real case, Piro took the job, for relatively low salary but many benefits-and made
a great deal of money as the firm grew, sharing in the profits.)
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Mary P. Rowe, Cambridge, MA 02139

THE BASIS FOR INTEGRATIVE "EMBELLISHMENTS"
in Barrister, Counselor

PIRO TORRES

» Excitement of new venture, new markets, very interesting country, huge
possible gains.

 The chance to work on major IT questions.

 Family tradition of working in China; pleasing parents by looking up old
associates

* Contact with Grandmother: being with her all summer until September, seeing
her regularly.

* Contact with the family; "staying closely in touch," and tripg home.
Educational loans.
* New computer and other communications equipinchss
* Moving expenses.
* Storing things.
 Entertainment expenses. Clothing dllowance.
» Unforeseen expenses. )

C.H. WANG

* You want someone who will "fit in," in China.

* You need someone by September.

* You want many skills in one person: languages, management experience,
information technology, network security, even possibly personal connections in the
PRC.

» Housing and transport and entertainment and clothing expenses will be fully
provided.

* Storage will be fully provided.

» The manager must go to US three or four times a year (company paid).

 All new, sophisticated computer equipment will be available to the new
manager at home and at work, plus free satellite transmission time for unlimited
communications and data transmission.

¢ The first $70,000 of foreign income is tax free.

» Moving expenses will be fully covered.
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Mary P. Rowe, Cambridge, MA 02139

* You are willing to pay either salary and bonuses, or salary plus percentage of
profits.

* B, C, S & A is a worldwide firm. There may be a future for Piro in many other
countries.
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Professor Mary P. Rowe, Cambridge, MA 02139

PIRO TORRES

Private Instructions

You are very excited about the possibility of working with Barrister & Counselor,
but you are also cautious. The whole scene in China is still very risky, very frustrating
and very competitive. You also have other good job possibilities. One is working with a
computer company that is setting up production facilities in the Far East. You have heard
they are paying $99K plus excellent stock options. Another job possibility is to go with a
new little start-up in Cambridge, Massachusetts, which is working on experimental
software to permit much more efficient electronic commerce in simultaneous
English/Chinese translation. You're not sure about salary there, but could become very
wealthy with stock options if the company succeeds—the technology could rapidly
extend to other languages. Both jobs would be based in Massachusetts, but you would be
travelling at least once a week.

Being based in the States has strong appeal. Grandmother Tarres\s getting frail
and old. You are very close to her; you'd like to be able to see er in Chicago at least at
Christmas and preferably more often. You really want to stdy insouch with her and with
the rest of your family.

You have been trying to think throughsthe ‘gecstion of salary. You have
educational loans to pay back, at $2,000,aycarYpusdre cager to get a much more
powerful personal computer. Movingto Chinawwbuld be enormously expensive: you
figure at least $8,000. Storing sothe thingsyou do not want to sell will cost you $2,000 a
year. It's hard to figure what yow will need to live in Beijing. Your housing will be
provided. You will not havewa gar,"transportation will be provided. But what about
expenses of entertainifg? |\Y ou dre also particularly concerned about staying in touch
with your familyl Yeu want a salary that will cover a trip home each year, long,
expensive phone bills, and unforeseen expenses. You feel these expenses could easily
total $10,000'a year. The question of stock options is hard to figure for a law firm and so
are the tax implications of being a resident abroad. What you would really like is the
same proportion of profit, from success of the China office, that the participating lawyers
will receive.

Your feelings are all in all very mixed. On the one hand this kind of job is in your
family tradition and your whole romantic soul wants to go. Moreover you have a special
interest in problems of network security and security of international information
transmission—and three years of very successful experience running the computer
system of a big government lab. You also are a risk-taker and love a challenge, and think
there's a one-in-ten possibility that B&C will become enormously successful in China.
On the other hand you are very deeply attached to your family and your aging
grandmother and you are quite prepared to live abroad later in your life. Just thinking
about your family makes you want to spend the summer in Chicago after graduation.
Still, on the other hand, if you do go to China, maybe you could look up some of
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Grandmother's old friends and their children and grandchildren; they might even be good
contacts for the firm.... and Grandmother would doubtless be very pleased....

How will you bargain for salary? What are your interests? What is your

reservation point? Your target salary? What are the interests of B&C? How will you
find out? What will their reservation and target points be? Can you change them?
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Professor Mary P. Rowe, Cambridge, MA 02139

C.H. WANG

Private Instructions

You really think you want to hire Torres. The firm needs someone on board by
September, and you feel you have scouted through this winter's cohort of new MBA's.

You very much wish you could have found everything you need in one person.
Torres is a little young, with languages that are good but not perfect. You are quite
concerned about needing someone who understands problems of security of business
records and international business communications. You wonder if Torres actually
understands these problems or whether you'll also need to find a network seCurity
consultant. You keep asking yourself if you should look for someone old®r,..perhaps an
overseas Chinese, who has done business in the PRC? But such people arg not
necessarily likely to be state-of-the-art in information technQlégy. No @ne 1s perfect, you
reason; let's get Torres if the salary negotiation goes well.

You review the question of finances. Y.l pushedBarrister & Counselor into this
new venture. You have only limited start-up funds and‘there will be a number of jobs to
fill. You don't want to set too high a b¢hch mark for the senior administrative job—you
cannot pay more than you pay theguniotlaw partners of B&C.

Circumstances ingChina mean that B&C staff in Beijing must have their housing
and transportation fully provided. The firm will rent whole floors of a major hotel, for
both offices andgexpattiate living quarters. And they will hire cars with drivers. The law
firm has alreidy tentédispace in a storage warehouse franchise (there actually is such a
warehousgnearthis school of management) for all the personal effects of partners and
other US employees who will go to Beijing.

You will also have to pay for three or four round trips a year to the US, for your
new manager to stay in close touch with US colleagues. You need to buy all the new
computer equipment which will be installed in the hotel. You have located a reliable
local Internet Access company to provide unlimited email and document transmission
around the world via a local phone call. (All in all, starting up this new venture is very
expensive.)

You have investigated salaries paid to recent graduates of this school of
management. Your guess is that Piro Torres would be offered $90K+ if accepting a job
in this country. You believe the average US professional spends about 50% of salary for
housing, car and home entertaining. For the manager of the B&C China division, all of
these expenses will be borne by Barrister & Counselor; in fact the expense account for
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entertaining will be quite generous. (There is a specific $10, 000 expense account for any
new clothes that might be needed by the candidate.) Moreover Torres will have elaborate
computer and communications capability in the offices directly adjacent to living
quarters. You estimate moving expenses (round trip, eventually) could reach $20,000;
the firm will simply pick up all moving expenses. You feel these points should all be
very attractive to Torres. In addition, you believe some salary and all benefits may be
tax-exempt.

C.H. Wang
Page 2

You are aware of the start-up cash-in-hand, year-end bonuses, stock options and
partnership possibilities for a person like Torres, and you speculate about héw to manage
this point.

As you pull all these points together, you conclude ag#0llows. What you would
like to pay Torres would be about $30,000 for this coming ycar” Y ou*would also be
willing to pay a bonus up to a limit set by the amountief each yedi's salary. For the first
year your hope would be to pay $30,000 plus a.signingsbouus of $10,000, plus a
Welcome on Board bonus of $10,000, payable the firstday of work in China. If
necessary you will, in addition, promige”a year-end bonus of up to $30,000 at the end of
the first year. For the following calendaf’year you expect to pay $40,000 a year, if all
goes well, plus whatever year{and'bonus yOu negotiate, (up to another $40,000). In
addition, of course, B&Cywill be providing housing, transportation, moving expenses,
storage of household gffetts, Business entertainment expense account, clothing expense
account, use of gomputeisystem and communications equipment, as detailed above.

Haéwevenyou are not at all sure what it will take to get Torres to relocate. What is
the limit of wliat you would be willing to pay to get Piro Torres? Your absolute outside
limit is set by the compensation offered to the junior law partners who will work for
Barrister and Counselor in the PRC. They earn $70,000 a year (plus the standard
housing, etc. listed above) plus a percentage of profits from the China division. (This
percent of profits is instead of a specific bonus.) But remember: you would much rather
pay less than this.

What will be your bargaining strategy? What do you think are Torres' interests?
What would be Torres' reservation point? How will you find out? Will you be able to
change the target compensation package—and reservation point—that Torres has set?

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



: : : . 24
www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in

A Butterfly's View of 15.667 —Negotiationsand Conflict
M anagement

(see which questions you can answer ?)

1) Isthere one especialy "rational way" to divide $2 with a stranger? (If you think thereis
not, what determines thefamily of "rationa choices"?)

2) Do you think that most business decisionsare maderationally?lsthere usually one
optimum decision?

3) You arefacing a specified conflict or negotiation with someone about whom you know
only demographics, style and job description. You have only an hour. What might you do
to prepare?

4y Inred life, in asuper important case, how and when should you ch@ose'which strategies
and tacticsyou will use in a negotiation? On what factorsgtight this¢hoice to depend?

5) How canonetry to prevent a" bad attitudedeath-Spiral’ in‘afiegotiation with someone
you do or do not know well? Where does a desite for evenge come from?

6)  Which of the ways of building trust«&ppeal to you the most?
7)  What isthe difference between manipuléting peopleand inspiring them (as a leader)?

8) If you or someone elsehas gotten painted intoa cor ner, through a commitment that
should never hawe been, tinade, what could be done?

9)  Can you,tell Wwhen someoneislyingto you?

10) How might you figure out the strategy and depth of strategy the Other isusingin a
negotiation?

11) Within aclose team or a couple, if you have no time in each negotiation to pursue the best
win-win solutions, where both sides gain simultaneously, how can A and B behave so that
both areactually gaining, in the aggr egate, over time?

12) How would you define effectivenessin a negotiation'? Are you effective? Who do you
know that is effective?

13) Isit thechoice of negotiating strategy that determines effectiveness?If so—which strategy
is most effective?

2002 Professor Mary Rowe, MIT
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14)

15)

16)

17)

18)

19)

20)

21)

22)

23)

24)

If not—which tasks and skills most fundamentally determine the effectiveness of a
negotiator?

What proportions of al your negotiations and conflicts are " mixed motive"? What
proportion is purely collaborative? and what proportion is purely competitive?

After you take the Thomas Kilmann Questionnaire, assess the strengths, in the five basic
strategies, that you bring to your negotiations. Are your skillsin balancewith the
requirementsof the negotiationsyou are engaged in? (Which of the tactics on the Tactics
sheetsin Negotiation 101 do you want to practice?)

Imagine you are assembling a team to start a project or a company. What would you look
for, in the people you would choosefor your team, with respect to the five sets of strategic
strengthsin negotiation?

Given that most people think they are ethical, and that people are not at al the same with
respect to ethical standards, would you want to give your future employees or partners an
Ethicstest? :-) Seeif what they actually do is what they say they should d@, when ethical
questions arise? Just see if they do what they agree to do, in negotiations'with you?
Suppose they think different standards should apply to them than to% most people''?

What isthelikely effect of having an observer when you negotiate?

In complex negotiations what are some of thesxéasensforsidebar discussions with
someone on the Other's team? Are there afy reasansot to have sidebar discussions?

If you wanted to win over a ten:per siin decision-making group about a certain proposal,
what are some of the ways ybu might.dg'this successfully?

Please think of onefar two negotiations that are truly vital to you—these could either be
negotiations witiyourself or negotiations with Others. What isit that isbeing
negotiated?Think far example, about money, time, status and prestige, trust, space, family
status, future greowth possibilities, etc. Is money the most important subject? Name some
ways you ceuld find out how effective you are in this real-life negotiation that really
matters to you.

The Last Task in anegotiation is: that all parties must come to see the outcome as the best
possible under the circumstances. When isthe last time you have seen the failure of the
Last Task in a negotiation? Why did this happen?

Under what circumstances would you make the fir st offer in a competitive negotiation?

Under what circumstances would you lay out all your relevant real interestsin a
negotiation?

2002 Professor Mary Rowe, MIT
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25)

26)

27)

28)

33)

34)

35)

36)

37)

Name some elements of process you would want to think about, if you were going to
negotiate for your side on a two-person team.

In asetting with coalitions, would you prefer to be a* pivot" person, or the person with
the most tangible resources, if those are not the same?

Some of the optionsfor dealing with complaints are: listening, referring people to other
resources, just giving or receiving needed information, helping people help themselves
through developing choices and coaching, shuttle diplomacy, formal mediation, fact-
finding, arbitration or adjudication (and managerial decision-making), systems change,
generic approaches, agency complaints, lawsuits, going to the newspapers. Which of these
are more likely to be collaborative? Which are more likely to be competitive? Which will
likely be " mixed motive"?

Some sourcesof power in negotiations include: legitimate authority, rewards, sanctions,
force, information, expertise, elegant solutions, commitment, moral authority, BATNA,

relationships. Which of these sources of power do you need for each of theoptions above,
for dealing with complaints?

Who should decide which complaint option or conflict magagement Option is chosen? The
manager? The complainant?

Which is the most cost-effective complaint_handlingeption'?

W hat does a person in an organization think about first when he or she wants to raise a
concern or make a complaint?

Is it possible to go outsite thedrganization with acomplaint and still have a normal
work life thereafterfwithin the organization? What does your answer mean for conflict
management system design?

What isthefirsh question to ask yourself when you face a dispute or acomplaint as a
manager?

Which sources of power do people turn to when they feel powerless? What is the effect?

Isthere such athing as a"frivolous" complaint? What would you want to try, if someone
kept blaming problems on other people?

Under what circumstances is a Difficult Person not "difficult"?

Which sources of power are likely help the most, in dealing with avery Difficult Person?

2002 Professor Mary Rowe, MIT
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38) How do you manage your own emotions in conflict situations? (Do you consciously
manage your emotions at all, or do you simply react?) What do you do if you start to feel
yourself getting upset?

39) Do you try to affect the emotions of othersin aconflict situation? How? For what
purpose?

2002 Professor Mary Rowe, MIT
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Mary Rowe and Amos Rogers

(This case is based on real events.)

Dealing With An Aggressive Competitive Negotiator

You are the Sales and Marketing Manager of a small firm that manufactures and
sells industrial automation systems. These systems are micro-processor-based control

units, which semi-automate large industrial machinery. This is a new technology.

Your sales and field service team consists of eleven women and men located in
Raleigh Durham, North Carolina near the East Coast. Annual revenues are
approximately $10,000,000. Most of the orders for your equipment are for one or two
units at a time. The average price of the units, although there are several models with

numerous options each, is about $15,000.

A bright young engineer in your firm has just developed a PC-basedwetworking
system that allows users of your units to link their units together to retricy&praduction
information automatically from the production machines. Nonesf thesg network systems
has as yet been sold, nor have they been put into long ternd fagtefy operation, though beta
tests of the system show excellent results. The netwerlgsyStemias been priced at
$35,000.

The industry to which yougwere'€elling does not have a great deal of new
technology in it. As such, yourpraducts are likely to be greeted with skepticism and
distrust. The customers il yowrimarket are very conservative and need everything proved

to them. This typidally means, for example, many trial installations of your equipment.

Youthave four competitors who have brought similar control units onto the
market at about 70-80% of your price. This is very worrisome. Once has a customer has
decided on a type of equipment, it is very unlikely that they will switch to another type,
because of the learning curve required by the machinery operators. In other words, if you
make the first sale you are almost guaranteed future sales. On the other hand, no one else

is now selling a network system.

The negotiation in question involves a very progressive and efficient Seattle
manufacturing company, privately owned by Mr. Canny. The company is located on the
outskirts of Seattle on the West Coast, far away from North Carolina. Mr. Canny has

approximately 50 machines that can be outfitted with your units. You have installed one

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in

28



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in

Mary Rowe and Amos Rogers
(This case is based on real events.)

of your control units as a trial installation — and so have each of the four competitors.
All five units have been operating on adjacent machines during the last 2 month period.
Mr. Canny has decided that three of the competitors' units are undesirable; you remain in

the running with one other competitor.

Your remaining competitor is located approximately 40 miles from Mr. Canny's
Seattle factory, while you are located far away. Your competitor's pricing is consistently
about 60% of your prices and their units are comparable. However, their units do not
have the number of options nor do they have the flexibility that your units have. Nor do
they have a continuous improvement engineer like your young colleague who built the
networking system. Most important your competitor's control units do not have a
networking capability. The networking system is clearly a point of major advantage; Mr.
Canny seems very interested in being able to access real time information from the
manufacturing machines. According to Mr. Canny, your competitor is claiming "the
ability to provide a network," but you know they do not have one. Y®u havebrochures
and literature to explain your network system, but you do notdiave anytinstalled working

system to show off. This will be your first.

You have made several trips to meet @ithJMr. Canny accompanied by your local
sales representative, during the term of\the'trial installation. Mr. Canny is a physically
fit, ex-Green-Beret drill sergeant who runsdfis business with an "iron fist". It is not
unusual for him to interrgpha meeting with you to solve a problem brought in by one of
his employees. It is al$e not urntisual for him to scream at that employee regardless of
who is present. Canhy\dresses in old Army fatigues. He walks tough, talks tough, and

presses you hard\with streams of difficult questions.

In an attempt to close this deal, you have made several visits to see Mr. Canny.
Each time you have discussed the various options that your units make available to him.
Each time you have gotten into a long discussion on which ones he actually needs. At
the same time, Mr. Canny has been negotiating with your competitor, who is, as he says,

"just down the road."

At each negotiation, you have tried to summarize all the technical points which
have just been discussed — and then move to the financial points. You have offered a
volume discount and have discussed the possibility of offering certain options for free.

Each time Mr. Canny has pointed out that your competitor's price is much lower and that
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Mary Rowe and Amos Rogers
(This case is based on real events.)

your prices are just too high. He then just stops talking about financial issues — beyond

demanding that your prices drop.

However, he is very interested in your networking system and wants to know
what type of deal you could put together for half of his units with your networking
systems. He explains this idea by saying that, if all goes well with that installation, he
will put units on the remaining 24 machines in his shop. He continues to discuss this

plan in great detail without making any move toward meeting your price.

Each time you meet you start from the point where you left off the time before.
However, you have never been able to close the deal at the end of the meeting. Mr.
Canny drives you to the airport each time asking more questions about the networking

system.

This order is very important to you because of its size, the future potetial of
modelling the network and because it is in your competitor'sdfackyard.\Y our competitor,
meanwhile, has lowered their price to approximately 50% \of your price and is apparently
promising a networking system, at a price to be d¢termitied that is sure to be lower than

your price of $35,000.

Each meeting you have with Mr.'Cafiny costs you about $1,500 in expenses. This
is a big drain for a small gdmpany, Each time you come back empty-handed your CEO
gets more upset. You heed to bring this "never ending" negotiation to an end. You need
to win the order to a%id I€aving the customer alone in Seattle with your competitor.

You find'Mr.\Cauny very intimidating and are wondering how to deal with him.
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Robert McKersie and Mary Rowe, MIT

METHODSTO CHANGE THE GAME TO COLLABORATION

1. Spend enough time! —listen to the Other-don't avoid—do negotiate.

2. "Name'" the distributive strategy or tactics or language of the Other (talk
about the potential for joint gains and elegant solutions).

3. Negotiate over the process before the substance. Offer and then develop
first steps based on the principles which should decide elements of settlement.
Agree to cease destructive acts during the negotiation.

4. Propose a brainstorming phase with the Other.

5. Separate off a brainstorming team (or teams) to work separately.

6. Take arecess (i.e. ""go to the balcony, Ury), for each side t@'ealm down
and to consider matters without distracting emotions.

7. Engage in sidebar discussions or delegate issues o Sidebar discussions.

8. Review thefacts you both have. Con3|der seeking new facts. Consider
joint data gathering.

9. Change the players or the ihteractioris of certain players; add in new
players.

10. Take up agenda itens that have common interests.

11. If therelsyust oneissue, fractionate it into smaller ones. Or— introduce
new issues such as time horizons and long term relationships. (Negotiation
over just one issue prevents developing a ' package™ with high gain/low cost
tradeoffs for each party.)

12. Consider athird party intervention.

13. Usea' one text" method (possibly viaathird party) in which all sides
successively add to all the points everyone agrees to, with a view toward
creating many points of agreement.

14. Extend the time horizon.

15. Take responsibility for faults (mea culpa)—apologize.
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2004, Prof. Mary Rowe, MIT

Coalition Exercise - Instructor’s Note

You will wish to have read the chapter on this wonderful game in Howard Raiffa’s
book the Art and Science of Negotiation. This game, possibly the single best
role-play of all negotiation training materials, lends itself to skilful planning and use
in many different ways. You will certainly wish to experiment playing it “straight” as
Raiffa anticipated. | however tried also to teach some lessons about real life.

In my case | usually taught it after Telemachus, making sure that the A, B and C
roles reflected the previous role assignments. Thus Bill became A, Shataya
became C and so on. Then | let each role prepare, IN CLASS—but alone together
for their part. | would make sure that the A’s were away from the B’s and the
C’s—and then | would get the B’s and C’s together (in their respective pairs) for
five or ten minutes before the A’s found their respective triad. The triads would of
course be the same people playing together as in Telemachus.

Preparing alone together the A’s often become arrogant and alsogreedy.
Depending on what happened in Telemachus some might have been“abit
chastened but often the effect of the previous role play was to make'the A’s more
aggressive.

The B’s and C’s, getting together would sometimesieel guilty and hang back until
A got there. But often they would form ap”unshiakable coalition.

Be sure to leave enough time to dehr€fhdtii role-plays, either at the end of this
class, or after you return the journalsialsout the class, or both.
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2004, Prof. Mary Rowe, MIT

Coalition Exercise

Questions for Reflection

e What was the effect of the previous negotiation---what effect did your
role-playing in Telemachus have on the outcomes in Coalition? If the
instructor got the B’s and C’s together for ten minutes before the A’s got
there, what was the effect of having the too weaker parties have time
together alone? If the Bs and Cs did not together ahead---what WOULD
have been the effect of their having been able to do so? Note: there may be
paradoxical effects.

e There are many sources of power; one can easily over-rely on positional
authority. In fact ...who has the most power in this game and why?

e Coalitions do not take long to build, especially in the presence of any
strong emotions. And they can “crash” very quickly as well.

e Coalitions are rarely stable and need constant atteption. 'Stayin touch!
e There are many opportunities to play a mediatingfole;

e There is afinancial reward to beings/alle=to Torn an effective coalition, that is,
a value to "coalitionness." The-abllity"iOyferm alliances and to de-stabilize
the alliances of others, by itSelff1s,ass6urce of "value," and power. It is an
important illustration_of the power of rewards, and sanctions, and
relationships. Soin real life, € has more than 3 points of power, as Howard
Raiffa's analyse$ shiaw in his book Art and Science of Negotiation.

e Whathappens if you commit to one party, when a third party is also involved,
and iflyeu do not negotiate the “exclusion” with the third party? What are the
effeCts of exclusion? (including possibly a feeling of humiliation.....)

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 34

Mary P. Rowe, MIT, Cambridge, MA 02139

CONSTRUCTION INTERNATIONAL, INC.

Mr. X is an engineer with a long and successful career with Construction
International. His career entailed frequent travel and discussions with senior officials in
developing countries throughout the world. His personality was somewhat reserved and
aloof, but on the whole he was polite and proper in his dealings with clients and
colleagues. Some people enjoyed his dry and sardonic wit; others found it
condescending and biting. Mr. X was a "workaholic" who pushed himself and colleagues
to high levels of performance, and the results of his efforts were well-received by
managers. Nevertheless, he was not regarded as an easy person to manage, in part
because his thinking was a bit rigid and he held strong views on technical matters, which
he made little effort to present in diplomatic terms. As the result of his solid professional
performance he was given a managerial position at the starting level for such posts; he
had served in that capacity for three years.

In the summer of 19, Mr. X's managers received notice that'he had been
charged with child abuse and sexual assault. The charge refigcted incidents occurring
over a period of time, and on several occasions, with the childgen ofvisitors to his
summer home. The managers did nothing to inforprtfiestaff of'the department about
this, although an account of the charges was carrieds«iri'the focal newspapers and the
situation became widely known within the cOrperation

The case was brought to trial in Recember of the same year, at which time Mr. X
pleaded guilty to the charges. \Me Said this was largely to protect the girls involved from
the ordeal of testifying il court, Seme of Mr. X's colleagues and managers submitted
written references to the Court'on his behalf. There were nine charges under the statute
which applied, éaciycarrying a maximum sentence of one year imprisonment. After
reviewing the'sulimissions of the prosecution and defense, the Court handed down a
sentence ofthirtysdays in prison, 100 hours of community service, and probation for nine
years, with the requirement that Mr. X participate in psychological or psychiatric
treatment, therapy or counseling as recommended by his Probation Officer.

There was lengthy discussion between managers and the Personnel Department
about what the corporation should do under these circumstances. A decision was finally
made to allow Mr. X to return to his department in a non-managerial capacity for a six-
month term to see whether his return to full active status would be feasible. The reasons
for this decision were "compassionate” in that the sentence of the Court reflected a high
degree of leniency under the circumstances, and there was no desire on the part of the
managers or Personnel to add additional punishment to what was already a very painful
situation for Mr. X.
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The above decision was communicated to staff in a departmental meeting. The
departmental director told staff he hoped they would accept Mr. X as a colleague, and
that he would need their support after a very difficult ordeal. The director then asked if
there were questions, and when there were none, he offered to discuss the decision with
anyone who came to see him privately. When the meeting ended, the director came away
feeling that the staff had been receptive to the idea of Mr. X returning to duty. There had
been no detailed discussion of the case in terms of the nature of the charges or the Court's
findings.

Shortly after the meeting, several of the staff went to Personnel and protested
vigorously about the decision to retain Mr. X. This protest was communicated up to the
Director of Personnel, and through him to the department director. First-level managers
were also becoming aware of strong negative reactions by many employees. In an effort
to defuse this developing opposition, Personnel asked the Ombudsman if he would be
willing to look into the situation and make recommendations on how to handle Mr. X's
case.

The Ombudsman agreed and set aside a series of three days during which he
would be available to hear the views of any member of the department Wwita.wished to see
him. About one-half of the employees took advantage of this opportupitywiththe
following results: supporting Mr. X's return to the department™— 40 pegcent; supporting
Mr. X's return to the corporation, but not to the department —30 per€ent; opposed to
Mr. X's return to the corporation under any circumstahees +— 3049ercent. Looked at from
one perspective, a large majority (70 percent) favoredseinstating Mr. X somewhere in
Construction International. On the other hand, another/majority (60 percent) did not
want Mr. X assigned to his former depaftment. \Women in the sample were divided
evenly on the issue of Mr. X's retyrn, but"meh were heavily in favor of reinstatement.
Most of the professional staff favoked theweturn, but a majority of support staff were
opposed.

The reasgfiforithie 0pposition included revulsion over the nature of the crime,
sympathy fomthe victiens, a feeling that light treatment was given Mr. X because he was a
professional anchthat support staff would have been treated more harshly, even for lesser
offenses, anchanger at what seemed a "losing" situation for employees who did not want
to associate further with Mr. X as opposed to his "winning" by retaining his job and
salary despite his conviction for a serious crime.

Those favoring his reinstatement in the corporation cited religious beliefs which
led them to favor clemency in the case, Mr. X's previous record of high performance
levels and good behavior, a feeling that the Court had decided on the punishment which
the crime deserved and further punishment was not called for, and a need to provide an
environment and an opportunity for Mr. X to proceed with the rehabilitation efforts
which the Court had ordered.
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Mary P. Rowe, Cambridge, MA 02139

Class #10

SANDY BROWN

(Secret Instructions)

You are very upset. Whatever the outcome of this mess, you feel your job is at
risk and you are very angry. (You are not guilty.)

Your lawyer feels there are grounds for suit against ROo and Daha: defamation,
interference with your employment contract, emotional diStres§, etee But you haven't
money for a lawsuit. You like your work. You like®€CRA, lInc. @ an employer. You very
much want to stay on the job. You really needsth&jobiyotrand your spouse just bought a
house. In fact you've been working hard and lateste mbke sure you are seen as a valuable
employee.

You have heard that R@g and Dand have talked with a number of your fellow
employees and you are réally angty with them for doing so. Your spouse however is
arguing for temperan¢e; TYou've loved this job; you've liked almost everyone there;
hang in there. Itcannot bethat your reputation will actually be hurt by this. Just stay
cool."

On th&'other hand, you were brought up to defend yourself, especially when your

honor has been defamed. You have decided to make your case to J.T. You can't believe
this could actually be happening and J.T. must make it stop.

Sandy: (Stay in character. Make up any small details you need, consistent with the
case.)
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Mary P. Rowe, Cambridge, MA 02139

Class #10

CPA, INC.

General Instructions

Payroll checks have been stolen, and cashed with false endorsements. Two long-
term employees, Roo Smith and Dana Petski, recently learned about theghefty, They
became very upset. They took it on themselves to call a lunch meetiag ofiall*sénior
payroll employees. At this lunch, the two long-term people said’angrily that CPA
management "knew who the culprit was." They tried to make the’guilty person come
forward. However, no one confessed.

In the resulting tension and disruptions'the fi€ad bf the payroll office called in a
handwriting expert and other investigators, from City=Wide Forensic Services. The
investigators immediately reviewed handwriting<Samples from all employees. Meantime
the two long-term people began td pressa néw co-worker, Sandy Brown, to confess,
saying they were convinced Saridy had#orged the endorsements. Sandy angrily denied
wrongdoing. Roo and Dana‘thén said they had heard that Forensic Services believed
Sandy to be the culprit ‘and told'Sandy and other employees that Sandy would be fired.
Sandy left work'andwyentto see a lawyer. J.T., the head of payroll, heard about all of
this at the end af the day, at just the point that Forensic Services came back with their
report, and that Sandy returned to work.
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2004, Prof. Mary Rowe, MIT

Instructor’s Notes

CPA

This case is played with minimal preparation for the students assigned to each role. In a
class of 42, | would assign the best six students to be JT, the supervisor (JTs numbered
one through six), and another strong set of six to be Sandy the accused employee (also
numbered one through six). The remaining students were all randomly called Roo and
Dana, and assigned to six groups of five persons each to form an unruly "mob." Thus
everyone knows with whom they will be playing.

Everyone gets the General Instructions. The JT's prepare together, (they will be pretty
concerned) and so also the Sandy's (who are usually rather subdued and troubled).

The Roos and Danas | take away to a private area, to prepare the thirty of them together,
clumped in their groups of five. | tell the Roos and Danas that they have an impossible
and unreasonable role. In the group of five they are to attach themselves.to J¥, and refuse
to be dismissed. They are to ask relentlessly that Sandy be fired. They have wigtually no
proof of Sandy's guilt. They must simply state they are sure thatsSandyis guilty. They are
to keep this up-ignoring Sandy, if Sandy tries to speak-for_telh minutes I they can do so.
(No violence, no pushing and shoving, just “commitment power")t"then, as quickly as
possible-so the JTs do not have more than five or #€n niiuies to prepare-send each group
of five back to take on "their" JT. And then | s€rid"tie Sandy's, each to join to their JT.

The purpose of this case is to help students;-at the’end of the course, to understand a little
about mob behavior in the workplace. Usually the (well-chosen) JTs survive it pretty well
but are shaken. Some willhavetactually managed to keep things under control. The
Sandys in the debrief discussieis are usually very eloquent about what it means-and feels
like-to be wrongly,actused and excluded. The Roos and Danas are often very impressed
and concerned aind treubled about how easy it is to join and be part of a mob. The
journals about this case are always very important-and this is one the cases that students
remember begst, years later.

As the Instructor one must emphasize that the first priority for a manager is to establish
and maintain safety and security in the workplace. One must know the available
resources and the rules of the organization and be prepared to uphold the principles of
workplace justice.

(In this real case, the company went bankrupt after many suits were brought.)
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Class #10

(Secret Instructions)

The investigators from Forensic Services have just left, leaving you with a short
report. The report says that whoever endorsed the checks was likely to have been
intentionally disguising the handwriting. One expert at Forensic Services told,you he
thinks it is "nearly certain" that Sandy Brown is the culprit. However, fog vasious
reasons Forensic Services believes that it will be difficult to fing further evidence (and in
your state lie detector tests are not admissible). Thus the findl repert conicludes that there
will be no conclusive set of evidence.

You feel strong conflict. Sandy Browarand=R0d,and Dana are all excellent
employees. You know the Browns have justthotightsashew house for their growing
family; they seem a nice family, though théy aseafew to the area and you do not actually
know them.

You are worried dbout 4 ninber of things; the reputation of your department;
how to get the work dome;\(evelt one day's disruption causes great difficulty at the end of
the month); the Shoeking fact of the theft....

Sandyland’Roo and Dana have just come to see you.
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Class #10

ROO SMITH AND DANA PETSKI

(Secret Instructions)

You are phenomenally loyal to CPA, Inc., the company you grew up in. Part of
what you like about CPA is the image of integrity, purity, propriety. Public@accounting
firms must be the essence of probity. There can be no deviation from thespringiples of
honesty.

Neither of you is sure just why you suspect Sandyg But.Sandyclearly had the
opportunity, clearly had the motivation for more money, (Sandy just bought a house),
and clearly has artistic talent. And you've knowngll youmdther fellow-workers a long
time. As a new, younger employee, how hagfSandy acquired money enough to buy a
house? Why has Sandy been staying lateiyworking dfone?

The two of you have resonated off.géch other; probably neither of you would
have gone after Sandy by, wourgclf.| By'how you feel considerable righteous anger,
however; Sandy should be fited, in your opinion, and you will say so to J.T.

Roo and Dana: You surely have nothing in common with these Roos and Danas.
But please try very hard to ""be'" these characters. The role requires committed,
passionate presentation of your case to J.T. Please briefly prepare a strong
presentation with each other? And do your best to stick with J.T., to press your
case, for 10 minutes. Make up any small details you need about why CPA needs to
protect its image and why J.T. must act immediately to get rid of Sandy and protect
you all.
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THE $2 BARGAINING SIMULATION

Secret Instructions

You may make up any story you wish. You should try to get as much of the $2

as you can. \

.
e dependent on this

However it is important to remember
colleague for a long time to come. This s} only the first of many contacts
with the other person, so you will w careful not to offend in any way. Do

as well as you can in the con g- term association to come.
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THE $2 BARGAINING SIMULATION

General Instructions

This simulation is about win/lose bargaining. You and another person must
divide $2 between you today; what you get, the other person loses. There may not be
any side deals, or "paybacks tomorrow," or circumventions of any other kind; this is
straight, distributive (win/lose) bargaining. Please follow the instructions, just for
today, even if they are distasteful to you. Many people like this kind offbargaining.
Other people hate it. If you hate it, play it out anyway and pleas¢ytetiuine in the
discussion how you feel about it. Remember, please, no cifcumventions; please try
very hard to follow your Secret Instructions in each iteratiomofhis sintulation.

You will have specific, personal instructiéns with ¢ach new partner; they will be
different each time. You may not tell anyone ¢lse about these instructions until the

bargaining is over. Again, please follow*the Tnstructions as precisely as possible.

You will have a few minutes to'gefisider strategy and tactics; please make notes
as to your plans and ideastabout'how you will bargain. Here are your questions:

* What dG,you want here? What is your most optimistic hope? Your realistic
expectationf, What will you settle for?

* What does the other person probably want? How will you find out?
* How will you persuade the other person?
* What will your moves be?

It 1s not possible to ask questions for more instructions; just do as well as you
can.
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GLOBAL MOBILE COMPANY

Scylla Lee flew back to corporate headquarters on a double red-eye flight, west to
east, mind and soul in some turmoil.

Lee had graduated two years ago from a widely recognized Management School
(MS). She had followed an old friend and MS alumnus, Effiong Etuk, to Global Mobile,
a major multinational company with partnerships and investments in dozens of
developing countries. Scylla was delighted to interview with Global and to have been
offered an unusual job, in a small group reporting directly to a vice president working
closely with the COO. This strategic planning group was the brainchild of the COOQO, also
a graduate of MS. "We need to be flexible and nimble," said the COO. "I want a group
of analysts I can trust that will keep us on our toes out there. Hire the best, fay them
well, keep them travelling, analyzing, and making contacts."

Scylla was returning from a trip to several countries i"Africa, where she was
looking at Global's interests in mining companies. Labor Eostg'Seeméd to vary a great
deal among the various companies, (especially becaude,of health*Care, security, housing
and food costs); the future of automation had te.be analyzed. Global wanted her to
compare Global's various mining investments.

Scylla had spent the most time atthe imost profitable company, looking especially
at the costs of security, health@are, and hetising and food. She became concerned about
the low wages, long houss ‘tndérground, inadequate safety conditions. She was, however,
especially troubled aliqut' something she had discovered from a statistics analyst attached
to the company medical facilities.

Puzzled and upset, she routed herself back through Thailand. She wanted to talk
privately with'Effiong, now based in Bangkok, on her way home.

"Effiong," she had said, "Do you know what the mining company does? It offers
some health care to all workers. Whenever you come in, for any reason, they do a variety
of lab tests, no matter what brings you in. They then privately test for TB, hepatitis, and
HIV — and heaven knows what else — and then quietly fire you for apparent work-
related reasons if you test positive. They don't tell you they are testing and they don't tell
you what they find, you just lose your job or don't get re-hired after one of the mine's
periodic inspection shutdowns."

"Some of our partners do this kind of thing in various other countries," Effiong
replied. "It's not just Africa. And what about blood tests done on you when you joined
the company, Scylla? Genetic testing is still legal in our home state. If you are going to
get upset, start at home. I heard once that the company freezes some blood, for testing
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later on, in case you're up for a major promotion. They'll look for Alzheimer's markers,
heart disease, breast cancer or whatever. But look, please also think carefully about this.
Are you sure you want to rock the boat? Global competition means cost control. What

can any one of us do?"
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THE $2 BARGAINING SIMULATION

Secret Instructions

This person you are dealing with probably will not want to tell you about it but
he or she has had a terribly hard month. This past month was full of disaster: money

troubles, family difficulties, and none of it your colleague’s fault. \h all, your

N

colleague has been bearing up. .
Nevertheless, this is zero-sum bérgaining,/so get all you can. Make up

whatever story you wish, and get as 2.00 as possible. (Just remember that

your colleague has been havi erydhard time.)

o
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THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining. You should get as muc the $x0 as you can,

with any story you like. ,EQ

Please keep up a high level of te @ . Act concerned, repeat demands; don't give
\
in at all, if you can help i give in, come down only one cent at a time. Please

be tough®
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Substantive Ideas About How to Deal with Mr. Canny

*Send your R&D person to educate and convince him about the value of
your network system.

*Send a very specific proposal — on network system and costs/output/etc.
*Show your advantages versus your competitors — with specifics.
*Establish a deadline for closure and then go through with it.

+Sell the network idea separately for existing machines.

*Find out more about Canny's interests + his customer requirements.

*Convince Canny that a distant vendor can do the job because of the long
reach of technology.

*Agree to station someone on site for X mefiths:

*Provide an 800 hotline.

*Do a detailed price/valueffeature cdmparison to competitor's gear.
*Find a military,persen and send them to Canny.

*Provid&a $téeply discounted price/volume curve.

*Discount for first time user.

See if there are future regulatory or other unanticipated issues that are
addressed by your system that will be important to Canny.

*Sell a smaller prototype network of 5 units/not 24.
*Calculate your profit margin with a good cost analysis and show him.

*Determine your firm's BATNA.
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*Offer networking system free (see if you can).
*Reduce prices.
*Do careful research as to why competitor sells so low.

*Invite Canny to N.C. to see your system and image/vision the system with
his company.

*See your Marine buddies at Quantico and ask them to stop by when you are
with Canny.

*Check to see if Canny is the only decision-maker?

*Sell value of a young engineer who can be with him in the long haul.
+Sell idea that to you time is money.

*Take Canny out socially.

*Help make referrals for Canny to help,Canwy daccomplish goals.

*Do some research on Canny's compctition ‘;o obtain info. to give Canny.
*Buy out the competiton

*Telephone him “Call¥he when you are ready.”

*Talk to yeur own best customer to see why you are doing well with that
person.

*Calculate what your system is doing for Canny’s manufacturing —
payment based on savings.

*Offer excellent service after the sale.
*Offer an engineer on site for a period of time.
*Offer a money back guarantee.

*Price all 24 machines.
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*Offer a teleconference instead of traveling.

*Expand the demonstration within a definite time frame.

*Convince Canny about how long the machines will last/ give a warranty.
*Assure Canny he will get any upgrades first, and "free."

*Use FAX, don’t travel/ Mr. Canny already knows the system.

*Name drop other customers or competitors of Mr. C.

*Offer him a really low price to be the “first to try.”

*Find out how he defines success in network.

*Show advantage how quality is improved and cost zeuced By collecting
and using the production data.

*Reduce his risk — sell him 3 initially,

Field test of new system —Do ingtdltatien test on your "own
nickel."

*Offer Canny hotlihe Software support.

*Collabgratewith your competitor — get to know him or her and make
whatever 1§ the most advantageous deal for both companies.

*Consult a Green Beret on How to Close a Combat Decision.
*Work out services to be added to deal — training, warranty.

*Suggest new product development inside your company — convince him
his needs will get priority in the future.

*Befriend Mr. Canny outside of the office.

*Has the competition actually proven his system? Check it out!
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Please annotate each item with the Source of Power implied in the
suggestion. Please also star three ideas that you find to be especially
promising.
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THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining and you want to get just as much of the $2.00 as

you possibly can.

Please spend a moment and be really imaginativ chosen for this
instruction because of your creativity and inv S. o be imaginative, be
convincing, and bargain just as effectively s you can. Make up the most convincing

tale you can and good luck!
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Brainstorming Protocol

* Ideas written and grouped where everyone can see them
— Flipcharts
— Blackboard
— Post-its

* No censoring
— All ideas are valuable
— ldeas prompt new ideas
— One may build on ideas of others

* Alternating turns
— Encourages full participation
— The best idea may come from an ualikely sourCe

* Be exhaustive ~
— Push yourself beyond thedast idea
— The more thoughts you gen€rate the more likely
you’ll discoyer the'hest 1dea
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LEVELS OF CONSENSUS

“1” I can say an unqualified “yes” to the decision. | am satisfied
that the decision is an expression of the wisdom of the group.

“2” I find the decision perfectly acceptable.

“3” I can live with the decision. I’'m not especially enthusiastic
about it.

“4” I do not fully agree with the decision. However, | do not

choose to block the decision. I am willing to support the
decision because I trust the wisdom of the group.

“5” I do not agree with the decision and feel the need to stand
in the way of this decision being accepted.

“6” | feel that we have no clear sense @f unity ¥ the group. We
need to do more work before €onsensus£an be reached.

WEIGKN ED DECISIONMAKING

“Plan A” One person specifies choices, usually two or three. Everyone divides 100
points,amorig the choices, silently or on paper. People then share their
\Votes. The choice with most points wins.
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TERRY AND JOSEPHINE AT NAVIGATIONAL SYSTEMS

(General Instructions)

Joe Abernathy and Josephine McNair were assigned together to a top-secret
research group at Navigational Systems. They looked at each other with amusement
when they met. Each had been told by a mutual friend back at Cal Tech that they really
ought to meet; each had been too busy to follow-up on this matchmaking by a fellow
alumnus. In a way it was surprising they hadn't met before—though Josephine had
finished her doctorate in physics several years before Joe got his in electrical
engineering—because they'd been working on similar problems at Navigational Systems.

In fact they each worked out very well in the new group. Sunny and,cheerful and
a little bit zany, they were particularly well-liked by their colleagues. Quer the course of
several years, several things went well. Their research really took off. They*each took
advantage of all that the company offered and both were reallydtappy ‘&t Navigational
Systems. Also—they fell in love and got married. Each, howeyvet, was‘extraordinarily
circumspect and professional in behavior; their colleaguesihadibesert surprised when they
got married. And, in fact, the marriage appeared 16 cau$e,no tension to anyone.

Alas, however, it all came apart whert e DiwiSion Chief, Terry Hardel, called in
Joe one day, to appoint him to be a new, GreupsManager. Navigational Systems suddenly
had a chance to bid on a huge new: contractavorking on advanced air traffic control
problems. The group was thergfarg splitting up. Joe, the group's best electrical engineer,
was the obvious person t@ mapage the new group which would include the section where
Joe and Josephine,worked, However, Joe was told, his promotion would of course mean
moving Josephine. “§ifce Josephine could not report directly to Joe, management had
decided to mpve her to entirely different work, in fact to a different Navigational Systems
location in‘the city.

Joe and Josephine talked that night, and then Josephine went in to see the
Division Chief, Terry Hardel.
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Reframing Positions

(an exercise in dealing with difficult tactics)

Please first reconstruct, together with your partner or group—what was the aggressive
opening statement made by the CEO, in the case we are considering?

Together with your partner, or group, now take the role of the Information Systems VP.
You are to reframe the "position” that has been taken by the CEO. What could you—the
VP of Information Systems—say, and then what might the CEO reply? Draft some
responses that the VP might make in answer to the CEQ's aggressive opening statement:

« toward discovering the real interests of the CEO (to do this well you might want to
think a little about what the CEQO's real interests might be)

» toward brainstorming options which might resolve the dilemma (to do this well you
might want to think a little about what the CEQO's and the VP's real interests might be and
what the options might be) )

« toward discovering together the principles or objective criteria that could be used to
resolve the dilemima(t@ do this well you might want to think a little about what principles
or objective critefia might be useful to resolve this tension)

» toward maintaining the relationship between the two people.

And then......please come up with your favorite sentence for each person to say to the
other, that combines assertiveness with empathy.
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(Negotiating for Jobs, Salaries—and Everything Else)

Prepare, Prepare, Prepare

2001 Prof. Mary Rowe

Introduction

You should begin by figuring out what you want and what the potential employer wants.
For example, you may not even wish to raise salary issues, after considering all your
interests—in addition to salary—and what is fair in the market. In addition, some employers
do not negotiate about salary though they may be willing to talk about other perquisites of a
job—so don’t be pushed by family and friends into negotiating on salary, unless it is right to
do so. In particular please resist the temptation to negotiate with many employers, unless you
are really interested in all those jobs. However, sometimes you will wish to negotiate about
salaries as well as other perquisites of a job—nhere are some ideas. Remember that
effectiveness depends on knowing the real interests (not just the “positions%) ofeth sides

Your interests

What you want out of a job will be some composite/of yous,interests and of all the interests
that are attached to you—typically your own views, and those of your significant other, and
of your children if any, and of other family=merfibers, €tc., that you wish to take into account.
So start by making a list of all the people efiyotir'side whose interests matter to you in
the upcoming negotiation. ThenJistthe interésts of each person who matters to you. Your
own list might include the fallowingitenis—but please try to add several items to this list
before you finish. Make, thig liSkyourown.

* Salary.

* Bonuses {including loan repayment, signing bonuses, yearly bonuses) and options.

« Possible tax'sheltering (for example living overseas)—or double taxes!

* Benefits (including family leave, child care, elder care, on-going training, moving costs,
car, housing, low-cost mortgage, loan repayment, vacation, pension plan, life insurance,
health/dental insurance, etc..)

« Perks in equipment you will be using and other workplace perks like expense accounts.
* Dress code/dress requirements.

« Job responsibilities, including the degree of your independence.

« Supervisory responsibilities.

* The skills you will be using and the skills you will learn.

* Your ability to talk about/write about/advertise what you will be doing (for example, can
and may you talk with your significant other about everything that you will be doing?)

» Growth (and take-over) potential of the organization.

» Growth potential of your job and salary.

* The “riskiness” of the job and how you value this risk (plus or minus). Think about
mergers, reorganization and re-engineering as well as market-risk and global competition.
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« If you take this job will it help or hurt in your possibly shifting later to another
job/employer of interest to you?

* How much you value the company ethics and culture and values and its attitudes toward
people like you (race, gender, nationality, religion, etc.)

* How much do you value the goods or services the employer produces? How do you
evaluate this employer’s insistence (or lack of insistence) on quality?

* How do you evaluate the nature of potential work/group relations—and the chance to work
with colleagues who are already there.

* The potential boss, if you know him/her or know anything about him/her.

* Expected hours per week, weeks per year, flexibility of hours. For example, can you
moonlight? Would you want to? Is there any unpaid leave possibility if you have a special
interest in time off? When do they want you to begin? Do they want you to work any unusual
hours? Do they expect that you, or you and your spouse or partner, will participate in public
social activities?

« Evaluate the geographic location now, and where you will expect to live in two years and in
five years and twenty years. Think through the education requirements of members of your
family as well as of yourself. Think of cultural/ethnic/religious/seasonal factors. Consider the
availability of special medical or family care providers. Think where other mémbers of your
family are (for example, your parents as potential grand-parents or your wiSh.fo'escape some
family relationship.) Think about your after-hours’ interests. For example, think about your
safety as a single woman, and the safety of your family, and abeUt earthquakes or whatever
matters to you in this regard.

» What are the commuting considerations (where is thesairport?)

« Cost of living in the relevant area (make an estimate ofiregional variations in heating/AC,
cost of clothing, transportation, cost of entertaining,state‘taxes, etc., as well as the CPI in the
given area)

* Travel requirements—how much t¢ravelyvould you like and where to?

« If it is appropriate, discuss thege same questions—as they affect your significant other and
his/her life and options—withyoursignificant other. For example you may wish to think
about “total family incame In a'given location” rather than just your own salary.

* In general you should tryso forget what other members of your class say they are getting
paid (unless they have agccepted a job with the same employer and are willing to show you
the letter ofaffer==in which case it is valuable information about the employer.)

Now rank order these items or at least re-order these items—group at the top those which are
the most important for your negotiations with each potential employer. Then, make a
matrix with all the items that matter to you in a vertical list. In particular think about
what matters to you more and less than money. List potential employers along the
horizontal axis and then fill in the boxes with respect to each job or employer that starts to be
of interest. If you can, create some kind of weighting system about what matters most to you.
Even if you change the weights every day it is worth while to think through what is most
important to you.

If you know you are interested in only one employer, or if you are tied to one employer,
see If there are several different jobs available or discoverable there. Sometimes you can do a
little bargaining within one organization, if not for salary then with respect to many other job
characteristics. At least figure out where you stand, with respect to the list above, for all
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possible jobs within the given company. The list may help you to develop new possibilities
in talking with a mentor at the company. In addition, your responses to the list may convince
you to begin to think about different employers sometime in the future.

Now that you have thought through all your interests, and trade-offs among them, what is
your target salary? What is the least you would accept? What is the most that you could
reasonably ask for each job?

Your sources of power and lack of power

There are many sources of power in any negotiation. Your sources of power or lack of
power include:

* Your information—what knowledge do you have that the organization would consider
valuable? Include any special body of knowledge that you might possess—Iike the business
conditions in some part of the world that the organization might want to know about. Also
think through what this employer might need that you do not know. Could you learn some
new body of knowledge quickly?

* Your expertise—what makes you special? List languages, countries you have worked in,
and any outstanding skills from your family and from hobbies S well asiall you have gotten
from school and previous jobs. List the skills this employer might' need‘that you do not yet
have. Could you quickly acquire any skill on this list2

* Any special ability you have to find unique of elegant solutions to problems the specific
employer might have. Think hard about#fiis possibility, since this is your strongest argument
for a higher than average salary. It is also strong source of power if you are committed to
just one company.

* The nature of your copamitment to this job. Are you willing and able to work 80-90 hours
per week? Do yowhayve'a track record of working like this? Or do you need time off with a
new child or f@xyourselfiand want fewer hours per week and per year? Consider also the
nature of your comfnitment to be offered a given job. How hard will you work—over what
time period—ta'get just the job you want? (Consider the possibilities of building contacts
and relationships in the company, acquiring the experience they need, etc.) The nature of
your commitment to be offered a given job is an important source of power if you are
committed to just one employer and cannot “play off one employer against another.”

* Your relationships in the company and in the field. If you happen to have strong
relationships—say with the CEO or with leaders in the new Congress or with the ruling
family of your country or with leading experts on whom you can draw for consultancies or
with recent alumnae/ni who could help you—make a list. If you have any important enemies
perhaps you had better list those also and consider their importance. Are there obviously
important relationships that you could start building now within the company? Could friends
or family or faculty help? This is a source of power that can be very important if you are
committed to one company.
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If you know yourself to be abrasive or if people tell you that you appear arrogant when
you are ill at ease, please practice respectful speech and a uniformly courteous
professional attitude for job negotiations. Role-play! Many a good job/salary is gained or lost
through whether you come across as respectful or disrespectful. If you are embarked on a
long series of interviews, learn and unobtrusively record everyone’s name, including the
secretary who answers the boss’ phone. Use names on the next call. Thank people. Build
relationships. Think of yourself as selling the most important product in the world. Most
MBA’s are thought to appear very ungracious and you can stand out from the pack just
because of your social skills. (Many a secretary who likes a job candidate has reminded the
boss of an odd wonderful possibility that just fits the job candidate and his or her interests.)

 Charisma/moral authority. Assess your own charisma. It is an important source of power
or lack of power in job negotiations. Discuss this subject with friends and your family and
some faculty member. If you think you have trouble “selling yourself”—most students do
feel this way—you definitely should role-play. And you might carefully observe a friend or
faculty member whom you find charismatic.

Moral authority may also be a source of power if you are committed to one C@mpany and
want to move from an old (less interesting or bad) job to a new (more intergsting) job. For
example can you argue on grounds of “fairness” that you deserve a newychagce because you
have paid your dues at the old job or that you have spent greateftort in sehool preparing for
new responsibilities and deserve a chance at a growth area? | Caa*you.argue on grounds of
“fairness” that you deserve a salary commensurate witki'some group that you might
reasonably belong to? For example, if salaries rose 10%-wiiie you were gone, might you
argue that you deserve at least that much raisewhen,youseturn from school? Or that you
intend to honor your commitment to returh to your old employer—»but in fairness they should
be willing to pay you (close to) what youwould earn if you were to skip to another
company? It goes without saying that if yet are using moral authority it is particularly
important not to lie.

* BATNA—your falhback'position. Please think through your fall-back position for each
negotiation anthsul-negetiation you will be in. For many people this is the major source of
power theywwill experience in looking for a job—please develop options for yourself and
for your famiiy: Options will help your sanity, will strengthen your bargaining position, and
will help your conscience. (Strong options will help defend you from the impulse to lie or
misrepresent yourself).

The fallback position is the source of power that appears weak if you are committed within
one company. It is especially a problem if your old salary within the company was low. But
you still may be able to scout out half a dozen possibilities within your old firm—Dbuild and
use your professional relationships. If your old salary was low, spend a lot of effort to
redefine yourself as a new commodity. Use the power of commitment and be dogged about
this if you possibly can. Try very hard to build a fall-back position, so that you will be
choosing among jobs rather than just accepting one.
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The potential employer’s interests and sources of power

Please, please do your homework here. You want to know just what each employer or
possible new boss thinks he or she needs. Start calling friends and reading local newspapers
and doing internet searches about any aspect of the company you can discover. Any
important interest of yours on the list above needs to be matched with relevant
information about the company and the job. Some critical questions include:

* Does this employer expect to negotiate for salary and other matters? If so, within what
range—and which items on your list can be negotiated? (Many companies will negotiate on
hours, geographic location, which team you will join, etc. Virtually none will negotiate
pension plans until you get to golden parachute level). If they never negotiate salary, how do
they determine how much you and others are worth? Be very respectful of the importance
to certain employers of internal salary equity. If the employer has strict ranges, then salary
may attach more to the job, than to the incumbent. Your task in this case is to argue for a job
that is pegged as high as possible. Can you influence the job level you are offered, in how
you present yourself, or in a résumé specially tailored to a given job that you have learned is
open? Can you create a new job which has not yet been rank-ordered within their salary
ranges?

« Whom can you call within the company to check things out?What did they pay last year?
How is the company doing? How have they been doing in altragting new people this year?
What skills and talents are needed this coming year? Ganyou talksvith a friend within the
company or in a local business school about where the.eampany stands with respect to the
most important topics on your list above?

» Remember that the most important sourge of power for the employer is likely to be its
BATNA (whom else could it hiig,if ot foryyou—and can it survive without you?) With
respect to big companies, yothcah ceunt on their having done some homework about
alternative recruits as well as abebt salary levels. You may wish to think through and
communicate howayou are'different from others.
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ARE THERE DISCERNIBLE DIFFERENCES AMONG NEGOTIATORS —
ON THE BASIS OF GENDER, RACE, ETHNICITY?

1) Are the X's and Y's (defined by gender or race or culture) different from each other as
negotiators? If so, are they different in:

-strategy?

-style?

-ethics?

-Machiavellianism?

-effectiveness?

-the sources of power they use?

-the options that they choose to deal with a concern/complaint?
-in some other way that is important?

2) If you think the X's and the Y's are different from each bther— aré'the groups
SIGNIFICANTLY different?

3) Do you think that the differences if a@y areé malleable? (Could they be changed by
training or experience?)

4) Do peoplesT REATNRe X's and the Y's differently?
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Preparing for Negotiations where Culture and/or Gender Matter

There are many articles and research studies on the importance of culture and gender in
negotiations. Taken all together, my view is that these studies have little if any predictive
value for a specific negotiation. Some believe this is because the sum of the intra-group
differences exceeds the sum of the inter-group differences on almost any comparison
between large groups, like “all men and all women.” Others believe that some useful
differences could be found if we could control properly for all relevant variables, such as
the roles of the parties, their various kinds of power, the effects of socialization and of
expectations about various groups, and if we had a full understanding of the point that
different groups are often treated differently, whether they act differently or not. Yet
others believe that if research perfectly focussed on “Strategy” or “Style” that some
useful differences could be found. But at the present state of understanding we are
probably wise to presume that we do not know enough to make useful predietians.

It may be useful to review common errors in our reasoning about.groups. These include
the idea that a given group is really homogenous, that a patticular calture is a stable and
coherent entity or “thing,” that “national character?4s tmifarmly distributed, that cultures
vary mainly on one dimension (say, collaboration‘ertlthlessness), that differences are
timeless, that different elements of etiquette ane*CouEteSy sum up to actual negotiation
differences.

My view is that customary,courtesy does matter a lot between people and should be
explicitly considered—faof reasgns'ef building relationship—but not as “predictor.” In
addition, | read the re§earch to suggest that it is prudent to: treat each person as an
individual, to asSunie, that'dne can make some good guesses about the interests of Others,
but to assumg that one must gather facts about each specific Other and .... TO
PREPARE:

1) Think explicitly about cultural and gender variables. Discuss the stereotypes (of
oneself and the Other) explicitly, with a view toward understanding the Other, and the
possible interactions within teams and between teams. In this context explicitly consider
relevant aspects of the setting and culture, and of any recent important events or prior
negotiations.

2) Prepare with other people, and try to include representatives who are like the
Other or at least have had a lot of experience with the Other.

3) If possible build in an observer for your team and the possibility of mid-course
corrections.
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The TEAM case — Secret Instructions for Jan Li

You were assigned to a six-person team for a three month task. Six weeks have
gone by, and the team should now be planning carefully how to get the project report
finished and delivered in good order.

You did not originally know any of the other five members of the team. You six
were assigned together, to a self-managed, cross-functional team, to bring together ideas
from all over the company. The other team members come from five different units of
your company in five different areas of the world, and in fact speak five languages
different from yours and from each other — the common language for the project is
English.

As it happens, you speak and write excellent English and you feéf'yauthave
emerged as a natural team leader. You have been thinking about how'to get the report to
be a really good one. You also want it to "look good" as wellgSince it will be distributed
world-wide with the team member names on it. You figuré thes4eam, will need five days
at the end of the project period just to design and preghce a really beautiful report.

You are concerned about how to deal with,Piro/Pali. You and the other four
members of the team have been workiag very hard, and have pulled together a huge mass
of relevant data. Each of the five @f youy(except Piro) took a subset of the information.
Each of you has been analyzing,and writing very productively about part of the problem.
You have seen nothing at all frormPiro Pali, who comes late to meetings, is very quiet,
and seems not to be wikiting vexy much. None of the five of you has said anything to Piro,
who is from a veryaditferent culture, but now you and the others are getting somewhat
angry that yau are bemg left with all the work. You decide that you will go speak with
Piro aboubtall this.

*hkkkkhkkkkikhkkkikhkkkihikkiikk
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The TEAM Case — Secret Instructions for Piro Pali - A

You were assigned to a six-person team for a three month task. Six weeks have
gone by, and the team is working away together far from home, with six more weeks to

go.

You did not originally know any of the other five members of the team. You six
were assigned together, to a self-managed, cross-functional team, to bring together ideas
from all over the company. The other team members come from five different units of
your company in five different areas of the world, and in fact speak five languages
different from yours and from each other — the common language for the project is
English. (This is tough for you. English is your fifth language. Like many brilliant people
you have learned to speak English pretty easily, (if ungrammatically and with many
errors) but you hate writing it......who would believe all the written irregulaities in
English?.... and you are pretty quiet most of the time.)

You are however very skilled in data manipulatiortand«@nalysis. The TEAM has
brought together truly huge amounts of information;=fau have Spént 14 hours a day —
including nights and Sundays — pulling together(datassetssfrom 43 different sources and
integrating them. While each of your teammétes.took ait important subset of the
information, and has been analyzing that subset and writing it up, you have been working
quietly away on an integration of ALL the sources of information anyone was able to
collect. The other five all seenmto he working together... their tasks have a lot in common
with each other. You have™een wetking very hard and independently, and you hope to
be done in six weeks time.on Sehedule. If you are lucky (and no one interrupts you) you
will produce a really impegssive Appendix to the TEAM report — an Appendix no one
could possibly. have envisioned before you got started.

*hkkkhkhkkkhkkhkkkikkhkkhkkikkikikk
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The TEAM Case — Secret Instructions for Piro Pali - B

You were assigned to a six-person team for a three month task. Six weeks have
gone by, and the team is working away together far from home, with six more weeks to
go. You hate the fact that you have been away from home for so long, and cannot wait to
be done and on your way. You are also annoyed that the TEAM was not brought together
in your country instead of Boston.

You did not originally know any of the other five members of the team. You six
were assigned together, to a self-managed, cross-functional team, to bring together ideas
from all over the company. The other team members come from five different units of
your company in five different areas of the world, and in fact speak five languages
different from yours and from each other — the common language for the pfgject is
English. (This in fact is a little tough for you. English is your fifth language,, You are
constantly annoyed by the cultural imperialism of people who speak Engligsh as a first
language or from early childhood, and you do not like Boston.

You and the other members of the team have-een workinQ very hard. In the first
week the six of you pulled together a huge mass,of relevant data. Each of the others
immediately took a subset of the informationfand.they have been analyzing and writing
about part of the problem. While each@f ypur teapimates took an important subset of the
information, you think their actions werg“premature, and that they may have been wrong
to start so quickly before looking at the BIG PICTURE.

You have beepwarking'80 hours a week, trying to pull together all 43
datasets...and yqu'think that TEAM should call a meeting and look at what they have.
You think they startethimuch too quickly on pieces of the problem and you are also
annoyed that'\no'ahe has been helping you. As far as you can tell they do not even care
about doing this thing right. You are really quite angry about the five, Jan Li in
particular. Jan appears to think that God has chose him/her to be the boss. IS this TEAM
self-managed? Or is Jan going to come over and try to push you around? Above all you
determine that you will not be interrupted or distracted from the task ahead of you.

*khkhhhkkhkkkkhkhkhirhikikikkk
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State of the Class Questionnaire

Please rate the following on a scale of 1 to 5, fold and drop in Institute mail?

False True
for for
me me
This class is quite easy. 1 2 3 4 5
I am generally enjoying the subject. 1 2 3 4 5
The brief lectures are useful. 1 2 3 4 5

The reading is usually useful.

e
‘77

The workload is manageable. 4 5

Videos, role plays are helpful. % 2 3 4 5
.
Comments on papers w and useful.

The professonis domg a good job. 1 2 3 4 5

[ERY
N
w
ESN
(6}

The TA is doing a good job. 1 2 3 4 5

Comments/feedback for Course Instructor:
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Apologies
Instructor’s Notes

Effective use of apologies is very culture specific. If there is any topic in conflict
resolution where knowledge of another culture is essential, it is this one. Those who
teach about apologies, and those who apologize, must "know their own interests,” and
"the interests of the Other Person," very accurately in order for apologies to be helpful in
diminishing tension and making amends. That said, there is a lot of evidence from North
America, that well-timed, genuine and detailed apologies can have a great effect.

It is also possible to make matters much worse by an ill-timed or non-genuine
apology. One class room exercise that is fun to use is to ask the class to come up with
"insulting apologies."” Students will immediately come up with creative examples of
people who manage to blame the victim, humiliate the Other Person morg, and so on.
The idea of insulting apologies can help to illuminate the importance @fsthe “aspects of a
"real" apology.
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Elements of an Effective Apology

Marsha Wagner, Columbia University

An apology is a powerful means of reconciliation and restoring trust. However,
sometimes even well-intentioned apologies can exacerbate a conflict. It may be helpful
to consider what elements to include in a statement of apology to make it most effective
and constructive.

Not all elements apply to all situations. Some of the most common considerations
include the following:

1. A common understanding of the exact substance and nature of the offense, or
perceived offense. (Example: “Yesterday on the telephone, | said...”)

2. Recognition of responsibility or accountability on the part of the one wh@, offended.
(Example: “I could have chosen other words.” “I spoke without thinking.¥)

3. Acknowledgement of the pain or embarrassment that thegtfended party experienced.
(Example: “It’s understandable that was upsetting to you:#*“If someone had said that
to me, | would not have liked it, either.” But neta*kXmisorry#you’re so easily hurt.”)

4. A judgment about the offense. (Example; “dwasdrisensitive.” “What | did was
wrong.”)

5. A statement of regret. (EX@ample: “4°m sorry | used those words.”)

6. An indication of futurg intentions. (Example: “In the future, I will try to think about
the impact of my, words before speaking.” “l hope we can have a relationship of
mutual réspect.”)

Sometimes it is helpful to include an explanation of why the perceived offender acted
in this way, but it’s important not to reiterate the offense or to give a flippant excuse or
defensive justification. (Example: “What | did was a poor attempt at humor.” But not,
“When I’m mad, | can say anything but | don’t really mean it.”)

The circumstances of the apology are also important, and should be carefully planned.
Many people appreciate a written apology, because it implies time and effort put into this
step toward reconciliation. Some people who have been offended want an opportunity to
state the intensity of their pain or embarrassment directly to the offender. Some people
would appreciate a face-to-face apology, and a chance to shake hands or otherwise take
the next step toward improved future relations. Some people who apologize want an
acknowledgement that the apology has been received, or that the offender is forgiven.
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JOE AND JOSEPHINE AT BIOCHEMIX

Your secretary looked up as you came in. "Boss, we've gotten a call from one of
the labs. They're missing a young chemist named Josephine Li. They don't think it's just
someone goofing off. They seem to think either the Director or you (Assistant Director
for Administration) ought to know about it. The Group Leader is coming right over."

The Group Leader, Al, doesn't know much either. Josephine Li, 24, has worked
closely with a brilliant young Ph.D., Joe Bartlett. Josephine hasn't come in for two days;
Joe has been in and out, say his co-workers. The co-workers say Joe looks upset, comes
in, looks around, goes out. What's most strange is that these two appear to have made a
significant breakthrough in their work two nights ago. The lab notebooks are marked
with an elegantly clean result and a beautifully sketched wreath of laurel leaves.

You send Al out to look for Joe. Joe can't be found and does not return. Your
secretary, Alice, has offered to call Josephine every 15 minutes. Just before 4 PM
Josephine comes home, answers her phone, and agrees to drive in. You wait at the office
to see her.

Josephine comes in looking tired and very, very strained, Shesitsjunable to talk.
Alice comes back in to pick up something, glances at you fordpproval,igoes to sit with
Josephine. Josephine says she's been walking most of twehtysféur hours; she doesn't
know what to do. Slowly a story emerges, half whisgered to youf secretary.

Joe and Josephine had been exuberant yesterday, although very tired, when at
4 AM they had finished the experiments Joe had asked, "Why don't you come back with
me for breakfast? You know I live twoyfiinutes away. We can rough out a report for
AlL"

Josephine went,with Joeito his apartment. They had breakfast. She says that he
raped her. Joe hathpushea her onto his studio couch, removed her clothes and raped her.
She never wants to see'him again. She doesn't know if she should press charges. How
can she tell her parents or her fiancé at Cal Tech? She was very conservatively brought
up, had neverglated anyone but her proper, Chinese fiancé. She hasn't been able to eat,
doesn't think she can sleep. She can hardly talk.

At 6 PM the phone rings; the Group Leader, Al, has found Joe. You confer
quietly. Half an hour later Al calls back.

Joe apparently was horror-struck when the Group Leader asked him about a rape.
He said he'd been out looking for Josephine when Al found him. Joe thought Josephine
had just left his apartment to go sleep; he had worried when she did not come back to
work. He had no idea she would be upset. He had been waiting to celebrate their work.

Joe, in quiet horror, has told Al he had no idea Josephine was engaged. He

admitted he knew very little of women. He had hardly ever dated; in fact, he said, he had
been a virgin. Joe said he had never kissed a girl. He was hardly able to talk with Al.
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JOE AND JOSEPHINE AT BIOCHEMIX
- Page 2 -

But he did look up at one point and said, "She never said 'no’. She could have just
walked out. | did not hurt her; I love her. | never would have stopped her if she had
tried to leave. Why didn't she say 'no'?"

As you talk gently with Josephine, you ask if she had tried to stop Joe. Had she
said "no"? Josephine looks at her feet. "I didn't say 'no’. | didn't say anything. | couldn't
talk at all. | couldn't move. | couldn't breathe. I just froze. It was as if | were up on the
ceiling watching this terrible thing happen to someone else. It was a long time before |
could get up and dress and leave. | just walked all day and most of the night and all day
today by the river. | couldn't talk with anyone.”

How on earth did these two fine young scientists get into such a nightmare? What
will you do?

R S i S S e S e i i i i i, g i O

These stories are deeply troubling to everyonsawfiashears them. Most people
believe in "fight or flight." So we ask ourselves,auhy didn't she run? Why didn't she hit
him? But "freezing" is an alternative tgrupning oy fighting. And it can be misleading to
an aggressor, especially if he has little ag'no gxperience with women, or believes that
silence means "yes".

The experienced on-lodker may be left believing both of two, mutually
inconsistent interpretations of the same facts. Not only does each side seem convincing,
but one cannit récongile the two stories, as one would like to do, by "establishing the
facts.” In"eases tike these the facts, as a video tape would show them, are usually attested
to by both sitiés; that is not the problem. But the real problem does remain. Was
Josephine, who appears in every way a rape victim, in fact raped? Did Joe, who in no
obvious way appears to be a "rapist,"” rape Josephine?
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The Eavesdropping Manager

“Can | tell you my story?” says my caller. “l came in early to the office, and | overheard
a colleague talking on the phone about a fellow manager whom | don't know personally.
She said that for weeks she had been treated disrespectfully. She said she thinks the
fellow manager is deliberately trying to make her cry. She said that he ridicules her and
mocks her when they are working alone together. In meetings sometimes it is even
worse. He comes late to the meetings of her team, which he is supposed to attend. He
interrupts her sarcastically. He asks other people questions as if she were not there. She
keeps asking him to come on time and so on; he ignores her. Yesterday he stood up at a
meeting of her team, and shook his finger at her, yelling."

She was crying on the phone and told her friend that she was going to try for a transfer to
Dallas.

“l am going crazy,” says my caller. “I called HR, though fortupately hdid‘not mention
anybody’s name—including not my own. They said | shoul@ immediately tell them who
it is, and they in turn should institute a fair, prompt and th@rough.rfivestigation. So | went
back to my colleague to talk with her. She pleade@ with me to keep my mouth shut. She
said it would be *his word against hers.” Shefis very much afraid that somehow he will
get back at her. She is desperately worfied about afiyone else hearing about this.

"We talked about it again at lupehtime.“She said she did not want to get anyone in
trouble, she did not want'an myestigation, all she wants is to get back to work. She was
unbelievably upsétwith we for eavesdropping. She says there is nothing that anyone can
do, and that Tave to keep quiet about this until she can try to get out. She was totally
against thenidea oF going to talk with some strange person in HR whom she doesn’t even
know. She is really worried about getting a reference because she wants to transfer. | am
worried that she — or he — might sue me if I tell anyone. And what happens if there is
an investigation, it turns out there is not enough evidence to prove he harassed her, my
colleague’s career is ruined, and both my colleagues hate me? On the other hand, a
recent Team Management workshop instructs me to think of my teammates as one group
of my own personal ‘customers’. | am supposed to act "responsibly” if I think someone
is being treated unprofessionally. Can you help me? What should | do?
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MANAGER'S DILEMMA:
THE EAVESDROPPING MANAGER
(Secret Instructions)

You are the eavesdropping manager in this case. You contacted the EEO office, went
back to the offended staff person; your request that she go to the EEO office was
indignantly rejected. You have talked with others however and feel that someone really
must report the harassment to EEO as your employer requires. So you've asked the
offended staff person to meet with you once more.

You are very much dismayed. You cannot imagine continuing to work with your
management colleague (the alleged harasser) unless and until this is settled. %Y ou do not
know how easy it would be for the staff person to transfer and that doesi't4mprove your
situation anyway.

Please stay in role for this negotiation. You may make upianysmall details you wish
(especially about yourself and your own situation).~feu may corfie to any realistic
agreement with the offended staff person, but repiember thé company has a policy that
she — and you — report any evidence of hafassment. /Moreover you know these
situations often leak, so your behaviorgfiay come under scrutiny.

All in all it is important to youthat the staff person in fact talk with you today — and that

the situation be dealt with @ffectively. You can use any realistic tack you wish:
persuasion, a direct ogder'or amy other real-life mode you choose.
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MANAGER'S DILEMMA:
THE OFFENDED PERSON
(Secret Instructions)

You are the offended staff person in this case. You learned today that you were
overheard on the phone describing the harassment you have been enduring from one of
your bosses.

The manager who overheard you has asked to meet with you. You are pretty sure this
manager will re-iterate a request that you go to the company EEO office to report what
has been happening.

You are very much dismayed. You are angry with the manager who_eavesdropped. You
are angry with the situation you're in. You must keep this job. Your§pouse would be
extremely angry if the situation comes to light. Your familya¥ould notwnderstand. You
do not know whether you can get a transfer within the corfipafy. YoU hate the idea of
talking with some strange EEO officer. And you aredeally upset; and having nightmares,
about the boss' touching you.

Please stay in role for this negotiation¢”Y ou may piake up any small details you wish,
especially about yourself and what has h@ppéned to you. You may come to any realistic
agreement you wish, with the gavesdroppifig manager. However you need not come to
any agreement at all if yau'do hotwuish to. (Please, though, do talk with the
eavesdropping manager for atieast 10 or 15 minutes.)
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Alarming Night
Instructor’s Notes

| have often used this case just for class discussion (as in the 10" class). But I
also use it as the backdrop for role-plays, in the class where the students are “building a
conflict management system.” A major dilemma for building a system is whether one is
building it for the employees, or whether one is building it for senior management, or
both.

The role-play illuminates these differences. Students prepare in role --- with other
students having the same role and they should prepare at length out of class or in-class.
Two employees then deal (in role-play) with one senior manager. The ensuing
discussions are likely to help students understand the sense of powerlessness that
employees may have and the self interest that a CEO may feel.
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AN ALARMING NIGHT
Designing an Internal Dispute Resolution System

(Secret Instructions for Dr. Y. T. Links)

You are the CEO of Chiplinks. As a result of recent Federal regulations, your
lawyer has advised you to set up an internal dispute resolution system immediately. You
have told Chris Lee and Piro Pati to think about this question also, since your lawyer
strongly recommended consultation with employees.

Here are the questions on your mind:

1) What are the options that should be offered in the new dispute‘tesctution
system?

2) What other ideas do you have about hgw the'syStem should work?

3) How will you conduct the discussiopwith Lee and Pati?

Y.T., Pléasevagine that you know that there was some concern about the alarm
systern.
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AN ALARMING NIGHT

Chris Lee walked slowly to the parking lot at midnight Friday night. Chiplinks Company
had hired Chris six months ago, as an assistant plant manager, but Chris was not happy.

Chris had come to work late Friday evening after a business trip, determined to catch up
on paperwork (and take some work home) before Monday morning. Once inside the
plant, Chris had decided to wander around. It always made sense to chitchat with the
senior scientists. Many worked odd hours; a Friday night would be a good time to touch
base with any round-the-clock type who happened to be there, Chris thought.

Chris had been greeted by the security guard at the desk and then had gone back to see
the guard an hour later to ask a question: "Why are the toxic gas alarms off, on the third
floor?" The guard had looked nervous and denied noticing that the alarms were turned
off, even though the alarm box lights were obviously off at the front desk. Chris had
gone back to the third floor, methodically turning alarms back on in each aréa of the third
floor, and methodically closing and locking the safety doors between the thirdifloor work
areas, since the toxic gas alarm system would only work when the doers were alil
properly closed.

At the end of the third floor, Chris found Piro Pati. [Rati was a te¢hnical assistantto Y.T.
Links, founder and CEO of the Chiplinks Compafly. J=inks held patents on a number of
computer chip innovations and was well-knawn_far coatinued research in chip design.
Pati was one of several technicians worKing on a pew idea. This was an area of the plant
that Chris had hardly seen before;git wasey. T, Links' personal domain.

Chris was upset about the alarra SyStem. "How can you not have noticed that the alarm
system was off?" demanded an'angry Lee of Piro Pati. At first Pati wouldn't answer —
then Pati dissembled —+ then finally muttered that Dr. Links always turned the system off
when working, at night;ito facilitate moving from work area to work area. Chris had then
surveyed the Wwork area around Pati: open beakers, unlabeled bottles, odd-looking bits of
things on thesloor. "Don't you realize that these work habits might endanger everyone
on the whole floor, when they come in to work the next day?" Pati had merely nodded.
"You know what Dr. Links is like," replied Pati.

Chris did indeed know what Links was like. Links' temper tantrums were legendary.
Employees, even valuable employees, had been humiliated in public and fired on the
spot, just for asking questions. Chiplinks people were paid far above industry average,
they had extraordinary benefits.....and they kept their mouths shut.
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AN ALARMING NIGHT
Designing an Internal Dispute Resolution System

(Secret Instructions for Piro Pati and Chris Lee)

You have been asked to meet with each other to discuss and recommend a dispute
resolution system for the company. You are happy about this assignment because of the
recent unhappy discussion on a Friday night-and since Chiplinks now employs about 500
people, you think some kind of system is really needed. You will be meeting shortly
with Dr. Y.T. Links.

Please spend 15 minutes on the following:

1) What are the options that should be offered in the @iew_dispute resolution
system?

2) What other ideas do you have about.hew.the’system should work?

3) How will you pursug,thig discussion with Dr. Y.T. Links?

Pire,and €hris: Please imagine you had a long conversation last Friday with each
other and with other employees about the toxic gas alarm system problems.
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Designing an Internal Complaint System

General Instructions

Robin Stellar, a research scientist at Biochemix Unlimited, came in early to the lab and overheard
Archibald Arrow, a young research colleague talking on the phone. He was talking about Rupert
Overween, head of the laboratory in L Building at Biochemix. Archibald seemed very upset. He was
talking on the phone with his brother. This is what the research scientist overheard.

Archibald said that he had recently gone through a pile of correspondence in the lab director’s office.
Overween had asked Archibald to pull out two manuscripts sent for review—he apparently asked
Archibald to read them and draft reviews for his signature. Overween had told himthat the reviews
were due a month ago, so Archibald came in very early to work on it.

In that pile, Archibald said that he accidentally found a patent applicatien, completely filled out,
signed, sealed, delivered—with letters attached showing that the application was accepted by the US
Patents Office. Archibald was telling his brother that thé patented invention was actually his own
work. Not only that—Archibald mentioned that hesiad done inuch of the work before he even came
to this company. Overween apparently simply-t@ok*thie wivention and turned it in as his own; his was
the only name on the application. Archibaldthifks the ficensing rights may possibly be worth a lot.

Robin Stellar came out into the, lab ag Archibald got off the phone, and told him that he should file a
formal grievance or get a lawyer are go to the US Patents Office. Archibald seemed very
uncomfortable...and then beécame furious with Robin for eavesdropping and then muttered, “There is
nothing at all | cangdo.|\ This s just the way things are. Stiff upper lip. In this lab you gotta be a team
player and knoW, yauiplace on the team. Overween is simply much too powerful. You cannot tell
anyone about this.®
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Designing an Internal Complaint System

Secret Instructions for Rupert Overween
(The Lab Director)

Senior management at Biochemix Unlimited recently decided that the company needs an
internal dispute resolution system. As the head of a major laboratory, you have been
asked to join a committee to draft some possible specifications for this system. The
committee will include a number of research staff.

You were really annoyed about this, but senior officials have convinced you. that there
needs to be something on paper that the company can point to—several gecent pieces of
legislation make it advantageous for companies to appear to have sugh a Syste. You
think this is all another example of over-regulation by the goverimentibut you agreed to
give a few minutes to lay out a plan for internal dispute regolutio.

You woke up this morning thinking about how togkeep this new system from being yet
another set of constraints on creativity and ygt more loss of control with respect to the
ability of senior scientists to run the copapany.” Youl BGelieve in the traditional rights of
Principal Investigators and believe yousagré apd'should be in control of all the operations
and achievements of your labgratory.

You will be meeting in a few Winutes with others on the committee to discuss the basic
specifications forthe Systeim the company might adopt. Please prepare with several other
colleagues agist of spegifications that you believe to be important.

Please stay in role for this assignment—try to imagine what Overween actually
would want, and prepare and play the role accordingly? You may make any
presumptions you like about what you read in the General Instructions. You can
consider yourself guilty or imagine you’ve always been ethical. You do know that
from time to time junior people imagine—and claim—all kinds of irresponsible
rights to intellectual property.
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Designing an Internal Complaint System

Secret Instructions for Robin Stellar
and other Colleagues of Archibald Arrow
(A research scientist)

You have just been informed that Biochemix has decided to draft specifications for a new
internal dispute resolution system for the company. You are very pleased about this
development, though you were also puzzled about why the company might be taking this
step. You asked around and learned that Biochemix has just noticed that various recent
pieces of legislation make it important for the company to be able to point to\a good
internal complaint system.

You and others like you strongly agree that the company neéds am interital dispute
resolution system. You recently were very upset by qverhgaring alfegations about some
behavior from your Lab Director, Rupert Overwegfi, that,if true'would be unethical. You
are very pleased that several research staff, ygt in¢itided, have been asked to join the
drafting committee. You decide to meetwith®wo aOthet research staff who will be
meeting with you to draft some specs Tortfreynew’system. You will then be meeting in a
few minutes with Rupert Overween to discuss the basic specifications for the system you
propose. Please prepare with these othér colleagues a list of specifications that you
believe to be important. The'ah heads may not give you much time so you should be
prepared to be spegifi¢ and well-organized.

Please stay i role for this assignment—try to imagine what the colleagues of
Archibald actually would want, and prepare and play the role accordingly?
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ANONYMOUS QUESTIONNAIRE
ON SOURCES OF SATISFACTION AND SOURCES OF DISPUTES
IN THE WORKPLACE
l. People vary a great deal in their sources of satisfaction at work. Here is a typical

list of sources of work satisfaction. Please puta 1 and a 2 next to the two points
that matter most to you.

Sources of Satisfaction Rating

Salary and benefits
Status, power and influence

Pride in the quality of the specific goods or
services you produce or deliver

Interactions with colleagues, wetk-group relations
A chance to use you skills,and to acquire new skills

Conttel over your work; some sense of independence;
achance to run your own shop

Other:

Il. People also get into disputes at work over almost any subject. Some of these
disputes are noisy conflicts; some are just experienced inside one's own head.
Please try to remember a workplace conflict that you found particularly upsetting,
at any time in your life. Would you circle the item above that comes closest to
defining the subject matter of the conflict or dispute?
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1997 Mary Rowe

Elements of Due Process or Fair Process
(as commonly recognized in the United States)

I. Due process may be seen as a matter of specific elements of process prescribed by various
laws, statutes or policies, for example:

* Notice to the defendant; right to know the charges or all the major elements of the charges. In
some cases the right to know the rules and policies that are relevant; in some cases the right to
know who is the accuser;

* Timeliness of the process and of each step of the process;

* Right to present one’s own evidence; in some cases the right to question the evidence brought by
the other side; in some cases the right to face or meet with the accuser; the right to respond to the
concerns that are raised,

* Right to accompaniment and someone to advise; in some cases the right to legal counsel;

* A fair and impartial fact-finding; a fair and impartial hearing;

* Right to a decision that is not capricious, unreasonable or arbitrarysin nature;

* Notice of the decision; in some cases the right to a written degision with a statement of the
reasons for the decision;

* In some cases the right to an appeals process;

* Freedom from retaliation, especially When raisifig a complaint in a responsible manner and in
good faith;

* In some cases the right t@ ave one’s case treated the same way as similar cases;

* In some cases thexight of*privacy, as far as possible, for all concerned.

I1. Due process may also be seen as “that which is due under the circumstances.” Sometimes
people use the term just to mean “the process | think | deserve” whether as a matter of law,
employer policy, or just what the individual thinks is “fair.”

*hkkkkikkkk

Because of the considerable ambiguity of the term “due process,” a prudent manager may prefer the
term “fairness” — or speak only of specific elements of procedure — rather than risk serious
miscommunication. In particular, one does not wish to appear to have promised any specific
element of procedure which an employer does not necessarily guarantee, such as an open hearing or
right of cross-examination.
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Dealing with Difficult People --- Getting the Package to the Airport
Instructor’s Notes

Neophytes sometimes think that their workplaces will be devoid of truly Difficult
People --- abrasive people, negativists, those who blame others for every mistake and so
on. It can be difficult to address this topic in a classroom because there are so many
varieties of people whom others find "difficult.”

For this reason | first set the apparently odd task, "When is a Difficult Person not
Difficult?" --- using the worksheet and often encouraging students to work together.
Students will immediately come up with long lists which illuminate the fact that
"difficult-ness" is not uniform, and that it can be managed.

I set the fanciful role play about getting a package to an airport in @rder to show
that a person may sometimes be dependent on people who are difficultfte.supervise, and
that there are helpful ways to manage in such a situation. The role-play ‘itself, at least in
North America, is also hilarious. The student who plays Ashiey Nonnon will usually be
creative and delightful (for the onlooker, not for the supefviser). Thé play will of course
take only ten or fifteen minutes. The debrief st be gerieralized --- to include
"negativists" --- but also to embrace dealing ith _amyohé who poses a problem in the
workplace. | draw heavily on the work of Ufy, Bramseh and Solomon (see Resources).
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Class #11

GETTING THE PACKAGE TO THE AIRPORT

Ashley Nonnon

(Secret Instructions)

You have just joined a new startup consulting company in the suburbs in
Massachusetts. You have also just moved to this area and do not know very well how to
get around. Public transportation seems to you completely impenetrable. Taxi service
has been very unreliable. Road signs are few and far between; you are very tense about
reading maps. The area is very complicated for a driver, with small towns, meandering
roads, limited access highways, etc. You have just about learned how to get from your
home to work without getting lost. Actually you did get lost — again — last night in the
rain. Blimey, how you hate maps.

The weather is terrible. Your eyes itch. You are sorry you mavedihere. What
you really need is time to think through each problem on your desky, Y@Qu aré depressed
that your supervisor, Kim Rising, is coming in to see you, deubtleSs tovask you to do
something.

It is 9 am; you cannot bear the thought of"beingyinterrupted. Your nose has also
started to itch. Maybe you need new glasseS? “¥oun back hurts a bit from the extra
driving last night. Your arms hurt from teq muefi computer work. Is this the beginning of
repetitive strain injury? You are not atall’suresyyéu can get through all the things on your
desk.

Ashley: Stay incharacter. You are a negativistic, dour pessimist. You spread
depressign everywhere, and are jolted by abrupt changes in your life. Nevertheless,
if approached the right way, you are a terrific worker. So try to get into this
character and be helpful only if you feel Ashley really would. But please drag your
feet, in any way you can think of for the first five minutes. Be creative but be sure
not to smile at your own creativity. (Ashley NEVER smiles.)

Please stay in the classroom or nearby?
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GETTING THE PACKAGE TO THE AIRPORT

Kim Rising

(Secret Instructions)

It is extremely important to you to get a package to the airport, to a very reliable
special courier service. Your new, tiny little, startup consulting company is in the
suburbs. Taxi service is quite unreliable and in any case you are very concerned about
the value of the materials—they are time sensitive and not replaceable. Public
transportation is circuitous. You could take the package yourself but you very much
want to finish a project if possible. The package contains materials that cannot be faxed
and they must arrive in Washington tonight by 10 pm, to be put into the hands of
someone who must work with these materials over night.

You will ask a new subordinate, Ashley Nonnon, to get this package, to, the airport
by car, on the way home. Unfortunately Ashley lives a good distafce Tsom the airport;
your plan is to ask Ashley to leave work very early. You have a possibly helpful map of
your area; (your suburb is deep in a tangled web of small fowhs"and,liighways).

It is now 9 am. The package will be_re@dy.at INgm. The courier service must
have the package by 5 pm at the airport in(rdeg.to deliver it tonight in Washington on
time. You estimate the trip cannot possibly take mare than two hours.

Ashley is very methedical, not»t0 mention quite obsessive—and a difficult
personality. Ashley alway&findsyroblems with any new idea. You would prefer to send
anyone else, but therg\isn't any@ne else. You have called all the limousine and drop-off
services in Bostoi, Nong are available today. You prepare to address your request to
this very negativistic personality.

(Kim: Stay in character; make up any small facts you need; do the best you can.
Can you lay a plan? We will ask you later what it was.)

Please stay in the classroom or nearby?
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Some Potentially Difficult Situations You Survived in 15.667

Dealing with:

* people you do not know who are following secret instructions;

* people who may be lying;

» someone alleging racism, or a sexual attack;

» someone alleged to be racist, sexist;

« a performance evaluation with insufficient data;

* how you might plan to fire someone;

* a #2 who wants the job of the boss;

» a potential conflict of interest with a husband and wife team, where the company needs
the husband;

* various possibly unethical situations;

* an international recruitment situation with many unknowns in jab and cermpensation;

* negative, one-point, and wide positive bargaining ranges;

* bargaining in terms of feelings, time, and status, as wellas4fioney;

* brainstorming with large and small groups on relatively deliedte issues; use of a Devil’s
Advocate to prepare;

* being surprised: often with too few or misleading data, by a large bargaining range, a
mediation where it was impossibleyto 5€ suffiCiently prepared; a mob;

* aggressive competitive Others; peaplewlieTely on “commitment” power;

* a mentoring problem in ap ufcertainbat hierarchical structure;

» coalitional bargainingawwhere,prior-relationships play a strong role as well as “rational”
bargaining strength;

» constructing<he elenients of an effective apology;

* considering the'glements of a fair complaint system—and how different people see
complaintioptions;

» understahding common sources of stress;

* how to address a serious complaint or perceived injury;

* how to choose an option for a complaint; how to help an Other to do so;

* how to think about different sides of a painful or even dangerous misunderstanding;

» whistleblowers and whistleblowing issues;

* a case involving the elements of fair investigations with no prior warning;

* potentially dangerous situations;

* people with various personality problems: e.g. negativists, people who are pointedly
unhelpful.

* the professor......
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COPING UNDER EXTREME CIRCUMSTANCES

e If everything else fails, tell the truth....

e Prepare ahead, in any way you can, for a situation you think will be tough;

Seek out any completely trustworthy advisor (religious counselor, psychologist, etc.) and

friends and family; build support relationships; find a relevant support group;

Set a routine for yourself;

Take action, even small actions; between action and passivity, choose action if possible;

Plan in small bits, if necessary; get through the next week, the next day, the next hour;

If possible, find something wonderful in your life (children, art, memories, music, fantasies,

etc.);

Is there anything you can do to create a BATNA (an escape, a fallback position)?

e Exercise, (dance, run, swim, bicycle or whatever), in such a way as to raise your heart-rate
continuously for at least half an hour a day. Not only will you be fitter but you may raise your
endorphin level to help deal with pain;

o Ifall else fails, practice denial.

LISTEN: Whatever happens, imagine that it is "data.” Keep a'jourfial or do any other kind of
writing that reaffirms your discussion with yourself, drawing,on your"own values. These views and
feelings may be shared with a few trusted others.

e For more information, see Robert Lifton’s\werk on survivors of “brain washing."
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When is a Difficult Person not a Difficult Person?*
* When I perceive the “difficult person” to be “like me.”
» When someone else deals with the difficult person who does not find the person difficult.
* When the person gets his or her way.
» When the person is not feeling threatened.
* When the person agrees with me, or listens to me.
* When it is useful for me for the person to be difficult (with someone else).
» The person may not seem to be difficult to himself or herself.
* When other people are around, and constrain the difficult person.
* When we are alone together and the person relaxes.
» When the issues are depersonalized.
* When we both can laugh.
» When the person recognizes superior power, apdcalms down.
» When the person is effectively sanctioried.

* When we all are focused on.a common goal, and immersed in the work.

When the person isyvell*prépared.

* When | am not ¥ the person’s way.

* When the person is appreciated/recognized.

* When the person recovers from illness or from being afraid, or anxious.

* When | see it’s just the person’s outward style, and learn to like and trust the person.

* When the stress is off both of us, and “the time is right.”

* You probably cannot change another person but these ideas may bring inspiration.
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—Worksheet—

When is a Difficult Person not a Difficult Person?
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NOTES ON OPTIONS FOR MANAGERS

A. Plan and Prepare:

Estimate your time constraints — is this an emergency? Do you have time to give the
complainant a little time to compose his or her thoughts?

Consider whether you are the right person to deal with this complaint;
Determine whose interests are at stake and what those interests are;

Determine who “owns” this question. Who is responsible for this subject or problem?
Who in management would think they have a right over this subject? What about the
original source of the complaint — does that person feel he or she "owns" the complaint
or ought to be able to do s0?

Consider seeking advice, making certain that you have permission” to do so. Seek advice
from people who might understand some aspect — the technical points or the racial
context or the policies and laws at stake — better than you. Ask for unforeseen issues,
precedents, etc.;

Gather any facts that are cost-effective and ethical — and, perhaps unobtfusively
available — to gather in the time you have. Depending on the situati@n,thisymight be
done by you or for you or for some other manager;

Brainstorm — with someone else if possible — all the canstructivéyand‘tunconstructive
options open to each actor. This will lead you to doing.an amalysis of the sources of
power” for each of the actors. Be sure that you have thaughtthrough the covert and
“acting out” options open to each actor;

Brainstorm a second time if the situation isawety serious — feelings, interests, positions,
options and the policies and principles.and,laws/that should govern this situation;

Make notes — figure out a filan for action; and a plan for follow-up. (This is essential in
harassment, safety andgethics'¢ases),

B. General Principles

Help the.cemiplainant pick an option — or if necessary in an emergency, you pick an
optiofy— thatyou think may really work. One wants to avoid half-hearted measures and
estalatio, so plan to expend 101% of the effort that will be required for the option that is
chosen;

Other things being equal, offer options that resolve the problem at the lowest possible
level. “Delegate” as much complaint-handling as you effectively can — empowering
others is probably efficient for you and may produce better answers in the short and long
run;

Protect people's privacy in every responsible way you can.
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C. Help the Complainant Choose an Option

1. Helping People Help Themselves:

a) Howtodoit:

Ask the complainant to consider all the other options as well, and consider them again
before any action is taken. Be sure that if this option is chosen, that the complainant
knows other options exist and has freely chosen this one. This is essential for
harassment, safety and ethics complaints;

Explore facts and feelings with the complainant — take enough time! Listen, listen,
listen......;

Explore with the complainant, what the Other would or will think, say, do and feel. You
may wish to role-play: “I'll be you — you be the Other”;

Consider re-reading Drafting — and Perhaps Sending — a Private Letter to a Person
Who Has Harassed or Offended You;

Encourage your complainant to draft a letter to the Other, writing several drafts if
necessary, with facts, feelings, and recommendations in separate sections. Characterize
this step as a preparation step that might help with any option, not as a cammitment
necessarily to send the letter;

Help your complainant choose an option for handling the complaint. I§the ®ption is to be
that the complainant will handle the problem directly, helphim orther t@choose whether
to handle the problem in person or on paper, or both — for exampley by delivering the
letter in person. The complainant should keep a copy of'@ letteg it any, but usually
should not send open or covert photo-copiesstotanyone;

Prepare for all logical outcomes on thespatt.efthe alleged offender, so the complainant
will not be surprised by the outcomg, whatever it'is;

Follow-up with the complaigant./This.is essential with harassment, safety and ethics
complaints.

b) Why to choose this.optioh;

The complaipantwants this option;

This,optiomhelps to support peoples' control over their own complaints. For many
peopleyhandiing a problem directly, if it is effective, may be a preferred process —
betause they maintain control — no matter what the substance of the complaint;

This option may be the only reasonable option if there is not enough evidence and when
it is impossible or too expensive for the complainant or the employer to get all the facts;

In addition, direct action by a complainant is frequently the most effective option, in
terms of “just stopping” offensive behavior, where there is no evidence for the offense
beyond the complainant's own statements;

In most cases handling a problem directly is less likely to provoke attempts at reprisal,
since reprisal is often provoked by intervention by a third party — dealing directly does
not “rock the boat” and is often preferred by the Other;

This option is likely to take less time and cost less;

This option is sometimes better in terms of timing and other psychological variables, due
to the complainant's superior knowledge of the situation;

This option usually permits the widest variety of “next steps,” if this step does not work,
and if more action is desired;

This option may prevent mistakes based on insufficient data and/or different perceptions
of the facts — this choice makes it much more likely that the complainant will learn what
should be learned about the facts and the Other’s perceptions of the facts;

2
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This option may help to teach offended people a method for dealing with problems and
offenses. Moreover, teaching a method for dealing with problems — rather than just
solving the specific problem — appears to make it less likely that the complainant will be
offended in the future — possibly because it may help such a person to learn how to
prevent interpersonal problems;

Delegating complaint-handling makes a more efficient enterprise, (as with any other
effective delegation of responsibility);

Handling problems directly appears to some people more moral and more fair. In
particular many offenders hate to have some one go around them;

This option helps to preserve the privacy of all;
This option helps to protect the rights of the Other;

This option will usually provide more leverage for management, if management action is
needed later on, because of the evidence provided by a complainant's letter, or by the
complainant's direct attempt to get the situation resolved.

c) Caveats:

This option has only limited goals — there is not likely to be much system change, or
consciousness-raising of others from the use of this option, unless the option becomes
widely known and used in the company;

Follow-up may be essential if a manager knows about the complaint;
“Justice” may or may not be served;

If a complainant sends a letter, that letter then belongs tefthe recipient and can be used by
that person. This can be damaging if the letter is inaccukate®or embarrassing;

There is usually no central record, created by.adirect apptoach, which is a drawback in
the case of repeat offenders. In choosing the direchapproach, the "system errors," if any,
will be errors of omission — too litt}€ being dong — rather than errors of commission —
too much being done. y

2. Shuttle Diplomacy and Mediation:

a) Howtodoit:

Consider alliother,optiofis, with the complainant and by yourself. Be sure that you have
permission” 1o talk With everyone with whom you will need to talk. Remember that in
mostsituations formal mediation should be voluntary for all parties, though shuttle
diplomagy need not be;

Seek advice, from counsel, EO, ER, mentors, superiors, etc. if appropriate. Consider
reading Christopher Moore’s Mediation Process;

Consider how and when to enter the dispute. Can you enhance your credibility? Is there
trust and rapport — is there anyway you can build trust? Think about timing and place,
etc. Is there an understanding of third-party intervention of this type? (Most people
understand shuttle diplomacy. Fewer people understand mediation.) What are each
party's expectations of you?

Investigate a little if you can do so at no cost. Are there records? Will the parties have
data they can prepare for you? (In a formal mediation, the parties should come to their
own settlement — you should not act as a judge — but you as a third party will be better
off with as much data as you can get, in either shuttle diplomacy or mediation);

Prepare and plan for all logical outcomes — beginning with the standard analysis of
feelings, interests, positions, options, policies, laws and principles that may pertain or
should pertain;

Choose a mode for how you will enter the dispute, remembering that — within
hierarchies — shuttle diplomacy works better for most people than does mediation. (See
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also point "c", below.) If mediation appears to be a good choice, then consider using
shuttle diplomacy first, to prepare people for the mediation;

Follow the basic steps. Prevent emotional withdrawal if possible. Save face for everyone
if you can. Protect and support conciliatory feelings if possible. Seek out all the interests
again and again, and deal with the “positions” that come up. Brainstorm if possible —
expand the pie if you can — wait for the parties’ own solution if it will come. Then help
narrow the issues; help in assessing and choosing an option; come to a conclusion; state
the conclusion; write the settlement if appropriate;

Follow up if appropriate.

b) Why to choose this option:

The parties want this option — and you have been asked to conciliate or mediate;

You feel comfortable with this option — you know you are good at it and you know you
are reasonably impartial;

This kind of complaint-handling is consistent with your employer's “culture” — the
norms support each side giving a little and the norms support cooperation;

The timing seems right. For example, they have tried to settle this themselves
unsuccessfully, but they are not yet hopelessly polarized;

You believe that you will be able to problem-solve, to help them come togtheir own
solution, to help them exchange information and perceptions, to builgytrust;

The parties are inter-dependent and this is not a win-lose situation;

The parties each perceive that they have weak BATNAs#there is réasonably equal power
in the situation;

Your employer has a high investment in a goad,outcome fop€ach person involved;
The right people are actually available to(dealwith:

It is acceptable or even preferable if) thisssituation for there to be no organizational record
of the dispute. (Note: the partiesias a condition of settlement may want the settlement on
the record, but many disputants®Chopse“mediation precisely because no record will be
kept.)

c) Why to choose shuttleidiplomacy rather than mediation:

This is the option that the parties want, or that one person wants, or that you prefer;
Trustiis amajor problem;

“Face” is'a major problem;

Privacy is a major problem;

This is the best way to get the data that are needed:;

A single text option is going to work best with these people;

This option is much more convenient;

This is the only way to substitute for someone who cannot be there for face-to-face
mediation;

This is the only way to deal with the situation because you cannot discuss all the relevant
data with one person or the other;

This is the best way you can think of to deal with an imbalance of power.

d) Caveats:

Do not use mediation or let others do so where what is really intended is to lay down the
law or otherwise adjudicate, or arbitrate. People will quickly come to distrust the process
if they were brought together to find (or to help to find) their own solution and the
"mediator" provides and insists on his or her own solution;

4
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Do not let mediation be used as a tool for formal investigation or where the employer
believes it will learn facts that will force it to adjudicate;
“Justice” may or may not be served;

If the settlement is not kept by the employer there will be no organizational record of the
dispute;

Mediation may not provide good “precedents”.

3. Investigation and Adjudication or Arbitration

a) Howtodoit:

The complainant should consider all other options. The investigator should if possible
have permission” to use the information that it acquires, (except in the unusual
circumstance that there must be a truly clandestine investigation;)

Under ordinary circumstances the employer should not take adverse administrative action
against an employee without a fair process™ beforehand. Emergencies may occasionally
pose a problem in this respect, but the employer should consider carefully whether a fair
process can occur, before it fails to initiate such a process;

Should advice be sought from counsel, EO, ER, mentor, a superior, etc.?

The employer should consider who should be the investigator(s). For example, it may
wish to insulate a decision-maker from any bias or perception of biag,or fram backlash.
It may wish to find special, perhaps technical, expertise in fact-finding, orpersons of a
given race or gender.

The employer should consider separating fact-finding €fom_decision*making so a
different person does each task.

The employer should consider what should5€ the charge 10 the fact-finder, and what
should be the limits or scope of the investigation;

The employer should consider whethertiejinvestigation should be formal or informal,
and whether the investigatogShould or shauld not be asked for formal recommendations.
It should not ask a junior persefi to inake formal recommendations;

The employer sho@ild c@nsider the timing of the investigation, which should typically be
“fair, prompt @nd thoraugh.” (Note that an expeditious investigation will not necessarily
be possible);

Théemployershould consider carefully all the non-invasive sources of data, for example,
recordsyreports, etc., before going to disruptive sources of data;

The employer should consider very carefully who should know about the investigation,
beginning of course with whether it will inform the subject of the investigation. The
employer should consider who will be informed about the process of an investigation if it
takes a long time, and on what schedule;

The employer should prepare and plan for all the logical outcomes, beginning with the
standard analysis of feelings, interests, positions, options, policies, laws and principles
that may be relevant. It is particularly important to do a careful analysis of the sources of
power of each of the people involved, and a careful analysis of unconstructive as well as
constructive options open to each of these people;

The employer should arrange for appropriate review of the results of any formal
investigation — for example by legal counsel — before administrative action is taken;

The employer should anticipate and plan for follow-up steps after investigation and
adjudication have occurred.

b) Why to choose this option:

Where the employer is required by law or policy to investigate, and/or adjudicate;

Where an investigator is willing and able to undertake a fair process; (for example
having no serious conflict of interest);

5
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Where one or both parties wish an investigation and decision-making, and you approve,
for example for the reasons above;

Where both or all parties refuse to negotiate or mediate; where the parties cannot learn
how to negotiate fast enough to deal with the problem that must be resolved;

Where a win-lose decision is the right decision — for example it is a hopelessly
distributive problem — there is an emergency — or it is clear that one or both parties are
lying about something serious;

In lose/lose situations where the goal is to minimize the maximum feasible loss;
Where you can easily see a win/win adjudication;
Where there is a hopeless power imbalance, or a desperate problem of saving face;

Where the future relations of the parties are not a concern or might actually be enhanced
by adjudication, or satisfaction of the real interests of the parties is not dependent on their
future cooperation;

Where the stakes for the parties are low, but they are high for your employer.

c) Caveats:

Investigations are often very expensive in time and feelings, and money, and
investigations often make people fear and dislike the investigator and decision maker;

Expect that the results of the process and outcome of the investigation may,be made
public, possibly in a disconcerting way;

Be prepared for people “voting with their feet” or expressing otheg dissatisfaction with
the outcome of investigation and adjudication. This is€Specially difficult in situations
where the employer will not be able to give informationitd the public, and where it
therefore cannot defend itself and the processaln such situations it may need to continue
to deal with peoples' feelings, and to try 10 maintaip\respectful relations with disputants
and bystanders, for some time. Thisgfiay be"espegially true with people who are — or
who see themselves as — “whistleblowers .

Too frequent adjudication ofidisputesanay result in inefficient management and loss of
motivation — or willifigness 1Q,speak up — by those involved.

4. Generic Options and System$Change

a) How to do it:

Cansiterall ather options with the complainant to be sure this one is appropriate. Be sure
that you Have permission” or a right to use any information you will need to use.
Altérnatively you could try to work with the complainant to devise a method whereby an
appropriate office (like Safety or Audit or Environmental Hazards) can be alerted to
collect the information that is needed — on an unobtrusive or apparently routine basis —
without your having to break anyone's confidence;

Ask yourself, whose interests are at stake? (Make a list). Ask yourself, who “owns” this
problem — who would feel a right to dispose of or prevent this type of problem? (Make
a list). Consider these lists carefully before you decide where and how to intervene;

Consider the time constraints. Is this urgent? Is this a problem that needs careful study?

Do a quick and practical cost-effectiveness analysis in your head about whether and
when and how a systems approach might help;

Consider whether to design a way to find out later if the systems change is working.

b) Why to choose this option:

Where the complainant chooses this option;
Where a systems change is required by policy or law;
Where you personally are willing and able to pursue a generic approach;

6
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»  Where many people are likely to have the same problem, the costs of not fixing it are
high, or for any other reasons the cost-benefit analysis is favorable;

»  Where the workplace culture is, or should be, tilted toward preventive measures as well
as complaint resolution;

*  Where for confidentiality reasons you cannot address the alleged problem of an
individual (e.g. sexual harassment or unpaid overtime required of a non-exempt
employee) but a “generic” address to the problem (e.g. a training program on harassment
or a departmental reminder on the overtime laws) is likely to resolve the problem of a
known individual who will not otherwise come forward,;

e Where the complainant or the offender is unknown (e.g.. the complainant is anonymous
or an anonymous person is making obscene calls);

»  Where you have picked up a problem new to the company, that will need to be thought
through, or where the ramifications of a problem are as yet unknown and should be
considered at top management levels;

»  Where the only satisfactory approach will require cooperation between the company and
outside persons or entities.

c) Caveats:

» A systems approach may not satisfy the feelings of individual complainants, especially if
a problem is taken out of individual hands, or the solution takes a long time, or a
“vanilla” solution must be adopted to placate strong competing interests;

»  “Justice” may or may not be served in the individual case that is dealt with on a “generic”
basis;

» If asystems approach is used to deal with an individual ‘¢ase, fellow-up with the
individual who complained may be essentialsitabe stre that'the individual problem does
not recur;

»  Some managers will complain that & systems approach was not needed, for a problem
that they never knew existedgGr thought to be trivial, or very rare;

e One must approach the systemin the right manner, at the right time and at the right level.
If you think this isgnot possibletatthe moment, this may not be a good option.

* Confidentiality and.Privacy Always get permission, if you can, to use the information given by a
complainant. Typically'ené cafniget permission to consult with others, to use the information on an
anonymous basi$, or to useithe information after a certain period of time has passed (if this is acceptable to
you). If all @lse fails, @ complainant will often give you permission to tell a person very high in
management, Tar'example, a CEO. It is usually better to spend the time to work very hard to get permission
to use information than to expose someone as an informant. When in doubt, (and when an investigation is
not clandestine), work hard to get explicit permission before quoting a complainant by name, and in
general always protect people's privacy in any responsible way that is open to you.

“* Sources of Power in Negotiation include: Legitimate Authority; Rewards; Sanctions; Force;
Commitment to a Position; Charismatic/Moral Authority Power; Information or Access to Information;
Expertise or Skill; an Elegant Solution; Good (or Bad) Relationship — for building (or losing) power; a
BATNA (or fall-back position).

A Fair Process requires, at a minimum, that the alleged offender know the charges against him or her, (or
all the major elements of the charges), that he or she have a reasonable opportunity to respond to those
charges and to bring his or her own witnesses, and that the matter will be investigated and adjudicated by a
reasonably impartial person or persons.
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Qlu Ju

Is Qiu Ju seeking revenge?
What does she say she wants?

At what point is a competent investigation finally done?

Does her goal change?

How are bystanders affected, and how do they react when people appear 1@ seek revenge?
What happens to the person who gets revenge?

How do people perceive complaints thatgo up the/line of supervision? What really does
happen when cases are appealed yp the'line of supervision?

What went vixong in the first appeal?

Avre third party complaints common?
Should they be heard?
Is Qiu Ju a third party?

What should you do as a manager if you are dealing with a person who "can't let go™?
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A RANDOM LIST OF BASIC POINTS IN THE CLASS
* Prepare as much as possible before a negotiation—the power of information is one that can
be leveraged by the young and by women—try to figure out what the interests of all the sides
are.
» There are many sources of power in a negotiation, not just authority which most people
associate with the (Machiavellian) concept of "power.” The powers of information and
expertise, moral authority, commitment, elegant solution, etc. are all ones that "unpowerful”
negotiators can use.
» Never meet hostility with hostility.
» One of a manager's major duties is to be a complaint handler a lot of the time.

* Respect is always something one can offer in a negotiation, to make it at least a little
integrative.

» Every human interaction is a negotiation.
» The concept of the elegant solution—I will search them out!

* Let the complainant hold/control the complaint, wherewer possilfe. (But it is not always
possible.)

* Options (including the option of BATNA) permit péople to feel better and act more
rationally. Thinking up alternative g@ptiong§ s it itself a source of power (or empowerment).

* Prepare, Prepare, Prepares
* Negotiate on Interests'notRositions.

 Understariel,yourgwn interests, skills, habits, preferences, etc., as well as those of the
Others. Effectiveness requires this.

» Even when you think you know the outcome, negotiation itself holds many valuable
attributes including:
generation of creative solutions, potential mutual gain, relationship building,
additional personal experience, etc.

* In order to be an effective negotiator, different circumstances may require a variety of styles
and strategies, and/or different sources of power. You may change strategies when you see
that of the Other.

 People vary in their preference for conflict resolution as well as their sources of
satisfaction.
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People are more likely to think you are an effective negotiator if you are collaborative.

We are all a lot worse at judging when someone is lying than we think we are.

There are a number of special ways to handle an aggressive, competitive negotiator.

Coalitions can be extremely powerful, but they require constant attention.

 PIE letters and other written accounts can be very effective as a complainant, a complaint
handler, and a mediator.

» Remember the LAST TASK! (Each must think the settlement to be the best possible under
the circumstances.)

» Watch out for pot holes as a complaint handler (i.e. talking about yourself, taking the
situation away from the complainant)! Staying silent is the safest way to be.

» As a mediator, be sure you have the facts before you mediate and then work%owards a
PROCESS not a solution.

* | think my favorite may just be a little nugget. It's the idea ofs§ignalingiwith bids. As a

seller, if I drop my asking price by 4, then 3, then 2, I'm sigrialing*that,I'm approaching the
end of my range. Dropping in equal amounts doesn't pgoyide thatisignal. | really like that
idea.

« Before mediating a conflict, try to meet’$§eparately,with the various parties, especially in a
"relationship™ conflict.

» Concentrate on interests gather thag positions.
* You can alwaysoffer tespect.

* The besttacti¢ Indistributive negotiation (or one of them, anyway), is to sow doubt in the
Other about théis position.

» There are no purely distributive or purely integrative negotiations. So in a negotiation that
looks distributive, I can search for interests to satisfy. And in a negotiation that looks
integrative, | still need to protect my interests on the distributive aspects.

* Be careful in triads.

* I'm very competitive. Very.

» But I'm also capable of generating elegant solutions.

» Study the interests and position of the Other. (Part of prepare, prepare, prepare.)
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* Insufferably Obnoxious Negotiators are virtually always unprepared. Bridge his gap of
unpreparedness with our information.

* In a conflict management system, people should be offered options. | assume that holds
true for me as a conflict manager as well (i.e., I need to remember to offer people options.)

» Negotiating by computer is inefficient.

 Culture matters.

 Be prepared for surprises in negotiation (like a very wide range).
» Always speak well of my classmates (assuming it's the truth).

» Absolutely, positively prepare as much as possible before negotiations begin.

* Negotiations begin now, (or soon as an Other or an issue are identified.)
» Understanding where Other is coming from is the basis of effectiveness‘ifranysstrategy.
» Always know your BATNA.

» Know yourself—who you are, how you come acrosssswherg yourimajor negotiating
strengths are.

« Prepare, prepare. Who are stakeholders? Their i's?
* My interests/O's  (rights)
» My power/O's powerg, p/porie'deadlines!

 Tangible/intangille—you can almost always give respect to make even distributive a little
integrative.

 Importance of previous negotiation.

Info—you have more power than you know.

Is this an emergency?

Options! SYSTEMS APPROACH

If due process is going to lead to discipline be as sure as you can!

» Cooperative does not equal effective or ineffective. Strategy does not equal style.
Competitive also does not equal effective or ineffective.

» Last Task. (Darnit. What is it? No problem. Look earlier on the list.)
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STRATEGIC PLANNING FOR A NEGOTIATION
OR DEALING WITH A DISPUTE

* |s this an emergency—or a potential emergency? What kind of emergency might this be
(safety, company image, security, etc.)? Especially if this is urgent, with whom can you work?

* What are the facts you now know? What do you need to know? How will you find out what
you need to know?

* Who are all the actors? List separately any major subgroups; (few big groups are
homogeneous or monolithic, and you may be able to deal separately with—or need to reckon with—some
subgroups on each "side"). Whose interests are at stake? Are they "actors"? If not, who will consider
their interests?

* Are the actors willing to negotiate? Why or why not? (How, if at all, are the actors dependent
on each other?) If any group is not ready to negotiate (and especially if any group is not ready for
"problem-solving"), can this question be addressed first?

* What are the sources of power for each actor? For example:

- legitimate (or line) authority;

- sanctions (they can organize, and/or produce all Kindss6T legal’ problems: absenteeism,
paper work, interruptions in service, an injungction, a suityetc.);

- rewards (they can give out money gStatus or othier rewards to another actor);

- force (the ability physically‘er ittegathyto push the situation, as through violence,
threats, sabotage, etc.);

- commitment{the,abilitycto lock into a position in a way that must be reckoned with, as
in an all-ortnothing public pronouncement, an ultimatum, a game of "chicken”, a
kamikaze manetiver);

- ‘tharisma; moral authority;

- agood (or bad) relationship: ("I'd do anything for him personally"; "I won't have
anything to do with him");

- an elegant solution, (some solution that seems perfectly balanced, or perfectly tailored);
- expertise, skills;

- information or access to information;

- a good fallback position, (a good BATNA is the Best Alternative to a Negotiated

Agreement; a good fallback position tests the ultimate degree of dependence on another
actor and is often a source of major power in a dispute).
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* What are the public positions (demands) of each actor? (What can you do to forestall
commitments to "positions”?)

* What are the real interests of each actor? Do these include the interests of all those cited above
whose "interests are at stake"? (What can you do to meet at least some of the interests of all sides?)

* Brainstorm—uwith others if possible (and, at a later stage, with the Other Side if appropriate in
collaboration)—all the logical options open to each actor. Which are constructive, and which
unconstructive from your point of view (or your employer's point of view)? Which option(s) seem(s)
most likely in the next, short time period? What kinds of coalitions are open to you—and to the other
actors? What would these coalitions mean, especially for your own interests?

* What are the policies, laws, principles and other criteria that should be used, or could be agreed
upon, to decide this dispute?

* What are the real-life, ("reality") constraints here (for example, shortage of time, money, other
resources)?

* Can you go through this list imagining you are each of the other actors? (One way to do this is
to choose a Devil's Advocate in your own group, who will "be" each of the other actorsyin turn, during
the discussions in your own group);

* Check again: Do you have enough information? Would it be"Cost-effegtive to gather more
information? (List costs and benefits.) Do you have the time to wait?\Shéuld you now collect
information for some probable "Phase Two" even if you have to actihowions*Phase One"? (The test
question for deciding whether you have enough data is, "What kihd of information would make you
change your mind and have you looked carefully to se€ it su€h data exist?");

* Choose strategy and tactics (who, vithat/ Awhen wwhere and how for "Phase One");
* Now think about "Phase Tino."\\ Who Will be affected? Who may be happy or unhappy about

this decision? Should you preparéforithese reactions? (Think particularly of anyone whose "interests are
at stake™ whom you did notglist @s arn¥actor".)

EIE I I S b I S S S S S
Keep<n mind, the theoretical elements of success in settling a negotiation or dispute:
1. Negotiations and problem-solving have produced the maximum possible "value added." No
more value can be created at this time under the constraints given; the solution is Pareto-optimal; no other
solution(s) will better satisfy the set of all the interests examined.

2. No redistribution of value will give significant gains to one side without taking significantly
from another; (you can't give more to A without making B feel much worse).

3. All actors believe the process was fair.
4. All actors believe this is the best possible solution under the circumstances.
5. The settlement is legal and proper.

And, remember the Last Task—if possible the parties should come to see the solution as the best possible
solution under the circumstances.
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TERRY HARDEL (Navigational Systems)

(Secret Instructions)

You are utterly exasperated by Josephine McNair. Aerospace money has been
drying up, and the field is extremely competitive. Navigational Systems is now
competing internationally and the pace is fierce. You've had no vacation for 18 months.
In fact you have worked nearly every weekend for 18 months. Navigational Systems may
get a huge new contract in air traffic control if you can gear up fast enough in the new
group and you really want to land this major contract from DOT. But each unnecessary
glitch, like McNair's wanting to see you, is one more drag on your ankles, and you are
extraordinarily tired.

The promotion for Joe Abernathy is, you think, a perfect idea. You were
delighted to be able to offer him such a plum since you want desperately to keep him, in a
hotly competitive field. This obviously would do it. There weren't manymanagers who'd
take this kind of risk for a young man, but you were willing to gambile oryhiSwabilities.
You'd expected him to be damn grateful. Also, promoting Joetemorraw will save you a
lot of time and money. On top of everything else Joe has been semething of a recruiter—
he's pulled in four more Ph.D.s from Cal Tech, each saving over $50K in recruiting
costs—and best of all, these guys all speak the sapfe lariguage. 1t will save you some
time.

You cannot imagine why Josephiné-would get in her husband's way. Any adult
would have expected Navigational Systéms0 have an anti-nepotism policy with respect
to supervision. Besides, your heed for @ theoretical physicist is just about over. McNair
had gotten her assignmernit upyand running, and someone else could do the computer
simulations this camingwear. Time to send her to that other project soon anyway, and
those guys will e glad to'get her. Just as well it's across the city.

Yothglance at your watch, impatiently....time....time....time. You would like to
get Joe up and running in the new group tomorrow. The sponsor's site visit comes in 12
weeks. At a minimum it will take 6 weeks for Joe to get his group together before the
site visits. Three months would be enormously better. Josephine's appointment with you
has already put things back a day....you want to get Joe appointed....Funny, Joe hadn't
accepted immediately yesterday. He said he had to talk with his wife. He should have
accepted and then told her. Damn all, you really need him. How soon can you get this
show on the road?

E R e S e i S i e

Terry: This manager may not remind you of yourself. If you feel this Terry is ""not
you," then either play yourself, or, better yet, try out using a tough style. In any
case, stick to these facts, and to company policy, in your negotiation with Josephine
McNair.
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JOSEPHINE MCNAIR (Navigational Systems)

(Secret Instructions)

You are off to see the Division Chief, Terry Hardel, after staying up all night
talking with Joe.

You are absolutely furious. Neither your present Group Manager nor Hardel has
had the courtesy to call you in or talk with you. In fact, Hardel probably would not have
seen you except that you simply insisted.

Obviously you've known all along that your marriage might get in the way of a
promotion for either you or Joe. You've known that Navigational Systems has an anti-
nepotism policy with respect to supervision. And since theoretical physicistsiynormally
do not become managers in engineering firms, you always knew it wuldibe“Jae who
would get promoted, if it happened to either of you. In fact yowand Jae had even
explored this point with your present Group Manager, whenousgot matried. He had
said:

1) "No one had ever been promoted te"nead a Group at Navigational Systems
under age 38." (You are 33 but Jeg,is‘erly 30);

2) If a promotion came al@ng, " Yioud probably both know, a year or so ahead,
and could plan for it;"

3) "Don'taworkyalout it

You inact are angriest about the question of timing. A year would have been a
good periotht@ continue work on your present research problem and it was what you'd
been planning on, under the present work plan. You would love to be able to continue
your computer simulations, rework the theoretical predictions and iterate back and forth
between theory and simulation for a year. At the very least, you need six weeks to
conclude your present work and write it up. (Each complete simulation and analysis
takes about a month, and you'd like two weeks to write, so six weeks is an absolute
minimum.)

You would be outraged to have to turn your work over to someone else
immediately, just at the point when you have nearly finished getting the whole thing up
and running for the first time. In fact,....ten weeks would be enormously better, so you
could test your work twice. And each month after that means a lot to you, since each
month means another run.
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JOSEPHINE MCNAIR (Navigational Systems)
Page 2

Joe's view is—why not just leave Navigational Systems? Each of you could get
another job tomorrow. Promotions will come wherever he goes. He loves you. He thinks
you've both been treated like objects. The heck with it. He says, get as much time as you
can. Ifit's long enough, then good, he'll take the promotion. If the move has to be
"tomorrow," you'll both quit, giving six weeks notice. In fact, if anything makes you
mad, Joe will refuse the promotion; you will finish up in six weeks and you'll both go
anyway, to a company that treats you better. Six weeks would be an ok turn-around time
for him, too, he says.

Joe's points made you feel good. On the other hand you know he'd love this
promotion at age 30 (!) He's loved the work, he's fascinated by research administration,
he likes writing proposals and he is really interested in air traffic control. You want to be
as loyal to him as he is to you. Neither of you wishes to leave Navigational §ystems for
any other reason.

But on the other hand, Hardel has been an absolute jerK. \Why Radn't Terry talked
with you months ago? Why hadn't Terry called you both in?

But still, there's Joe, who can't wait to také on.a,bigger challenge. How can you
stand in his way?...

How long will Hardel give you?

Josephine; Rlease stay in role. Do not agree with any plan you personally would not
agree to.
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NAVIGATIONAL SYSTEMS

POLICY ON EMPLOYMENT OF MEMBERS OF THE SAME FAMILY

The policy of Navigational Systems is to base employment and promotions on
qualifications and performance. In keeping with this policy, members of the same family
are eligible for employment at Navigational Systems. Where members of the same
family are recommended to work for the same supervisor, the arrangement must be
approved in advance by the relevant Division Chief. However in the above situations, a
supervisor-employee relationship shall not prevail, at the time of employment or
thereafter, nor shall one member of the family relationship assume for the other the role
of advocate or judge with respect to conditions of employment, salary or promotion.

It should be clear that the reasons underlying such a restriction an,.employment,
defined as applying to members of the same family, shall apply witheequal vakigity to
those whose living arrangements approximate family relationships.

While general responsibility for assuring adherenc@ to these”policies must rest
with supervisors and managers, a particular resposSibility for sensitivity to the potential
for conflicts of interest falls on those whose family*6r personal relationships may give
rise to them. ~
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NEGOTIATING WITH AN AGGRESSIVE COMPETITIVE NEGOTIATOR (ACN)

» Control your styleto be formal and respectful. Maintain an attitude of very polite doubt. Never
meet hostility with hostility except in physical self-protection. Remember that perceived
humiliation is the parent of destructive behavior. A generally quiet mode will make any
interruptions you do decide to make all the moretelling.

* Inject integrative elements. Acknowledge some of the Other's interests. Name areas of joint gain.
Sit side by side and address together soinerepresentation of The Problem, rather than "confronting
each other' across the table.

« Control the pace. Repeat the Other's statements to gain time to think. Restructure deadlines. Keep
reasonable control of airtime whenitisyour turn.

 Ask detailed and specific questions. Start with the Other's earliest points or basic assumptions and
do not get pulled too early into talking about the Other's final points. If you are unconvinced about
something keep asking "Why?" or "Why Not?"

* Name the problernsyou have with the Other's point of view orf acts, but gently=Say, "I might be
wrong, but...". Demur—or say you may demur: " What you say could_be cortect,but some people
might raise the following problem..."

» Useinterruptions to deal with tirades and unprofessional”beftavior. [T the Other makes ascending
demands that assume a drum-beat quality, go back tostfie st demand and temporarily ignore later
ones. If thereis name-calling or rudeness, spill_awatergiass;yor drop your briefcase on the table or
bang the table loudly — once. If things are intolerdblestefuse to negotiate until alater time. You can
save face while doing this by adjourning funtil wedoth have thefacts (or authorization) we need.”

* If the Other baldly commits to &an tnacceptable "position,” consider naming the use of commitment
as asource of power. Alternatively, simply ignore the Other's statement asif this" commitment"

had never been made. It yowhaveto finally undo a commitment to an unacceptable position, make
an appeal to newafacts'ar circumstances or a higher authority. Work very hard to save facefor both
the Other and for yautself.

 Be absolutely straight and truthful about the facts. And— even under great pressure— befair and
trustworthy and scrupulously respectful yourself.

* Make yourself believe in the possibility ofa good solution up until the moment that you finally
break off all contact. Many people have been misled to think itis not possible, in dealing with an
ACN tofind agood solution. Itiseasy thereby to make the mistake of falling into avoidance or
fights, or inefficient solutions.

» Beprepared for the possibility that an ACN will suddenly become reasonable, pleasant and
respectful.
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NOTES ON DEALING WITH AN AGGRESSIVE
COMPETITIVE NEGOTIATOR

(Especially If You Are Cooperative)'
1994 Professor Mary Rowe— Cambridge, MA 02139

A) Plan and Prepare?

Prepare to protect your interests: Do the standard analysis of the interests,
options and sources of power for each actor. But in the special case of negotiating
with an ACN, spend extra time on your own interests, options and sources of
power. Remember that thorough-going cooperatives may unthinkingly try to
maintain relationships even at high cost. If you know yourself to be very sensitive to
relationships, think through what you will and will not give up for the sake of
“relationship.” If you know that the Other is aggressive and conipetitive, think
through your interests and resolve not to give in on important tangible interests
without at least allowing yourself some period of time 0 reflect.“There are many
tactics that will help you do this. Build in another pergoniyouwwill have to go back
to, for confirmation of any proposals. Resolverthat yiou will monitor yourself for
any inner voice that says “O is getting angry,” and prepare to deal with your
discomfort about O’s anger. MentallyPractice how to say, “I will have to get back
to you later.” Catch yourself if ypu im@agine yourself inappropriately explaining or
apologizing or backing off offeomplairiing. Be prepared for O to be hostile or to
make hostile statements.\Logk asswell for the possibility that O might be very
sweet just before making egregious demands.

Prepare erhgdtionally and logistically, to endure, if you are forced into it, a
ritual of testing'and intimidation and of slow, penny-by-penny bargaining by O —
prepare to resist and move slowly all the way — if that finally proves to be the
only option that is available. Think through carefully how you might appear to O
— for example if you make a unilateral concession you may immediately be
perceived as weak and vulnerable. Go in with your facts and points all written.
Prepare to write down everything that O says — and prepare to maintain your
doubts about O’s facts until you have checked them. Do not assume that O’s
demands are good faith demands. Remind yourself explicitly about the tactics that

I These notes owe much to Professor Gerald Williams of Provo, Utah, and to Professor Robert McKersie of MIT.

21f you somehow find yourself in an important negotiation with an aggressive competitive negotiator and you are not prepared,
try to do whatever you have to do to make time to prepare.

_pl_
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characterize distributive strategy, and ook for them — prepare to look for
distributive tactics, look for them while you are negotiating and review each round
of negotiations afterwards with this analysis in mind.

Prepare a good BATNA. It is likely that no other source of power in dealing
with an ACN will mean as much to you as a good fall-back position.

Prepare to negotiate the negotiation: As you prepare, try hard to think out
ahead of time what principles you would like to negotiate first, on the basis of
which you might resolve any outstanding disputes. Even though you will be
negotiating with an ACN, if you wish to give it a try, prepare to try for an
integrative or mixed motive strategy. Prepare to discuss with O — before the
negotiation starts — the type of negotiation the two of you prefer. Present a plan to
brainstorm options, to appeal to principle, to talk about interests rather than
positions. Prepare to “name” O’s ACN style and to ask O to be more integrative.
Prepare to discuss — and appeal to the possibility of — a long-term telationship.
[llustrate what the relationship might mean to both of you. Dognot\giveip easily on
introducing integrative elements like enlarging the pie. But — as above — be
prepared for the possibility that this will not work out easiy.

Prepare for when you might refuse-té.negotiate: It may help to prepare to
try to distinguish ACN’s from negotiatorsiwlme,are’just insufferably obnoxious.
Remember that people who are trulyiinsufferably obnoxious are almost always
unprepared3. So — as always,— \you must yourself first prepare on the facts with
great care. Do the standawrd analysis‘of interests, options, sources of power for
each actor. Prepare what yow'can imagine of O’s probable strategy. If you are
very well preparedand detect an O who is obnoxious and unprepared — then do
not try to negdtiate imthediately. Just keep the lines of communication open until O
is ready to deal—politely, continually, make it clear that you will be ready when
O 1s ready. (Once in a while with an O like this, you can in effect do the
preparation for both sides by offering facts and figures on which to base the
negotiation. Moreover you may wish to work hard on this possibility since if it
works it will be your figures and facts that set the stage).

If you think that an ACN may not negotiate in good faith — prepare how
you will decide about walking away. If you think you may be personally threatened
or that an ACN may seriously attempt to humiliate you — prepare how you will
decide about walking away and how you will actually do it.

3 This delightful concept comes from Professor Gerald Williams.
_pz_
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B) Negotiating with an ACN

Be reasonably formal and respectful — not cold — but respectful.

Name at least some of O’s true interests as you understand them and
acknowledge them.

If possible sit side by side, together addressing some representation of The
Problem — on paper on the table in front of both of you — “How can we work
together to find a solution to this problem?”

If possible start first by naming any obviously reasonable areas of joint
gains.

Until the moment you stop negotiating, make yourself believe in the
possibility of a good solution — many people have been misled to think it is not
possible, in dealing with an ACN to find a good solution. It iseasy, theteby to make
the mistake of falling into avoidance or fights or inefficignt solttions.

Repeat O’s statements back to O, to gain time to thirik and to slow things
down. If your mind goes blank, repeat reflectivelywhat O4tst said — pause —
and put up your hand in a gentle “stop” mode!

Refuse deadlines or restructure deddlimes.in‘any way that you can.

Demur — or say you may defur’~- £What you say could be correct, but
some people might raise the following,problem...”

Ask factual questions * and keep gently probing about what lies behind
opinions (ask forgfaets) and positions (ask for underlying interests). If you are
unconvinced about somtething keep asking “Why?” or “Why not?”

Maintain anattitude of very polite doubt. Write down any purported facts

that O gives you and verify or disaffirm them — “Of course you would expect me
to be checking this out carefully on my own.”
Say “I might be wrong, but.....” — then name the problems you have with

O’s point of view or facts.

Keep reasonable control of the air time when it is your turn —“Please let me
finish.” If necessary talk right through O’s interrupting you. If necessary stand up.

Interrupt any ascending demands made by O, especially if they assume a
drum-beat quality. Go back to the first demand, temporarily ignoring later ones,
and address the first one. If there is name-calling or rudeness, interrupt it. (Spill a
water glass. Drop your briefcase on the table or bang the table loudly — once). If
O becomes extraordinarily unprofessional refuse to negotiate until a later time.

_p3_
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You can save face while doing this by adjourning “until we both have the facts (or
authorization) we need.”

Never meet hostility with hostility except in physical self-protection.
Remember that perceived humiliation is the parent of destructive behavior — no
one needs an ACN who is seeking revenge.

If O’s behavior looks like a long detailed tirade, and you simply must keep
on good terms with O at that moment, you could try saying absolutely nothing.
Take careful notes with an alert, cool, interested demeanor — but do not nod or
affirm. Then as soon as you can do so, ask detailed and specific questions —
starting if possible with O’s earliest points or basic assumptions — and do not get
pulled too early into talking about O’s final points.

Except when abruptly interrupting a tirade, you can try speaking very quietly
and formally. Sit or stand in a quiet, peaceful, formal way. Some ACN’s will not
be able to maintain a shouting demeanor if you are very quiet and sergne.
Moreover a generally quiet mode will make any interruptions ¢oudosdecide to
make all the more telling.

If you yourself need to threaten, use reverse (imverted) threats: “We would
not want this discussion to come to the point whese [ Wwould’have to break it off,
but....”

If O baldly commits to an undgceptable”position,” consider naming the use
of commitment as a source of power. Rolitely explain the nature of the use of
commitment — and repeatthe substdnce of the commitment or threat — politely
and reflectively, as if@f coursg O might not wish actually to be taken seriously on
this point.

Or, altetnatively, you can simply and completely ignore O’s unacceptable
position as 1fithis “commitment” had never been made. If you do this, do not be
pointed or uncivil. Just ignore the commitment.

If you finally do have to undo a commitment to an unacceptable position that
you have made or that O has made, make an appeal to new facts or new laws, or
changing circumstances or a new higher authority who now must be consulted —

work very hard in this situation to save face both for O and for yourself.

Be absolutely straight and truthful about the facts — tell the truth even if it is
not prudent to tell the whole truth. Be credible. Talk about fairness and respect and
explicitly keep open the possibility of a long-term relationship. (Don’t say “trust
me...”) And — even under great pressure — be fair and trustworthy and
scrupulously respectful yourself — and worthy of a long-term relationship.

_p4_
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Be prepared for the possibility that an ACN will suddenly become
reasonable, pleasant and respectful. An honorable and effective ACN does not
necessarily always behave aggressively and may change behavior in a remarkable
fashion after coming to respect and trust you.

_p5_
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining and you should get as much of the $2 as you can,

with any story you like.

However, you are a well-known public figure @tion for fairness,
decency and graciousness. Your reputation isfextre important to you and you
should bear in mind that your colleaguesi @ke public anything you say (and
how you say it). So--do as wellgas y , use any arguments or story you wish, but
keep your reputation! @ ¢

Q
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SAFEKEEPING CORPORATION

You are Assistant Director for Administration of a research laboratory for
Safekeeping Corporation, a medium-sized Federal contractor. An employee at
Safekeeping came to see you, off the record. She was initially very much afraid to talk.
Her story was that a lot of drugs were used at a party attended by many of the younger
scientists from your laboratory complex. Not only was there a good deal of sharing of
marijuana and cocaine; there was a lot of hilarious discussion of making illicit drugs in
Safekeeping laboratories.

You are very concerned. Safekeeping has an explicit policy in the'employee
handbook about drugs—in fact, about drugs and alcohol, because it's important for safety
reasons that laboratory employees work with a clear head. SgCongd, yothare in a very
conservative area of the country, and poignantly aware of howthe local citizenry feels
about drugs. Third, there has been considerable interest fram Cengress in how Federal
contractors run their businesses. Not the least.ef yourproblems, as you think about it, is
the idea that a scientist abusing drugs may wellbesa safety hazard. You feel the company
policy is absolutely correct.

After intensive discussienswith.céunsel you decided on an undercover
investigation. You hired@riniiltrator—a young scientific worker whose purpose
actually was to investigate the'possibility of drug use. The report is back, six months
later: eighteen marnesiaresdn the list of recreational drug users (using marijuana and
cocaine at parties on Weekends). One person has actually been seen making amy!l nitrite
in the lab"at night; both by your investigator and by the original informant.

You are absolutely appalled. Recruiting scientists of this rank—and getting them
up to speed on a team—costs $50-100K each. Your major concern, as a senior
administrator, is to keep the laboratory working efficiently, and to keep contracts as close
to schedule as possible.

You consider who knows about your knowing about this matter. At Safekeeping,
there are very few people who know—your counsel, your boss, and the original
informant, (who is both quite self-righteous and very afraid of retaliation by the people
implicated as drug users). What should you do?
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THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining and you are to get as much of the $2.00 as you

possibly can. Please try really hard. $

Here is your special instruction: pick an expectati hat you will try to get
e.

and stick to it if you can, but say as little as po ou can, try to get away with
saying essentially nothing at all, excep unt you want. You may listen
\

courteously as much as you want but %% a$ hard as you reasonably can not to talk. If

you absolutely have to, tofy to bolster your claim, but try to (if you can) not

to talk at all exc ing an amount of money.

www.bsscommunitycollege.iin  www.bssnewgener ation.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 118

Prof. Mary Rowe, Cambridge, MA 02139

STRATEGO AERO —1
(The Basic Case)

Chris Harding, now 58, has been considered the best plant manager anywhere in the
Stratego Aero Corporation. A genius at keeping production running on schedule, Chris
has turned in an impressive performance, year after year, in Minnesota, in Missouri and
in New Hampshire. Top management at Stratego Aero Corporation has hoped Chris
would stay until age 65, and has decided to use Chris to train the plant managers of the
next few years. With defense funding now super-competitive, Chris is a highly valued
manager. Some months ago Harding was sent southwest to a new plant.

Sandy King is the up and coming assistant plant manager at this new plant in the
southwest. Stratego Aero has been particularly pleased with Sandy, an African American
who speaks excellent Spanish and who gets along well with a wide variety of Caucasians
and people of color. Top management is happy to have a person of color int position to
grow swiftly into the top job, at a plant where well over half the incomifigsemployees are
minorities. Even more to the point, Sandy's technical skills are superth, Strategd's
management is particularly hoping that Sandy will be a successtul apprentice to Chris
and take over the plant in a year or so. But all is not well.

Back at Corporate a call came in for Dana Idris, the divisieh head. Dana was surprised to
hear a very angry Sandy King upset at Chris@larding and talking of leaving. "I do not
need this job," said Sandy. "But I wouldfi' quit without giving you fair warning."

The problems, King reports, mainly conderfi Harding's manners and style. Harding was
very unsupportive about obgeryingthe Martin Luther King Day holiday this last January.
Sandy did not like Haxding's disdain and was particularly hurt when Chris made a crack
about how Sandy¥ing probably just wanted a "King holiday." Chris is in fact often
patronizing, and'©ccasionally tells contemptuous stories about Latin Americans
(especially Mexicans) and offensive jokes about Africans that relate to sexuality and
AIDS, and wgrse. Chris also reacts publicly to current news in ways that offend people.
For example there was a news item about a soft drinks company, where senior managers
were taped making offensive remarks about African Americans and South-east Asians.
As Sandy King heard the story, Chris Harding had been heard to say that the matter was
"totally overblown," and the soft drinks company was "forced to knuckle under just
because of undue pressure."

Chris also does not appear to wish to delegate responsibility, says Sandy, and even pooh-
poohs Sandy's superior technical expertise. Harding interrupts King in public meetings
and fails to invite King to dinners with visitors from Corporate.

King reports many weeks of attempting to stay calm, be reasonable, and learn everything
possible from this remarkably experienced superior. But Sandy hates the feeling of either
being invisible or being treated as a not-too-able Equal Employment Opportunity
statistic. Until recently Sandy thought things might improve when the two senior plant
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managers got to know each other better. Sandy speculated that Chris had never had a
black colleague and was just uneasy.

But yesterday Chris had blown it in public. Several Latino employees had come to the
plant office concerned that equipment manufactured by Stratego was being sold to
enclaves of extremists in Latin America, and perhaps in Africa and the Mid-East, via a
European intermediary. Chris, in dealing with the question, ignored the central issue,
according to Sandy.

Chris instead had focused on Stratego's economic importance to their own local city area
in the US Southwest. Chris managed to imply that these minority employees would
never have been able to find employment without Stratego's help. What was worse,
Harding had sounded off on the subject of how Latin Americans were not really able to
run their own countries. The Stratego employees were very angry. And Sandy has had
it: Chris goes or Sandy goes.

Idris placed a call to Chris Harding. Chris saw it all quite differently. Sandy has
potential, is learning the ropes as fast as might be expected, maybe seems a it too
sensitive on racial issues. For example, yesterday King missed an oppotttmitysto show
real leadership. "It's the kind of incident that makes one wonder how fast fesponsibility
can be delegated to King," said Chris. Clearly it was a goodehance fofySandy to have
picked up the ball and shown some company loyalty, espetially”sinceit's obviously
absurd that equipment like theirs would be sent illegally to othép€ountries. And
especially since the "trouble-making" employees Were«'Kitig's own people or at least
close to those people." If Dana is planning t@ call,Sandy back, “perhaps Dana could put
in a word for company loyalty and showing leadegship" ...says Chris.

What should Idris do? Stratege, really needs both of these people in today's competitive

environment. Sandy is agihd—tdehnically outstanding, learning very fast. But Chris'
long-term experiencefand supeeh past performance also cannot be duplicated.
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STRATEGO AERO-I

Secret Instructions

Please—quietly—Dby yourself—decide on the probability that Sandy
King will emerge with an outcome Sandy would have wanted. Please
express this probability as a percent, where 100% equalscertainty of a
good outcome.

Each person in your group should—withett discussion—write
down his or her own estimate of the probabitity Sandy"will get what Sandy
wants. Each of you should decide for yourself what Sandy would have
wanted as an outcome.

One person in youggroup shedld then average these probabilities, for
a group average.

There {may \bé’wide variation among these estimates. Please—
someone in'the group—give the group average secretly to the instructor.
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STRATEGO AERO II (THE DIRECT APPROACH)

Secret Instructions for Dana

You have decided to meet together with Sandy to talk about the possibility of
Sandy's dealing directly with Chris.

1) Please make a written list of all the reasons why you think this 1§ a good step
for Sandy to take. Please first make your own list—as long a one as yoiean--then work

together with any other Dana to see if you can add any other ideas.

2) Prepare for any concerns Sandy may have. {Yousfeally* want this to work.
What are Sandy's interests? Sandy’s rights? Sandy ssour¢es ofpower?

You may make up any small facts yoft need to build a realistic case.

Please, throughout, think, abowt" haw you would evaluate this Sandy as an
employee?

The purpose of this cxércise is for you to do your best to get Sandy to try the
direct approach.q ¥ou'may walk Sandy through it, try convincing by logic, order Sandy to
deal with Chais Or trysany other, realistic approach you think will work.

Please try to get into the role and be a realistic Dana.
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Instructor’s Notes

Stratego Aero I1-The Direct Approach

There is of course no one "right way" to handle apparently "small™ injustices such as
those described in the Stratego case. But the Direct Approach is appropriate in many
cultures, though by no means in all. I chose students for their parts as follows. | would
ask for a show of hands for all those students who believe that in general people should
try to handle their complaints of this kind directly. I would then (counter-intuitively)
assign all these to the role of Sandy. Those that said that they think that supervisors
should deal with problems like this are assigned then to the prescribed secret role for
Dana-away from their natural predilections. The purpose is to illuminate to all that there
is no one right way to act in such cases. Options must be explored. | would of course get
the students assigned to each role to prepare together in class. This role play will of
course also tie back directly to the PIE Little Paper exercise.

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 123

Professor Mary Rowe, Cambridge, MA 02139

STRATEGO AERO II (THE DIRECT APPROACH)

Secret Instructions for Sandy

Dana has asked you to meet together with Chris, and to deal directly with Chris,
on the problems you raised about Chris' behavior.

1) Please make a written list of all the reasons why you think your meeting alone
with Chris is not the right step, or might be a bad move for you and¢fer the company.
Please first make your own list. Be as comprehensive as you can.\Then work together
with any other Sandy to see if you both come up with further id€as.

2) Prepare for any arguments Dana may raise about why*you should try dealing
directly with Chris. What are Dana's interests? [ana’s Seurces of power?

You may make up any small facts"youhieed t6 build a realistic case.

Please, throughout, think, aboutiow you would evaluate this Dana as a
supervisor?

For the purposes\of this exercise, please be difficult to persuade. Please raise to
Dana all thegproblerhs you've considered. This said, if in real life, you would finally be
convinced, by, this Dana, then lay a plan with Dana about how to approach Chris. If in
real life yomwould be offended by the approach of this Dana, or if you are really not
convinced, then hold out, and refuse on whatever grounds you choose.

Please try to get into the role and be a realistic Sandy.
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STRATEGO AERO 111

Mediation

General Instructions

Dana Idris talked with a number of people in corporate headquarters and again
with Sandy King and Chris Harding. As a result Dana took off for the new plant in the
southwest to talk with Sandy and Chris together.

As you prepare for the mediation to come, please think about several questions:

» Will Dana be a "neutral” mediator? Do the readings on mediatiomand
caucusing apply to managers as they act as third parties?

* What are the power dynamics here? What kinds of gowes It any, does each
person have? How should your character usesitis of her'éwn power and how will
your character estimate and react to thespoweref others?

* What kind of bargaining situgtiorLis this?‘ What would your character like it to
be?

» How should yourehatactér use the analytic tool set forth in Christopher
Moore's chartion Conflicts and Possible Interventions?

You Should prepare your character for the mediation, using the readings, the
Moore chast, anchall your negotiation skills. You will have 30-40 minutes for this
mediation. Pléase be prepared at the end to present briefly what happened at your
mediation. In this case you should go where your character leads in any realistic
direction (short of violence!). You may, if you like, prepare together with any other
student who has the same character; as always, please do not share your private
instructions with anyone else.
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STRATEGO AERO 111 - CHRIS HARDING

Dana called back Chris to check if it would be helpful to come and meet together
with Chris and Sandy. Chris had readily agreed. "Why not? We'll get a chance to go
over our progress on production schedules. And you and I can talk with Sandy about
protecting the company image when employees raise foolish problems."

Chris hung up, ruminating about safety issues, the Right to Know law, the
production snafus successfully handled in a few short months. The whole plant was on
schedule, an almost unbelievable achievement. A very important accomplishment for a
defense contractor in a very competitive business environment.

About the only thing Chris hadn't gotten to was working with Sandy on taking
over. Hard to do. Chris didn't know really how to begin. In fact, Chris was beginning to
find it very difficult to talk with Sandy. Sandy was terrific technically but seemed to
think that was all that was needed, and kept falling back on technical skills igstead of
learning how to manage. Touchy person, also. No sense of humor, always, stiff,
socialized only with blacks and Hispanics (who never invited Chris Over @n the
weekend).

In fact Sandy, who came from around here, had never myited Chris anywhere.
And look at this latest incident.. Why the hell hadn't Sartelys come in directly with these
problems instead of going over one's head tofCorporate? End-running your boss....great
behavior. It would take months to shape”Sandy up. At least Chris would have Dana to
help shape up Sandy with respect to prateCting the company image. Sandy should protect
the company image when employées cormpilained.

Chris sat backgwearilys Hopefully it would in fact not take too many months to
get Sandy up to speed, , was damned lonely in this Southwestern town. Maybe it was
time to thinkgof retireémient. What rewards were there in fact, for the long years of service
and troubleshooting for the company?

Chris:

(Stay in role; be your character; use all the facts you have
for the case; invent any other reasonable facts you need; go
wherever your character takes you. Do not settle unless you
really would settle if you were Chris.)
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STRATEGO AERO 11l - DANA IDRIS

Dana Idris went to talk with Stratego's top AA/EO manager, and with an old,
long-term mentor in the top administration. Both of them knew both Dana and Chris.
The conclusions of those meetings were:

» Stratego really needs both Sandy and Chris.

» Top management at Stratego genuinely cares about race relations,

and Dana will be evaluated in part by the success of the new plant in

the Southwest. ("'You must show leadership here," "Lots of training programs are
available.")

» There is no evidence at all that Stratego products are being sold illegally
to any buyer.

 This is not a good time for any negative publicity about the cogpany.

Dana called back, both to Sandy and Chris. Dana in faet had a‘long'conversation
with Sandy about options: "Would you in fact rather handle this"direetly, in person or on
paper, with Chris?" Sandy thought quietly. "I now wish I'thad‘tried that. Maybe it could
have worked, before Chris had that meeting with €mployees. Perhaps | could have
written a note...Chris is such a prickly bastard and never listens...but a note might have
worked before. But it's too late now." )

Dana had also raised the idea of shuttle diplomacy; Dana could talk first with one
and then the other. "I thinkl would rather be there," Sandy replied. "Besides, Chris
never looks at me. Ygu riged%g see this for yourself."

In the,evént, €fris also agreed to a three-way meeting. "Sure, come on down. |
want to show.yeuwhat's happening with production. And you and I can help Sandy
understand about protecting the image of the company, when employees are
complaining.”

Dana then confirmed the meeting with Sandy. "Sandy, | want to tell you, I really
care about making sure your environment is professional and productive. We are looking
at succeeding with diversity in this new century; we should have put racism behind us;
I'll do whatever | can to help. Moreover, I'm glad to tell you there is no evidence at all
that Stratego products are being smuggled or sold illegally to any buyer. | was relieved to
hear this....and | know you are. Oh, also, we need a chance to talk about the image of the
company with respect to talking with employees™...

Dana: Stay with your role; be your character wherever it leads you; make up
realistic facts as you need them if you wish to; however use all the data in the case.
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STRATEGO AERO 111- SANDY KING

Dana Idris had just called to set up a three-way meeting: Dana, Chris, and Sandy.
Sandy felt a bit relieved. Dana expressed support, spoke firmly about the need for a
professional environment free of racism, and said they would take up the subject of
protecting the company image. Sandy was very relieved that Dana understood the image
problem. People of color throughout the plant were expressing serious tension about
racism.

Idris had investigated the smuggling question and had told Sandy that there was
no evidence that any Stratego equipment was being sold illegally. Sandy still privately
wasn't so sure. "Who really knows? Who can you believe anyway?", thought Sandy.
Besides, there was still the perception of some employees that Stratego products were
being smuggled to extremists in other countries. The company had an image problem;
this problem really needed to be addressed. "I wonder," thought Sandy, "what we can
possibly do to sensitize people in this company to show how the black and Latino
employees actually feel?"

Sandy still felt angry and tense. When would Chris ledve, anyway; when could
Sandy take over? As long as the boss went on talking as €hrigshad,.tite plant would
always be a tinderbox. It was true, Chris was a genit$at produgtion schedules, but things
were now in good shape; Sandy also felt on top.of the-prollems. When would Chris go?

It was odd, this conversation with Dana. Dana had asked Sandy why Sandy had
not gone back directly to Chris. Was it#fiat Pana just didn't want to be bothered? Was
Dana blaming the victim? Orgasiit a compliment? Sandy could almost hear again what
Dana had said: "You knowhl thirtkyou are first-rate, and | believe you can in fact handle
this effectively, if yowdecide y0u would rather do that." Would that have worked?
Maybe not. And th,any ease the decision was made—Dana was coming. Sandy felt, on
balance, it w@s just asawvell Dana was coming. Chris never listened to anyone, never
asked techpical‘advice, never met your eyes. And the jokes...just thinking about it
infuriated Sandy all over again.

Sandy made two calls before Dana came, checking out with friends the possibility
of getting another job. One had a lead that could be very interesting. In fact it was a
relief just to imagine getting out.... "Who needs it?" thought Sandy exhaustedly.

Sandy:

(Stay within your role; use all the data you've been given on this case;
invent any other reasonable data you need; be your character wherever it
leads you. Do not "settle” unless you would really settle if you were Sandy.)
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STRATEGO AERO

Instructor's Notes

Stratego Aero is intended to illuminate a number of different points in negotiation.
Basic issues that you may wish to explore with your students, include these questions:

-In workplace disputes, which actor is generally held most responsible by the employer?
(Students often underestimate the fact that the company may just blame Dana if things go
wrong.)

-Should interpersonal disputes in the workplace be settled on the basis of the interests of
the parties, or their rights, or their relative power? Should the solution be an integrative
solution or distributive? If your answer differs depending on the subject matter, or on a
case by case basis, explain briefly why you come to different answers in different
situations.

-Who should be allowed to decide how a given dispute or complaint should e handled?
Should the complainant be able to choose how the issue will be handled?, ‘Weuld your
decision on this matter change after a first option has tried and is perceived to fail?

-How do your answers above affect the optimal design of the dispute resolution system
for this company? For example, do you believe thatev@amplainafit should be required to
deal first with the apparent offender in all casespbeforeymoving on to a later step in a
complaint process? In fact, should a complaint preceduie have any required, sequential
steps? If not, why not?

-Do you believe that people of difterent raCes (genders, nationalities, cultures, religions,
etc.) generally negotiate ditferently: than each other? Are they treated differently, on the
average? Do they perCeive thirigs differently on the average? Should this be a matter
taken into accouht'by hegetiators — and if so, how? One can get to these questions
easily by noting how the students deal with assigning gender (and race) to Sandy, Dana
and Chris.

-How would you define "success" at dealing with this case? If you are Sandy? Dana?
Chris? the CEO of the company? Another employee at the company?

-People differ widely in how they see these cases.
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The case may be assigned as homework before it is to be discussed. Encourage or
assign students to talk about the case together, before class, and ask them, if possible,
also to discuss the case with a person of different gender/ethnic background.

In the class: divide your students into groups of three to eight and, if possible, provide

them each with a blackboard or flip chart. Ask them to discuss and write their answers to
these questions in the basic case: Whose interests are at stake? What are those interests?
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What are the options open to each actor? (The class should assume Chris knows the
material of the case.) (Note there will also be a Secret Instruction.)
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The use of the Secret Instructions—before the small group work is finished.

Your small group of three to eight will probably need to talk for 30+ minutes. When you
sense they are nearly done with the flip chart tasks, go privately to each little group.
Quietly (“ssh-h”) hand each student the Secret Instruction. Get one in each group to give
you (secretly) the range of estimates and the group average. The students will not know
you have given everyone (in each group) the same Secret Instruction.

At the end of the class announce the group averages, preferably on the board. There will
likely be differences among all Sandy groups, all Danas, all Chris’. And there will
certainly be wide differences intra-group.

[lluminate the point that people’s views of such cases differ very widely. If an employer
wants a common view of such cases, there must be a lot of training.
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In the ensuing discussion, with the class back togetherdiscuss the importance of
options for each actor — beginning with the options,for Sandy £specially with respect
to Sandy it is important to examine a wide range ¢t optidas open to this person.
Depending on the policies of the employer, thie options for Sandy are likely to be both
constructive and unconstructive for the employer, fot example:

Do nothing more, that is, just “hunker dowa," if Dana essentially does nothing, and try to
outlast Chris.

Ask for a transfers

Find a confidential complaint-handler like an ombudsperson, to talk over and develop
options, andyhaybe to role-play several options.

Try for at least several months to get to know Chris better, without mentioning any of the
personal issues. Check around the company or around the town — see if Chris has any

close colleagues who might give useful advice.

Deal alone, directly with Chris, about some or all of the issues — in person or by writing
a note.

Talk directly with Chris, possibly bringing along another employee or colleague.

Get Dana, or a mentor within the company, or an ombudsperson, or someone else to act
as a shuttle diplomat.

Ask for formal mediation (some companies and some ombuds offices offer this option).
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Go to the company EEO office, and see what options they offer.

Bring a formal written complaint, in whatever fashion the company permits, alone or
together with other employees.

Ask for a generic option, like a company training program on diversity, or posters on
subtle discrimination.

Encourage other employees to act to send anonymous complaints to the CEO, call
employee meetings at lunchtime, put up posters, etc.

Lose commitment to the company, and even act out in some fashion: go slow, work to
rule, engage in petty sabotage, gossip, etc.

Quit. Go to a competitor. Take valuable ideas and employees to a competitor.
Bring an agency complaint. Sue.

Go public — Appeal to a local newspaper, a local congressperson, etc. Go on a local
radio program. Testify to Congress. Write a thinly-veiled short story forgthe New Yorker.
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Together with the class discuss the issue of choosing an optiop/based on interests,
rights, or power — or on some mix of these. Label each*af'the options open to each actor
as to whether they are basically interest-based, or rights-based, or power-based. First
pursue this exercise for each of the majoractots and'then examine the probable effects of
various negotiation options on each of the‘Gtherdctors.

Finally, ask each student te,tell (fer'writ¢ a paragraph) about how they would think the

case ideally should be settledpif they were Sandy? or Chris? or Dana? or the CEO?
Which options abeye fare,most cost effective? How would a company get this to happen?
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STRATEGO AERO IV

Adjudication

Dana Idris went to talk with corporate AA/EO and the general counsel, and with
several long-term colleagues in senior management. Their universal advice was that the
situation described by Sandy King was intolerable. Dana summarized the conversations
in a few quick notes:

» Stratego's commitment to equal opportunity requires
immediate, effective management action. If Sandy King
has outlined the situation accurately, it must end
immediately.

* It's important to the company to have no negative publicity
about race, especially right now.

» Dana will be held personally to account if things dop't'go well.

What will you do first? Please plan your gtrategysand tactics, as Dana. What are
the interests of each of the actors? How will«Chris and Sandy each feel about your
proposed next actions? J

In planning your strategy you may use anything you have learned about these people and
this company.during the mediation. But you should not assume that any mediation has
take place. Rhis adjudication of the matter assumes that Dana just received Sandy's
complaint, went to seek advice, and has now decided to handle things directly as an
"arbitrator."”
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Prof. Mary P. Rowe

THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining and you should get as much of the $2 as you can,

with any story you like.

However, your colleague is quite likely to be wearin d pe recorder, and

may be a journalist. Your colleague may be wor aper or may be working
for "60 Minutes." (Please be very car d feel comfortable seeing your

story in the Washington Post or o tele

®®
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TELEMACHUS TECHNOLOGY
A NEGOTIATION EXERCISE

George P. Maxe and Ellen J. Waxman
Sloan School of Management, MIT
December 1994

SECRET INSTRUCTIONS FOR SHATAYA DAVIS - THE MENTEE

Today, Wednesday, March 14th, at about 3 p.m., you received an E-mail from
Meese titled "Practice Presentation Meeting". The message read as follows:

Got Jack's message that you are going to take a lead
role in the March 21st presentation to Boston

First. This is a significant opportunity and | want to
make sure you are fully prepped. | told Jack I've
blocked out Fri. morning (the 16th) from 9-11

in the conference room next to my office for a
rehearsal. Boston First is no Citibank, but they'rg
moving up on the outside and I'd love to getfthemiin
our stable. Boston is one stuffy market + plapsto
wear your most Brooks Brothersish,suit and n@ braids
that day! Looking forward to getting yeu ready!

This memo is the first you've heareortfie pfeSentation to Boston First and that
you are to play a part. You immediately, cativYeufigblood to see what is going on.
Instead of Jack, or his secretary, Lucy Fines another secretary answers the phone. You
forgot that Jack has been out of the office on that "nightmare trip" since last Thursday.
She tells you the phones are ferwarded to her because Lucy has also been out since
Thursday due to a deattiinithe family. She has no idea what you are talking about, but
she offers to look @n Jack's'and Lucy's desks and see if there is any information about
this meeting, Alrost immediately, she calls you back. Jack left a sticky note attached to
a handwrittermiemo on Lucy's desk. She reads you the message:

3/7 Lucy: Computer went down for maintenance at
midnight. Couldn't get this message to Shataya. Please
send her this E-mail first thing in the a.m. Thx. J.

Then she read the memo:

Re: Presentation to Boston First Financial Investment Corp.
| would like to include you as part of the team making

our presentation to Boston First on Wednesday,

March 21st. Your part is to talk about the benefits

of a networked, client-server system over a

mainframe system, technology issues regarding the

1
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banking industry, some of the technology
requirements peculiar to banking, and regulations,
including international and European regulations,
about information exchange. The meeting will be at
10:00 a.m. at the client's Boston headquarters. Start
getting ready this week and we'll talk as soon as | get
back next Friday, March 16.

You are absolutely panicked! On the one hand, you want to make presentations
to clients; you are glad Jack finally included you. You can see that the way to move up
around here is by showing that you manage client accounts and bring in new business.
You were a little uneasy when you noticed that the two men who started with you in
your department were beginning to go out with teams to participate in making client
proposals. You wondered why Jack wasn't assigning such opportunities to you. Its true
that Jack has always put you on good projects as far as the technical challenges go. But
so far he hasn't created any opportunities to get to know clients.

But how are you going to prepare for this major presentation? Today is the 14th.
You should have known about this assignment for a week already and ngw you find out
Wednesday afternoon that you are supposed to make a trial presentation‘in front of Bill
Meese on Friday morning. To top it all off, you also have another Yrgeat project — the
deadline for getting out the San Francisco Federal Project is4omorfew and you are
committed to attending final run-through meetings that will'take” updhe entire day
tomorrow. When are you going to prepare for Friday?

Isn't it typical that somehow you didn#Qet the message about this presentation
until it's too late to prepare? Would this _kind ‘ef"mix=ap ever happen to Charlie or Ben,
your two colleagues?

You are not worried aboubcarrying off a presentation if you've had time to
prepare for the subject maitemGrowing up in Oakland, you were Captain of the State
Champion City High, Scheol debate team both your junior and senior years. In addition,
you participate_in the weekly discussion group at your church. That group is very active
and you've gnadeymany speeches both at church functions and to community groups.
You know yothare & good speaker, although no one here at Telemachus knows about
your speaking abilities. Maybe that's why you haven't been asked to get involved in
presentations, and Charlie and Ben have? Typical, probably neither of the men have
half the debating or speaking experience you do, but because they're white men,
everyone just assumes they'll do a good job.

And what's this bit about Toastmasters? Meese never stopped talking long
enough during that meeting with him for you to tell him you had some speaking
experience. He seemed to be there to tell you exactly what he wanted you to do.
Anyway, you have heard Toastmasters is a good organization and Meese is a very
successful speaker, so you started going to their monthly meetings when Meese
suggested it. The thing is, the meetings are on the same day that your church
discussion group meets and while there are a few other African-Americans who belong
to Toastmasters, you are the only woman. They don't talk much about anything that
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interests you. Is it really worth giving up one of your weekly discussion group meetings
where at least you could be among friends?

You don't know much about Boston First except that they do a lot of business in
European markets. So far, all your experience has been with Western financial
institutions whose international business is concentrated more in Asian markets. How
are you going to learn more about this company and the different factors and
regulations that might apply to doing business in Europe? You have been doing a fine
job here since you came and everyone at home is proud of your success. Is it fair to
throw you in to make a presentation on a subject where you are ill-informed? Will it
derail your career?

Also, just exactly what is your role going to be in this presentation? Jack's memo
mentions just the technical issues, but Meese's makes it sound like you're giving the
whole thing. How in the world do you find out what you are supposed to be doing before
Friday? It would be so nice right now to have an African-American woman as a mentor!
You certainly can't call up Meese and ask him what's going on, and Jack's out of town.
Just what is your mentor supposed to be doing for you anyway?

Finally, that part in the memo about your hair is just the last stgaw.You've been
wearing your hair this way since high school and it is an importantstaterient about your
identity. Besides, you think it looks pretty damn professional ¥ ou kihiewisome people
would have a hard time with it, so you made a point of not€hamging to a more
conservative Caucasian style while you were interviewing fok jobs like some people you
knew. You wore your hair exactly as you intende@16 wear it on the job. You recognized
that it meant that some people wouldn't be rec@ptive t® you and you're pretty sure you
missed out on some job opportunities because Ghitsdut you wanted to work somewhere
that would accept you for who you arei,Some @fyour friends told you that it was
unrealistic to think you'd ever be atcepted. Maybe they were right?

What is this line abQut\Baston being a stuffy place? If that bank can't accept
African-Americans as prefessionials, regardless of their hairstyles, why should
Telemachus be ddinghbusiness with them? Maybe it is impossible to keep your identity
and succeed in the banking world.

Anyway, ‘even if you were going to follow Meese's orders and change your
hairstyle, it's not that easy. Does he think you can just stand in front of the mirror,
unbraid your hair and comb it out? You certainly don't want to do it by yourself and it will
take hours.

Obviously, you have a lot on your mind as Friday morning approaches.

YOUR ROLE IS TO ATTEND FRIDAY'S PREPARATION SESSION. PLEASE
STAY IN CHARACTER THROUGHOUT THE MEETING.
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TELEMACHUS TECHNOLOGY
A DIVERSITY EXERCISE FOR MENTORS, MANAGERS AND MENTEES

George P. Maxe and Ellen J. Waxman
Sloan School of Management, MIT
December 1994

FACILITATOR'S INSTRUCTIONS

Telemachus Technology is a diversity exercise for mentors, managers and
mentees designed to address issues in diversity, negotiation and formalized mentorship
programs. Each role provides the person playing it with a difficult situation to navigate.
Both the exercise and your discussion following it are opportune times for participants to
reflect about the issues - especially those related to diversity - they may face as
mentors, managers and mentees. Some of the issues are especially sensitive, so
handle your discussion with care.

MATERIALS

You should have five separate documents, including, fout sets’of instructions, in
order to properly administer this simulation. Check o see that y6éu have:

1) General Instructions

2) Secret Instructions for Bill Meese =TheMentor

3) Secret Instructions for JackYounghledd - The Mentee's Manager
4) Secret Instructions for Shataya Davis - The Mentee

5) Facilitator's Instructigns

STEPS

There ar& many ways that you can administer this exercise. Assuming the
participants have time to prepare beforehand, we suggest these steps:

1) Divide the participants into three groups of equal size.

2) Hand out the General Instructions to all participants.

3) Hand out one set of Secret Instructions to each participant in each group. For
example, designate one group as the mentors and give each participant the Secret
Instructions for Bill Meese -- The Mentor.

4) Ask participants to prepare for their role.

5) Create triads by taking one participant from each group.

6) Give each triad approximately thirty minutes to complete the exercise.

7) Reconvene all of the participants for a debriefing of the exercise.

8) Refer to the issues listed below as needed.
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ISSUES

This exercise likely will surface a number of issues in diversity, negotiation and
formalized mentorship programs. Thus, your debriefing could move in any number of
directions. In general, we suggest that you allow participants to describe their feelings
and thoughts as they played a role. Refer to this list of issues to guide your discussion
in a particular direction, or to go more in-depth in a given area. Lastly, tread carefully -
some of the issues may strike a very emotional chord for some participants. In each of
the following sections, you will find the issues that we think the exercise highlights.

Diversity

1) Individual identity is central to the topic of diversity.

2) The reason(s) a company embraces diversity programs impact their
effectiveness.

3) Diversity affects everyone's role in an organization.

4) The greater the diversity, the greater the chance for misunderstanding.

5) Miscommunication is often the origin of misunderstandings.

Negotiation

1) Preparation is crucial.

2) A negotiating party's issues and interests are notalwayskrown beforehand.

3) Various sources of power, such as legitimate autherity’and commitment, are
available to each actor.

4) Integrative solutions require the sharing=of information that may take some
time and a reasonable level of trust for the particStefeel comfortable revealing.

5) No party has complete inforfaation, ut the one with the most complete
information will often be at the greatest advantage.

Formalized Mentorship Rrograms

1) The "matching process," if any, of mentors and mentees is important to the
success of the felationship.

2) All"patticipants need training to understand their roles.

3) Mentors and mentees should commit to an agreed upon understanding of the
relationship.

4) Mentors need to be careful how they involve themselves in the relationship
between the mentee and her/his immediate supervisor.

5) Ideally, mentees should drive the skills development process, not the mentor.
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SUPPLEMENTARY READING

If you are in search of any additional information on diversity, negotiation and/or
formalized mentorship programs, we recommend the following reading materials:

Kram, Kathy, Mentoring at Work: Developmental Relationships in
Organizational Life, University Press of America, Lanham, Maryland, 1988.

Lewicki, Roy J., and Litterer, Joseph A., Negotiation, Irwin,
Homewood, Illinois, 1994.

Nelson, Jill, Volunteer Slavery, My Authentic Negro Experience,
Penguin Books, N.Y., N.Y., 1994,

Thomas, David A., "Racial Dynamics in Cross-race Developmental
Relationships,” Administrative Science Quarterly, 1993, 38, pp. 169-194.
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TELEMACHUS TECHNOLOGY
A NEGOTIATION EXERCISE

George P. Maxe and Ellen J. Waxman
Sloan School of Management, MIT
December 1994

SECRET INSTRUCTIONS FOR BILL MEESE - THE MENTOR

You are glad that Jack thought of Davis for the presentation in Boston on March
21st. It's important to promote minorities; it just makes good sense in this day and age.
Besides, she's a "two-fer" (an African-American and a woman). It would be great to see
Davis develop into a success story and, of course, its always better to train your own
talent internally than hire from the outside. Jack and some of his senior consultants
think she's got potential; she's got the technical smarts, but she needs to develop
marketing skills. You remember her call-back interview with you when she impressed
you as someone who could make it. This is a pretty significant presentation to start her
out with, but Jack will be there and he can step in as the situation warrants. He may be
young, but he is a highly capable manager and is very quick on his feet. (He reminds
you a little of yourself as an up-and-coming young executive.) You like the way he
moved over to your department and established himself there. His people'seem to
respect him.

You have been a little uneasy about what you're Supposed to be doing in this
mentorship program. You agreed to participate whernJoe aske€d you because it was his
idea and you know he wants his people involyed tosmake'sure it succeeds. But the
Manual doesn't give much guidance about Whatsyou's€ supposed to do after you come
up with the skills development plan. It'gto0 "touchy-feely”. The thought of Tricia
Solomon or anyone in Human ResourceS drafting a mentorship program is something of
a joke anyway; what does she fow about mentorship (or anything else, for that
matter)? How is this any different ftom what you've always done to help young people
succeed? Aren't the Difector oinSales and Marketing and half a dozen senior
consultants and managers\your mentees? Not to mention all the executives at the bank
whom you helped get their start? How is this "formal" program different? Of course,
you've neveihhad afemale mentee and you know an important part of this program is to
help minorities'get promoted.

Your daughter was bemused when you told her about your assigned mentee.
She was home this weekend visiting from college and, as always, asked whether
women were "finally making any strides at Telemachus." Her first response was to say
that assigning you an African-American female mentee was like putting the Pope in
charge of promoting women priests. Then, she gave you a lecture: "All right, Dad. This
is your chance to move out of the dark ages. Don't give her your standard lecture on
success. Listen to her and find out what she has to say." You really don't think you're as
Neanderthal as your daughter makes you out to be. Her parting words - "I'll be
interested to see what you've learned when | come home this summer."

Davis has called you off and on without connecting. You probably should have
gotten back to her sooner, but you're so busy; it's hard to make time and it's hard to
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know exactly what you're supposed to do. It's not as if you have time to do a lot of hand-
holding these days.

Then you received Jack's E-mail dated Wednesday, March 7th informing you that
he was going to include Davis on the presentation team in Boston on March 21st. That
memo gave you the idea of scheduling a dress rehearsal so that you could act like a
mentor. As soon as you thought of the idea (on March 14th), you shot a quick message
to Jack that simply told him the time, the place and the purpose. Then you sent
Shataya the following E-mail:

Got Jack’s message that you are going to take a lead
role in the March 21°' presentation to Boston

First . This is a significant opportunity and | want

to make sure you are fully prepped. | told Jack

I've blocked out Fri. morning (the 16™) from 9-11

in the conference room next to my office for a
rehearsal. Boston First is no Citibank, but they're
moving up on the outside and I'd love to get them in
our stable. Boston is one stuffy market - plan to
wear your most Brooks Brothersish suit and no braids
that day! Looking forward to getting you ready!

You're happy to give Shataya pointers on her performarice.<l'hat is something
tangible that you know how to do. Besides, you really want tQ b€ip her to do a good job.
You were the one who pushed to let her have a fole. Yeu just hope she's got her act
together so you can finish by 11 a.m. You'vergot Iots of things to do on Friday.

Maybe, you're old-fashioned, but efieythirg is clear if she wants to get anywhere.
She's got to do something about that haig, t makes you a little uneasy because that's
not something you should have,te,tell Her. It might be okay for San Francisco, but
clients on the East Coast, anthespecially Boston, just aren't going to take her seriously.
And what impression dees it convey about Telemachus?

Wellgshe 'seems serious enough so that shouldn't be a problem. Hopefully, she
will be fully pregared to discuss the business of Telemachus, who does what, the kinds
of projects we get involved in, some figures as to sales volumes and our understanding
of the business interests of Boston First Financial Investment. You prepare to support
her the same way you prepare to give your own presentations: you print out two copies
of your usual nine point checklist of the agenda (with notes tailored for this account) and
items that should be addressed. (See Attachment.) Now, you are all set to go into
Friday's meeting.

YOUR ROLE IS TO PARTICIPATE IN FRIDAY'S PREPARATION SESSION.
PLEASE STAY IN CHARACTER THROUGHOUT THE MEETING.

PRESENTATION CHECKLIST FOR BOSTON FIRST (MEESE COPY)
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1. Introduction:
Brief history of Telemachus
(Pull up computer file that details company history, structure,
background on key people, philosophy, sales volume,
representative client list, etc.)

2. Description of Agenda and Process
Identify topics to be addressed; invite client to add to or
delete from agenda; State that Q&A is welcome throughout
or at end, depending on their preference; Leave time to
brainstorm next steps and action items

3. Presentation Materials
Have slides in order ahead of time on company format
(Pull up file with standard format for slides)

4. Demeanor
Pleasant, confident, knowledgeable, professional, inquisitive,
lots of listening, responsive to questions

5. Familiarity with this Account
(Use the data that Jim O'Brien put together on_the bank).

6. Industry Data
(Get Jim to send over those recentgrticles on current issues
in banking, international and EurSpeafi regulations; laws about
information exchange; 1SO.Q008=te-=lropean quality standard
that the bank is trying to%ollew, thretighout its business,
which includes IT)

7. Current Hardwarg and sofiware specifications for the bank's
network (thatinfo'is all in Jim's memo).

8. Requirements¥or the bank's new information system, incl.
documentation, new hardware, integration to new
software, and user requirements (again, Jim's memo
covers all this)

9. Training for Bank Employees on New System
Pull up current memo on that.
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PRESENTATION CHECKLIST FOR BOSTON FIRST
(COPY TO GIVE DAVIS)

1. Introduction:
Brief history of Telemachus
(Pull up computer file that details company history, structure,
background on key people, philosophy, sales volume,
representative client list, etc.)

2. Description of Agenda and Process
Identify topics to be addressed; invite client to add to or
delete from agenda; State that Q&A is welcome throughout
or at end, depending on their preference; Leave time to
brainstorm next steps and action items

3. Presentation Materials
Have slides in order ahead of time on company format
(Pull up file with standard format for slides)

4. Demeanor
Pleasant, confident, knowledgeable, professional, inguisitivey
lots of listening, responsive to questions

5. Familiarity with this Account
(Use the data that Jim O'Brien put tégetherion the bank).

6. Industry Data .
(Get Jim to send over th@sesfecentarticles on current issues
in banking, internatidnal and European regulations; laws about
information exchange; 1S® 9000- the European quality
standard thal the barik is trying to follow throughout its
business; which ircludes IT)

7. CurrefisHardware and software specifications for the bank's
network (that info is all in Jim's memao).

8. Requirements for the bank’s new information system, incl.
documentation, new hardware, integration to new
software, and user requirements (again, Jim's memo
covers all this)

9. Training for Bank Employees on New System
Pull up current memo on that.
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TELEMACHUS TECHNOLOGY
A NEGOTIATION EXERCISE

George P. Maxe and Ellen J. Waxmanl
Sloan School of Management, MIT
December 1994

GENERAL INSTRUCTIONS

Telemachus Technology, Inc. specializes in customizing information technology
(IT) systems for large financial institutions. Telemachus analyzes a company's IT
requirements and recommends appropriate hardware and software. The company
usually arranges for the purchase and installation of the new equipment and then trains
company personnel in its use. Currently, many Telemachus clients are moving from a
mainframe, or "dummy terminal,” environment to networked, client-server systems. One
service that many clients find invaluable is Telemachus' regular review of IT systems to
incorporate technological advances to meet expanding business needs.

Since its inception in 1988, Telemachus has experienced swift.expansion, with a
500% annual growth rate over that period. The company began in,San Francisco and
subsequently opened offices in Cambridge and Austin. As a sesult f this rapid growth,
the company's management has expanded to four levels: Rresident,Vice Presidents,
Directors and Managers. Today, the firm employs a professionaft staff of approximately
250, with support and administrative staff of appreXiniately the same numbers.

Two years ago, Telemachus began a‘eerieerted effort to diversify its staff. The
company's professional staff is disprofiortionately white, with some Asian males, and
there are few women or minoritiesf{(and‘ao_African-Americans) represented in the
managerial ranks. An increasingwnumber of Telemachus' largest clients are adopting
specific affirmative action goalsforsuppliers and now require Telemachus to file annual
reports detailing the nugaber of women and minorities on their staffs. Women and
minorities on client staffs request with increasing frequency that women or minority
consultants_be'assignedto their accounts. Moreover, as a company that sells "state-of-
the-art" business practices, Telemachus plans to promote multicultural teams to clients,
rather than settling for a company image of merely being reactive to client requests.

Telemachus has implemented its recruitment goals by actively seeking qualified
women and minorities in its college and university recruiting program. However, the
company never formally addressed the question of specific programs to facilitate
promotions of women and minority groups. Instead, training was informally provided by
individual departments, as it had been since the company's inception.

1 The authors gratefully acknowledge the assistance of Mary Rowe and Robert McKersie.

1

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 144

THE MENTORSHIP PROGRAM

During the past year, Joe Banks, the President of Telemachus, began to rethink
the company's training methods in light of the rapid expansion. Reliance on ad hoc
training by senior consultants and managers no longer guaranteed that new hires, and
particularly minorities and women, received either general skills training or the range of
experience required for promotion within the company. Six months ago, while at the
Admiral's Club at O'Hare Airport, Joe ran into an old friend from business school who
had become a noted management consultant. Joe had time to briefly share his
concerns before his friend's flight departed. His friend told him that other major
businesses addressed these same concerns through mentorship programs. Upon
returning to San Francisco, Joe immediately instructed Tricia Solomon, the VP of
Human Resources, to develop and implement such a program.

Solomon immediately created the Telemachus Mentorship Program which was
implemented three months ago. The program applies to all new employees with less
than three years experience and has a twofold purpose: 1) to create and maintain a
systematic focus on training and, as an intrinsic byproduct of that goal, 2) to assist
underrepresented minorities to develop skills needed for promotion. The program
assigns a mentor to each mentee and provides a manual containing & checklist to
follow. Together the mentor and mentee prepare a skills developmentiplaniwhich they
pledge to follow over the next twelve months. Given that Banks hadhasked all his vice
presidents and directors to participate as mentors, Solomdn decided“that whatever
program she implemented would have to be presented ii a mapdal "since it would not
be feasible or practical to expect such a high level"group of nientors to have or make
the time for training meetings."

THE MENTEE, MANAGER AND MENTOR

Shataya Davis is afj Afsican®American woman recruited by the company directly
from U.C. Berkeley as @copsultant in the Department of Training and Consulting
Services. Davis impréssedithe Recruiting Committee with her concentration in C + +
programming arid ¢lient=server networking. This strong foundation of skills came as no
surprise givemthat¥oth her undergraduate and master's degrees were in computer
science, the former awarded "with Honors". Davis is highly articulate and generally of
quite fashionable professional appearance. Since her high school days, she has worn
her long hair in cornrow braids and she occasionally wears professional versions of
traditional African dress in the office.

Davis reports to Jack Youngblood, the Manager of Training and Consulting
Services, who is Telemachus' youngest manager. He thinks that since her hire, Davis
has shown great skill in hands-on design work. He thinks she is relatively inexperienced
in interacting with clients at this point, though she shows great promise.

Youngblood reports to the Director of Training and Consulting Services, who in

turn reports to Bill Meese, VP of Sales and Marketing. Youngblood is a white male who
received an M.B.A. and a master's degree in computer science from UCLA. He was
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hired directly after his graduation. Just six months ago, Youngblood was promoted to
the manager's position from a senior consultant position in another department. Upon
his promotion, he began to work more closely with Bill Meese. This manager's position
is considered a "plum" assignment because Meese is Joe Banks' "right hand" man.

Meese is a white male in his early 50's who was recruited into the company at its
inception. He gained most of his experience as an executive in a large New York
financial institution. Meese attended Phillips Exeter Academy and then went on to earn
an undergraduate degree in Economics from Princeton and an M.B.A. from Wharton.
He is thought of as one of the top rainmakers at Telemachus, primarily due to his long-
standing contacts within many leading financial institutions.

Telemachus had not developed its mentorship program at the time of Shataya
Davis's hire. Three months ago at the program's inception, Tricia Solomon notified her
of the implementation of a mentorship program and the assignment of Bill Meese as her
mentor. Davis had met Meese briefly when she interviewed for the job, and had been at
several meetings and social events where they spoke, but still does not know him well.

Since she started at Telemachus, Davis's work has been in the implementation of
networked, client-server systems for West Coast clients. She feels that Ygungblood has
supplied excellent training in implementing new information technelogy systems. Davis
has interacted with clients during the installation of new systems (particularly in working
out glitches), but has not served as the principal client contact.en any project. She has
noticed that her two male counterparts, both of whom started wheén she did, have been
asked to participate in several client presentations antheetings, while she has not.

CONTACTS UNDER THE MENTORSHIP-RRQGRAM

When Davis and Meese\were advised of their mentorship assignment, they also
received copies of the TelemachusiMentorship Program Manual. The manual instructed
them to meet and prepare a skills development plan. Meese's secretary called Davis,
the day they receiveththe iformation, to schedule a meeting for them to develop this
plan. They met . aweek fater in the conference room next door to Meese's office.
Following thexmanual guidelines, they completed a skills development plan which they
both agreed to ifhplement over the next twelve months.

At the outset of the meeting, Meese informed her that he had "looked her up".
He had reviewed her resume and talked to the Chair of the Hiring Committee about her
references. He complimented her on their favorable comments. During the meeting, he
talked about his philosophy on success. "One should be, first and foremost, from day
one, a marketer." He told Davis that she needed to be prepared to seek client contact
and to sell her services and expertise. He was generally impressed with her technical
experience to date, but said that the company needed to provide her, and she needed
to gain, experience in marketing the company's services, closing sales and interacting
with clients as the firm's direct contact. He told her that he would begin by instructing
Youngblood to be on the lookout for opportunities for her to participate on teams making
business proposals to clients. He also suggested she might look into joining
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Toastmaster's International to gain experience in making presentations. He said that
when he got done working with her she would be "one hell of a marketer".

Immediately following the meeting, Meese E-mailed Youngblood and told him
that he should plan to give Davis experience this year in winning accounts. He copied
Davis on the E-mail. Youngblood, when he saw her later that day, told her that that
would be one of his priorities for her in the future. Since receiving the E-mail, three
months ago, Davis has had no contact from Meese until today. She called his office
twice about four weeks ago, but he was in New York. She left voice mail messages
which he never returned. She left another message two weeks ago and called again last
week, but decided against leaving a fourth message.

THE CLIENT PRESENTATION

Telemachus has been actively soliciting Boston First Financial Investment Corp.,
a rapidly expanding financial institution, which does business in the Northeast and in
European markets. The head of the Cambridge office of Telemachus was able to
arrange a meeting with representatives of Boston First in mid to late March at the
company's headquarters in downtown Boston. Jack Youngblood wassasked to lead a
team from the San Francisco office. The head of the Cambridge office\alSeplans to
attend. After the meeting had been set, it occurred to Youngblood tQ include Davis as
part of the presentation team, and inform Meese of this degision.

When he learned of Davis' participation, M€esendecided that he could assist his
mentee by critiquing a run-through of her presentation,

YOUR ROLE WILL BE FURTHER/AEXRIAINED IN YOUR SECRET
INSTRUCTIONS.
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TELEMACHUS TECHNOLOGY
A NEGOTIATION EXERCISE

George P. Maxe and Ellen J. Waxman
Sloan School of Management, MIT
December 1994

SECRET INSTRUCTIONS FOR JACK YOUNGBLOOD - THE MANAGER

You are dead tired. It is March 16th. You have been on an exhausting trip that
lasted over a week (since last Thursday, the 8th). Before you left, you were in the office
until the wee hours on the 7th clearing your desk and leaving instructions for your staff.
You sent a number of E-mails, but did not get one out to Shataya before the system
went down for maintenance at midnight. So, you left your secretary, Lucy Fine, a
handwritten memo for Shataya along with the following note that you scribbled on a
sticky note:

3/7 Lucy: Computer went down for maintenance at
midnight. Couldn't get this message to Shataya.{Please
send her this E- mail first thing in the a.m. Thx. J.

The E-mail read as follows:

Re: Presentation to Boston EirSt'Fifiapcial Investment Corp.
| would like to include you, aSspéartefthe team making
our presentation to BoSton-First#On Wednesday,

March 21st. Your part is %o _talk about the benefits

of a networked, thent-server system over a

mainframe System, technology issues regarding the
banking industry, some of the technology requirements
peculianto banking, and regulations, including
international and European regulations, about
information exchange. The meeting will be at 10:00
a.m. at the client's Boston headquarters. Start getting
ready this week and we'll talk as soon as | get back
next Friday, March 16.

You've been in meetings from Coast to Coast since you left and you've had little
time to communicate with colleagues except through E-mail. And to top it off, you
learned only yesterday that Lucy's father died and she has also been gone since last
Thursday. Who knows what will be waiting for you on your desk? Even so, you dragged
yourself out of bed this morning, (Friday, March 16th), and over to the Fairmont for the
7:30 a.m. breakfast meeting of the San Francisco Bankers Association. The speaker
was the head of the London office of Bank of America. You thought you might learn
something useful about the business climate in Europe for next week's meeting in
Boston. It was worth it. That was the most thoughtful and coherent speech you've heard

1

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 148

in a long time. You were incredibly impressed by the head of the Bank of America
London office, a black woman. She was so well-informed. Also, she was absolutely
elegant - she sure looked a lot like Shataya — distinctive dress, distinctive hair.

Speaking of Shataya, you hope she will be up to making this presentation next
week. Sometimes she's so reserved in the office, you worry how she'll come across.
Hopefully, she's been spending most of her time this week getting prepared. You hope
she has Jim O'Brien's memo on the bank's present system, their requirements and
current regulations. That memo has all the information she really needs for her
presentation. You are concerned about letting her make this presentation to a
significant client, but since you will be there and she is really just handling some of the
technical issues you think it will be okay. (Of course, if you don't get the client, Joe
Banks will be looking to you to know what went wrong, not to Shataya.)

You don't know what to think of the E-mail you received from Meese on
Wednesday the 14th. He simply announced he had set up a dress rehearsal for
Shataya's portion of the presentation today (Friday) from 9 to 11 in the conference room
next to his office, and that you should plan to participate. You think a practice run for
Shataya is a good idea, but isn't it just typical of Meese to set it up and order you to be
there? It's just like the time when he ordered you to make sure Shataya get more
involved in client interactions before she even had a chance to tel,yot, what they
discussed.

It's not that it's a bad idea. Actually, you know it's gasler 1@ give her technical
work because you know just what she'll do, but yet'rexthe manager. Who's running this
department anyway? Doesn't Meese trust you? [t's*funny. Before he got into the
mentorship thing three months ago, you thougiteeSe liked you and thought well of
your work. You never knew him as well asthewiCe President of your previous
department, but you never thought anything'was amiss. Your immediate superior keeps
telling you how pleased he is bythé way you've come in and managed the department.
Now, however, you're beginring to\wonder. What will this mean in terms of promotions
down the line? Everyonethinksthe world of Meese. You'll never get anywhere without
his support.

Thesevare your thoughts as you get ready to enter Friday's meeting with Meese
and Dauvis.

YOUR ROLE IS TO ATTEND FRIDAY'S PREPARATION SESSION. PLEASE
STAY IN CHARACTER THROUGHOUT THE MEETING.

2
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With Peer(s)

With Manager(s)

With Significant Other or Best Friend

10

11
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13
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13

[N
ol

> > > >L.r > >» » > >» » > > > >

B 16
B 17
B 18
B 19
B 20
B 21
B 22
B 23
B 24
B 25
B 26
B 27
B 28
B 29
B 30
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1 A B 16 A B
2 A B 17 A B
3 A B 18 A B
4 A B 19 A B
5 A B 20 A B
6 A B 21 A B
7 A B 22 A B
8 A B 23 A B
9 A B 24 A B
10 A B 25 A B
11 A B 26 A B
12 A B 21 A B
13 A B 28 A B
14 A B 29 A B
15 A B 30 A B

Please use this seofe shieet to record your answers, rather than writing in the booklet itself, so that you can use the instrument in three different
situations — once dealing with peers, once with managers, and once with a significant other or best friend. Then calculate your profile three
separate times using page 6 of the booklet, once for each situation.
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THE $2 BARGAINING SIMULATION

Secret Instructions

This is zero-sum bargaining. You should get as much of the $2.00 as you can;

make up any story you like; be as effective as you can.

A warning: your colleague has been extraordifari bstworthy in all
previous $2 bargaining simulations. Be polite, butspleasc be much on your guard.

Consider carefully anything you are told (@ Consider whether you can

believe anything your colleague says
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THE YEARLY REVIEW

Gentle Care Clinic

General Information

The Gentle Care Clinic is an Health Maintenance Organization in a large
cosmopolitan, coastal city. It serves 40,000 subscribers and their families, plus a great
many national and international visitors with obscure and difficult medical and
surgical problems.

For various reasons, (including for example, a huge increage in,drug testing,
and a sharp increase in expected state and Federal research meney_for work on a new
rare respiratory disease virus, the AIDS viruses known ifl the,US«nd the AIDS viruses
known in equatorial Africa), Gentle Care decided Tasty@ar to consolidate and expand
most of its in-house lab facilities. Therg"™Has*Bech a huge expansion, and major
reorganization of lab services and lah, adminigtration, which left almost no stone
unturned. The forms for lab tests have‘changéd, the billing system has changed, the
labs themselves have expandediand mpdetnized, the record-keeping system has been
shifted to a new, more securg eomputer system... even the spelling of Cyrillic, Arabic,
Chinese, Japanese, and 'Afriean names has been changed and standardized.

In the reprganization a year ago, Dr. Testtube, who heads the Lab Section, hired
a new woungadministrator, Kaoru Suzuki. Kaoru was to coordinate all the new and
old, insidéyand outside sources of work for the Section, and to "pull it all into a
coherent service." Kaoru works out of a new office complex with Testtube (who is
usually away from the office) and with Kazumi Montana, a secretary who came two
years ago.

Kaoru just got a Yearly Review form labelled "To Suzuki, for the evaluation of
Montana." It turns out that a performance discussion is supposed to happen every six
months. The Yearly Review is the twelve-monthly review which results in the annual
salary raise, but "Each supervisor is supposed to sit down with each employee twice a
year." (Kaoru—who personally has never yet had any kind of review—Ilearns all of
this with some annoyance and chagrin.)

Reading over the form, Kaoru notes that there should be a discussion with
Kazumi Montana. Then Kaoru is to put in a numerical recommendation for a raise:
(1) Employee on Warning; (2) Below Average; (3) Average; (4) Above Average; (5)
Very Superior Performance. The numerical recommendation is supposed to be
accompanied by a paragraph in writing. The whole form must be initialed by the
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employee, to show that he or she knows the contents and so that the employee may
write a response if he or she wishes to do so.

Kaoru read the form again and then agreed to meet with Kazumi Montana the
following day.
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2004, Prof. Mary Rowe, MIT

Instructor’s Notes

Yearly Review

It is commonplace for people to see performance evaluations as a competitive or
distributive negotiation. And performance evaluations-whether they are done daily and
on the spot-or once a year if at all, can be very important in the context of workplace
relations. This case can and will be played collaboratively, competitively, punitively...and
so on. It provides a chance for the Instructor to help illuminate the importance of
perceived and intended strategies on the part of each player. In addition you will wish to
debrief this game in terms of SOURCES OF POWER. Who has the most power? what
kinds of power does each have (refer of course to the materials in Negotiations 101).

(In this real case, everything fell apart. The employee had a good BATNA-see

Negotiations 101 Sources of Power. The company lost a very valuable employee who felt
disrespectfully treated.)
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KAZUMI MONTANA

Gentle Care Yearly Review
(Secret Instructions)

You approach this yearly review with hopefulness, irritation, trepidation. It is
your first review at Gentle Care. You wish it were with Testtube who has known you
longer, and is a nice old person, but at least it is happening, (finally). You have been
working really hard. All the upheaval in the Lab Section dropped a considerable new
work load on you, along with your new supervisor, Suzuki. Probably no one has
noticed, but you devised a new office filing system, in the wake of the new record-
keeping, the new computer system and all the other changes. (You even switched over
to the new transliteration system for names, which you used for the first time when your
office got some correspondence from Taiwan last week.)

The job is really stressful to you. Your friends are pretty, liberak, You'd feel
uncomfortable describing to them the drug testing going on. You yeurself feel uneasy
about the virus testing; who knows how safe your building”actually i? You also feel
depressed about having less contact now with other secrctarieS. Y.ou and others used to
help each other from time to time with extra worksloads. | But'§ince you were moved to
a new office, you've been on your own and_itsis,lesely. ¥'Sometimes you feel so alone
that you drop by a friend's office on the wayibaelgfront photocopying.

Suzuki's spouse is also @ problem/) Since Suzuki is so often away from the
office, and you are responsible, for makifig sure Kaoru knows what's going on, you are
often expected to call the SuzukiNiome at night to touch base with your boss. Suzuki's
spouse, (who is alwdys the orie'who answers the phone), makes you feel as if your calls
were extremelyfuniwelcomie. You wonder if Suzuki knows how awful it is for someone
who has tophone 18? In fact this is a really miserable part of your job. You are
thinking Seriously of quitting just to escape the really unpleasant phone calls you have
to make to the Suzuki home. You've begun looking at other jobs and are thinking about
going back to school. What about going back to school to study the organ? (The worse
the job gets, the more you are thinking of other possibilities.) The stress of the job is
also a particular trial to you because you quit smoking on January 1. You hate
cigarettes, although you loved to smoke, you sensed Suzuki doesn't like smoking; the
whole subject makes you angry. (It will make you especially angry if the job itself
drives you back to smoking!)

All in all, you wish this review would go well. But you feel angry and grouchy,
as well as hopeful and curious. The lab technicians are often incredibly boorish, (their
"humor" in the labs carries over to the halls and lunch room), there is no longer a group
of secretaries to work with unless you sneak out to other offices.... Will Suzuki
recognize how hard you've been working? What kind of recommendation will Suzuki
make, for your raise?
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Kazumi: You may make up any details you need that are consistent with
the facts you are given. Be alert to the possibility that Kaoru Suzuki may not be
very observant about you or about what you do. You may pursue any realistic
plan with Kaoru.
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KAORU SUZUKI

Gentle Care Yearly Review
(Secret Instructions)

Your first feeling about the Yearly Review of Kazumi Montana is exasperation. You
feel guilty that Kazumi obviously did not have a "six-monthly discussion" with you or Dr.
Testtube. You are annoyed that probably no one will ever notice whether you yourself ever get a
helpful performance evaluation despite the fact that you are now de facto in charge of many
administrative operations. And you have very mixed feelings about Kazumi anyway.

You have been completely swallowed up in the difficult problems of coordinating the
Lab Section. Part of the headache is that the new sources of business for Gentle Care are quite
controversial. Drug testing is considered loathsome by some, desperatelygnecéssary by others.
The mechanics of drug testing (taking urine samples, for example) producelludietous problems,
incredibly unprofessional discussions by technicians on the job, and the worstichain of evidence
and quality-control difficulties any supervisor ever faced. [The vafus testing, which is also a
potentially huge source of business for Gentle Care, scares eyery@neswho comes near it, except
for the gung-ho scientist-types who are delighted. (‘Fhiese eheerful souls occasionally add to the
tension of others by making mad-scientist jokes?”)” Vitus testing is also controversial because
many people rightly suspect that Gentle Case tabS aresbeing used by insurance companies to
screen out bad risks. You know this istrue=and«khow that Gentle Care clients count on the
Clinic to keep their names out of the\papers, All this weighs on you, on top of all the logistics
problems of upgrading lab fagilities, niew ¢ecord systems, etc. You feel desperately in need of
strong office support. In fagt this is“particularly true because you know that the wave of the
future is genetic testing;y which™ has its own wonderful aspects and politically terrible,
controversial side. Youreally need to spend even more time out of the office than before, and
you wish Kazumidid not nieed supervision to get the work done.

You quickly make some notes. When you came a year ago, you were upset about
Kazumi's smoking in the office, (bad image in the Clinic). Your spouse is upset because Kazumi
sometimes calls in the evening. Your spouse describes Kazumi as coming across like an Army
general,.... ("This is Kazumi Montana. May I speak to Kaoru Suzuki please!").... Actually you
feel uncomfortable about this. How is Kazumi on the phone with other people? Can you quote
your spouse? Sometimes when you drop in at the office, Montana is not there. And, a very
painful point, your work always seems to be done very slowly, compared to Testtube's. You
often get the feeling Kazumi does not really want to work for you; that Kazumi is jealous of your
position and angry that you have it. Kazumi, in fact, sometimes seems to help out other people
who are not even in your Section, before getting your work done.

You return to your notes. Kazumi's technical skills are excellent. In fact, whenever
Montana is actually working, Montana appears to you to be an extraordinarily fast and efficient
secretary. Kazumi also appears to write well, and to be interested in the nuts and bolts of office
management. The problem clearly isn't a matter of skill or experience. The more you think
about it, the more exasperating it seems.
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Kaoru: You may make up any details you need that are consistent with your

instructions. You may pursue any realistic plan with Kazumi. But think carefully;
do you know enough about Kazumi and Kazumi's work?
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Analyzing the Negotiations of the Other Negotiator

Did the Other appear interested in your interests? In your possible sources of power?
Did the Other appear to listen effectively? (Note examples if you like.)

Did the Other appear to you to know his or her own interests? If so, to what extent
were they clearly presented to you?

Did the Other appear to have a consistent strategy? What was the style of the Other?
Which sources of power did you feel the Other was using?

Was the Other prepared on the facts, as far as you can tell? Did the other appear to
be negotiating appropriately within the implicit or explicit "rules of the game" (or
the laws of the land/company policy, etc.)?

What tactics did the Other use (refer to the Tactics sheet in Negotiatiofs 101)? In
particular, was there any shared development of options? Of principies.to decide any
given point in dispute? If there were concessions were they.fecipgocal? Did the
Other exhibit any especially effective or ineffective tactic? Would'this—in your
opinion—have been effective or ineffective with others thanyourself?

Did you feel respect or disrespect from the Qther2 How did you feel that the Other
responded to your own strategy, tactics, uses.offpower, successes or errors?

Overall—how do you feel_about'the process? And about the outcome? Would you
trust the Other with an impprtaat negotiation of your own?

Giving Feedback to@ the Other Negotiator

You may want to comment on all of the points above. Or you might want to
elaborate on one or a few.

Effective feedback is specific and factual. It uses examples. It is couched in "I
statements” ("'l thought that you..." rather than "You did this..."). It emphasizes the
positive and/or the future, where at all appropriate. It is always civil and respectful—
with the intention to bring the Other to one's side rather than making the Other
defensive. (In general it is not useful to speculate on the motives of the Other unless
you need to for a very unusual reason such as feedback in this class.) Wry or
humorous feedback often works very well where the mode of humor is self-
deprecatory or at least clearly not sarcastic or offering ridicule to the Other.
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As you use this worksheet, you will obviously be thinking about your own
negotiating. Please in specific think about which tactics and sources of power work
best for you? To which are you personally the most vulnerable?

Observing the Negotiations of Others as a Third Party
Did A or B's opening statements reveal any true interests?
Did A or B share relevant information?

What sources of power did each party appear to have?
What sources of power did each party appear to use?

Did either party use commitment tactics?

Did either party try to exploit weaknesses of the other?

What bargaining style did the parties exhibit: accommadative; competitive,
compromising, avoiding, collaborative, or mixed?

What strategy was each party using? (distributivé, integrative, mixed motive)
What tactics of either party weteeSpecially noteworthy?

Did either party segkitoiunderstand and respect the interests of the other?

Did either party help to develop new options?

Did either party participate in the creation of a face-saving solution?

Did either party emphasize the relationship as much as the settlement?

Subjectively speaking, do you trust either A or B?
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Bargaining Tactics: for

Distributive, Integrative and Mixed Motive

Strategies

Classic Distributive

Maintain an inscrutable (or hostile)
demeanor; bargain on your own turf and
do not be hospitable. Or, alternatively,
be very charming.

Sacrifice relationship to gains.

Argue ad hominen.

Use humor at the expense of others.

Avoid discussions of the principles that should
influence the decisions to be made.

Conceal your own interests (appear to ignore
the other's interests) while doing your best
to discover the reservation point of the other.

Conceal all other relevant information as mu€h
as possible.

(Dissemble, mislead, lie if neceSsary.)
Be unexpected, (retract*forinenagreements or
points of agreemeft withott notice; rattle the

other side).

Bargain in terms of position, (your position).
Talk about your rights.

Take extreme positions.

Hold these positions tenaciously.

Classic Integrative

Be as professional and as pleasant as
possible to deal with, whatever the
substance of discussion; seek neutral
turf. 1f you cannot be pleasant, be
scrupulously civil and respectful.

Build trust for a longterm relationship.
Discuss issues rather than personalities.
Use self-deprecating humor.

Seek agreement on the prineiples that should
determine the decisions to'he mdde.

Describe yburisfterests; seek to understand
the otfer's interests — listen actively.

Share information; it may help to expand the
pie or discover joint gains.

Be truthful.

Be consistent, reliable.

Bargain in terms of interests and principles.
Talk about problem-solving.

Seek reasonable possibilities.

Make reasonable accommodation.

1These descriptions of tactics are not meant as endorsements of all of these tactics. In particular, this
paper is not meant as a recommendation of unethical tactics, nor does the author believe that
unethical tactics are necessary. (It is perfectly possible to be a principled, distributive bargainer,
who uses some but not all of these tactics—just as it is possible to be an unethical integrative
negotiator.) It is however important for all negotiators to be aware of the strategies and tactics that
may be used by others; please therefore study carefully the tactics in brackets, so that you may

recognize them if used against you, and take appropriate action.
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Give in only a little, and only if forced.

Widen the agenda so you will have
bargaining chips you do not care about,
to give up.

Set deadlines; create tension; repeat demands;
(push decisions through before the other side
can assess the implications; conceal negative
consequences of the decision for the other
side).

Don't let anyone else in on anything if
possible, except as below.

Refer all final decisions to another
unknown, or higher authority, (who may
even renege if necessary).
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Offer accommodation on occasion; make
larger concessions if warranted.

Narrow the agenda to what's important, or
seek other possible gains for the other side,
as well as your own, by expanding the pie
and/or constructing a "package".

Take as much time as you need; take time out;
be sure the other side really understands the
consequences of the decision and accepts
them.

Brainstorm with as many wise heads as
possible. Generate more options.

Let the real decision-maker bargain directly.

Tactics Common to All StrateqieS

Forestall commitment by the other side to the otherssnitial position.

Help the other side save face, if they do hot-encan/not attain a position they've taken, and

especially if they move their position.

Help both sides to come O\ feel that"whatever settlement is reached, that it is the best

possible one under the circumstanges.

Mixed Motive Strategies

In almost, all Tiegotiating situations you will have "mixed motives,” where you wish
both to create value with your Other, and then to claim your share. In these situations you
may use tactics common to both strategies, or switch at least a little from one strategy to the
other. For example one would show respect at all times, be cautiously forthcoming about
one’s interests, share information as trust grows, be truthful and consistent, seek common
ground and agreement on principle, generate as many options as possible, and in general
pursue the integrative path as long as possible, while explicitly safeguarding your own
interests. In many situations you will be able to expand the pie before having to divide it.

These ideas are drawn from the experience of the author and from Walton & McKersie, A

Behavioral Theory of Labor Negotiations, McGraw-Hill, 1965.

of Roger Fisher and of William Ury.

They also owe much to the work
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BASIC NEGOTIATION AND MEDIATION TASKS

Basic Tasks for a Pure Distributive Strateqy

I. Figure out your own interests and reservation point as well as you can. Keep reviewing these
points while you negotiate.

2. Figure out the interests and reservation point of the Other (the other party or parties). Be
alert to new data while you negotiate.

3. Seek to move the reservation point of the Other to widen the bargaining range especially if
there is a negative range. (This process is often begun by “sowing doubt.”) However, if
necessary for a settlement that you must achieve, move your own reservation point.

4. Seek a settlement as close as possible to the reservation point of the Other so that you win the
maximum profit.

5. Do what you can to see that both you and the Other come to see this settlement as the best
possible one under the circumstances.

Basic Tasks for an Integrative or Mixed MotivesStrategy

I. Figure out your own interests and reservation point as well as you cans Keep reviewing these
points while you negotiate.

2. Figure out the interests and reservation point of tlie Othew, Be alert to new data while you
negotiate.

3. Through judiciously shared information‘and-hrairiStorming, seek to expand the pie so that
each side may get as much as possible'of what«it would like. Explore moving the reservation
points of each side.

4. Decide on fair principles te determine how to divide the pie.
5. Do what you caiino see that both you and the Other come to see this settlement as the best
possible one under theseircumstances.

Basic Tasks for Mediation

|. Figure out the real interests — not the “positions” — and reservation point for each side as
well as you can. Privately review your understanding of these points with each side. If
appropriate, keep reviewing these points during the mediation. Stay alert for new data.

2. Through acquiring information and brainstorming, seek to expand the pie so that each side
might get as much as possible of what it would like. Explore moving the reservation points of
each side.

3. Help the parties decide on fair principles to determine how to decide the issues at hand.

4. Do you what you can to see that all parties come to see the settlement — if any — as the best
possible one under the circumstances.
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Changing Behavior

1) Reinforce and reward good behavior which, as it takes place, is
inconsistent with, and blocks, the (bad) behavior that you hope
will disappear....

2) Reinforce good behavior (role-modeling from senior people,
performance reviews, etc.)

3) Punish bad behavior

4) ""Name"" what is good behavior antl bad behavior
5) Ignore bad behavior (and gogd-ehavior)

6) Reward bad behavioy

7) Alternately reward-anpd-punish bad behavior --- this will cast it in
concrete forever
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Options for complaint-handling include problem-solving and
formal options:

I. Problem-solving options, oriented toward the interests of all
parties:

A. Negotiation: problem-solving options include A (the complainant)
choosing to negotiate directly with B (the apparent offender):

» A could choose to learn how to write a civil, factual, private note or
letter to B, laying out the facts as A sees them, A's feelings about
these facts, and the remedies proposed by A.

» A could choose to learn how to go talk directly with B, with or
without presentation of the note or letter.

Drafting a private letter is usually the most helpfulfirst step Tor A to
take, in deciding what to do next. This is espegiably-truedf A is angry
and upset, in which case it may take a number of drafts to support A to
deal with rage and grief, and come to.a polite, factual version.
Preparing a private letter, whether Grpetitis sent, is almost always
helpful in choosing an option<—asnd thereafter, in pursuing any option.

A private letter maysbe'argood approach for concerns that are in part a
matter of perception, Iike arguments over who should get credit for a
successful 4dea.| Ina sexual harassment complaint, a letter may also
help, latgt an, to*demonstrate that sexualized behavior actually occurred
and that it was unwelcome. (Both of these points would be essential in
making a finding of sexual harassment if the private approach did not
work.)

If a supervisor knows that a private approach is being chosen, the
supervisor should follow up with the complainant, to be sure that the
problem has ended.

B. Informal third-party intervention: problem-solving includes
having a third party go back and forth between A and B, or bring A and
B together, to resolve the complaint. The third party could be a
designated staff person, an HRM manager, an impartial line supervisor
or department head, or other appropriate person. It is important in these
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approaches that there should be no adverse administrative action
without a process which is fair to the offended person, and to the

alleged offender. And the third party go-between should follow up to be
sure that the problem has stopped.

C. Classic Mediation: problem-solving also includes a process of
formal mediation in which A and B voluntarily choose to be helped by
an impartial person to find their own settlement. These settlements often
are put into writing, and may be on or off the record. Classic mediation
has been relatively rare in sexual harassment cases but this option is
now becoming more common. Mediation may be especially useful
where there are differences in perception, and for cases where
statements by the parties constitute the only available evidence.

D. Generic Approaches: problem-solving also includeés generie
approaches which are intended to change the systefn, or te,alert possible
offenders to inappropriate professional behavidr, ¥g'such"a way that the
alleged problem disappears. For exampleyasdepartivient head might
choose to distribute and discuss copies offiagassment policy, in order to
stop a given problem. Or a depastnierit head might encourage
harassment training, in such a‘way'as+o address and prevent
inappropriate behaviorg, GeneriGapproaches may be effective in
stopping unprofessitnal behavior and help to support the effectiveness
of individual approachesé. Generic approaches may also prevent similar
problems.

Formal options, oriented toward right and wrong:

E. Investigation and Adjudication: a supervisor, department head,
human resources manager or other appropriate staff person may
investigate and formally dispose of a complaint—or may appoint some
other person or committee to do so. This is the option that is oriented
toward win/lose—toward assessing "right and wrong." If adverse
administrative action may ensue, fairness requires: an investigator who
Is impartial, notice to the alleged offender, and a reasonable opportunity
for the alleged offender to respond to complaints and evidence against
him or her.
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Competing
Oﬂen Appropriate When:

Often Inappropriate When:

an emergency looms

you’re sure you're right, and being right
matters more than preserving
relationships

the issue is trivial and others don't really
care what happens

collaboration has not yet been
attempted

166
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CONFLICT STYLES

When to Use Which Style?

e cooperation is important butdifiie'er resources are
| » when finding some _solutierevert less than the

best, is better thdn a complete stalemate.
| « when effortsito collaborate will be misunderstood

b "o, Tinding the most creative solutions possible is

Collaborating

Often Appropriate When:

e the issues and relationship are both

significant

cooperation is important

a creative end is important
reasonable hope exists to address all
concerns

Often Inappropriate When:

time is short

the issues are unimportant

you'’re over-loaded

the goals of the,other person certainly
are wrong

cooperation from others is important
used routinely for most issues
self-respect of others is diminished
needlessly
Compromising
| Often Appropriate When:
limited
as forcing
Often Inappropriate When:
essential
» when you cant live with the consequences
Avoiding

Often Appropriate When:

the issue is trivial

the relationship is insignificant

time is short and a decision not
necessary

you have little power but still wish to
block the other person

Often Inappropriate When:

you care about both the relationship and
the issue involved

used habitually for most issues

negative feelings may linger

others would benefit from caring
confrontation

| Accommodating
Often Appropriate When:

you really don’t care about the issue
you’re powerless but have no wish to
block the other person

when you realize you are qur}g

Often Inappropriate When:

you are likely to harbor resentment
used habitually in order to gain
acceptance (outcome: depression and
lack of self-respect)

when others wish to collaborate and will
feel like enforcers if you accommodate

ation in www hsdifeskillscollegein
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1995 Prof. Mary Rowe. This exercise follows ideas
from Bruce Patton, at Harvard University.

Dealing with Difficult Tactics

1. Play the aggressive strategy right back.

2. Ignore the aggressive strategy. Lead a change in the game by proposing
objective criteria and principles that should be considered.

3. Ignore the aggressive strategy. Lead a change in the game by
concentrating first on the interests of the Other and then on your
interests.

4. “Name” the aggressive strategy of the Other and try to negotiate a
change in the game by generating options, and concenifrating on
objective criteria and interest of all parties.

5. Propose a change in negotiators.

6. Go to your fallback position yaur-BATNA).

7. Go to your “micro-BATRNA”.
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How would vou know if vou are an effective
Negotiator?

Who should decide? Should you decide, or should your
supervisor? Your Significant Other?

What about the Other? And what about other stakeholders?
Is it all about outcome? Or process? Or both?

Can you tell right away if you have been effective? Or s it the
long run that counts?

Do you have "ethical" and "legal" on yourglistef required
characteristics?

When would collaborative apeé“wiien Would competitive or
mixed motive strategies e niost effective?

How "wide" an effect "do you want to have as a negotiator? Do
well on one hegatiation? Or improve a whole system?
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Ineffective Competitives

+ Obnoxious, complaining, rude
¢ Unsure of the values at hand

o Not realistic, perceptive, astute

N
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Ineffective Cooperatives

¢ Unsure of self and interests
+ Not creative or perceptive

o Not realistic or astute

N
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Effective Negotiators
(both strategies)

¢ Ethical, trustworthy

o Appropriately courteous
¢ Prepared

¢ Creative, realistic

o Perceptive, self-controlled $
2
oS
W
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Bargaining Range

Zone of Possible

Agreement
Seller’s uyer’s
Reservation eservation
Point Qe‘ Point
&® :
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MORE TERMS IN NEGOTIATION

Reservation Point: the point at which the Best Alternative to a Negotiated Agreement
(the BATNA) becomes preferable to starting or continuing a negotiation. In a sale—or
In any negotiation—this is the point beyond which a party will not go.

Bargaining Range: The distance between the reservation points of the parties. This
range can be positive or negative. If it is negative there will be no settlement unless one
or both parties changes reservation points.

BUYING A HOUSE

Bargaining range
-0-------- NN------- e |----------
| |

Seller’s reservation point Buyer’s reservation point

Expanding the pie: The process of addiffg elements to a negotiation which help one or
both sides to gain more—a basigtask in raking negotiations more integrative. These
are usually elements whichiare valtéd differently by each party and often they have the
characteristic that one sigle, will gain a little, give up nothing or suffer only a small loss
in return for great gain‘to.the"other. These elements can usually be added to almost any
negotiation ne,mattet how distributive the negotiation at first appears to be. As
examples: the seler of a house may not care about taking the curtains or the lawn
furniture. The buyer may greatly value these amenities because they will save a lot of
time in moving in. The buyer might agree to a postponed moving date which does not
affect him or her very much—in order to accommodate the seller’s staying until the end
of a school year. In return, the seller may not mind if the buyer sends loads of books that
will be stored in the garage months before transfer takes place. Both buyer and seller
may enjoy introducing the buyer to the neighbors. Both may greatly value respectful and
honorable treatment from the other—which usually costs nothing.

Positions vs. Interests: A position is what you say you want or must have. Positional
bargaining is usually distributive—and may be inefficient in the sense that value may be
left on the table at the time of settlement because each party did not know what the other
really wanted—>but it may help one party gain more short-term profit. An interest is why
you want what you want. Interest-based bargaining adds integrative potential.
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Styles/Strategies

Competition (A)
®

Revenge (A) \‘\Compromise

Avoidfnce
9

Accommodation

(A

Rev€énge (B)

Revenge
and
Self-Injury
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Interests
VS.
Positions $

6‘
2
o
o
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¢ INterests

+RiIghts
oPow ‘\$

S
QO
o
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= Negotiation Strategies:
Definitions

Distributive Strategy: Claiming all the profit or the
maximum share for oneself -
winning it all.

Integrative Strategy: Creating value (expanding the pie)
and finding solutions that best fit

the needs of all or most parties --
especially %me.
Mixed-Motive Strategy: Eq]%‘the pie and meeting the
61% of all or most parties as
% uch as possible while claiming an
@@ . appropriate share.
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otiation }/Ies —

Typo ogy #1: Definitions
Competitive Style: To try to do better than all
others.
Cooperative Style: To try to be sure that the feelings

of all are properly dealt with.

Independent Style: %@No%d the best possible

me regardless of the

#Qachlevements and feelings of
® % others.
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Negotiation Styles -
% Typology #2: Definitions

Competitive Style: Totry togain al thereistogain.

Accommodative Style: To bewilling to yield al thereisto yield.

Avoiding Style: Totry to stay out of negotiation.

Compromising Style: Totry to split thedifference or find an
Intermediate point according to some
principle.

Collaborative Style: To tpyte find the maximum possiblegain

foroth parties— by careful exploration of
e interests of all parties— and often by
enlarging the pie.

Revengeful Style: Totry to injurethe other.
Self-Injurious Style: Toact so asto injure oneself.
Revengeful and Totry toinjurethe other and also act
Self-Injurious Style: S0 asto injure oneself. Cambridgh Aoz
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Team Building

Interests -

¢ Interests rather than positions
+ collaborative, cooperative learning styles
¢ Integrative and mixed motive strategies

+ Informal problem solving rather than “justice”

Rights & Power Q/\$

¢ positions rather than in

¢ competitive (or a 1Ing) style
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e Tangibles
eIntangibles

N
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Styles/Strategies

Competition (A)

Ccompromise

Avagidaree Accommodation (A)

Adapted from the work of KennetfihWThomas:
Conflict and Conflict Management. iniLhe Hangbook of

. . . . . rof. xowe—MIT, Cambridge, MA 02139
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Dunnette. Chicago, IL: Rand McNally, 1976.
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Styles/Strategies

Competition (A) Collaboration
® ®

Avoidance Accommodation (A)

Adapted from the work of KennetfihWThomas:

Conflict and Conflict Management. iniEhe Hanghook of . . . . . rof. xowe—MIT, Cambridge, MA 02139
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Negotiation Quiz

Please check off on this sheet which of these situations represents a negotiation.
(You may wish first to answer all those you find easy and then go back to the others.)

* Buying a rug in a West African market

» Soliciting a new source of venture capital

* Trying to capture/kill a warlord in a regional war

e Trying to injure or ruin a competitor

* Writing back and forth with someone you do not know on the Internet

» Meeting your potential in-laws for the first time

* Giving or receiving commendation and criticism

* Deciding how the dishes will get done

* Borrowing a wonderful piece of clothing from a family member

* Deciding whether to stay late at work to finish up a project

» Making up, or rebuilding a relationship with someone you love

* Picking a successor for the CEO of a company where you are on'the beard
* Getting a child to go to bed

* Getting into a class or training program with limited grigcolfnent

* Courting your Life’s Companion

* Laying off or firing someone

» Discussing the outsourcing of a business feriCtienwith the manager of the function
* Deciding with a family member whete10ynvest a small joint inheritance
» Soliciting a major gift from a&major dorior

* Soliciting bids for the néw advertising campaign for your company

» Talking with yoursarent(s) this weekend

* Saying good-Iy. to someone you will not see for a long time

* Finding an adyvisor, or a mentor, or a counselor, or a new dentist

» Discussing with a recruiter the salary and benefits you feel you deserve
* Trying to get back to sleep when something is worrying you

* Trying to shake off a stranger on the street who keeps walking with you
» Getting an extension on a paper or a project

* Apologizing to someone whose property you unknowingly damaged

* Seeing someone you dislike and turning away at a party

* Interviewing a potential baby-sitter

» Accepting a bribe

* Turning down a bribe

» Getting another country to lower a trade barrier

» Talking anonymously about an unsafe workplace condition with a Hot Line person
» Meeting a new teammate for the first time

» Struggling to stay on a diet or exercise plan or give up smoking
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Negotiation: Theory
and Practice

(N101)
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Negotiation Quiz

Please check off on this sheet which of these situations represents a negotiation.
(You may wish first to answer all those you find easy and then go back to the others.)

* Buying a rug in a West African market

» Soliciting a new source of venture capital

* Trying to capture/kill a warlord in a regional war

e Trying to injure or ruin a competitor

* Writing back and forth with someone you do not know on the Internet

» Meeting your potential in-laws for the first time

* Giving or receiving commendation and criticism

* Deciding how the dishes will get done

* Borrowing a wonderful piece of clothing from a family member

* Deciding whether to stay late at work to finish up a project

» Making up, or rebuilding a relationship with someone you love

* Picking a successor for the CEO of a company where you are on'the beard
* Getting a child to go to bed

* Getting into a class or training program with limited grigcolfnent

* Courting your Life’s Companion

* Laying off or firing someone

» Discussing the outsourcing of a business feriCtienwith the manager of the function
* Deciding with a family member whete10ynvest a small joint inheritance
» Soliciting a major gift from a&major dorior

* Soliciting bids for the néw advertising campaign for your company

» Talking with yoursarent(s) this weekend

* Saying good-Iy. to someone you will not see for a long time

* Finding an adyvisor, or a mentor, or a counselor, or a new dentist

» Discussing with a recruiter the salary and benefits you feel you deserve
* Trying to get back to sleep when something is worrying you

* Trying to shake off a stranger on the street who keeps walking with you
» Getting an extension on a paper or a project

* Apologizing to someone whose property you unknowingly damaged

* Seeing someone you dislike and turning away at a party

* Interviewing a potential baby-sitter

» Accepting a bribe

* Turning down a bribe

» Getting another country to lower a trade barrier

» Talking anonymously about an unsafe workplace condition with a Hot Line person
» Meeting a new teammate for the first time

» Struggling to stay on a diet or exercise plan or give up smoking
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A Butterfly's View of 15.667 —Negotiationsand Conflict
M anagement

(see which questions you can answer ?)

1) Isthere one especialy "rational way" to divide $2 with a stranger? (If you think thereis
not, what determines thefamily of "rationa choices"?)

2) Do you think that most business decisionsare maderationally?lsthere usually one
optimum decision?

3) You arefacing a specified conflict or negotiation with someone about whom you know
only demographics, style and job description. You have only an hour. What might you do
to prepare?

4y Inred life, in asuper important case, how and when should you ch@ose'which strategies
and tacticsyou will use in a negotiation? On what factorsgtight this¢hoice to depend?

5) How canonetry to prevent a" bad attitudedeath-Spiral’ in‘afiegotiation with someone
you do or do not know well? Where does a desite for evenge come from?

6)  Which of the ways of building trust«&ppeal to you the most?
7)  What isthe difference between manipuléting peopleand inspiring them (as a leader)?

8) If you or someone elsehas gotten painted intoa cor ner, through a commitment that
should never hawe been, tinade, what could be done?

9)  Can you,tell Wwhen someoneislyingto you?

10) How might you figure out the strategy and depth of strategy the Other isusingin a
negotiation?

11) Within aclose team or a couple, if you have no time in each negotiation to pursue the best
win-win solutions, where both sides gain simultaneously, how can A and B behave so that
both areactually gaining, in the aggr egate, over time?

12) How would you define effectivenessin a negotiation'? Are you effective? Who do you
know that is effective?

13) Isit thechoice of negotiating strategy that determines effectiveness?If so—which strategy
is most effective?

2002 Professor Mary Rowe, MIT
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14)

15)

16)

17)

18)

19)

20)

21)

22)

23)

24)

If not—which tasks and skills most fundamentally determine the effectiveness of a
negotiator?

What proportions of al your negotiations and conflicts are " mixed motive"? What
proportion is purely collaborative? and what proportion is purely competitive?

After you take the Thomas Kilmann Questionnaire, assess the strengths, in the five basic
strategies, that you bring to your negotiations. Are your skillsin balancewith the
requirementsof the negotiationsyou are engaged in? (Which of the tactics on the Tactics
sheetsin Negotiation 101 do you want to practice?)

Imagine you are assembling a team to start a project or a company. What would you look
for, in the people you would choosefor your team, with respect to the five sets of strategic
strengthsin negotiation?

Given that most people think they are ethical, and that people are not at al the same with
respect to ethical standards, would you want to give your future employees or partners an
Ethicstest? :-) Seeif what they actually do is what they say they should d@, when ethical
questions arise? Just see if they do what they agree to do, in negotiations'with you?
Suppose they think different standards should apply to them than to% most people''?

What isthelikely effect of having an observer when you negotiate?

In complex negotiations what are some of thesxéasensforsidebar discussions with
someone on the Other's team? Are there afy reasansot to have sidebar discussions?

If you wanted to win over a ten:per siin decision-making group about a certain proposal,
what are some of the ways ybu might.dg'this successfully?

Please think of onefar two negotiations that are truly vital to you—these could either be
negotiations witiyourself or negotiations with Others. What isit that isbeing
negotiated?Think far example, about money, time, status and prestige, trust, space, family
status, future greowth possibilities, etc. Is money the most important subject? Name some
ways you ceuld find out how effective you are in this real-life negotiation that really
matters to you.

The Last Task in anegotiation is: that all parties must come to see the outcome as the best
possible under the circumstances. When isthe last time you have seen the failure of the
Last Task in a negotiation? Why did this happen?

Under what circumstances would you make the fir st offer in a competitive negotiation?

Under what circumstances would you lay out all your relevant real interestsin a
negotiation?

2002 Professor Mary Rowe, MIT
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25)

26)

27)

28)

33)

34)

35)

36)

37)

Name some elements of process you would want to think about, if you were going to
negotiate for your side on a two-person team.

In asetting with coalitions, would you prefer to be a* pivot" person, or the person with
the most tangible resources, if those are not the same?

Some of the optionsfor dealing with complaints are: listening, referring people to other
resources, just giving or receiving needed information, helping people help themselves
through developing choices and coaching, shuttle diplomacy, formal mediation, fact-
finding, arbitration or adjudication (and managerial decision-making), systems change,
generic approaches, agency complaints, lawsuits, going to the newspapers. Which of these
are more likely to be collaborative? Which are more likely to be competitive? Which will
likely be " mixed motive"?

Some sourcesof power in negotiations include: legitimate authority, rewards, sanctions,
force, information, expertise, elegant solutions, commitment, moral authority, BATNA,

relationships. Which of these sources of power do you need for each of theoptions above,
for dealing with complaints?

Who should decide which complaint option or conflict magagement Option is chosen? The
manager? The complainant?

Which is the most cost-effective complaint_handlingeption'?

W hat does a person in an organization think about first when he or she wants to raise a
concern or make a complaint?

Is it possible to go outsite thedrganization with acomplaint and still have a normal
work life thereafterfwithin the organization? What does your answer mean for conflict
management system design?

What isthefirsh question to ask yourself when you face a dispute or acomplaint as a
manager?

Which sources of power do people turn to when they feel powerless? What is the effect?

Isthere such athing as a"frivolous" complaint? What would you want to try, if someone
kept blaming problems on other people?

Under what circumstances is a Difficult Person not "difficult"?

Which sources of power are likely help the most, in dealing with avery Difficult Person?

2002 Professor Mary Rowe, MIT
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38) How do you manage your own emotions in conflict situations? (Do you consciously
manage your emotions at all, or do you simply react?) What do you do if you start to feel
yourself getting upset?

39) Do you try to affect the emotions of othersin aconflict situation? How? For what
purpose?

2002 Professor Mary Rowe, MIT
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Styles/Strategies

Competition (A)

Ccompromise

Avagidaree Accommodation (A)

Adapted from the work of KennetfihWThomas:
Conflict and Conflict Management. iniLhe Hangbook of
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Styles/Strategies

Competition (A) Collaboration
® ®

Avoidance Accommodation (A)

Adapted from the work of KennetfihWThomas:

Conflict and Conflict Management. iniEhe Hanghook of . . . . . rof. xowe—MIT, Cambridge, MA 02139
Industial and Organivatonst Peycho B MHRRUNItycollegein  www.bssnewgeneration.in www.bsslifesKiTT B

Dunnette. Chicago, IL: Rand McNally, 1976.
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CONFLICT STYLES
When to Use Which Style?
Competing Collaborating
Oﬂen Appropriate When: Often Appropriate When:
an emergency looms R— the issues and relationship are both

significant

cooperation is important

a creative end is important
reasonable hope exists to address all
concerns

e you’re sure you're right, and being right
matters more than preserving
relationships

¢ the issue is trivial and others don't really
care what happens

Often Inappropriate When:

e collaboration has not yet been
attempted
cooperation from others is important

e used routinely for most issues
self-respect of others is diminished
needlessly

Often Inappropriate When:

e time is short

e the issues are unimportant

e you're over-loaded

e the goals of the other person certainly
are wrong

Compromising
| Often Appropriate When:
e cooperation is important butdime‘or resources are
limited
¢ when finding some_ solutior\even less than the
best, is better th@n a complete stalemate.
| « when effortg to collaborate will be misunderstood
as forcing

Ofien Inappropriate When:
&, finding the most creative solutions possible is
essential
» when you cant live with the consequences

Avoiding

Often Appropriate When:

e the issue is trivial

e the relationship is insignificant

e time is short and a decision not
necessary

e you have little power but still wish to
block the other person

| Accommodating
Often Appropriate When:
e you really don’t care about the issue
e you’re powerless but have no wish to
block the other person
e when you realize you are qur;g

Often Inappropriate When:

e you care about both the relationship and
the issue involved
used habitually for most issues

e negative feelings may linger
others would benefit from caring
confrontation

Often Inappropriate When:

e you are likely to harbor resentment

e used habitually in order to gain
acceptance (outcome: depression and
lack of self-respect)

o when others wish to collaborate and will
feel like enforcers if you accommodate

.bssnewgeneriation.in www.bsdifeskillscollegein
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Styles/Strategies

Competition (A)
®

Revenge (A) \‘\Compromise

Avoidfnce
9

Accommodation

(A

Rev€énge (B)

Revenge
and
Self-Injury
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Interests
VS.
Positions $

6‘
2
o
o
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¢ INterests

+RiIghts
oPow ‘\$

S
QO
o
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= Negotiation Strategies:
Definitions

Distributive Strategy: Claiming all the profit or the
maximum share for oneself -
winning it all.

Integrative Strategy: Creating value (expanding the pie)
and finding solutions that best fit

the needs of all or most parties --
especially %me.
Mixed-Motive Strategy: Eq]%‘the pie and meeting the
61% of all or most parties as
% uch as possible while claiming an
@@ . appropriate share.
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otiation }/Ies —

Typo ogy #1: Definitions
Competitive Style: To try to do better than all
others.
Cooperative Style: To try to be sure that the feelings

of all are properly dealt with.

Independent Style: %@No%d the best possible

me regardless of the

#Qachlevements and feelings of
® % others.

&mmmumtycollege in www.bssnewgeneration.in www.bsslifekiTfS{aflegeigye—MIT. Cambridge, MA 02139
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Negotiation Styles -
% Typology #2: Definitions

Competitive Style: Totry togain al thereistogain.

Accommodative Style: To bewilling to yield al thereisto yield.

Avoiding Style: Totry to stay out of negotiation.

Compromising Style: Totry to split thedifference or find an
Intermediate point according to some
principle.

Collaborative Style: To tpyte find the maximum possiblegain

foroth parties— by careful exploration of
e interests of all parties— and often by
enlarging the pie.

Revengeful Style: Totry to injurethe other.
Self-Injurious Style: Toact so asto injure oneself.
Revengeful and Totry toinjurethe other and also act
Self-Injurious Style: S0 asto injure oneself. Cambridgh Aoz
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Team Building

Interests -

¢ Interests rather than positions
+ collaborative, cooperative learning styles
¢ Integrative and mixed motive strategies

+ Informal problem solving rather than “justice”

Rights & Power Q/\$

¢ positions rather than in

¢ competitive (or a 1Ing) style

ommunitycollege.in www.bssnewgeneration.in www.bsdifeskitlUafYegeipfe—MIT. Cambridge, MA 02139
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e Tangibles
eIntangibles

N
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Bargaining Range

Zone of Possible

Agreement
Seller’s uyer’s
Reservation eservation
Point Qe‘ Point
&® :
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MORE TERMS IN NEGOTIATION

Reservation Point: the point at which the Best Alternative to a Negotiated Agreement
(the BATNA) becomes preferable to starting or continuing a negotiation. In a sale—or
In any negotiation—this is the point beyond which a party will not go.

Bargaining Range: The distance between the reservation points of the parties. This
range can be positive or negative. If it is negative there will be no settlement unless one
or both parties changes reservation points.

BUYING A HOUSE

Bargaining range
-0-------- NN------- e |----------
| |

Seller’s reservation point Buyer’s reservation point

Expanding the pie: The process of addiffg elements to a negotiation which help one or
both sides to gain more—a basigtask in raking negotiations more integrative. These
are usually elements whichiare valtéd differently by each party and often they have the
characteristic that one sigle, will gain a little, give up nothing or suffer only a small loss
in return for great gain‘to.the"other. These elements can usually be added to almost any
negotiation ne,mattet how distributive the negotiation at first appears to be. As
examples: the seler of a house may not care about taking the curtains or the lawn
furniture. The buyer may greatly value these amenities because they will save a lot of
time in moving in. The buyer might agree to a postponed moving date which does not
affect him or her very much—in order to accommodate the seller’s staying until the end
of a school year. In return, the seller may not mind if the buyer sends loads of books that
will be stored in the garage months before transfer takes place. Both buyer and seller
may enjoy introducing the buyer to the neighbors. Both may greatly value respectful and
honorable treatment from the other—which usually costs nothing.

Positions vs. Interests: A position is what you say you want or must have. Positional
bargaining is usually distributive—and may be inefficient in the sense that value may be
left on the table at the time of settlement because each party did not know what the other
really wanted—>but it may help one party gain more short-term profit. An interest is why
you want what you want. Interest-based bargaining adds integrative potential.

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in
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Strategy and Style

St U, . . .
QZ‘QQJ/ Distributive  |Integrative | Mixed Motive
Style
Competitive $

6 ‘
Cooperative ﬁA
@ﬂommunitycollege.in www.bssnewgener ation.in www.bsslifekiTfS{a/geigy'e—MIT. Cambridge, MA 02139
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"~ Ineffective Competitives

+ Obnoxious, complaining, rude
¢ Unsure of the values at hand

o Not realistic, perceptive, astute

N
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Ineffective Cooperatives

¢ Unsure of self and interests
+ Not creative or perceptive

o Not realistic or astute

N
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Effective Negotiators
(both strategies)

¢ Ethical, trustworthy

o Appropriately courteous
¢ Prepared

¢ Creative, realistic

o Perceptive, self-controlled $
2
oS
W
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Bargaining Tactics: for

Distributive, Integrative and Mixed Motive

Strategies

Classic Distributive

Maintain an inscrutable (or hostile)
demeanor; bargain on your own turf and
do not be hospitable. Or, alternatively,
be very charming.

Sacrifice relationship to gains.

Argue ad hominen.

Use humor at the expense of others.

Avoid discussions of the principles that should
influence the decisions to be made.

Conceal your own interests (appear to ignore
the other's interests) while doing your best
to discover the reservation point of the other.

Conceal all other relevant information as mu€h
as possible.

(Dissemble, mislead, lie if neceSsary.)
Be unexpected, (retract*forinenagreements or
points of agreemeft withott notice; rattle the

other side).

Bargain in terms of position, (your position).
Talk about your rights.

Take extreme positions.

Hold these positions tenaciously.

Classic Integrative

Be as professional and as pleasant as
possible to deal with, whatever the
substance of discussion; seek neutral
turf. 1f you cannot be pleasant, be
scrupulously civil and respectful.

Build trust for a longterm relationship.
Discuss issues rather than personalities.
Use self-deprecating humor.

Seek agreement on the prineiples that should
determine the decisions to'he mdde.

Describe yburisfterests; seek to understand
the otfer's interests — listen actively.

Share information; it may help to expand the
pie or discover joint gains.

Be truthful.

Be consistent, reliable.

Bargain in terms of interests and principles.
Talk about problem-solving.

Seek reasonable possibilities.

Make reasonable accommodation.

1These descriptions of tactics are not meant as endorsements of all of these tactics. In particular, this
paper is not meant as a recommendation of unethical tactics, nor does the author believe that
unethical tactics are necessary. (It is perfectly possible to be a principled, distributive bargainer,
who uses some but not all of these tactics—just as it is possible to be an unethical integrative
negotiator.) It is however important for all negotiators to be aware of the strategies and tactics that
may be used by others; please therefore study carefully the tactics in brackets, so that you may

recognize them if used against you, and take appropriate action.
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Give in only a little, and only if forced.

Widen the agenda so you will have
bargaining chips you do not care about,
to give up.

Set deadlines; create tension; repeat demands;
(push decisions through before the other side
can assess the implications; conceal negative
consequences of the decision for the other
side).

Don't let anyone else in on anything if
possible, except as below.

Refer all final decisions to another
unknown, or higher authority, (who may
even renege if necessary).

. 209
www.bssskillmission.in
Prof. Mary P. Rowe—MIT, Cambridge, MA 02139—2

Offer accommodation on occasion; make
larger concessions if warranted.

Narrow the agenda to what's important, or
seek other possible gains for the other side,
as well as your own, by expanding the pie
and/or constructing a "package".

Take as much time as you need; take time out;
be sure the other side really understands the
consequences of the decision and accepts
them.

Brainstorm with as many wise heads as
possible. Generate more options.

Let the real decision-maker bargain directly.

Tactics Common to All StrateqieS

Forestall commitment by the other side to the otherssnitial position.

Help the other side save face, if they do hot-encan/not attain a position they've taken, and

especially if they move their position.

Help both sides to come O\ feel that"whatever settlement is reached, that it is the best

possible one under the circumstanges.

Mixed Motive Strategies

In almost, all Tiegotiating situations you will have "mixed motives,” where you wish
both to create value with your Other, and then to claim your share. In these situations you
may use tactics common to both strategies, or switch at least a little from one strategy to the
other. For example one would show respect at all times, be cautiously forthcoming about
one’s interests, share information as trust grows, be truthful and consistent, seek common
ground and agreement on principle, generate as many options as possible, and in general
pursue the integrative path as long as possible, while explicitly safeguarding your own
interests. In many situations you will be able to expand the pie before having to divide it.

These ideas are drawn from the experience of the author and from Walton & McKersie, A

Behavioral Theory of Labor Negotiations, McGraw-Hill, 1965.

of Roger Fisher and of William Ury.

They also owe much to the work
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BASIC NEGOTIATION AND MEDIATION TASKS

Basic Tasks for a Pure Distributive Strateqy

I. Figure out your own interests and reservation point as well as you can. Keep reviewing these
points while you negotiate.

2. Figure out the interests and reservation point of the Other (the other party or parties). Be
alert to new data while you negotiate.

3. Seek to move the reservation point of the Other to widen the bargaining range especially if
there is a negative range. (This process is often begun by “sowing doubt.”) However, if
necessary for a settlement that you must achieve, move your own reservation point.

4. Seek a settlement as close as possible to the reservation point of the Other so that you win the
maximum profit.

5. Do what you can to see that both you and the Other come to see this settlement as the best
possible one under the circumstances.

Basic Tasks for an Integrative or Mixed MotivesStrategy

I. Figure out your own interests and reservation point as well as you cans Keep reviewing these
points while you negotiate.

2. Figure out the interests and reservation point of tlie Othew, Be alert to new data while you
negotiate.

3. Through judiciously shared information‘and-hrairiStorming, seek to expand the pie so that
each side may get as much as possible'of what«it would like. Explore moving the reservation
points of each side.

4. Decide on fair principles te determine how to divide the pie.
5. Do what you caiino see that both you and the Other come to see this settlement as the best
possible one under theseircumstances.

Basic Tasks for Mediation

|. Figure out the real interests — not the “positions” — and reservation point for each side as
well as you can. Privately review your understanding of these points with each side. If
appropriate, keep reviewing these points during the mediation. Stay alert for new data.

2. Through acquiring information and brainstorming, seek to expand the pie so that each side
might get as much as possible of what it would like. Explore moving the reservation points of
each side.

3. Help the parties decide on fair principles to determine how to decide the issues at hand.

4. Do you what you can to see that all parties come to see the settlement — if any — as the best
possible one under the circumstances.
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Negotiations

¢ Positional Power or the Power of
Legitimate Authority

e “You do what | say because I'm the boss -
that’s why!”

e “Like It or not - that’s the I%
Q/\

%66\\
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Negotiations

¢ Rewards
e “He bought his way In...”

e “Do whatever he says - you'll be glad you
did.”

N
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Negotiations

& Sanctions
e “She said she would just sue me...”

e “If you continue to make these mistakes - at
very least it means a demotion.”

N
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Negotiations

¢ Force

e “l will get you...and your children, if you
continue...”

e “This assignment isn’t safe for a woman - we
can’t send you there.” $

Qb‘
2
o
o
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Negotiations

¢ Information

e “He was able to get us the information we needed
about what our competition is planning for the next
year.”

e “You think you’re being paid fairly? Let me tell you

what others are making.” $

<
2
o
o
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Negotiations

¢ EXxpertise

e “She is the most important employee here - she is the
only person who really knows how the data system
works.”

e “l don’t care if there’s a hiring freeze. Get me
someone who knows about interogerability.”

N2
N\ ¢
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+ An Elegant Solution

o “We were completely stymied. He walked in here with
a magic wand - he fit together all the pieces of the
puzzle and found us a workable answer that helps
everyone at least a little and saves face for everyone.”
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Negotiations

¢ Charisma - referent authority - moral authority

e “People would just stop what they were doing and
watch him and listen to him and do their best to
support whatever he wanted done.”

e “It was scary. But | got to my feet and said, ‘“You must

stop this.” And he did.” . $
2\

o
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¢ Commitment

e “She just never gave up. She camped outside his
office night and day until finally he had to listen.”

e “We will go to the mat on this one - let there be no
mistake. It's this or a strike.”

N
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+ Relationship - power gained or power lost
e “Friends come and go - enemies accumulate forever.”

e “l know her and she is the only person | will deal with
on this matter.”

N
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Negotiations

¢ BATNA - the best alternative to a negotiated
agreement

e “They had all the time in the world and lots of other
customers - they did not need us.”

e “The worst that can happen is that | will just go back
where | came from. | might eveg_ e that.”

$€
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Options, Strategies and Uses of Power

Uses of Power

Strategies | Options
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Accommodation
Avoidance
Collaboration
Compromise
Competitive

Mixed-Motive

Revenge
and Self-injury
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reparing for a
Negotiation

Questions to address before and during negotiation

1. Whose interests are at stake?

2. What are their interests?
3. What are the sources of power fo ﬂperson
whose interests are at stak \

4. What are all the po@p ions?

What s dt) | wish to adopt?

ommunltycollege in www.bssnewgeneration.in www.bsslifekiTfS{aflegeigye—MIT. Cambridge, MA 02139



. : . . 224
www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in
40 0of 44 1995 Prof. Mary Rowe. This exercise follows ideas
from Bruce Patton, at Harvard University.

Dealing with Difficult Tactics

1. Play the aggressive strategy right back.

2. Ignore the aggressive strategy. Lead a change in the game by proposing
objective criteria and principles that should be considered.

3. Ignore the aggressive strategy. Lead a change in the game by
concentrating first on the interests of the Other and then on your
interests.

4. “Name” the aggressive strategy of the Other and try to negotiate a
change in the game by generating options, and concenifrating on
objective criteria and interest of all parties.

5. Propose a change in negotiators.

6. Go to your fallback position yaur-BATNA).

7. Go to your “micro-BATRNA”.
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Options for complaint-handling include problem-solving and
formal options:

I. Problem-solving options, oriented toward the interests of all
parties:

A. Negotiation: problem-solving options include A (the complainant)
choosing to negotiate directly with B (the apparent offender):

» A could choose to learn how to write a civil, factual, private note or
letter to B, laying out the facts as A sees them, A's feelings about
these facts, and the remedies proposed by A.

» A could choose to learn how to go talk directly with B, with or
without presentation of the note or letter.

Drafting a private letter is usually the most helpfulfirst step Tor A to
take, in deciding what to do next. This is espegiably-truedf A is angry
and upset, in which case it may take a number of drafts to support A to
deal with rage and grief, and come to.a polite, factual version.
Preparing a private letter, whether Grpetitis sent, is almost always
helpful in choosing an option<—asnd thereafter, in pursuing any option.

A private letter maysbe'argood approach for concerns that are in part a
matter of perception, Iike arguments over who should get credit for a
successful 4dea.| Ina sexual harassment complaint, a letter may also
help, latgt an, to*demonstrate that sexualized behavior actually occurred
and that it was unwelcome. (Both of these points would be essential in
making a finding of sexual harassment if the private approach did not
work.)

If a supervisor knows that a private approach is being chosen, the
supervisor should follow up with the complainant, to be sure that the
problem has ended.

B. Informal third-party intervention: problem-solving includes
having a third party go back and forth between A and B, or bring A and
B together, to resolve the complaint. The third party could be a
designated staff person, an HRM manager, an impartial line supervisor
or department head, or other appropriate person. It is important in these
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approaches that there should be no adverse administrative action
without a process which is fair to the offended person, and to the

alleged offender. And the third party go-between should follow up to be
sure that the problem has stopped.

C. Classic Mediation: problem-solving also includes a process of
formal mediation in which A and B voluntarily choose to be helped by
an impartial person to find their own settlement. These settlements often
are put into writing, and may be on or off the record. Classic mediation
has been relatively rare in sexual harassment cases but this option is
now becoming more common. Mediation may be especially useful
where there are differences in perception, and for cases where
statements by the parties constitute the only available evidence.

D. Generic Approaches: problem-solving also includeés generie
approaches which are intended to change the systefn, or te,alert possible
offenders to inappropriate professional behavidr, ¥g'such"a way that the
alleged problem disappears. For exampleyasdepartivient head might
choose to distribute and discuss copies offiagassment policy, in order to
stop a given problem. Or a depastnierit head might encourage
harassment training, in such a‘way'as+o address and prevent
inappropriate behaviorg, GeneriGapproaches may be effective in
stopping unprofessitnal behavior and help to support the effectiveness
of individual approachesé. Generic approaches may also prevent similar
problems.

Formal options, oriented toward right and wrong:

E. Investigation and Adjudication: a supervisor, department head,
human resources manager or other appropriate staff person may
investigate and formally dispose of a complaint—or may appoint some
other person or committee to do so. This is the option that is oriented
toward win/lose—toward assessing "right and wrong." If adverse
administrative action may ensue, fairness requires: an investigator who
Is impartial, notice to the alleged offender, and a reasonable opportunity
for the alleged offender to respond to complaints and evidence against
him or her.
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Changing Behavior

1) Reinforce and reward good behavior which, as it takes place, is
inconsistent with, and blocks, the (bad) behavior that you hope
will disappear....

2) Reinforce good behavior (role-modeling from senior people,
performance reviews, etc.)

3) Punish bad behavior

4) ""Name"" what is good behavior antl bad behavior
5) Ignore bad behavior (and gogd-ehavior)

6) Reward bad behavioy

7) Alternately reward-anpd-punish bad behavior --- this will cast it in
concrete forever
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How would vou know if vou are an effective
Negotiator?

Who should decide? Should you decide, or should your
supervisor? Your Significant Other?

What about the Other? And what about other stakeholders?
Is it all about outcome? Or process? Or both?

Can you tell right away if you have been effective? Or s it the
long run that counts?

Do you have "ethical" and "legal" on yourglistef required
characteristics?

When would collaborative apeé“wiien Would competitive or
mixed motive strategies e niost effective?

How "wide" an effect "do you want to have as a negotiator? Do
well on one hegatiation? Or improve a whole system?
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NOTES on NEGOTIATIONS 101

“Negotiations 101"
begins with a “QUIZ".

| give people two minutes to decide which of the items on the list is (or is not) a
“negotiation.” After two minutes | ask them to look especially at the last item and | ask
aloud: “Is there anyone in the room who has negotiated with him or herself?” Heads nod
yes. | ask, “Is it possible to negotiate with yourself?” Again most heads will nod
affirmatively.

The answer, of course, is that all the items on the QUIZ are negotiations. | will usually
say, “As | see it, ALL interactions between two or more points of viewyare negotiations.” |
go on to point out that the “theory of negotiations covers all intetactions—personal
and professional—where there are two or more points of View¥’

Often people will raise a hand, “But ...war?” And then they*will think. And realize that war
is a use of force—in a negotiation.
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FIRST GRAPH
“There are many possible strategies in negotiation”

| start with the “story of the orange.” There are by the way many stories of the orange,
and a delightful role-play called the Ugli Orange—sometimes | tell a fanciful story about a
fight over a single orange. In all versions, persons (or teams) A and B are fighting over
an orange. Each wants the whole orange. | ask, “You are a third party to this dispute.
What will you do to manage the dispute?”

Usually someone will say, “Eat the orange.” And some will say, “Divide it in half.” |
produce Graph #1 and point to Avoidance. | will smile at a person who suggests eating
the orange, and say that there is a technical definition for the strategy of eating the
orange—called Avoidance.

| then point to Compromise and suggest that all over the world this is an essential
strategy and widely practiced. Then | will point to Competition {as ‘A will'see it) and
Accommodation (also as A will see it) and then ask if it is,@bvious that these two points
are reversed for Person B. People will nod.

Then | will point to the dot inside the triangle and ask the significance of the dot.

Sometimes someone will understandsthattfie glet'represents a damaged orange.... a
point where A and B will each get Only‘eybit=ei the orange. | ask, “Has anyone ever seen
a negotiation where that whichiis at stale gets damaged? The goods or the services or
somebody’s reputation?? Ustally many people nod. If | have time | will ask for examples.
| look for examples that shiew INTANGIBLE loss as well as TANGIBLE damage.

| point out that @&ll the points within the triangle represent INEFFICIENT solutions—value
is left omthe table. Not only are these simply win-lose solutions but they also are not
cost-effective.

Then we think about the nature of “win-lose.” Is it sometimes a good thing? Is it the best
we can do? | ask the class, “How many in the class believe in ‘justice’?” Of course most
of us raise our hands, including me. | point out that the diagonal (competition to
accommodation) IS the line of justice, as one would find it in court. That is, the winnings
of the one represent loss to the other. And | ask rhetorically, “But is this always the best
we can do? Can we do better than win-lose, in some cases?”
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THE SECOND GRAPH
“Why Does Each Party want what they say they want?”

Often someone in the class will point out that there is another way to help in the dispute
about the Orange. The third party might ask each person WHY he or she wants the
orange. (If no one in the class notices this possibility | will raise it.)

In our delightful example, the third party asks the interests of each. A says he wants the
orange for the peel—to flavor the frosting on a cake with the “zest.” B says she wants the
juice—she has a cold and wants to get better. A thus gets all the peel, B all the juice.
Each gets all of what he or she wanted. We find a wonderful point on the graph called
Collaboration.

| ask how common such a solution is, in real life. People shake their heads, “This is not
common, because of scarce resources, scarce time, scarce space.” | ask, “Nevertheless
can you give me a common example, where both A and B will tell you that they GET
more than they GIVE, in the relationship with each other?” Some people will look
puzzled. | ask again, slowly, so that people digest the oddity of.the\congept—it is
possible every day in a relationship to get more than one_gives,\andiwo people might
both feel this way in the same relationship.

One answer, of course, is the example of a vefy happy marriage—or a very happy work
team—where both parties will say that they getinadre than they give—every day. How is
this possible? Are they deluding themselvesS? ©ris it just the addition of intangibles—
happiness in being with the Other?

| will note, at this point in,the Yectures; that as a young person growing up, | was taught to
be collaborative, (whenevex | could reasonably behave this way). | thought that | was
taught to be collaborativie, because collaboration was morally better. It was not until |
took math that | realized that collaborative solutions—at least those inscribed in the
square box outlined inside the north east triangle—are (also) mathematically better, in
the sense that both A and B are better off than in a win-lose settlement.

Thus, in circumstances where a collaborative solution is appropriate—which is of course
not always the case—then a solution in the northeast square is absolutely “better.” And
any solution in the northeast triangle adds value to the two-people-taken-together. Our
two happy people are not “deluding themselves.”

So how do very happy marriages happen? One answer lies in the lines of the northeast
square that define the “box” inside the northeast triangle. Whenever something matters
more to A, then B gives in..... whenever something matters more to B, then A gives in.
The effect, for both of them, is to feel as if they live on the northeast corner that is
marked Collaboration.
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Of course, in addition, intangibles do matter. That is respect, affection, trust, friendship,
and graciousness add to the tangible value received, and help to push the negotiations
to the northeast. In fact one can almost always add real value to any negotiation, by
adding intangibles, especially by “delivering respect.”

Finally | usually ask, “If | love to cook and my partner loves to clean, and we want to
divide the housework 50/50, how should we divide the work? Should we each do half the
cooking and half the cleaning?” Usually a class immediately understands that
collaboration depends on people valuing things differently, one from the other. So
effective collaboration depends on finding out what the Other’s real interests actually are.
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THE THIRD GRAPH
“Cost Control”

Before we leave my adaptation of the two conventional graphs about strategy
and style in negotiation, | add a third one. This graph is intended to illustrate
the situation where the real interest of one or both of the parties is to injure the
other, or to take from another that which they have already. This graph is about
cost control.

(The first two graphs focus on division of something of value “on the table”
between the parties. The third graph does not require a negotiation of anything
on the table, though something may be there to be negotiated.)

The third graph is important as an illustration of a situation where the negotiator
or employer may want to prevent damage or costs.

| ask rhetorically, “What sends people west and south, or, worst, to the south
west quadrant—-in which, in order to inflict damage—-1 am willing,to accept
damage myself?”

The class is usually puzzled and concerned. There aretof geursebusiness
reasons to consider going to the southwest quadrant. | might®tut prices to drive
a competitor out of business, even if | take logSes mySelf. There are also
thoughtless, mundane examples of behayior thi$ quadrant, for example,
gossip. (If I gossip, | may hurt the Other, @r6ugih="will probably hurt myself as
well.) And there are terrible examples<<homiCide/suicide in the workplace.

The reasons for wanting,to Ifijure artother are of course complex.

But, long ago, as a young@mbudsman, | asked myself, in the context of
workplace disputes, what sends people to formal grievances or to agency
complaints or t@ couit or to “drop a dime” on someone? Are there any
commonalities?

From observations of thousands of disputes | do have one idea that is germane
to the present teaching of negotiations theory—that is, the effect of perceived
humiliation. | believe that perceived humiliation is often the parent of
destructive behavior—and that it is almost always one of the reasons for
destructive behavior. This point about HUMILIATION is, of course, the flip
side of RESPECT.

In sum, one can almost always “add value” in a negotiation, through offering an
intangible, namely respect. And one can almost always subtract value, or set
up a costly and destructive interaction, through causing humiliation, another
intangible.
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Interests and Positions

In the Story of the Orange, both A and B said they wanted the orange. In the
language of negotiation theory they stated a position.

In the story, A wanted the peel and B the juice—these are the real interests of
the disputants.

Interests, Rights, and Power

The Story of the Orange could have been settled on the basis of power—the
stronger disputant could have taken the orange. Or the orange dispute could
have been settled on the basis of rights. Someone could have asked, “Who
bought this orange and therefore owns it?” or “Who got the orange yesterday?”

But, as we saw, the dispute could also be settled on the basis of interests—by
discovering the underlying reasons why each party wanted the orange.

All three bases of dispute settlement are of course useful in real life. Of course
one wants to use the mode that is appropriate under the circumstancesyin my
class | define “ADR”, not as “alternative” dispute resolutiom but as appropriate
dispute resolution.

Tangibles and Intafigibles
| often ask the class, “How many of us,have bought something from a store where you
like the manager or service personjeyen theligh the price is higher than somewhere
else?” Everyone will raise a hand.
| then point out that.there Should almost never be a pure win-lose negotiation in ordinary
life. One can ALAWAY'S, offer respect. And | review the negative “intangibles™—
intimidation,, diSrespéct, ‘and discomfort in a negotiation.

And | add that in my experience most business decisions are based at least in part on
intangibles—relationships, trust, pleasure in dealing with certain people.
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reparing for a
Negotiation

Questions to address before and during negotiation

1. Whose interests are at stake?

2. What are their interests?
3. What are the sources of power fo ﬂperson
whose interests are at stak \

4. What are all the po@p ions?

What s dt) | wish to adopt?

ommunltycollege in www.bssnewgeneration.in www.bsslifekiTfS{aflegeigye—MIT. Cambridge, MA 02139



236

www.onlin%ducation.bfgata«aﬁrrr]'ajéeteSwwwaﬁillrﬁzn).irwer In
Negotiations

¢ Positional Power or the Power of
Legitimate Authority

e “You do what | say because I'm the boss -
that’s why!”

e “Like It or not - that’s the I%
Q/\

%66\\

W
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¢ Rewards
e “He bought his way In...”

e “Do whatever he says - you'll be glad you
did.”

N
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& Sanctions
e “She said she would just sue me...”

e “If you continue to make these mistakes - at
very least it means a demotion.”
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Negotiations

¢ Force

e “l will get you...and your children, if you
continue...”

e “This assignment isn’t safe for a woman - we
can’t send you there.” $

Qb‘
2
o
o
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Negotiations

¢ Information

e “He was able to get us the information we needed
about what our competition is planning for the next
year.”

e “You think you’re being paid fairly? Let me tell you

what others are making.” $

2
o
o
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Negotiations

¢ EXxpertise

e “She is the most important employee here - she is the
only person who really knows how the data system
works.”

e “l don’t care if there’s a hiring freeze. Get me
someone who knows about interogerability.”

N2
N\ ¢
W
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+ An Elegant Solution

o “We were completely stymied. He walked in here with
a magic wand - he fit together all the pieces of the
puzzle and found us a workable answer that helps
everyone at least a little and saves face for everyone.”

N
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¢ Charisma - referent authority - moral authority

e “People would just stop what they were doing and
watch him and listen to him and do their best to
support whatever he wanted done.”

e “It was scary. But | got to my feet and said, ‘“You must

stop this.” And he did.” . $
2\

o

N
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¢ Commitment

e “She just never gave up. She camped outside his
office night and day until finally he had to listen.”

e “We will go to the mat on this one - let there be no
mistake. It's this or a strike.”

N
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+ Relationship - power gained or power lost
e “Friends come and go - enemies accumulate forever.”

e “l know her and she is the only person | will deal with
on this matter.”

N
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¢ BATNA - the best alternative to a negotiated
agreement

e “They had all the time in the world and lots of other
customers - they did not need us.”

e “The worst that can happen is that | will just go back
where | came from. | might eveg_ e that.”

$€
N\ ¢
W
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Options, Strategies and Uses of Power

Uses of Power

Strategies | Options
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Accommodation
Avoidance
Collaboration
Compromise
Competitive

Mixed-Motive

Revenge
and Self-injury
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Strategy and Style

St U, . . .
QZ‘QQJ/ Distributive  |Integrative | Mixed Motive
Style
Competitive $

6 ‘
Cooperative ﬁA
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NEGOTIATION AND CONFLICT MANAGEMENT
15.667

Spring 2001—Mondays 2:30-5:30
Professor Mary Rowe

Three books for the class are on reserve and at the campus bookstore—these textbooks are classics
which may be useful for reference in the future. I assign all of Lewicki, and all of Ury. | assign
brief sections of Moore. You can read Moore on reserve—or consider buying the book, if you will
often be a “third party”.

* Lewicki, Saunders and Minton, Essentials of Negotiation, Irwin (Second Edition). This is a new
paperback—not the same text as last year;

* Moore, The Mediation Process, Jossey Bass (Second Edition);

* Ury, Getting Past No: Negotiating with Difficult People, Bantam.

« Other readings are on sale in the campus copy center, (15.667 Class Notes).

If you are interested in “speaking the same language” as others who have had hegatiations courses
around the world, buy and read all of Fisher and Ury’s little paperback, Gettingito Yes. (Ury has
also just published a controversial paperback, The Third Side). If§you.are interested in the
importance of social skills and negotiation skills to business sucgess; buysor borrow Goleman’s
Emotional Intelligence—and read all of it when you cam:

The course is based on: readings, simulations and ¢lass=discussions, four self- assessments, your
analysis of the negotiations of others (knowf as/Separateé Pages), writing each week in your
journal, and writing three Little Papers.gThereis no exam. 15.667 meets only eleven times—with a
different topic each week—which i§'why I ask for a commitment that you come to all classes,
barring health or family emergéneies: (¥ou basically cannot do a “make-up.”) If you do have a
personal emergency please'fet me kriéw?) The course ends a week early on May 7. There is a
double class on April 80with pizza and a guest speaker so the course can end early.

Ethical expectatigns: ¥ou are encouraged to work together with a classmate on any assignment.

However, if you arépreparing a role, you may only work together with someone else who has the
same role.

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in

249



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 250

Rowe—15.667—2

Calendar for Written Work

Grades are based 50% on class work and 50% on writing: your Little Papers, the journal and
Separate Pages. Please write in your confidential journal and write evaluations of your colleagues
every week. | will read your papers, keep them confidential, and return the papers at the next
class—no one else sees them.

1) Feb. 12

2)Tuesday  Feb. 20 Turn in Journal and Separate Pages. This journal requires:
your comments on the first class; reading the article in the Class Notes: Options and
Choice, and doing the attached exercise; scoring and discussing the Thomas
Kilmann Questionnaire; and writing about the negotiations of a classmate.

3) Feb. 26 Little Paper #1 Ethics & Machiavelli. Writing this paper
requires taking and scoring two Questionnaires found in the Class Notes—see the
instructions in the Class Notes.

4) Mar. 5
5) Mar. 12
6) Mar. 19 Turn in Journal and Sepagate Pages
Vacation
7) Apr. 2 Little Paper #2 Rerg€ived Injurious Experience. See instructions in

the Class Notes for thesP.\.E letter.

8) Apr. 9
Vacation
9) Apr. 23 Little Paper #3 Seeing Both Sides of a Dispute. See

instructions in the Class Notes for this assignment.

10) Apr. 30 Double Class with Pizza—Bring a drink? The last Journal is
due after April 30, before May 7, with Separate Pages.

11) May 7 Last class © Last day for journals and Pages.
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Class one—February 12—Introduction and Course Overview

Reading Assignment for February 12: If you have time, read as much of Essentials of
Negotiation as you can—at least read Chapters 1,2,3 and 4 which introduce the book. If you have
read the book before, this edition has been revised, so—please read it again? 15.667 will make
more sense if you have read these chapters—and there is a lot of writing due the following week.

Class: We will discuss topics to be covered in the course, the Journal and the Separate Pages. You
should write in the journal every week—see the page above for when written work is due—and
write “separate pages,” which are evaluations of the negotiations of classmates. Major concepts in
negotiation will be presented. Negotiation simulations begin, to illustrate factors that may affect
your choice of strategy and tactics in negotiation.

Thinking ahead about the written assignments for Feb 20........

Please write your first journal soon after the first class. Note the page attached to this syllabus
on writing a journal. The first journal should include:

1) How did you feel about the class negotiations? Which negotiation strategies\do yau most
naturally follow? Which conditions in a negotiation make you most.and least comfortable?

2) How do you handle conflicts? Read the Class Notes for February20-#the article “Options and
Choice” includes an “Exercise” requiring you to obsery€ hovisyou personally handle conflicts, and
how other people around you handle conflicts.

3) Fill out the Thomas-Kilmann Questionnairefeund«in the Class Notes. There is a triplex
answering sheet—developed for this course—whiCh permits you to think about yourself in three
different contexts. In other words, yothshould answer the questionnaire in three ways, e.g. thinking
about yourself at home, at worlk, wWith a boss or subordinates, etc. You could also copy it and ask a
significant other to fill it out'about you, if you wish. Please discuss your results on this
questionnaire in the jourrial.

4) Include a Sepasate Pdge, analyzing and discussing the negotiations or presentation of a
classmate. There are pages at the end of the syllabus with questions that may be useful
analysis—and feedback.

Monday next week is a holiday. 15.667 meets next week on Tuesday February 20.
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Class two—February 20—WAhat kind of negotiator am 1?

Read: “Options and Choice,” Rowe, from Lavinia Hall, Negotiation: Strategies for Mutual Gain,
(found in the Class Notes)—the Exercise self-assessment is at the end. Be sure you have read the
first four chapters of Essentials of Negotiation.

Hand in your journal, which should include the following four assignments:

1) The Class Notes reading assignment for today ends with an “Exercise” which is your first self-
assessment. Write about your conflict management preferences and those of people close to you.

2) Score the Thomas-Kilmann Questionnaire—the second self-assessment. Please write about
your scores in three areas of your life. Some people photo-copy the questionnaire and the answer
sheet for a Significant Other before filling it out, either to find out the self-analysis of the Other, or
to see how the other person thinks you would answer it, or both.

3) Write about the $2 game: How did you feel about the negotiation conditions, and the tactics you
used or observed in the $2 game? Whose negotiating behavior particularly impressed or irritated
you, and why?

4) Turn in at least one Separate Page, about the negotiation behaviar ofsomeone in the class which
you found particularly noteworthy on the first day. There are pages @t the"end of the syllabus with
questions that may be useful in this analysis. The separate page.should include the name of the
person whose negotiation you are describing. You@0 hotTeet to sign the page but if you want to
write an anonymous page—and also wish me te,give*yolreredit for writing a great assessment—
then put your name on it with a post-it, and Twitl<cemeve the post-it before giving the page to the
person named. These pages will be sent to all'Qf y0u after the end of the course. Previous classes
have suggested that this feed-back i tiseful te the recipients of the pages. My first interest,
however, is that you should betable,te analyze and understand how others negotiate, and how
various negotiations strategies, and styles affect you.

Case this week; Sttatego Aero I. (Please save your copy of the case)
For next week: Please find the Ethics and Machiavelli Questionnaires, and scoring sheets in the

Class Notes, for the assignment due February 26. Pick up your part in Terry and Josephine at
Navigational Systems.

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in

252



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in 253

Rowe—15.667—5

Class three—February 26—Distributive and Mixed Motive Bargaining

1) Read: Read Chapter 7, Ethics in Negotiation, in Essentials of Negotiations.

In today’s class we are concerned with ethics, and with classic, zero-sum negotiating problems—
the gain of one is the loss of the other. Chapter 3—be sure you have read it?—discussed the nature
of distributive bargaining.

2) Hand in: Ethics and Machiavelli Little Paper. The Ethics and Machiavelli Questionnaires are
the third and fourth self-assessments of this class. You will find the Ethics and Machiavelli
Questionnaires, and scoring sheets, in the Class Notes. If you wish, photo-copy the questionnaires
and give a copy to someone who knows you well, to fill out about you and return to you. NB: The
Machiavelli Questionnaire is at best quaint and sexist, and there are no right answers. The point is
to assess the extent to which you think or act in a way that others might think is “Machiavellian,”
and to see if you believe that your thinking and behavior reflect your own values. Please feel free
to (re) read The Prince, or recall anything you would like about Machiavelli, as you think about
this. Alternatively, just deal with the image of “Machiavellianism” and whether you think it suits
you.

Also—please write in your journal and, as usual, please write a separate page abottthe negotiation
of someone in the class (journals are handed in on March 19).

3) Case: Prepare your role in the Terry and Josephine case,If yQu can,_pfepare together with
anyone who is playing the same role as you.

February 26 Class

Case: Terry and Josephine '@ Navigational Systems. Discussion of the role of power in
negotiation.

Video: Film clips, ‘\Sheuld change be forced (distributively) or fostered (integratively), or is
change a mixed mative process that requires both forcing and fostering??

For next week: Pick up your roles for next week in the Hiring/Salary case (Barrister) and the
Performance Evaluation case (Gentle Care). Prepare with someone else with the same role if you
can.
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Class four—Mar. 5—Integrative and Mixed-Motive Bargaining

This week there is a lot of reading, writing and case preparation but nothing to hand in.

1) Read: Essentials of Negotiations—you should have read through chapter 4—read chapter 5 on
communications, and chapter 6 on power and leverage; Fisher & Ury, Getting To Yes, pp. 5-14
and 101-111 in the Class Notes; and the short guidelines in the Class Notes on progressive
discipline for unsatisfactory performance. These readings explore the possibilities of win-win
and mixed motive solutions, give background on communications in negotiation and lay out a
mixed motive protocol if you have to fire someone. (Letting someone go usually should not be
“win-lose™).

Optional reading assignment about power: read Orson Scott Card's, Enders Game, Tor, 1977,
science fiction, Hugo & Nebula awards. If you are able to read Enders Game, please consider
analyzing the story briefly in your journal in terms of negotiations theory. What sources of power
are used by the major actors? In real life, what sources of power are available to someone who is
young, and to someone who appears to be otherwise much under the control afisenior people? Are
these sources of power available to you? Attractive to you?

Under the circumstances, was there any alternative strategy available?”Thete are about three dozen
very serious armed conflicts underway in the world today. ds the Enders"Game strategy inevitable?
Is the use of force ethical, according to the ethical standards yewu'thold for yourself?

2) Write: Write in your journal, (which is duesMarch 19).As usual, please write a separate page
about your observations of someone in the class?

3) Cases: Prepare your role in Barristex, Counselor, Solicitor and Avocat, and your role in The
Yearly Review. Please preparetogether with anyone who is playing the same role as you.

Class: Role-playsaBatrister; Counselor, Solicitor and Avocat, (Hiring/Salary Case); The Yearly
Review (Perfommance, Evaluation Case). Discussion of firing an employee.

Pick up copies of the Aggressive Competitive Negotiator and Tax Books cases to prepare for next
week. Choose a partner for next week—the negotiation next week will be two on two.
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Class five—March 12—Competitive and Cooperative Styles
& Do Gender or Culture Make a Difference?

Reading and Writing and Case Assignment for March 12:

This week there is yet more reading but at least it is about effectiveness ©. You might want to read
the assignments in order, and read the cross-cultural articles next week if you get bogged down.

1) Read: Williams, Gerald, Legal Negotiation and Settlement, pp. 1-69; Menkel-Meadow, Carrie,
"Teaching about Gender and Negotiation: Sex, Truths,

and Videotape," Negotiation Journal, October 2000. If you will be negotiating with people outside
your own culture, please also read the two SMR articles in the Class Notes on “Negotiating with
Romans,” and Essentials of Negotiations, chapter 8 on global negotiation. If you are especially
interested in gender questions, read Deborah Kolb’s new book Shadow Negotiations.

Almost all students are interested in Gerald Williams’ classic book on effectiveness in each
strategy. Williams believes: "A negotiator's effectiveness is not determined bygthe pattern he
or she follows, (i.e. cooperative vs. competitive) but rather by what he orghe dees with that
pattern.”

2) Write: Write in your journal, plus the “separate page” about theyexcellent (or otherwise
remarkable) negotiation of a classmate.

3) Cases: Prepare the Tax Books case with a partnér. NB: Plgase together choose a negotiating
style and strategy and tactics that you and yourpartiier will pursue—see the tactics sheet from
Negotiations 101. Keep your plans secret frogatfig Gtfier side, but please tell me in your journals
how the planned choice of strategy,style and tastics influences (if at all) your negotiating, and the
outcome of the case. See if you are able to figure out which strategy and style the other team
adopted? In real life, can y@u récognize the strategy and style of others?

Please also preparg,theé Aggressive Competitive Negotiator with your partner. Come up with
several suggestion§ ahdut how you might deal with this ACN.

Class: discussion of dealing with an Aggressive Competitive Negotiator, and of the roles of gender
and culture in negotiations.

Case: Tax Law Books (negotiated two on two)

Pick up your role in Telemachus, for next week. Please prepare with someone who has the same
role.

www.bsscommunitycollege.in  www.bssnewgeneration.in www.bsslifeskillscollege.in



www.onlineeducation.bhar atsevaksamaj .net www.bssskillmission.in
Rowe—15.667—38

Class six—March 19—Negotiating in Context

Reading and Writing and Case Assignment for March 19:

1) Read: If you did not get to the other chapters of Essentials of Negotiations in the last two
weeks, try to read them now please. Also read Goleman, Daniel, Emotional Intelligence, pp. 35-45
and pp. 148-163, found in the Class Notes. This book reviews a lot of evidence that managerial
success depends primarily on social skills. Please be thinking in all your current negotiations,
about the importance of your having a strategy, on the importance of preparing for current
negotiations and on converting win-lose to win-win.

2) Hand in your journal—plus separate pages about people who have inspired you, or who have
done something you find questionable, in class negotiations. The journal—covering classes and
readings (and your life?) during the period February 20 up to today—is due today.

3) Case: Prepare Telemachus, (but not the Coalition case). Prepare together with anyone who is
playing the same role as you in Telemachus. Please pay special attention to the question of
choosing a strategy and style and planning your tactics—again please review the Tactics sheet
from Negotiations 101 and review the possible roles Ury describes for a Thirdsider—two
pages at the end of N101.

Class: Discussion of negotiation in a team setting and in coalitions.
Cases: Telemachus and Coalition

Next Week: Please do the reading for April 2, beforé'yowWrite your P.1.E. letter. Then read the
instructions in the Class Notes on how to writesa PA«E - Tettef. This letter is your Little Paper #2,
due on April 2. You may turn this assignment in-earlyif you wish to because you are taking a trip.
Please try hard to follow the instructiong eventif you think they are too rigid?

March 26 HOLIDAY WEEK

Optional assignment: Enders Game, as suggested earlier and/or Joan
Slonczewski's A Door Into Ocean, Avon, 1986, science fiction, which presents a profoundly
different view—from Enders Game—of sources of power in dealing with armed conflict. As with
Enders Game, this book may interest you especially in the light of hostilities in many parts of the
world. If you do read either or both books, please consider writing in your journal your responses
to the questions | asked for Mar. 5, with respect to Enders Game?
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Class seven—April 2—Origins of Conflict—Dispute Prevention—Delegating
Conflict Management to the Disputant

1) Read: Felstiner, Abel & Sarat, "The Emergence and Transformation of Disputes: Naming,
Blaming, Claiming..."; Rowe, "Helping People Help Themselves”, Negotiation Journal, 1990.
These readings discuss how conflicts begin and develop and how they can be handled at the lowest
possible level. The Rowe paper is essential for the second PIE Little Paper. NB: usually half
the class hates the Felstiner, Abel & Sarat article. If you are in that half, please skim it anyway? It
is a well-known classic and the article may grow on you if you become interested in dispute
prevention at home or at work or if you find yourself dealing with difficult conflicts.

If as a manager you will be handling personnel complaints of any kind, skim the MIT Guide to
Dealing with Harassment (http://web.mit.edu/communications/hg/) which describes a systems
approach to complaint-handling with respect to one broad class of workplace issues. See
especially the Quick Guide, chapter 3.

Discussions of dispute resolution systems, and discussions of “interests, rights and power” in the
context of conflict management, raise serious ethical issues. Is it ethical to resglye &riminal matters
or public safety issues in an informal (problem-solving) fashion—without'an inyestigation and
without disciplinary action? At the other end of the spectrum, is it efifical to'deal*with conflicts
involving free expression through disciplinary action? Throughgrablem-salving? Only through
problem-solving?

Do you believe complainants should have optionsavith respegt to harassment and discrimination?
If so, should complainants always have optiensg Wiien ¥€S, and when no? What options should
managers have and when? As you read theseymét@ridis please ask yourself and tell me—is it
possible for a manager to prevent reprisal agaist'a whistleblower or other complainant—or a
person who strongly dissents frem a pasitiort taken by an important person in the workplace?

2) Write: in your journal—and Yook for behavior in a classmate that will inspire a separate page.
3) Hand in LittleRaper #2: “Perceived Injurious Experience.” Please try hard to follow the
instructions inthe Clas§ Notes, even if you think they are too rigid?

Class: Videos on complaint handling.
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Class eight—April 9—Your Employer's Dispute Resolution
& Complaint Handling System

1) Read: the excerpt from Cavanagh, Business Dispute Resolution; and Rowe and Bendersky,
“Workplace Justice, Zero Tolerance and Zero Barriers.” If you did not have a chance to read the
MIT Guide, consider skimming at least chapter 3 for today? It is available on the MIT Web at
http://web.mit.edu/communications/hg/ . Contemporary best practice suggests that employers
should not only offer conflict resolution options, but build integrated dispute resolution systems.
(Was there an integrated system at the place you worked before?) If you will be working in an
arena where there are “zero tolerance” policies for illegal behavior, the Rowe article discusses one
reason why zero tolerance policies are problematic unless embedded in an integrated system.

2) Write: your journal and, if possible, a separate page. If you read or skimmed the MIT Guide
consider writing a paragraph of critique or commentary. Read the questions posed for last week
and answer them?

Class: Case examples and discussion

Preparing for next week: Read the instructions (in the Class Notes) far Little\Paper #3, “Seeing
Both Sides of a Dispute”, due April 23.

Pick up Stratego Aero Il. Check to see that you still haye Stratego Aero I. You will need both I and
Il to prepare for next week.

Before you leave class please arrange to prepéaretégether with one or more people playing the
same role as you in the mediation next Week. Rgeparing for any important negotiation is probably
the most important skill in negotiatiars, It is especially vital if you are going into a mediation in
any role. You will find the Moare feadings useful, so try to do the readings for next week before
you meet with a colleague Whe has the same role. See also the Moore chart found toward the end
of N 101.

April 16 HOLIDAY WEEK

Optional assignment: rent the video "The Return of Martin Guerre.” The question is, whom can
you believe? Is it possible to tell if someone is lying? If so—how will you do it as a manager? If
not—how will you manage?
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Class nine—April 23—Conciliation and Mediation

1) Read: Moore, "How Mediation Works," pp. 41-77, and "Designing a Plan for Mediation" and
"Building Trust and Cooperation,” pp. 141-192. If you did not buy this text you may find copies on
Reserve. These readings lay out elements of strategy, tactics, and process for non-adjudicatory,
third party intervention. In your next job you will almost certainly have to function as a third
party intermediary. You may also be helping colleagues and bosses, and you may be supervising
subordinates, as they mediate informally or formally. You are also very likely to be engaged in
mediation on behalf of your employer, since so many companies are now switching over to using
internal and external mediation in at least some employment and contract disputes. So—read as
much of this book as you can.

If you are not interested, you may find the book dry and too thorough. In this case, skim whatever
you can stand of it and remember this book next year as soon as you need to know the material,
because you will find everything here.

If you are too totally swamped to read anything, then study the Moore chart found at the end of
N101 and then apply it to Stratego | and 1l to prepare for the mediation.

2) Write: Write in your journal and—if possible—a separate page,

3) Hand in: Little Paper #3: Seeing Both Sides of a Dispute (ifistrugtions are in the Class Notes)
4) Case: Prepare Stratego Aero Il. To do so, you shouid*iave re-read Stratego Aero | as well as
your Stratego Il Secret Instructions. Prepare togetherwifisomeone who is playing the same role
as you and please prepare carefully. Otherwiseyou witl mess up your colleagues’ role-playing,
and they will write me fierce notes about requiring people to prepare better.

Case in class: StrategoeAeroM], (the mediation case) and discussion.

Pick up cases for next week. These cases are somewhat controversial. Can you find a classmate, or
someone else quite different from you, to read the cases together with you, and help prepare for the

class discussion?

Remember the double class next week 2:30-8:30 with pizza.
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DOUBLE Class—April 30 — Investigation, Arbitration
& Exceptionally Difficult People

1) Read: Read Lewicki, chapter 9, and the Halliburton “Dispute Resolution Program”. These
readings illuminate dealing with difficult situations, and third party intervention. The
Halliburton program is a benchmark example of an integrated system with the option of
outside arbitration. It is now seen as best practice—with one big shortcoming in my view—
namely, “imposed” arbitration. (Are you willing to sign away your ability to sue your
employer as a condition of employment?)

2) Read Fein, Vossekuil and Holden, Threat Assessment (taking a systems approach to targeted
violence) as preparation for the evening presentation.

3) Write: in your journal—and try for a separate page? By now you are totally exhausted with the
semester, but the colleagues you write about will (probably) be grateful—and you need all the
practice you can get in evaluating Others.

The last journal (covering the period March 19 through April 30) and separate pages, are
due after this class, any time later this week.

3) Cases: Please prepare to discuss the cases. If you possibly can, pregare hy asking people outside
the class—preferably ask someone who is not of your owndackgrougd«<—what should happen in
any of these cases. There is no role-play preparation.

Class: Certified Public Accountants, Ing¢. (Theft); Discussion of cases distributed in class (drugs,
whistleblowers, and a convictedemployee).

Evening Discussign of vielénce and the fear of violence in the work place, with Dr. Robert Fein,
forensic psychelogist

This week is a double class with pizza—2:30-8:30pm. Wear something comfortable and bring
something to drink? If you would like to bring your significant other to the evening lecture, please
let me know so | can order enough pizza? If you have any dietary restrictions please let me
know—we can sometimes make appropriate provision.
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Class eleven—May 7—More Negotiating with Difficult People

1) Read: The third text for the course: Ury, Getting Past No: Negotiating with Difficult People.
My recommendation is that you read the whole book—it is short and easy to read, and
arguably one of the two or three best books of its type in negotiations. Read also Levinson,
"The Abrasive Personality.” These readings suggest ideas and modes that you may find
helpful if you know anyone who is a difficult person.

The Ury book can be remarkably helpful if you can get both parties to a dispute—two of your
colleagues, for example—to read it. By the same token, if you know an abrasive person, the
Levinson article may be useful—and usually not offensive—to such a person. (Abrasive
personalities usually do not see themselves as abrasive and are therefore sometimes very
interested, if puzzled, to see the main elements of what other people see as abrasiveness spelled
out.)

Optional—if you have time: Ekman and Smoller, “Who Can Catch a Liar?”” from American
Psychologist, September, 1991—this article got a lot of attention during the Clarence Thomas

Hearings; and Smoller, "The Etiology of Childhood."” This last article illuminates the point that
“things are not necessarily what they seem”©.

2) Hand in: Your journal (covering the period since March 19) and segarate pages are due today if
you did not send them in during this past week.

Class: More discussion of difficult people angd exeerpts“from a movie.
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Analyzing the Negotiations of the Other Negotiator

Did the Other appear interested in your interests? In your possible sources of power? Did
the Other appear to listen effectively? (Note examples if you like.)

Did the Other appear to you to know his or her own interests? If so, to what extent were
they clearly presented to you?

Did the Other appear to have a consistent strategy? What was the style of the Other? Which
sources of power did you feel the Other was using?

Was the Other prepared on the facts, as far as you can tell? Did the other appear to be
negotiating appropriately within the implicit or explicit "rules of the game™ (or the laws of the
land/company policy, etc.)?

What tactics did the Other use (refer to the Tactics sheet in Negotiations 101)? In
particular, was there any shared development of options? Of principles to decide any given point
in dispute? If there were concessions were they reciprocal? Did the Other exhibit any especially
effective or ineffective tactic? Would this—in your opinion—have been effective @r ineffective
with others than yourself?

Did you feel respect or disrespect from the Other? How digfyou,feel that the Other
responded to your own strategy, tactics, uses of power, successes ORerrors?

Overall—how do you feel about the process2=Ands-alaout'the outcome? Would you trust the
Other with an important negotiation of your own?

Giving Feedback o _the Other Negotiator

You may want to comment'en all"of the points above. Or you might want to elaborate on
one or a few.

Effective feedback is specific and factual. It uses examples. It is couched in "I statements”
("l thought that yau..." “rather than "You did this..."). It emphasizes the positive and/or the future,
where at all appropriate. It is always civil and respectful— with the intention to bring the Other to
one's side rather than making the Other defensive. (In general it is not useful to speculate on the
motives of the Other unless you need to for a very unusual reason such as feedback in this class.)
Wry or humorous feedback often works very well where the mode of humor is self-deprecatory or
at least clearly not sarcastic or offering ridicule to the Other.

As you use this worksheet, you will obviously be thinking about your own negotiating.

Please in specific think about which tactics and sources of power work best for you? To which are
you personally the most vulnerable?
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Observing the Negotiations of Others as a Third Party

Did A or B's opening statements reveal any true interests?

Did A or B share relevant information?

What sources of power did each party appear to have?

What sources of power did each party appear to use?

Did either party use commitment tactics?

Did either party try to exploit weaknesses of the other?

What bargaining style did the parties exhibit: accommodative, competitivejcormpromising,
avoiding, collaborative, or mixed?

What strategy was each party using? (distributive, integrative, mixed motive)

What tactics of either party were especially ngtewdrthy?

Did either party seek to understand and respect the interests of the other?

Did either partyshelp te develop new options?

Did either party participate in the creation of a face-saving solution?

Did either party emphasize the relationship as much as the settlement?

Subjectively speaking, do you trust either A or B?
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Mary P. Rowe
Cambridge, MA 02139

DRAFTING A LITTLE PAPER

ON A

PERCEIVED INJURIOUS EXPERIENCE

This assignment is to write a letter to a person who has offended you. Try to
think of a real or imagined incident, in personal life or work life, where you will write a
letter to a person who, as you perceive it, has "injured" you. (Please do not actually send
this letter without further discussion.) In real life, drafting such a letter may mainly serve
to help you (or someone you are counselling) to organize thoughts about how next to
proceed. (In real life probably half the people who draft such a letter decide simply to go
talk with the offending person.)

The purposes of a PIE letter are several:

1. To illustrate that each person can deal ¢tfectively, on his or her own, with
many offenses, (at least in the context of North American society);

2. To illuminate how complaintgdndygricvances sometimes arise from
differences in values and in perceptions, @s*Contrasted with different understandings of
fact;

3. To show that'it nay help to communicate directly with an offender, especially
where a PIEa@risgs from ditferences in perceptions and values;

4. Teteach the fact that communications will go better where facts are separated
from opinions, judgments and feelings; where statements which could appear to be
opinions are labelled as such; and where the offended person can offer a sensible
solution. These points make each sentence in a perfectly drafted PIE letter more difficult
for the offender to refute, and the letter more likely to be successful;

5. To show that there are powerful ways to resolve disputes without direct third
party intervention and without endangering the privacy or rights of the offender.... and
that a prepared address by an offended person (in writing or in person) may permit an
offended person more control over his or her life.

6. To teach the preparation of such a statement for use in pursuing another
dispute resolution option if desired;
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7. To illustrate a method that may help an injured person to deal with his or her
feelings and the disruption in that person's life.

Please read "Drafting — and Perhaps Sending — a Private Letter to a Person
Who Has Harassed or Offended You." There are many good ways to write a letter; for
the purposes of this assignment, please follow the suggestions provided.
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DRAFTING—AND PERHAPS SENDING—A PRIVATE LETTER TO A PERSON
WHO HAS HARASSED OR OFFENDED YOU

If someone has offended you, you may wish to draft a letter to that person. There are many reasons to do
this. If you have been very upset, drafting a letter—or writing several drafts of a letter—may make it
easier for you to deal with the rage, grief or confusion. You may also find it easier to deal with your
feelings and with the offense if you first sort out the facts from your feelings. It will also be easier to
choose an effective option for dealing with the offense if you first collect the facts and think clearly about
any damage you have suffered because of the offense. In fact drafting a letter to someone who has
offended you is perhaps the best possible preparation for all the major options open to you for dealing
with the offense: approaching the offender directly, in person or on paper, seeking informal third party
intervention, formal mediation, formal grievance or legal suit, and efforts to deal with the individual
offense “generically.” It will also make it a little more comfortable to postpone or forgo action if you
decide for any reason that you should or must do this, because you will have collected the evidence
together in case you change your mind. If you are not at all sure what you want to do with respect to the
offense, you may find it is suddenly much easier to decide after you write a number of drafts of a letter.
And it costs nothing in terms of privacy or money.

Writing a final draft of this letter may take a little time. If you have been hutt, ifyyoufeel very angry, if
you are at all afraid, you may find you need to write several drafts. Denot betwortied if your first draft
is a messy stream-of-consciousness, and do not worry about the tancyofourearly drafts. In fact the
more upset you are, the more worthwhile it is actually to write drafts of adetter. People who have used
this method suggest that writing may help to "get the angér outside yourself," and that it helps one to
remember the facts. In addition, in case you send th¢'letter, yollr last (polite, civil, factual) draft will be
more effective if early drafts have helped you deal with yoliFteelings.

As you decide whether to send the letter, you mayvorry whether a direct approach to the offender will
cause that person to retaliate. This,is arhimportant question to consider, but in North American society a
well-prepared, direct approach td\an‘effender may actually be the option least likely to result in
retaliation. Remember that most people in this culture would rather hear about a problem directly, and
not from a third party.

If you send the lettér you should keep a copy; this is likely to help in dealing with the problem if there
should be retaliation or if the offense recurs. Letters like this help to build evidence. You may not be able
to prove that the offense took place. But if you send a letter you can prove that you thought the offense
took place and that you took a civil, responsible, private action to get the offense to stop.

A letter can be used by anyone who feels unreasonably offended, intimidated or harassed. It is
particularly useful where people's backgrounds are different. For example energetic managers may
offend older people, with allusions to age, without really understanding the offense. Ethnic slurs, anti-
Semitism, anti-gay jokes, poking fun at the disabled, racist behavior and sexual harassment are all
problems where a letter may help. Letters have been effectively used by non-technical people who feel
that "the computniks are sneering at them" and vice versa; so also with smokers vs. non-smokers. A
letter may help you to deal with the garage that messed up your car. (A letter may also be a useful
response to someone who has written you a letter of complaint).

I do not recommend a "form" letter. Sometimes a brief note is better among friends. Whatever the case,
the letter should fit the particular situation exactly.
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I do recommend three parts to a note or letter. The first is an objective statement of "the facts as I
perceive them." No feelings, judgments or opinions belong in this section. (This section may be hard to
write even after many drafts. If you plan to send the letter consider asking some trustworthy person to
help you get the first section down to just facts. One test for a "fact" is whether it could have been
recorded on audio tape or video tape). In serious cases it will help for this section to be quite long and
very detailed. It must be scrupulously accurate, to be effective (and fair). The first section should not
use euphemisms. It should be very matter of fact. If you are not sure whether a statement is factual, and
want to include it, then say "I believe (this happened)”; “I think (this was the case)."

The second section is for opinions and feelings. "This is how the facts as I know them make me feel."
This is the appropriate place for a statement of damages if any, "I feel I can no longer work with you;" "I

n

was not able to work effectively for the following two weeks...."; "I felt terrible about what you did...... .

Finally you should state clearly what you think should happen next, and, if appropriate, you can ask for a
specific remedy. "I ask that our relationship be on a purely professional basis from now on." "I want a
chance to go over my work with you again and to reconsider my evaluation (grade)." "Since I was
unable to go on this sales trip because of your behavior, I want immediate assignment to the next trip."
Sometimes you might wish to request a sum of money, if that is an appropriate remedy.

Many people ask if a letter really should be the first or the only attempt to deal with affensive behavior,
and of course the answer is that this depends on the people and the problemjand‘it d€pends what you
want out of the situation. Criminal acts may better be brought to the atfention\of stpervisors and/or the
courts. Those routes might also be the best if you believe “that the offetder should pay for what he or
she did”. At the other end of the spectrum you might wish toqyrite a létter;and then not send it. (You
could also consider forgetting the incident in the spirit offfoleranec of diversity.) Also, many people
prefer to try talking with an offender before sendingg letter, and there are many ways to do this
effectively. Or you can talk with the offender after giving thi€ letter to him or her.

A letter may be an especially effective chpice when'verbal remonstrance has been ignored. It can be
especially useful with sexual haragsment, withoffenders who believe that "no" means "maybe" or "yes".
A letter may work well in situatigns Where an offender seems to have no idea of the pain being caused,
that is, for people who "just donit\get it". Writing a letter may be particularly helpful when an offended
person fears to come, forwvard, because she or he lacks conclusive proof of the offense, or where the
offended personeyishcs, to avoid the situation of "his word against mine." Letters are useful beyond the
hope of stopping offensive behavior; they provide more evidence for management or a court to take
action if necessary, in part because they provide evidence of the “unwelcomeness” of the behavior that
offended you. Letters are especially effective in dealing with very powerful people where a junior person
otherwise has little leverage or fears retaliation. Writing a letter may provide hope of ending harassment
when you wish to avoid public exposure, and to protect your privacy, if, for example, “all you want is for
the harassment to stop.”

Letters are especially useful where a school or corporation has well-drafted policies against (all forms of)
harassment. They work best where there are responsible grievance counselors to help in sorting out
alternatives and in drafting letters. They may however be written anywhere by any responsible person
seeking in an orderly way to stop offensive behavior. A letter may be a good choice when you
particularly wish to be scrupulously fair, (because no supervisor need see the letter). And letters often
work well in union situations, for example, worker with co-worker.

Once the letter is written, your actually sending the letter to an offender should be carefully weighed

against other alternatives. As you think about this remember that once the letter is sent, that copy
belongs to the recipient, who then has control over it. The recipient may tell other people, and may write
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you back to “set the record straight.” Should you instead send a formal complaint letter to a supervisor?
Should you now go talk with a trusted colleague or personal or legal counsellor? Or with a women's
group or a spouse? Sending a letter is an option that is likely to protect your privacy, to avoid retaliation,
to get the harassment stopped, and to provide you with more evidence if needed. But it is not certain to
work and you will want to consider other options carefully.

If you want your letter to be a private communication, I usually do not recommend sending copies to
other people, since they may decide to act on the matter. If you have decided to bring a formal
complaint, then revise your letter as a grievance, and address it to the department head or higher
supervisor of the offender (or to another appropriate person). Either way, be sure to keep the letter and
proof that you sent it, (the statement of a friend who watched you deliver it, a registration receipt, or
whatever made sense for this letter). These proofs may be needed for evidence.
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Ideas about the Little Paper on Ethics and Machiavellianism

- Be sure you pick up both Questionnaires: Ethics and Machiavelli.
- Pick up the scoring sheets.

- Fill out the two Questionnaires and locate yourself with respect to ethical and
Machiavellian questions. I am not so interested in your score, but in how you think
about these questions as you negotiate in your professional (and personal) life, and your
own reaction to your score. So the Little Paper should tell something@about how you
think about ethics in negotiations, and whether you find yougselfy more¢ or less
“Machiavellian” than you thought.

- You may talk with anyone about these Questionnaiges” and your reactions to
them. If you wish to, please talk with close fiiends and family about the questions.
Some students have xeroxed clean copies tg ask their Significant Others to fill them out
as they think (you) would do. )

- If these questions have religigus§ significance for you, please use these two
weeks to discuss questions with, appropriate colleagues and clergy and family? Feel
free to make a phong call tonget your company's or professional association's Code of
Ethics.

AHavyewou been thinking about these questions as you negotiate at school? At
home? At work? Do you think your moral values will constrain success at
negotiations? Enhance it? Is this the same or different for your situation at work or at
home?

- Length of Little Paper: Like all teachers, my major advice is: "please cover

the subject." Most students write 2-10 pp. If this subject is important to you and you
think writing just one Little Paper is absurd, then pick up on the topic in your journal?
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LITTLE PAPER

How Did These People Get Into This Dispute?

The purpose of this Little Paper is to write about how each of the parties to a
dispute got to the position in which we find them.

You may use any dispute you wish to choose, but please pick one with sharply
differing points of view. Students sometimes pick topics like smoking/ne snigking
disputes, a dispute about academic credit, or rights within the family§or sharpsgonflicts in
the workplace. If you have no better idea you are welcome to use "Jogandiosephine".

If you choose a different dispute than "Joe and Jos¢phine'gplease first tell me
briefly the presenting situation, as a manager or otlier thied \party might perceive it. For
example, "I came into the office and found Ashley*@and Jody yelling at each other
about...." Wherever you come from, please feel’fréé+6 describe a dispute that could
occur in your own country. If you write upyour6wn dispute, please choose one with
two (or more) quite different points of views

Now, your mission. ¥our tiission, if you are willing to undertake it, is to write a
page or two about,how'each character got where he or she is. What is each thinking?
What are the valuestand féelings and perceptions of each of these people? How did this
situationarise ™\, Your Characters do not need to be people you would personally respect,
but most péeple riost of the time are doing the best they can, so tell me if you will, how
these people see their own situation, in their own terms.

The purpose of this paper is more practice in being able to "be" another person

than yourself, briefly — to be able to understand the interests of the Other in order to be
able to predict what the Other will want and do next.
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