
5. DRIVE CHANGE
"Wishing won't make it so," was grandmother's sage advice.  And nothing just happens within organizations without management taking the lead.  The Easter Bunny won't bring better results, the Tooth Fairy won't show up with better Customer ratings, nor will Santa arrive with what you're looking for.  In this world of ours, "If it is to be, it is up to me."

This chapter will look at elements of the leader's job that will help to initiate ideas, get people involved and motivated in making change, deal with the inevitable change resistance problems, and even look at how to avoid or manage conflict.  For many, the driving of change is the most difficult area of managing, yet it is where careers are truly forged, and where the challenge of human interaction at work must be met.
A. Change Managing
The management of change has become a critical skill area for most managers in an era of revolutionary and explosive change.  In earlier times the amount of change that had to be mastered was usually reasonable, there was time to react.  More commonly today, the manager must deal with greater and greater amounts of change in a shorter and shorter time span.

A badly managed change, whether a new policy, project or procedure, can have disastrous effects on organization functioning and manager reputation.  Indeed, one of the key characteristics of the effective manager is the ability to deftly lead his/her people to change acceptance and smoothly weave the change into the organization fabric.

The Action Plan for Managing Change provides a number of detailed approaches that are useful in making sure that all the necessary steps required to manage change have been taken.  Use only those sections of the Action Plan appropriate to the situation.

Fast Action With Teams & Individuals
Excellent organizations are those making a sustained effort to solicit manager and Associate ideas about improvements and changes.  Not every idea in an organization is worth its weight in gold, but there's a lot of value in most of them.  What happens to turn ideas into reality?  Nothing, unless there is a system to handle them.

Flex = Innovation x Speed
As we move into the 21st Century, there is a dawning awareness among accounting professionals that the true value of an organization is reflected less in a balance sheet where financial assets are reported, and more in the intellectual assets available to the organization.  Intellectual capital is made up of both structural capital (defined procedures, patents, systems and existing solution protocols) and human capital (current ideas, morale, problem solving systems, aggregate intelligence).  In short, is our organization smarter than the competitor, can we beat them with the brains of our people?  Can we out-think our problems?

To that, add the concept of speed.  Any idiot can solve a simple problem if given enough time.  Can we solve the problem fast, and then can we change the organization so it rapidly implements our ideas?

In the past, most ideas had to funnel up the hierarchy and success depended on how good an individual manager was in selling those ideas.  In a rapidly changing time, the upward funneling of ideas usually breaks down as a way to get problems solved.  With all due respect to people in the executive ranks, there are too many problems that need to be solved for executives to keep up.  In addition, executives often just don't understand what needs to be done.  Something has to give and that something is turning more and more decisions over middle management, first line supervision, and Associates.

One of the best ways to do that is for the organization to make the transition to speedy Do-It Group (DIG) managing and away from the go-slow control of committee-itis.

"Everything is in Need of Improvement, Continuously"  

This quote from Edward S. Deming, the guru whose quality improvement methods were helpful to Japan's economic revolution, sets the stage for understanding the need for greater use of small groups to solve problems.  Initially the biggest obstacle to getting problems solved is that people don't see that it is a problem.  "If it's not broke, why fix it?"  Our answer:  Everything is broke!  Every form, practice, procedure is imperfect.  Even if it works much of the time, everything remains in need of improvement.  Given the rapid pace of change, we cannot be successful by doing next year what we did last year, or even this year.  In a rapidly changing and imperfect world, let's admit as a heads-up starting point, that  everything we're doing needs to be fixed, revised, improved, even scrapped altogether.  Therefore we do not need to be defensive about our existing approaches, but can go on the offense of attacking imperfections with gusto.  Professional managers never make the mistake of defending the status quo, for theirs is a game of offense.  "Everything is in need of improvement."
The problem that many organizations have, once they're willing to admit that something does need fixing, is that they get caught up in the perfection trap.  First they couldn't admit that things as they are are imperfect, now they compound the problem by looking for perfect solutions!  They do not see that just as nothing is perfect, there can be no perfect solutions.  There are only partial solutions, partial answers, partial improvements.  Even if we think of today's answer as the perfect solution, tomorrow will teach us that it wasn't perfect, it was just the best we could do at the time.  What does this mean?  It means that managers should be content with partial answers, the best we can do to be sure, but not hold up getting improvements into the system as soon as possible.  We'll do the best we can today, make those changes now, knowing that we can always come back to a project and make other improvements later.  Thus we have a bias for action, not the bias for inaction for which most organizations and committees are famous.  "Everything is in need of improvement, continuously."
What would happen in an organization where managers studied a problem for a reasonable time, made their best decision and then implemented quickly rather than waiting and waiting for a perfection that never comes?  A lot more change would happen.  Also, if managers operated in an organization culture that dictated that everything needs to keep improving continuously, they would then feel free to come back to a project later on or to invite others to improve it.  This would create a more flexible feel to the organization and a view of change as a continuous flow rather than a discrete event.

The way continuous improvements become possible is through task forcing. 

What is a DIG?  

A DIG is not another go nowhere, do nothing committee.  It is not an eternally meeting group that winds up producing a camel when it started out to design a horse.  Consider its name.  This is a group that focuses on a task, a specific issue, a single problem.  It doesn't attempt a global or too broad approach to things.  It focuses on something that is possible to get our hands around.  Then it forces a solution.  It brings enough energy and commitment to the problem that some sort of change happens.  This is not a study group, it is an action team.  It is set up to attack a limited objective, fast, and furiously.

Some organizations have fun with the concept by naming them Hit Squads, Swat Teams, Ninja Managers, Commandos, Samurai Warriors.  Consider the Samurai.  They were a highly trained elite corps of fighting professionals.  They believed in a code of conduct and values.  They did not owe allegiance to the Emperor but to doing right and driving out evil.  Often they worked in small groups to defend a client village against criminals.  Like the ancient Samurai, managers are professional, values centered, committed to getting the right results.  So, draw your sword!

How Do DIGs Function?   

The following guidelines are suggested:

· Any member of management can authorize setting up a DIG.  Executives are usually advised of the DIG formation, but are not to be bothered with formal authorization.  Never set up a DIG where the task is small enough to be handled by one responsible party.

· The DIG chairman selects 2-6 other managers or Associates to serve on the DIG.  Get as many affected parties together as possible, touch base with others for input as needed.

· Pick a small, doable project, not the complete remake of the organization.

· Set a deadline to knock out some form of solution within 30 days or less.  Treat the 30 days as the outside limit.  On rare occasion the DIG may decide to extend the project for another 30 days.

· Where a project is big and complex, set up multiple groups to crunch through it.  One DIG is often the source of many DIGs or JDIs. 

· When the DIG is completed with its task, the group disbands.  Members are then free to participate in other DIGs.  Some organizations set a requirement of managerial participation on at least six DIGs a year to assure that the organization is continually being prodded. 

· Make sure that all members are sparking.  Remove non contributors calling it a rotation.  Recruitment and membership questions should primarily be decided by the DIG itself.  Don't let conflicts on this group hold up progress.      

· Use MANSYS meeting management guidelines to make the time  productive.

· Remember that we're after improvement, not perfection.  Your mission is not 100% of all the things that could be done in some ideal universe, but rather 60-80%.  Make it better and let another group improve it later as needed.  Action is the name of the game—now.

· Include supervisors and Associates as appropriate and help them learn group process skills.  This creates a labor pool for other DIGs in the future.

Integrate Task Forcing With the Line Organization   

DIGs often work better and faster than the line organization.  That can lead to a false conclusion that somehow the line is to be circumvented or that executive directives represent a conflicting set of objectives.  The reality is that DIGs are an outgrowth of the regular organization and that they serve at the pleasure of the executives who hold organization-wide responsibility.  

In organization development terms, committees, interdepartmental rotations, and DIGs are referred to as "integrators".  They serve to tie together pieces of the organization that are "segregated" by line divisions.  As integrators, they help communications and problem solving.  DIGs are often the most exciting sites of action because they build the manager's power role and add a lot of speed to organization change.

Managerial Rules for the Road  

From experience it has been found that there are some rules that must be followed if DIGs are to be supported by executives and allowed to function as freely.  They are as follows:

· Managers must not undercut the executive layer or assume they can operate without executive approval.  This may require some extra selling or political effort.  Do not be seen as a loose cannon on the deck.  Do not betray the enormous trust placed in you.

· Executives should be brought into problem definition, review and discussion as needed, but don't become dependent on them.  Don't bother them needlessly or until you need a final decision from them.

· As you gain confidence and experience, start asking the question, "Do we even need executive approval for this?"  One of the goals is a management team that is able to function in running the organization on its own, without waiting for orders or approvals from executives.  Wean away as soon as possible on those issues that don't need executive approval.

· Become a new power bloc.  It is imperative that you become a new power factor in running the organization.  There should be no undermining of executives or normal line authority, but rather the addition of power at the middle management level and below.  One of the major concepts of the course is that decisions should be made lower in the organization, things should not be referred upstairs, and fewer approvals should be asked for.  Executives are learning too, so be patient as you help teach them and your fellow managers that a new group is stepping forward to help get things done.  An extension of this concept should be to inculcate this kind of thinking in all of the DIGs.

· Get results.  The goal is to punch out some results quickly.  Results prove to everyone that you are a force to be reckoned with.  Results earn you greater and greater latitude.  Results are the best executive tranquilizer around and the best way to improve your career prospects.  You've been given a chance to shine—don't blow it.

· Have a good time.  Use at least some of your time as a way to relax together.  Getting the task done is the major objective, but building the team is also important.  One of the objectives on any DIG is to break down some of the animosities, interdepartmental conflict, and just plain lousy communications that exist.  We can't always fix or resolve all that old business directly, so we're going to attack from the side and tickle them in the ribs.  People who party together and who get to know each other in the process are going to be a lot easier to work with.  Remember, people need to be "fluffed up", the way you fluff up a pillow.

· One of your objectives is to pull off a shift in the management culture.  Get a new thought in place—we as middle managers run operations around here, not the executives.  Get creative.  What else could/should your group do to benefit the cause of excellence, service, empowerment and job joy?

Executive Rules for the Road  
There are also ways executives must function for DIGs to be really effective:

· Meet regularly with DIG chairpersons to review how things are progressing.  Usually a meeting before the DIG starts is called for to lay out your expectations and regular review meetings as needed thereafter.  Help them get set up and help them with road blocks to move things along.

· At the same time, don't get overly involved and don't try to run the DIG like one of your departments.  One of the objectives is to empower managers.  If you make them dependent on you or steer the ship to much, you've just lost the ball game.  

· Follow up on recommendations.  A stream of recommendations will be coming to you from the DIGs in which you are responsible.  Do something about these.  Where you can approve some changes immediately, do it and build your credibility and send a strong signal to the team that emboldens them.  Remember, your job is to change things and your best chance to do that is to get behind the good ideas coming to you. 

· Some projects will not be able to be handled in a quick response fashion.  But to take little or no action thereafter would be an embarrassment.  On those items that have to be held up or polished further, keep the DIG informed and set a timetable for action.  Don't bottleneck the process.  Be sure that the holdup is not caused by an insistence on perfection.   

· Reward and praise DIG accomplishments.  There will be a lot of change taking place.  How about a quick immediate reward for them?  The name of the game is to celebrate our achievements.

· Allow the informal organization network to grow and expand.  Don't be concerned about interdepartmental DIGs that cut across divisional lines.  This spider webbing is the real organization at work.  MANSYS proposes a more participative, lower level decisionmaking process as part of the New American Organization.  Task forcing is not only getting more work done, it is adding muscle to your managers.  This benefits them, their departments, the organization, and your career.  

· Do not be alarmed at the group process.  It is normal for there to be some heat, debate, even confusion, as the groups grapple with various issues.  The DIG process releases a lot of pent up energy and in some cases emotion.  These groups will not become gripe sessions as they will be positively directed toward solutions.  Some executives or observers not used to group process may question or wonder what this represents.  It represents human energy and creativity that must be allowed to work.  Typically, early DIG sessions are more pressured.  As the group learns that it can produce good results, they will begin to relax.  Do not worry about occasional gripers.  If their cause is not just, the group will freeze them out.

· Keep in mind the messenger who brings bad news is not the problem.  It is not "bad" to talk about organization problems.  What would be bad and shameful would be to do nothing about these problems.

You may want to insert here your organization's DIG procedures for ease of reference.

Proposal Selling
A manager's power and influence is never seen so clearly as when it's time to sell an idea.  Power in management comes from a variety of sources, including formal position authority, personality, competence and character.  This component of MANSYS assumes that the manager has a pleasing personality, knows what he's talking about, and doesn't have a lot of liabilities that are going to prevent him from influencing in the informal political world.  The focus of this limited discussion is to present two versions of how one might go about selling a proposal, whether it's a formal written one, or just a discussion across the desk.  First, some basics.

Principles of Persuasion
The Persuader
Studies of  persuaders show that they are either high or low credibility communicators in the eyes of their audience.  If you're selling a high percentage of your ideas, you're a high credibility communicator; if you're not, you are seen as having low credibility by your audience.  A low credibility person may be telling the truth, but is not perceived as believable at this point in the relationship.  High credibility people do not have to present both sides of an issue, just the point of view they recommend.  Low credibility people should always present both sides, and, they should ask for small changes which will have a greater likelihood of selling.  By doing these things, the low credibility person builds a trust history over time and can work his way into a high credibility perception in the mind of his audience.

It's also been found that minimizing speech and dress differences, and, at least initially, expressing some of the same views held by the audience, are helpful.  These approaches step over some of the initial communication barriers that often come between people.

Additionally,  a presentation that is made enthusiastically, forcefully, assertively, and with authority of manner, has a much greater chance of being accepted than one in monotone, uncertainty, and with a lack of command.  The content of the ideas is often judged by the manner of presentation and expression.  Therefore, use media techniques and a sense of drama as ways to multiply the message.

Persuading the Boss
Managers and executives are highly achievement oriented—they don't like to be told that they can't do something, or that they must do something.  So stress the benefits of the proposal, and only lightly touch on any negative consequences.

Regardless of how they think of themselves, studies of executive behavior show that executives usually are more supportive of evolution and gradualism than of  radical revolutionary change.  Authority figures,  such as bosses, should be shown how an idea is compatible with past decisions they have made, or how it extends or improves on directions they've already taken.  Boss timing is also important.  Effective selling suggests that a perception check question should precede the selling session:  "How's it going today, chief?"  If the answer is that things are going to hell in a hand basket, do not trot out your wonderful new idea!  Sell the idea when the moment for doing so is there.  This suggests dropping seeds and the idea of selling over time in bits and pieces.  

Because so much of management relies on the accurate recommendations and judgments made by Associates, never engage in selling games or partial truths to get the boss to buy an idea.  Once the trust bond is broken, the person who sold the idea based on faulty or partial information will never get the kind of support he wants again.

Presenting Issues for Attitude Change  

To successfully sell your ideas, you must get both an intellectual and emotional buy in.  Too many projects are not "bought";  they are simply sold.  Information alone doesn't change attitudes; some emotional commitment must also be present.  Therefore, always include both rational and emotional messages.  The mix of these two variables will depend on your audience.  Too much emotion is as much a turn off as too much logic.  Read the buyer you're dealing with, but provide some of both.

To increase the appeal effectiveness of your message,  provide some pleasant distractions.  These can be things such as offering to buy lunch, bringing some token or gift, or providing  a unique and nice setting for the discussion.  Humor does not persuade, but it relieves tension, lowers resistance, and leaves people more open to receive your message.  Always make the selling moment a pleasant experience! 

Persuasion is powerfully enhanced by active participation.  Find ways to get your buyer involved by discussion, example, on-site visit, or decision.  What we are involved with we understand and support.  Always add  a participation element to your presentations.

In communicating the proposal,  remember that the beginning and ending arguments will be the best remembered, so pick these carefully.  It helps the buyers when you state the conclusions explicitly—don't assume that they can figure out the bottom line from all that you throw at them.  Provide follow up reinforcement messages where possible.  Repeated exposure has been found to confirm the new attitude in the buyer's mind.  A related finding is that there is a "sleeper effect" where greater opinion change occurs some time after the initial exposure.

Handling Objections  

Don't get discouraged.  Everybody has ideas turned down.  The winners in management just keep on selling, and also look for ways to get better in getting their points across.  Don't worry about requests to delay or postpone the idea—timing should rarely be a concern to the seller since things always take longer than you think they will in organization living.  

When resistance to the proposal arises:   don't shove, just nudge.  Back up and back off.  Begin to ask questions and listen to the responses.  This is a time for diagnosis, not a tougher sell.  "What would make the idea more palatable?  Have I failed to understand what you would like to accomplish in this area?  Do you have any suggestions that would make the project workable from your point of view?"  Often a little ventilation on the part of the buyers  helps them get some concerns off their chest.  Once that's accomplished, you can move on to a mediated, negotiated, or bargained set of changes that will make it a win-win situation for all parties.  In this process you can resell and restate the benefits.

This process usually calls for some modification in the original proposal.  Remember that winning in management is getting some forward gain; it seldom means winning totally what you set out to get.  The watchwords for the effective manager at this point are ingenuity and flexibility.  

A Test of Proposal Worthiness
The following checklist of items has been found to be useful to make sure that your idea is in good enough shape to be presented.  You may want to add other criteria to the list that will more completely reflect your situation.  

1. Does it fit with the values statement of our organization?  For example, if your corporate values were—Excellence; Respect; Service—and the project did not contain as much in the Service arena as it should, you should retool the proposal before presenting the idea.

2. Does it fit with the seven Key Result Areas expected in your job?  If it doesn't, your boss might raise the question as to why you're involved with it at all!  

3. Is it something that a significant portion of your customers want you to do, something that they need, or is it a pet project or something that the proposer wants to do or thinks the public wants with no basis for that opinion?

4. Does it lend  any competitive advantage or is it important to maintain or increase our market share?

5. What are the economic or financial considerations?  Does it generate enough revenue or reduce other costs enough to pay its own way?

6. Does it mean that other projects or services will have to be delayed or not done if this proposal or project is implemented?

7. How important is it to the long term future of the organization?  Is it something that is just a passing fad that will not be significant for an extended period of time?

8. Does the project meet the test of the major emphases that your executives are interested in today, e.g., increased market share, profitability.

What Executives Want In a Proposal
A number of organizations operating under MANSYS have developed longer, more fully developed protocols for the submission of a proposal.  What is desired is a clear, concise, and adequate information picture to help an executive be able to approve a good idea.  What is not desirable is an endless form over substance process that stultifies the exchange of thinking necessary to move things forward.  Would it be beneficial for you to borrow or develop something in line with the  proposal format found on the following pages?
Executives in your organization were asked to prepare their own suggestions for submitting proposals to them as a way to help your proposal selling.  Insert here any handouts they may have prepared. 
NEW PROJECT PROPOSAL GUIDE

1. Proposal Change Agent____________________________Department_________________

2. Project Name _____________________________________________________________

3. Project Description _________________________________________________________

         ________________________________________________________________________

4. Project Location___________________________________________________________

5. Goals of project

· Increase market share for existing services in current markets

· Taking present services to new markets

· Offering new or improved services to present markets

· Offering new project to new market

· Improvement of costs

6. Is there any data or research to support the need for this project?  If so, describe.  If not or if inadequate, what research would you suggest to document need or demand?

7. Are you aware of any previous attempts by our organization to offer this project?  What was the result?  Have there been any changes since then?  If so, what and how do they affect your proposal?

8. List what you think will be the key factors for success in this idea and rate on a scale of 1-5 the ability to perform on each factor.

9. Make a list and briefly describe other organizations you know which offer or are planning to offer similar services in the same market.

10. How will this new project be viewed by various customer groups?  Explain.

11. What are the most important customer benefits gained from this project?

12. What are the most important features of this project?

13. What will this project bring to the market that is unique?  

14. What possible changes in the marketplace (new technologies, customer attitudes, etc.) could affect the success of this business?   How?

15. What may happen if we do not offer this project?

16. What effect will project have on other departments in the organization?  What other departments might offer this project?

17. Can you estimate how much this project will cost to start up and operate?  If so, provide a startup budget detailing space needs, equipment costs, inventory, marketing, salaries, time, etc. 

18. Can you provide some projections on expected revenue 1-5 years out? If so, what assumptions are you making about volume?  About charges?  About bad debt and discounts?

19. Rate this project in terms of:

	
	
	High
	Med
	Low
	Comments

	A.
	Fit with corporate mission/values
	
	
	
	

	
	
	
	
	
	

	B.
	Demand from customers
	
	
	
	

	
	
	
	
	
	

	C.
	Fit with existing product mix
	
	
	
	

	
	
	
	
	
	

	D.
	Acceptance by power blocs
	
	
	
	

	
	
	
	
	
	

	E.
	Benefit to customers
	
	
	
	

	
	
	
	
	
	

	F.
	Amount of financial investment
	
	
	
	

	
	
	
	
	
	

	G.
	Amount of staff time required
	
	
	
	

	
	
	
	
	
	

	H.
	Profitability
	
	
	
	

	
	
	
	
	
	

	I.
	Image building
	
	
	
	

	
	
	
	
	
	

	J.
	Our current ability to provide
	
	
	
	

	
	
	
	
	
	

	K.
	Meeting competitive pressure
	
	
	
	

	
	
	
	
	
	

	L.
	Appropriateness of timing
	
	
	
	

	
	
	
	
	
	

	M.
	Building employee morale
	
	
	
	


D. Conflict Managing
Conflict represents emotional energy that can be used by the manager to achieve objectives.  Unlike earlier thinking, conflict is no longer considered always bad or something to be avoided.  And people who are engaged in conflict are not to be judged as trouble makers or "the problem".  Rather, conflict is often a normal outgrowth of organization functioning and living.  

Studies of conflict show that interpersonal and interdepartmental conflict are primarily caused by change.  Indeed, conflict is now thought of as inevitable and unavoidable.  And, conflict is potentially beneficial for it brings into debate key issues and problems.  But conflict must be managed, it must be kept within bounds, and it must not be allowed to tear up the organization or poison relationships between team players.  Conflict can be managed, and it can be helpful in moving career, departmental and organizational interests forward.

Sources of Conflict
Conflict comes from a variety of forces, and its source will determine how it must be handled:

Acceptable Conflict Causes

· Issue oriented conflict regarding priorities, technical ideas, or approaches

· Not informing others of key decisions

· Communications problems

· Differing views on what constitutes effective performance

· Not listening, leading, or teaching Associates

· Personality clashes and values differences

Unacceptable Conflict Causes

· Personal need for achievement, dominance, or status

· Coercion and power plays

Constructive Confrontation
Constructive confrontation is an important new management principle which says that the facts and expertise should decide issues, not rank, power, or status.  In the majority of organizations the opinion of higher ranked managers and executives is what carries most differences of opinion.  Although these highly knowledgeable and competent people should be heard, they often do not know what the staff expert or "lowest level" person knows.  When decisions are made based on executive opinion while the truth known by others is discounted, the organization's business interests and the career interests of executives are placed in jeopardy.

Constructive confrontation gives all members of the organization official permission to continue raising issues, even if opposed by ranking executives, up to the point that a decision is made.  This permission requires executives not to punish or hold a negative picture of juniors or peers who are attempting to "save the bacon."  James Burke, CEO of Johnson & Johnson, reports that this concept has been an important contribution in their management culture, and that even the youngest, given the freedom to debate fiercely, are often more right than the most dignified senior executive.  In the end, everybody wins.  The junior looks good;  the executive looks good;  the organization looks good.  Says Burke:

We have some very tough meetings, very open and often emotion filled.  It is a style of management I have always encouraged.  By putting a lot of contention into our system we get better results.  Certainly it makes us more honest with each other.  I don't think it bruises people to argue and debate.  You'd be surprised how easy some of our young people find it to politely say, "You know, you're wrong . . . . you don't have the facts . . . . I do . . . . and here's the evidence to prove it."  You then begin to get into the kind of debate that helps to make us all think better and helps us to reach a more satisfactory solution.  This openness also makes people understand that we try hard to be fair.  Anyone with the right answer, no matter who he or she is, is going to be respected.  In recent years contention has become a part of our management culture, and as long as it remains constructive I encourage it.  To suppress talented people from speaking their minds is to deny yourself your most important resource . . . . ideas!"  

Obviously, the proponent of a particular viewpoint must know his facts, must be willing to do the homework required, and must be prepared to argue for the cause.  It requires strength, persistence, and the willingness to take some frowns as seniors try to grapple with what may be an unpopular opinion.  But, it's okay to proceed because the organization's management culture requires that executives must remain open and be patient while you make your case.  Give it a try.

Personal Conflict Management
Regardless of what the organization system for conflict managing is or isn't, there are a number of personal behaviors and attitudes that managers must follow to prevent, contain, or successfully deal with conflict:

1. Always accept blows, cheap shots, and lousy behaviors with aplomb.  Never lose your cool.  Don't become emotional, and don't sink to the other person's level.  The heat of the moment always cools, but the person who gets heated is always remembered negatively by others.

2. Remember what your objective is.  Winning your position, or some portion of it, is what counts in the long run.  The objective is not to defeat nor destroy the other person.  

3. Be nice to everybody.  Never bad-mouth others.  Be congenial, be affable.  Always express your personal dislike for fighting.  Express your concern over the work, the objective, the better way that others are working for.

4. Fight by appointment only.  Refuse to discuss the issue when it first flares up.  Suggest a date and time in the near future.  Time allows tempers to cool, and for facts to be gathered.

5. Fight like a professional boxer—in the ring.  Set the rules for how you will deal with the conflict, state these at the outset and ask for agreement as to their approach, and refuse to engage on any other terms:

6. No personal remarks or blaming will be allowed.  No low blows are allowed or the discussion will be ended.  The discussion is on issues only.             

7. Discuss face-to-face only.  No telephone calls or paper warfare.  Meet one on one, not your team vs  their team.

8. Discuss behind closed doors and without interruptions.  Select a meeting place that is on your turf or that is neutral.

9. Begin the discussion by presenting a compliment, a gift, or token of friendship.  The American Indian tribes, and all cultured people, exchange gifts before they negotiate.  It is a mark of civility and intent, and sets a tone.  Give your opponent a box of candy or a rose as openers!

10. Use the concepts of Principled Negotiation (see following section).

11. When the fight is over, it's over.  Shake hands, hold no grudges.  Go out of your way to heal the hurts.  In the political world of organization living, such behavior collects allies.

Principled Negotiation
 
In recent years the concept of principled negotiation has come to the fore as a workable and effective system for resolving conflict.  This procedure works stepwise to a usually positive conclusion.  Even when the individual manager is unsuccessful at getting the other party to come to a jointly acceptable solution, he does not lose respect or relationship.  Commonly referred to as "Win-Win", these steps are likely to pay off.

1. Approach the other person on the basis of respect.  Treat them as honorable, competent, and well motivated.  There is to be no blaming, no judging of the other's motivations, and no game playing.  Whatever the problem is, separate that from the person.  

2. In the opening discussion, voice your concern for the relationship and the team.  Pledge your commitment to work with him on the problem.  State that what you are seeking is a solution that is acceptable to both parties, and that you desire "Win-Win".

3. Structure the conversation.  Do not ramble or be planless as to how the dialogue is going to occur.  Tell the other party that what you would like to do is state what the problem is or seems to be from your perspective.  Only use the pronouns I, me, my, mine.  Tell them how you feel about it, what the impact is on your people.  Do not fingerpoint or make judgments about the other manager or his/her people.  Under no circumstances use the pronouns you, your, yours.

4. Then ask the other party for his/her side.  Ask lots of questions.  Take notes to help you diagnose and to send a message: "What you are saying is so important to me that I want to take notes.

5. Don't bargain over positions.  Don't assume a fixed stance or adopt a single solution, and then argue, debate or sell the other person on what you think the solution ought to be.  Instead, focus on the interests you and the other person have.  What do they need to accomplish for themself and their job?  In like fashion, don't get trapped by their fixed positions.  Help the other person think through what they really need to achieve.  And, above all, avoid dead end thinking that there's only one best answer.  The truth is that problems can usually be solved a multitude of acceptable ways.

6. Invent solution options that would provide mutual gain.  This is a tried and true approach to problem solving.  Get the other person to understand and agree that you will both brainstorm together, perhaps with 3-6 other people to assist you.  The goal at this point is not to decide, but to create options.  

· Before the brainstorming session, decide on the purpose and state it.  Also, select who will be involved.  Set up an informal atmosphere, perhaps off site, and choose a facilitator.

· During the session, all parties sit side-by-side, intermixed, and look jointly at a flip chart, blackboard, or legal pad as a focal point.  Follow the rules of brainstorming:  no criticism, no debate, just list a long list of ideas.  Go for quantity, not quality.  Depending on how big the problem is, either set up a second meeting to evaluate these, or state in the second half of the meeting, "We will now transition our thinking from creative to evaluative.  During the evaluation phase, look for shared interests, look for ways that would be acceptable to both sides.  Take the ideas and develop them, or link pieces together to get a whole cloth.  Try not to compromise, which means giving up part of what you wanted to achieve.  Instead try to find a new solution, probably not apparent to either party at the outset.  Go for "Win-Win."

· Judge the results against objective criteria.  Do not decide on the basis of force of will.  Determine at the outset what both parties will agree to as an effective measure of whether the solution was a good one.  Criteria might include cost standards, customer acceptability, executive approval, industry norms, the judgment of their peers, time, or some other.  The key point is that a yardstick of what is good and acceptable has to be other than who is stronger.  So set fair standards that can act as a reference point outside of the two managers.

Remember that the goal is "Wise agreements, amicably and efficiently produced."  They will be if the above steps are followed, and if the parties have approached the situation on the basis of a willingness to reason together.

Organization Conflict Management
Well managed organizations often establish a conflict management system (not to be confused with a grievance procedure) that allows problems to be ventilated and solved.  When this is done, it makes it tremendously easier for managers.  Rather than having to try and control conflict only by way of their personal skills, it creates a structure and climate that becomes part of "the way we do things around here."  This effectively controls the bad actors by placing certain destructive behaviors out of bounds.

Elements of such a system might include:

1. State or clarify the organization's values of respect for the individual.  When this is made part of the corporate culture, it establishes limits on how people will deal with each other.  Declare destructive behaviors as off limits, out of bounds, and totally unacceptable.  Make this real in the minds of all Associates by indicating that Team and Unity are prime values that will be evaluated in pay increase and promotion decisions.  Enter Team and Unity on the performance evaluation forms.

2. Also indicate that the organization values Debate, Discussion, and Divergent thinking.  Otherwise people may assume that Team and Unity mean they can't speak up.  Tie these values to pay and evaluation systems o help people keep “in bounds”.

3. State specifically that backbiting, gossip mongering, putdowns, and blaming are all unacceptable.  Indicate that it is expected of all Associates that they will deal with problems and issues in a constructive and problem solving way.  Require that the points of Principled Negotiation spelled out in the section above be followed in all discussions.

4. Recognize the pressured world that organizations represent.  Deal with stress by appropriate wellness measures.  Treat stress and steam venting as acceptable feelings and allow for their expression by putting punching bags in the units, paying for health club memberships, organizing groups to discuss issues and feelings.  Acknowledge that people's feelings are real, that anger is normal.  Conflict management that only bottles people up isn't going to be effective.  So, healthy outlets for frustration need to be built in to drain away tension.

5. Provide rewards and recognition for managers who successfully resolve big problems.  Restructure expense policy to allow for friendship rounds or dinners at which managers chew over problems in a social setting.

6. Establish orientation and training programs to teach the organization system and conflict managing principles.  Don't just announce these.

7. Set time limits for resolving problems to avoid lingering, festering situations.  Require that normal operating problems be settled in 10 working days, and policy problems within a month.  Allow one extension if agreed to by the involved parties, to double these time frames without executive notification.  

8. Executive notification is a requirement at the end of the time intervals specified if the problem is not resolved.  Such notification also carries with it a mandatory note to each manager's file.  Being politically savvy, managers will want to avoid this step and work in a more dedicated way to resolve the issue between themselves!  An option to executive review would be to bring the problem before a mediation committee of management peers.  In either case, the review authority makes the decision.  Obviously, there are  political costs to the parties, which will force them to more sincerely attempt a joint solution without third party intervention.  If joint resolution is not possible, the cost of third party review is less costly than a long smoldering and unresolved problem.

9. More than one occurrence per year of conflict between managers or departments represents a probable system error.  Under MANSYS, system errors must be eradicated because of their terrific costs to the organization in terms of time, effort, and morale.  When any member of management sees a repeating pattern, again defined as more than one occurrence per year, then one or more of the following prescriptions may be suggested:

· Assign the involved parties to a conflict  management readings program or seminar.

· Convene a project team between the parties and their staffs to redesign the form, system, or project.  Reasoning:  since Team and Unity are prime corporate values that will not be changed, anything that interferes with them must change.

· Transfer staff or managers between the affected departments.  Their assignment is to study the others' operation and walk in their moccasins.  Each is to assume at the outset that it is their department that is out of sync.  The transferees then work together to resolve the issue.  These assignments usually last only a few days or weeks but could run longer depending on the nature of the problem. 

· Terminate any Associate or manager who can't get with the values or processes of the organization.  This should occur immediately upon concluding that nothing else will work.  A number of practicing executives report that this is sometimes required early in the conversion of the organization, but seldom needed later. 







� The discussion on Principled Negotiation is heavily indebted to Getting to Yes,  by Roger Fisher and William Ury of the Harvard Negotiation Project.
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