Thursday, January 13, 2011 - 9:30 am
Multnomah Building, Commissioners Board Room 100

REGULAR MEETING

Chair Jeff Cogen convenes the meeting at 10:00 a.m. with Vice-Chair

- Deborah Kafoury and Commissioners Loretta Smith and Judy

Shiprack present and Commissioner Diane McKeel joining
telephonically.

CONSENT CALENDAR -9:30 am

C-1 BUDGET MODIFICATION - HD-08 Authorizing Three Position Re-
classifications Within Various Divisions of the Health Dept. as
Determined by the Class/Comp Unit of Central Human Resources

C-2 Appointment of Patricia Hanson to the Multhomah County CITIZEN
INVOLVEMENT COMMITTEE (CIC)

MAY | HAVE A MOTION ON THE CONSENT CALENDAR?

COMMISSIONER MOVES
COMMISSIONER SECONDS
APPROVAL OF THE CONSENT CALENDAR

ALL IN FAVOR, VOTE AYE, OPPOSED ?

THE CONSENT CALENDAR IS APPROVED
OR - THE MOTION FAILS

REGULAR AGENDA

PUBLIC COMMENT - 9:30 am
Opportunity for Public Comment on non-agenda matters. Testimony
limited to three minutes per person unless otherwise designated by the
presiding officer.

NON-DEPARTMENTAL - 9:30 am

R-1 Briefing on Multnomah County Library’s 2011 “Everybody Reads”

Community Reading Project. Presenter: Vailey Oehlke, Library
~ Director (10 min)

- NON-VOTING ITEM. PRESENTATION & RESPONSE TO BOARD

QUESTIONS AND DISCUSSION.



DISTRICT ATTORNEY - 9:40 am

R-2 BUDGET MODIFICATION #DA 2011-01 Request to Appropriate
$60,000 in Funding from the City of Portland for the Service
Coordination Team. Presenter: Scott Marcy, Business Services Mgr.,
DA’s Office (5 min)

COMMISSIONER MOVES
COMMISSIONER SECONDS
APPROVAL OF R-2

PRESENTATION & RESPONSE TO QUESTIONS
OPPORTUNITY FOR PUBLIC TESTIMONY
OPPORTUNITY FOR BOARD COMMENTS

ALL IN FAVOR, VOTE AYE, OPPOSED ?

THE BUDGET MODIFICATION IS APPROVED
OR THE MOTION FAILS

HEALTH DEPARTMENT — 9:45 am

R-3 NOTICE OF INTENT to Submit an Application for up to $500,000 to
the US Department of Health and Human Services, Bureau of Health
Professionals Division of Nursing’'s Affordable Care Act — Nurse
Education, Practice, Quality and Retention Grant Competition.
Presenters: Nicole Hermanns, Grant Development and Frances
Conedera, Nursing Director — Health Dept. (5 min)

| COMMISSIONER MOVES
| COMMISSIONER SECONDS
APPROVAL OF R-3

{ EXPLANATION, RESPONSE TO QUESTIONS
\ OPPORTUNITY FOR PUBLIC TESTIMONY
| OPPORTUNITY FOR BOARD COMMENTS
|
|

ALL IN FAVOR, VOTE AYE, OPPOSED ?

THE NOTICE OF INTENT IS APPROVED
OR THE MOTION FAILS




COUNTY MANAGEMENT - 9:50 am

R-4 Budget Modification Overall-01 Approving FY 2011 Supplemental
Budget, Adding Beginning Working Capital and Increasing Six County
Funds by $7,808,385. Presenter. Julie Neburka, Principal Budget

Analyst (10 min)
COMMISSIONER MOVES
COMMISSIONER SECONDS

APPROVAL OF R4

PRESENTATION & RESPONSE TO QUESTIONS
OPPORTUNITY FOR PUBLIC TESTIMONY
OPPORTUNITY FOR BOARD COMMENTS

ALL IN FAVOR, VOTE AYE, OPPOSED ?

THE BUDGET MODIFICATION IS APPROVED
OR THE MOTION FAILS

BOARD COMMENT - 10:00 am
Do we have any Board comments today?
- ADJOURNMENT

o THERE BEING NO FURTHER BUSINESS, THE MEETING IS
ADJOURNED. .



Tuesday, January 11, 2011 - 10:00 am
- Multnomah Building, Commissioners Board Room 100

BOARD BRIEFINGS

Chair Jeff Cogen convenes the meeting at 10:00 a.m. with Vice-Chair
Deborah Kafoury and Commissioners Loretta Smith and Judy
Shiprack present and Commissioner Diane McKeel joining
telephonically. '

10:00 am — 11:00 am — NON-DEPARTMENTAL

B-1 Board Briefing on an Interest Based Approach to Decision Making,
Leadership and Conflict Navigation. Presenter: Steve Barber, Barber
& Gonzales Consulting

PRESENTATION & RESPONSE TO BOARD QUESTIONS AND
DISCUSSION.

Meeting adjournment

Chair Jeff Cogen adjourns the meeting.

THERE BEING NO FURTHER BUSINESS, THE MEETING IS
ADJOURNED. |
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As our board’s liaison to the Library Advisory Board, I am pleased to bring
this item to you today. For the 9™ Annual E;Ierybody Reads program,
Vailey Oehlke, our Library Director has selected The Other Wes Moore by

Wes Moore. This powerful book explores how two boys with very similar
paths to adulthood arrived at vastly different outcomes. Wes Moore said
“When I first stumbled onto this heartbreaking story, I was seized with |
urgent questions: what makes one life different than another? How do fates

" diverge? And how do we prevent these tragedies form repeating themselves
over and over again in our communities?” As a community reading project it
provides us a vehicle to discuss issues of race, social justice, and ponder how
we help young people succeed. We are incredibly fortunate to live in a
region that values dialogue that strengthens our community and understands
that libraries have a vital role to pvlay in our collective learning. With fhat I

would like to invite Vailey Oehlke to speak about Everybody Reads.
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Notes on Supplemental Budget Decision

1.

4.

The supplemental budget includes $2.8 million of beginning working capital in
the health department. This is additional federal revenue beyond what was
planned for. In the past the health department has had BWC but not at this
level. The supplemental budget action on Thursday would allocate this
revenue to the health department and would appropriate the dollars to the
purchase and implementation of Electronic Dental Records.

The Health Department has been moving to electronic records over a number
of years. Previous Boards gave them the authority to make a series of
investments in electronic medical records. They feel strongly that the policy
decision to invest in electronic medical records has already been made.
Beyond improving efficiency in our dental services, Electronic Dental Records
will allow them to tap into federal dollars in the Affordability Care Act which
supports the meaningful use of electronic records. This could be as much as
$1.5 million over six years once EDR is in place.

The Chair’s office also feels strongly that since this is one time only money

~and an appropriate one time only investment.

Major questions about this part of the supplemental budget:

1.

2.

Are these funds required to be spent on health department clinic activities?
Or are they considered general fund revenue?

If these funds are discretionary, is this the right investment at this time? Or
do we have other priorities?

If the funds are required to be dedicated to the health department, is this the
right investment at this time?

In the FY11 budget, the Board invested just over $8.2 miilion in general fund
revenue to the health department integrated: clinical services budget. This is
an ongoing general fund investment. Could these funds be used to swap out
general fund in the next fiscal year, freeing up $2.8 million in general fund to
address state cuts?

What is the rush to allocate these funds to this project today? The Health
Department does not yet have a product to purchase. The most likely
scenario is that the vast majority of funds will be carried over into the next
fiscal year. Why not put them in contingency and make this decision with the
budget?

Motion you are considering:

Amend the supplemental budget to appropriate the $2.8M in health

department Federal-State Fund BWC to a federal/state contingency fund, pending
more information about the allowable uses of these funds and more information
from the health department on the electronic dental records project, including
project cost, timeline, and benefits.
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Supplemental Budget

IF THERE IS AN AMENDMENT:

I will not be supporting this amendment today because I believe the Health
Department has done their due diligehce and has worked to provide
information to the Board. Beginning in 2001, the County made changes to
where software applications were housed. This kicked off the conversion of
medical records and health information systems. These modernizations and
upgrades have allowed our Health Department to be more effective, efficient
and reach more clients. As part of that ongoing plan, the transition to

electronic dental records was made a priority.

As a dental hygienist, I know all to well that ones overall health can be
determined by the condition of their mouth and yet it is dental care that often
is at the bottom of priorities. Adult dental care routinely is on the list of
potential cuts when the State looks to balance their budget. The use of these
federal dollars provides us an opportunity to expand the number of patients
we can serve while limiting the general fund impact. I support the Health

Department in this initiative and hope to see it move ahead soon.



1/18/2011 Multnomah County Mail - Re: would you...

A multco.us ; Lynda GROW <lynda.grow@multco.us>
A . : : .

"

Re: would you send us the appropriate language

Julie NEBURKA <julie.a.neburka@multco.us> Thu, Jan 13, 2011 at 11:31 AM
To: Lynda GROW <lynda.grow@multco.us>

Hi! Yes, Commissioner Kafoury introduced the amendment. And yes, the HD will have to come back to the
Board with a contingency request to get the money appropriated. I'm sure they will schedule something in the
near future...

J.
[Quoted text hidden]

https://mail.google.com/a/multco.us/?u... 1/1
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Julie show details Jan 13 (5 days ago) |  Reply |

Hi! Yes, | can fill you in.

Parlimentarily (is that a word?), what happened was:

+ There was a motion to approve the item (the
supplemental budget; { think it was R-4 on the
agenda)

+ An amendment was introduced and seconded.
The amendment was to appropnate $2.8M of
Health Department beginning working capital to
a contingency account pending more information
on the proposed project.

» There was some discussion on the amendment

+ The Chair mowved to approve the amendment.
Commissioners Kafoury, Smith, Shiprack and
the Chair woted yes; Commissioner McKeel
woted no.

+ Then a motion was made to approwe the
supplemental budget as amended. All five
commissioners voted yes.

That was it! Let me know if you have other questions,
Julie

On Thu, Jan 13, 2011 at 10:52 AM, Lynda GROW
<lynda.grow@multco.us> wrote:

for what happened today?
| didn't go - Marina did - and I'm not sure what

. happened.

Apparently there was an amendment?
Something was carved out? and McKeel was opposed?
Can you guide us?

. Want to get the minutes right.

Thanks!

- Lynda J. Grow, Board Clerk.

Multnomah County Commissioners
501 SE Hawthorne Bivd., Ste. 600
Portland, OR 97214-3587

" Lynda.Grow@multco.us

Phone & Voice Mail: 503-988-5274
View our Agenda and Board Packets at:
http://www.co.multnomah.or.us

rrlamnanAdas chbrmal

«Newer:
New window |

Print all

Collapse all

Forward all ‘5
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MULTNOMAH COUNTY OREGON

BOARD OF COUNTY COMMISSIONERS
501 S.E. HAWTHORNE BLVD. , Suite 600 ‘Diane McKeel ® DISTRICT 4 COMMISSIONER
PORTLAND, OREGON 97204

(503) 988-5213

MEMORANDUM

TO: Chair Jeff Cogen
Commissioner Deborah Kafoury
Commissioner Loretta Smith
Commissioner Judy Shiprack
Board Clerk Lynda Grow

FROM: Sean Files

Assistant to Commissioner Diane McKeel
DATE: January 4, 2011
RE: January 11, 2011 Board Work Session

Commissioner McKeel will not be able to attend and participate in the January 11, 2011 Board
Work Session and Briefing, as she will be in Salem talking with legislators during the Vigil to End
Human Trafficking event. She will return for the Board Meeting on January 13", 2011.

Thank you,

Sean Files



A MULTNOMAH COUNTY

= OREGON BHARD OF COMMISSIONERS

Jeff Cogen, Chair
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-3308 FAX (503) 988-3093
Email: mult.chair@co.multnomah.or.us

Deborah Kafoury, Commission Dist. 1
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5220 FAX (503) 988-5440
Email: district1@co.multnomah.or.us

Loretta Smith, Commission Dist. 2
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5219 FAX (503) 988-5440
Email: district2@co.multnomah.or.us

Judy Shiprack, Commission Dist. 3
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5217 FAX (503) 988-5262
Email: district3@co.multnomah.or.us

Diane McKeel, Commission Dist. 4
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5213 FAX (503) 988-5262
Email: district4@co.multnomah.or.us

Link to watch live Thursday Board meetings on-line:
www2.co.multnomah.or.us/ccllive_broadcast.shtml
Link for ondine agendas and agenda info:
www.co.multnomah.or.us/cc/agenda.shtmi

Free public access to wireless intemet M-F from 6 AM
to 9 PM during meetings in the Boardroom
Americans with Disabilities Act Notice: If you need this
agenda in an altemate format or wish to attend a Board
Meeting, please call the Board Clerk (503) 988-3277. Call
the City/County Information Center TDD number (503)
823-6868 for info on available services and accessibility.

Jan. 11 & 13, 2011
BOARD MEETINGS
HIGHLIGHTS

Tues. @ 10 am - Board Briefing on an Interest Based
Approach to Decision Making, Leadership and Conflict
Navigation.

Thurs. @ 9:30 am - Opportunity for Public Comment on
Non-Agenda Matters

Thur. @ 9:30 am - Briefing on Multnomah County
Library's 2011 “Everybody Reads” Community Reading
Project

Thur. @ 9:40 am - BUDGET MODIFICATION # DA
2011-01 Request to Appropriate $60,000 in Funding
from the City of Portland for the Service Coordination
Team

Thur. @ 9:45 am - NOTICE OF INTENT to Submit an
Application for up to $500,000 to the US Department of
Health and Human Services, Bureau of Health
Professionals Division of Nursing's Affordable Care Act
- Nurse Education, Practice, Quality and Retention
Grant Competition.

Thur. @ 9:50 am - Bud Mod Overall-01 FY 2011
Supplemental Budget, Adding Beginning Working
Capital and Increasing Six County Funds by
$7,808,385. ,

Meetings of the Multhomah County Board of
Commissioners are held at 501 SE Hawthome Blvd. most
usually in the Commissioners Chamber off of the main
lobby, on the first floor.

Thursday meetings are cable-cast live and recorded and
may be seen by Cable subscribers in Multnomah County at
the following times

(Portland & East County)
Thursday, 9:30 AM, (LIVE) Channel 30
Sunday, 11:00 AM Channel 30
(East County Only)
Saturday, 10:00 AM, Channel 29
Tuesday, 8:15 PM, Channel 29

Produced through MetroEast Community Media
(503) 667-8848, ext. 332 for further info
or: http://www.metroeast.org




A MULTNOMAH COUNTY
= OREGON. BOARD OF COMMISSIONERS

Tuesday, January 11, 2011 - 10:00 am
Multnomah Building, Commissioners Board Room 100

BOARD BRIEFINGS

10:00 am — 11:00 am — NON-DEPARTMENTAL
B-1 Board Briefing on an Interest Based Approach to Decision Making, Leadership
and Conflict Navigation. Presenter: Steve Barber, Barber & Gonzales Consuiting



A MULTNOMAH mum'n-;
—— OREGON BHARD OF COMMISSIONERS

Thursday, January 13, 2011 - 9:30 am
Multnomah Building, Commissioners Board Room 100
REGULAR MEETING

CONSENT CALENDAR - 9:30 am

C-1 BUDGET MODIFICATION - HD-08 Authorizing Three Position Re-classifications
Within Various Divisions of the Health Dept. as Determined by the Class/Comp
Unit of Central Human Resources

C-2 Appointment of Patricia Hanson to the Multnomah County CITIZEN
INVOLVEMENT COMMITTEE (CIC)

REGULAR AGENDA

PUBLIC COMMENT - 9:30 am
Opportunity for Public Comment on non-agenda matters. Testimony limited to
three minutes per person unless otherwise designated by the presiding officer.
This is a time for the Board to hear public testimony, not for Board deliberation. Fill
out a yellow speaker form available at the back of the Boardroom and give it to the
Board Clerk. Unless otherwise recognized by the presiding officer, testimony is
taken in the order the forms are submitted.

NON-DEPARTMENTAL -9:30 am
R-1 Briefing on Multnomah County Library’s 2011 “Everybody Reads” Community
Reading Project. Presenter: Vailey Oehlke, Library Director (10 min)

DISTRICT ATTORNEY - 9:40 am

R-2 BUDGET MODIFICATION # 2011-01 Request to Appropriate $60,000 in Funding
from the City of Portland for the Service Coordination Team. Presenter: Scott
Marcy, Business Services Mgr., DA’s Office (5 min)

HEALTH DEPARTMENT - 9:45 am

R-3 NOTICE OF INTENT to Submit an Appllcatlon for up to $500,000 to the US
Department of Health and Human Services, Bureau of Health Professionals
Division of Nursing's Affordable Care Act — Nurse Education, Practice, Quality
and Retention Grant Competition. Presenters: Nicole Hermanns, Grant
Development and Frances Conedera, Nursing Director — Health Dept. (5 min)

COUNTY MANAGEMENT - 9:50 am

R-4 Budget Moadification Overall-01 Approving FY 2011 Supplemental Budget,
Adding Beginning Working Capital and Increasing Six County Funds by
$7,808,385. Presenter: Julie Neburka, Principal Budget Analyst (10 min)

BOARD COMMENT - 10:00 am

ADJOURNMENT
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MULTNOMAH COUNTY |
AGENDA PLACEMENT REQUEST

(revised 12/31/09)

Board Clerk Use Only
Meeting Date: 1/11/11
Agenda Item #: B-1
Est. Start Time:  10:00 am

Agenda Board Briefing on an Interest Based Approach to Decision Making, Leadership

Title: and Conflict Navigation.

Note: If Ordinance, Resolution, Order or Proclamation, provide exact title. For all other submissions,
provide a clearly written title sufficient to describe the action requested.

Requested Amount of

Meeting Date: _January 11, 2011 Time Needed: _1 hour

Department: NonDepartmental Division: Comm McKeel, District 4
Contact(s): Corie Wiren

Phone: ' 503-988-5213 Ext. /O Address: 503/6

Presenter(s): Steve Barber

General Information

1. What action are you requesting from the Board?

No action is necessary, this is a briefing by Steve Barber from Barber & Gonzales Consulting about
using an interest based approach to decision making, leadership and conflict negotiation.

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

The Multnomah County Auditor’s Office has undertaken a special report on Domestic Violence that
will be released within the month. During the course of writing the report it became evident that the
need for effective collaboration is one that can be seen across many sectors. No one individual or
organization alone can solve large scale inter-jurisdictional problems, and in times of budget

shortfalls increased coordination is essential.

The hope is that through strategic collaboration, the entire community can work together to build the
capacity to create a solution greater than the sum of its parts. This briefing is an opportunity for the
Board of County Commissioners to learn more about the possibilities that are generated from a new

approach to collaboration.

3. Explain the fiscal impact (current year and ongoing).

None

Agenda Placement Request
Page-1



4. Explain any legal and/or policy issues involved.
None

5. Explain any citizen and/or other government participation that has or will take place.

None

Required Signature

Elected Official or

Agency Director: :

Agenda Placement Request
Page-2



How collaboration is different from networking,
coordinating, and cooperating

‘ ~ Collaboration: exchanging information, altering activities,
sharing resources, and enhancing the capacity of another
for mutual benefit to achieve a common purpose

Cooperating: exchanging information, altering activities,
and sharing resources for mutual benefit and to achieve a

common purpose

Coordinating: exchanging information for
mutual benefit to achieve a common purpose

Networking: exchanging
information

Source: Kovener, M. & Stark, E. (2002). Makzrig collaboration work: The experience of Denver Victim Service 2000. U.S.
Department of Justice Office for Victims of Crime. NCJ 194177. Definition orlgmally drawn from: Huxham, C. (1996) Creating
Collaborative Advantage. Sage Publication Ltd. , A



Principled Problem-Solving,
Decision Making,
Relationships,

_ and
Negotiations

’ BARDER & GONZALES
p’ Consuiting Group

PARADICM PILGRIMS
in .
Communication « Organizational Effecliveness « Negotiation

8035 South Lake Circle, Granite Bay, CA 95746
Phone: 916-786-4368 Fax: 916-786-0750
E-mail: PrdymPlgcm@earthlink.net
Web Page: http://www.paradigmpilgrim.com

(360)750-6699
Vancouver, WA
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COMMUNICATION IS ACCOMPLISHED BY HUMAN BEINGS
ORCHESTRATING THREE, TYPES OF BEHAVIOR:




* IN THE EMERGING PARADIGM OF COMMUNICATION THE
PRACTITIONER CHOOSES TG ORCHESTRATE A VERY
DIFFERENCT COLLECTION OF WORDS, AFFECT, ARD
BEHAVIOR IN ORDER TO ACCOMPLISH DECISIOKS.

EMERGING

Integrative
Expansive

Creative

Commitment
words @ 6% Process

Relationship

Cooperative
aff ect @ 37% Collaborative

Values relationship
Interest based
Power and structure are
dependent variables

. Low fear
Principled
High trust
Values ambiguity
Values uncertainty
Values diversity

behavior @ 57%



Communi-

. Ccate
Describe
Tell the trut

evaluation
and
commitment

Know " Interests

Altematives - . @

: Understand .
consensus S ~1 \, Interests

to
Decide

Copyright, 1996
Steve Barber




INTEREST-BASED PROBLEM SOLVING ELEMENTS in SEQUENCE

" Problem jg

Criteria
Slandards of
€asurementg
objectively

' fomparing' options 1°
Merest & criteria
;s:t"Du]ales improver™
n Plan .

ent

STt 51 2y 1

R NOTE: While sequential, this approach is aiso dynamic.
t  As elements previously considered emerge later,
§ parlicipants return to previous step and "start over”.

Copyright 1/94 by Steve Barber
Based upon the work of Roger Fisher, Bill Ury, Jerome Barrett, Scott Brown, Doyle and Straus



SOME TERMS OF ART....

INTERESTS The motives of the parﬁes to the negotiation. What people or groups-need. Derived and
reflective of heritage, culture, and stories of the group. Can even be arranged in a hierarchy or priority as
with the research of Maslow. A condition sought, a state of being.

OPTIONS Possible solutions. In order to operationalize will need the agreement of the parties to the

negotiation. ‘The work product of brainstorming without commitment or evaluatlon. The “other” right
answers per John G]aser

.CRITERIA Objective standards of measurement. When agreed to by the parties, serve to compare .
against options. Work product of brainstorming and research. Often externally derived or imposed by

control agenc1es or ﬁmdlng sources. Presenting practitioners with a paradox in that they are also options.
There is no one “magic” criteria for any issue. )

-

ALTERNATIVES What .either party to a negotiation can do without the agreement of the other. What

can be done in the event that no agreement can be reached. Feel like threats when perceived by the other
party. Don’t take your gun out of the holster unless you intend to use it.

POSITIONS, DEMANDS, PROPOSALS The solution to which one party is committed. Due to the
nature of our familiarity and comfort with the conventional model of offer-acceptance negotiations, these
often invite evaluation... usually in the form of judging the interests of the party presenting the proposal

EVALUATION The comparison of possﬂ)le solutions (options) to cntené, interests, and the issue or

problem. “How well does this option meet our mutual and separate interest, fit the cmena, and solve the
problem.” This exercise is accomplished without commitment. - °

CONSENSUS When the parties to the negotiation can say that at the very least the optioﬂ is one that
they can live with and support for now. Note that so long as a party to the negotiation is saying “no

consensus doesn’t exist. However, the naysaying participant is obliged to explain “why”, so that the
naysayer and other participants can continue to focus on creative solution designing.

INTERACTIVE MEETING A facilitated meeting of a group of people. Utilizes a non—conventlonal
format in settmg and process.

'BATNA The Best Alternative Io a I_\l_egoﬁated Agpreement

LEGITIMACY The psychological condition of ownership or support for a decision. A consequence of
using reason(s) and participation rather than power, coercion, or leverage as the basis for a decision.

‘Barber & Gonzales Consulting Group

Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: hitp:/fwww paradigmpilgrim.com







Issues Management Flow Chart

SBUES MANAGEMENT

Barber & Conzales Consulting 6roup

Phone: 916 786-4368 « Fax: 916 786-0750 « Email: PrdymPlgrm@earthlink.net
Web Page: http:/ivww.paradigmpilgrim.com



Issues Management Chart/Grid

Barber & Gonzales Consulting Group

Phone: 916 786-4368 o Fax: 916 786-0750 « Email: PrdymPlgrm@earthlink.net
Web Page: http:/iww.paradigmpilgrim.com
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CONVENTIONAL

COMPONENTS

OF THE L EMERGING
WORKPLACE .
Entitlement Basls of Contract 'EE § ER Mutually Add Value
Autocratic Structure of Relaﬂonshl_p federal |
Paternal .- . orgaric
Hierarchical quarttum
Princlpal-agent horizontdl
Master-Servant web-like
Do what's told Parﬂclbaﬂon Expected Particlpate in procesé
Homogenous Selection .Embrace & seek divershy-
Specifichy ' competencles
Conformity ‘ Evaluation 360 degrees
Adherence to
Order(s)

Static & Structured
Distributed

Described & outlined
by the “expert”
Individuals
Management”

Via Command

Produd Driven
" The End User

Avold/Risk averse
Act-React
. Cerfaln
Predictable
Qluantifiable

Mechanical

Compensation

Descflpﬁon of “work”

Mancged by

*Control”

"Morket” & environment
of opportuntty

*Customer”
"*Change’
“Process”

‘Results”

Organlzation Hself

Fluctuates with results
Integrated with whole

Described by work at
hand & those responsible;
competencies required

Teams
Governance

Self-motivated via legitimacy
Service driven
360 degrees
for each particlpant
inevittable/Risk resigned
Particlpatory - Interactive
Uncertain
Unpredictable’
Quantifiable

Social .
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THE MENTA_L MODEL OF RELATIONSHIP MANAGERS

_(Executives, managers, supervisors, shop stewards, business agents, etc.)

FROM TO

Decider
Director
Instructor
Master

Thinking that: Conflict
& Problem =

‘Broken & Fault =
Sanctions/Discipline
Fear

- Organizational
Communication
That says, “Check
your brains at the
door.”

- Responsibility for
subject matter
-expertise

16

= Facilitator

= . Coach

= .Mentor

= | Servant

= Thinking that:
Conflict & Problem =
Opportunity to
improvel/l.earn =
Ownership

= Organization

' ' communications

that says, “Be an
educated, multi-
capacity, aware
participant.”

= Responsible for
process & relationship
expertise
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STEVE BARRBER is recognized as a leader in the field of non-adversarial
negotiations, decision-making, problem-solving and organizational effectiveness. After serving as
the top aide to two California State legislators, Steve held the posts of Executive Secretary and
Deputy Director of the California Public Employment Relations Board during his 15 years with
that agency.

Steve has logged over 30,000 hours introducing a non-adversarial process for collective bargaining
in union-management relations. His pioneering work as a change initiator has brought him natJonal
and international recognition. He was a U.S. Delegate to a United Nations conference on
introducing and sustaining an interest approach to negotiations for international employers and
unions. Recently he was invited by the Association of Quality and Participation to introduce
interest-based dccision—making principles to international business and government communities.

Steve graduated from UCLA with a degree in Political Science and atiended graduate school in
Political Science and Philosophy at California State University at San Diego. He frequently
presents to state and regional conferences on the subject of employer/employee relations,
organizational development and change initiatives. As a principal of the Barber & Gonzales
Consulting Group, Steve conducts training, facilitation, and consultation in an interest-based
process for private and public sector clients, environmental concems, special districts, and public
participation projects.

Raymond J. conzales, Ph.D.. was elected to the California State
Assembly in 1972 and was Chairman of the Education Committee. He later served as the Director
of the Office of Education Liaison for the State of California and as administrator of the state’s
heaith manpower programs. He ran the state’s farm labor camps, as well as serving as education
adwisor to the Governor. In 1976 he was appomted by the Governor as a member of the Public
Employment Relations Board. :

Dr. Gonzales served in the U.S. Department of State’s Foreign Service from 1980 to 1990, as
political officer and labor attaché at U.S. embassies in Latin America and the Caribbean, and at the
U.S. Embassy in Brussels before the European Communities and NATO.

Dr. Gonzales received a diploma in Hispanic Studies from the University of Barcelona, Spain and
a Bachelor of Arts in Spanish aed English from San Francisco State Univcrsit)r, a Master of Arts
in 1964 from University of the Americas, Mexico City; and a Ph. D. in Latin American Studies i
1971 from the University of Southern California. Currently he he heads the Institute for World

. Languages and Cultures at Cal State University, Monierey, California.
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PARTIAL LIST OF CLIENTS

AC Transit

ATU., LBEEW,, AFSCME

Arizona Alliance for Collaboration

Association of Quality and Participation

Brussels Institute en bringing Quality and
Pamcapahon principles to the community

Bay Area Rapid Transit
BPMA, BPOA, AFSCME, ATU, & the
Joint L/M Committee

Calgary Board of Education and School District

" California Department of Fish and Game

Califomia Foundation for Improvement of
Employer-Employee Relations (CFIER)
20+ clients: elementary, high school,
community college districts and unions
(classified and certificated)

Califomia Special Districts Association

California State Employees Association (CSEA)

California State Legistature:

Budget Conference Committee
Freshmen Democratic and Repubhcan
Caucuses

Women's Caucus

City of Fairfield and 3 bargaining units (fire,
police, and general)

City of Fremont & Catellus Development
Company ’

City of Palo Alto Public Utilities and
Environmental Department

City of Petaluma and the Intemational
Association of Firefighters

City of Roseville .

Firefighters, Police Association,
.B.E.W., Oper. Engr, Local 39

City of Roseville Homeless Forum

City of Santa Rosa and the Pofice Officers
Association )

City of South Lake Tahoe and 3 bargaining
units (fire, police, general)

City of Union City, & the Union City Police
Officers’ Association, & Operating
Engineers, Local 3

€l Dorado County and the Deputy Sheriff's
Association & Public Employees, Local 1

International Brotherhood of Teamsters

Los Angeles InterAgency Council

Montebello Unified School District

Northern California Power Agency

Northern Telecom

Pendergast School District

Phoenix Fire Department

Phoenix Union High School District

~ Placer Consensus Project (Placer County)

Placer County Water Agency and the Operating

Engineers, Local 39

Placer Dispute Resolution Service

Public Officials in Water and Environmental
Reform (POWER)

SAFCA (Sacramento Area Flood Control
Agency) :

Sacramento Regional Transit and Staff
Association and Supervisors

Association, IBEW

Salt Lake City Public Schools

South Fork of American River Dialogue Project

Various private sector clients in service
industry (transportation, freight),
wholesale foods

ASSOCIATIONS &
AFFILIATIONS

Search for Common Ground
international Association of Public Participation -
 Practitioners (1AP2)

Organizational Development Network

Association for Quality and Participation

Arizona Alliance for Collaboration

California Foundation for Improvement in
Employer-Employee Relations

Institute for Community Initiatives

The Workplace Institute

AQP Excellence in Government and
Community

University of California, Davis: Instructor,
Extension Program

Los Rios Community College District:
Instructor, The Training Source

Siera Business Council

International Association of Facilitators

8035 South Lake Circle, Granite Bay, CA 95746 I
Phone: 916-786-4368 Fax: 916-786-0750
E-mail: PrdymPlgrm@earthlink.net
Web Page: http://www.paradigmpilgrim.com
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ONE APPROACH TO SURVIVING AND THRIVING IN THE FUTURE IS T0

INNOVATE

AND BE EXCELLENT

- Change is ubiquitous] . Change is unsetiling!

Charge will happen with or without our panicipation.

Itis applicable in our own places of work and in our own

specialization or profession as surely as it is in the “other guy's.”

Tho Barber & Gonaales Group provides its clients with the tools

. and techniques that have been proven to work in the face of this change.

We do this by improving organizational effectiveness through the application of

.- an "interest approach® ta communications and problem solving in cmployer-employee

relations. In addition, we work with any relationship where two or more interests must be
reconciled to one another in order 0. move thines forward
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AN OVERVIEW
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PROBLEM SOLVING
< through
DECISION MAKING
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with emphasis upon operationalizing an
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prepared
by
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“Within a Context....

-During the 70’s, while serving as the deputy director of California’s Public Employment Relations Board, | became
obsessed with the transformation of the American auto industry in the face of Japanese ascendancy. | was
" convinced that there were lessons to be learned from the Japanese but the challenge was to get others such as the

Americans (and my favorite motor vehicie makers, the ltalians) to listen, let alone do something once they got the
lesson. ) ‘ : '

Fortunately for this auto enthusiast, others with more celebrity and influence than | were at work on the subject.
One such luminary was David Halberstram. His book THE RECKONING inspired me to wonder aloud whether or not
such a transformation or paradigm shift might also be conceivable in the field of labor/management relations in the
public sector, especialily schools. This was something which | had thought about for many years but refrained from

- voicing due to the hostile reaction such vocal musings would, and did, receive from the professional practitioners
and most of my colieagues. ~

As | was in their service to some extent through my role as an executive charged with administering California’s
version of the Wagner and Taft-Hartley Acts, 1 found that asking fundamental questions about underlying
assumptions of process and relationships between the employer and employee organization were not well received.
In fact such questions were considered to be further proof to the “experts” of my being inappropriate for the job I
held! After afi, my background was in political science (worse yet, politics, that dirty word) not industrial relations.
What more proof did one need? :

Fortunately, others with labor-relations credentials that could not be so easily dismissed by practitioners and
colleagues in my immediate vicinity were tuned into this shift in process and assumptions. Tuned in to it so much so
that they were actually putting this “radical” approach into practice...and with no small success. So it was then that |
was able to provide the labor relations practitioners in public education and state government with a continuous
stream of examples and writings about this “emerging paradigm”. Even more fortunate was that one of their own, a
management negotiator named John Glaser, had begun to study the different methods of negotiation being used by
school districts throughout the state. In fact John and his negotiating partners in the classified and certificated units
at Napa Valley School District had gone beyond simple inquiry and had begun to use some of these new approaches!

A frustrated Board member at PERB, exclaiming that there had to be a better way to do labor relations than the
one that was deluging the agency with casework well beyond original expectations, provided the window of
opportunity needed to breathe life into what had heretofore been my subterranean undertaking! Thanks to the
efforts and skills of Janet Walden (she was damn near compuisive about it) at bringing ideas and a coalition of
management and labor practitioners to life, my subterranean odyssey. into the future became an actual program
within the agency. With the help of Ralph Dills and Becky Morgan (California_State Senators, a Democrat and
Republican, who co-authored first ever legislation to fund the project) PERB's efforts had the credibility necessary
to attract start up funding from the Stewart Foundations and the Hewlett Foundation. ' '

The rest is a history of success, “Let Mikey” try it, “Looky Lous”, “horses that won’t drink the water”, and taking it
to other venues 'such as private sector, cities, counties, and legislatures. The difficulties and drawbacks to
introducing and practicing a completely different paradigm or modei of doing business within an enterprise is
perhaps best understood as a recovery experience: recovering from the paradigm the parties to the enterprise have
consciously found as not useful or appropriate for current reality or context.

While this is the case for discrete enterprises, what about communities or political systems? 1 believe the use of
paradigmatic thinking is applicable here too. The principles set forth in this booklet are presented here in the _
context of the workplace yet have comfortable application in the broader setting of community or political system.
So too, do they have application in the context of individual human relations such as in a family or personal
relationship. ) '

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
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A Reference Point or Guide is Helpful....

Pursuing my own passions in this odyssey has found me facilitating or training in an interest approach
to negotiations, organizational development, public policy determinations, conflict management and -
more....for over 30,000 hours since 1987! | have been facilitating ar training in these and related issues
virtually full time since 1990! These hours and hours with teams struggling to unlearn the past and bring
on the future has enabled me to discover not just my own style of helping them do that but also realize that
this style seems to be well received by most.

As aresult, | have been repeatedly asked to compose my unique view of this emerging paradigm and
how it works into a handy reference guide. This booklet is a rough outline of the ongoing effort to be
responsive to these requests. In addition to this booklet a videotape is under production and expected to
be available, a reader (a collection articles about the specific application and experiences of an interest
approach in public education) is being prepared, an interactive computer program based on the interest
approach is in the works, and two more books expanding upon the basics of this one are-planned.

This booklet is my genuine attempt to begin to integrate my theoretical and academic understanding of
how people make decisions within both the traditional and interest based approach. Much of what
appears here has been distilied from these 30,000+ hours of face to face work combined with an

inquisitive and curious mind trylng to connect what it sees in practlce with everybody else’s explanahons
Sorry, | can't help it.

PROBLEM SOLVING as most of us know it and practice lt seems quite natural, as though it is something
we’re born with the capacity to do. After all, what we’re domg is just making a decision. Confronted with
a problem we use “common sense”, logic, a few tools we've acquired, how others doit, what we’ve always
done and solve the thing. The sooner the better too!

Yet, in our heart of hearts we know that’s not what happens. Upon reflection, we are aware of the
reluctance our peers and organizations have to identify, let alone confront, problems we or others
. perceive. Any number of reasons explain this reluctance. Perhaps, the most common one is derived from
the structure of organization in which we do business. It is one which has traditionally equated the
concept of “problem” with that of “failure” or “wrong” or “error” etc.

We are aware of the lack of comfort and awkwardness associated with directly communicating to the
principals in any perceived situation for fear of damaging the relationship. And we are aware of the post-
scrutiny and “Monday morning quarterbacking” that goes on after any solution is “announced”. Fear,
unique to each participant, is incredibly alive and flourishing as a motivator in our familiar model in the
workplace

This booklet is designed to serve as a definer of context or as a reference maker for the elements which
one must orchestrate to participate in or understand a very different modet of problem solving in the
workplace: AN INTEREST APPROACH TO PROBLEM SOLVING...

Barber & €onzales Consulting €roup
8035 South Lake Circle, Granite Bay, CA 95746-6256
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AN INTEREST APPROACH

to NEGOTIATION COMMUNICATION - PROBLEM SOLVING

What is it?

An interest approach to communication, negotiation and problem solving is a non-adversarial
means of achieving decisions or even just being understood in a discussion or dialogue with
others. It consists of a collection of principles and techniques familiar to anyone. These
principle include such concepts as focusing on issues not personalities, making decisions
which are based on an objective reason rather than power or coercion, accepting all motives
or interests as givens, rather than evaluating those interests as right or wrong.

It includes the recognition that human belngs are just that and as human bemgs we are usually
going to find ourselves "in relationship” to others. Because of this the human element in any
situation must be taken into account and focused on as much as the substantive if one is to
achieve a good and lasting situation rather than a "win". Outside of playing games a "win" will
often guarantee the winner that an enemy has just been created who will do everything

possuble to insure a “"lose" next time, as in the late Jesse Unruh's advice, "Don't get mad, get
even.' :

~ Who uses thls approach'? A

Although its components are familiar, to work well and serve as a tool for developing
organizational effectiveness in the face of the ubiquity of change, the interest approach is most

successful when introduced jointly to the parties commltted to using it. The introduction is
through a facilitated training and practice.

It is being used and mtroduced in labor relations, publlc policy decision-making, alternative
dispute resolution, international "relations, economic development, counseling, planning,
business, government, and more. Professnonals in these fields and more are discovering that
the traditional approaches are no longer effective in the face of multi-variate change.

| Is it effective?

An interest approach is at once analytic and creative, enabling people to turn loose both of
those strengths that define us as human. Its application in public school labor relations
reduced the filing of formal complaints by 70% in the labor management relationships
- introduced to it, its application in international relations is visible to day in South Africa and the
Middle East. The interest approach is fast becoming the antidote to failed or stalled initiatives
in quality and participatory management in business.
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UNDERSTANDING ......

Successful problem solving, like negotiation, is essentially a consequence of the parties to the issue
understanding it well enough to have a “meeting of the minds” about the issue and the solution. Note the
use of the word “successful”. One can experience problem solving that provides a solution ( a definition of
success) but does not contain within it the needed ingredient for its enactment (as in “Because | said so”
model): the support of those involved and impacted.

Understanding, coming “to know” or “be known” in the mind of another person or group, is a consequence
of something everyone calis “communication”. But what is communication? What does it look like?
According to the author of the book “Getting to Yes”, Roger Fisher, communication is “50% talking and
50% listening, and the most important part is the listening.”

The interesting thing about talking and listening is that it doesn’t have as much to do with wdrds,
eardrums, and vocal cords as one might imagine! The question is “what is it that human beings do,
especially with regard to making decisions or solving problems, when we talk or listen?”

We understand each other through

COMMUNICATION

50%
LISTENING

50%
TALKING

but, how do we talk and listen?
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COMMUNECATION....

involves the orchestratnon by human beings, either as an individual or as a group, of three types of
behavior:

Words: language, either verbal or written, utilized to articulate or memorialize information and
knowledge about the situation at hand. With reference to decision making or problem solving, there
appear to be three (3) categories: 1) how we set forth the situation or issue, 2) words used in the ritual
and for affect, and 3) words that memorialize solution and agreement.

Affect: ndn-\}erbal posture, body language, tone of voice, facial expression, demonstration or lack of
emotion. Inciudes such things as volume, intensity, and timing. Affect has many cultural constramts and
connections. Affect often conveys commitment, urgency, intensity.

Ritual & Practice: who does or says what and when. Assumptions and principles about how success
is accomplished. A iearned and taught collection of steps and sequences or protocols of behaviors
between and among the partles to the issue. Process or approach.

WORDS
6%

AFFECT
37%

RITUAL & PRACTICE
57%

LGarber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 « Fax: 916 786-0750 ¢ 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: http://www.paradigmpilgrim.com



HOW WE COMMUNICATE TO SOLVE PROBLEMS....

While humans have been practicing choice making for thousands of years, it is the one human activity
which can serve as a focal point for so many disciplines committed to the study of human behavior. With
regard to making choices around issues or problems that affect others, especially with regard to human

~ organization, we have been studying and studying and studylng Approaching the subject ,
paradigmatically, it would appear that two significant and identifiable models of choice making or problem

solving in the workplace can be defined through the use of the concept of communication as set forth
above:

CONVENTIONAL: The one we’ve been working on for the better part of this millennium. It has involved -
our attempts, in Western Civilization at least, to escape from the making of decisions by the assertion of

. raw, physical power by translating this power into the concept of RIGHTS. The successful assertion of
one’s rights has meant the ascendancy or decline of one’s needs being met. In the workplace we’ve been
practicing a version of this model for about 150 years. The determination of “rights” has been the
consequence of warfare, legislation, and litigation. The “tug of war” in the workplace or elsewhere has
been focused upon the determination of where one party’s rights end and another party’s rights begin.
This conventional model is most complimentary to our understanding of how the universe works as
explained by the science of the 17th century: act/react or Newtonian.

EMERGING: As our rights become established in law or logic and as the world has grown more complex
and multivariate (many variables) we are realizing that the conventional model of decision making seems
not to be serving us well. Decisions made in the conventional model are challenged to stalemate within it
still, while technology, population growth, global competition, and the single sided solutions emerging
from the practice of the conventional model (political initiatives etc.) exacerbate rather than resolve
conditions. As a consequence another model has been emerging which seems more comfortable with
multiple variables. This emerging model seems more complimentary to our understanding of how the
universe works as explained by the science of the 20th Century: quantum, field, chaos, and Newtonian.
Using this model has won people a few nobel prizes for peace.

As seen in terms of how we now understand COMMUNICATION as the orchestration of three human
- behaviors these conventional and emerging models (paradigms) can be reduced to these three
components Keep in mind that the purpose of this communication is “a meeting of the minds” or
' understandmg” '
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CONVENTIONAL

WORDS

About issues: Distributive

In ritual: Qm.'a_in@_
About solutions: Restrictive

NG | |
Confrontational
4 Adversarial

RITUAL

Positional:

...enamored with
-~

d structure as the
independent
variable thereby ...positional
dxctatmg a process oran
thatis.. offer-acceptance
} ritual assumes...
...the celebration and

./' search for certainity and /
predictability which
urges us to be...

/

~...discounts the

U

...information is utilized
\ for pure self interest alone

// value of or impact which creates a context
\  uponthe ) \, of low trust
\\ relationship . which refies upon...
\ between ...the independent
\\ the qanles { aggregation
% causing... H i
\ { and assertion

of power
against the other party(s) in order
to win) thereby creating a

context of high fear which...
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EMERGING

WORD

~ About issues/situations: Infearative & lnterconnected
In ritual: Creative & Expansive
About solutions: Commitment to
solution/process/relationship '

AFFECT

Cooperative
Collaborative

RITUAL
Principled:

— TN T —
..comfortable with \ \
/ structure as the |\

dependent variable

\\ ...principled
d thereby dictating P or a:
aprocess interest-based
) : that is... ritual
/..the celebration /! assumes...

;/ and expectation of " /

. \,
/ uncertainty and ambiguity \\ /

enabiing the enterprise
to be...
...information is
...the aggregation utilized for enlightened
and agsertion of self-interest thereby
power to be / creating a context
\ dependent upon / of f_ngr;’h trust
being within / which relies
\ relationship, , - upon...
\ thereby creatin
a co);next of ¢ t ...the development and
low fear which ‘\ sustenance of relationship -
brings on... \ between the parties
\ causing...
\\\
Y R
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UNDERSTANDING COMES FROM COMMUNICATION ABOUT:

A SITUATION, AN ISSUE, A DISPUTE, A PROBLEM, AN OPPORTUNITY....

As outlined, regardless of the model used, the commumcatubn is about issues, situations, or problems.’ |
personally dislike the word “problem” and like to use the word “opportunity”. The negative quality
associated with the word “probiem” stems from our organizational or structural culture. For example, I'm

told that Toyota has banned the use of the word from its culture. Instead, they use the word “opportunity”.

Semantics aside, when we communicate for the purposes of resolvmg a situation it is usually also in order
to resolve a difference we have regarding the sntuatlon

My colleague tan Walke, has introduced me to a convenient way of entering into any analysis of any
situation. 1an calls it CPR! | call it “lan’s triage”. Any opportunity or situation is susceptible to analysis
(taking it apart or disaggregating it) as to these three fundamental components:

Barber & Gonzales Consulting Croup
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 ¢ Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: hitp://www.paradigmpilgrim.com

11



IN ANY SITUATION THERE ARE THREE FUNDAMENTAL COMPONENTS

SITE-BASED Trust

Mentor

Interest » %‘-“'éé
Based i‘ﬁ'

& Magg, RELATIONSHIP

Understanding

\ amﬁon Be n efits Power

@f’ Q"‘%

Bus harn

CONTENT
Gate QS%’

#bsta,}
ffonsf;;p@

Terms & conditions
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Each of these components, in turn, is susceptible to further disaggregation or scrutiny. Once the
elements of each component are understood, diagnosis, prescription, and practice are possible.
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An examinéfﬁon of each compdnent will reveal further elements of the practice of an interest approach....
CONTENT......

Regard'ing choice or decision making around probiems or situations the subsfantive aspects or content of
any issue or problem can be identified and categorized. Think of yourself as the lens of a camera, whatis
seen when the shutter is opened and the snapshot taken are these:

*Data or information............ reeeeen Telling the story with perspectives too

*Motive, Need, Interests.............. Heritage, culture, Maslow, history

*POSItiON. ..ccoieeiiiieceer e, The solution to which one party is committed

*Possible solutions & criteria....... Multiple other prospects for solving but require agreement

*Evaluative behavior.................... Comparing solutions to motives and measures

*Decision/commitment................. Saying “yes” or saying “no” :

*Alternatives........cccveveeervenenennnnnen. What can be done without anyone’s agreement or if can’t get
agreement :

*Implementation behavior............ Putting the solution into action

Barber & Conzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256

Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
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PROCESS....
Process or ritual, regarding demsuon making around problems, presents us with two fundamental
approaches:

the conventional approach:

PROCESS

CmP
~ My/our TRADE Your/their
poslhon/soluhon/aIternahves position/solution/alternative
COMPROMBE

& LOGISTICS ﬁ% %

or

the interest approach:
; N

PROCESS - !,-‘ : ]

gy |

| .

/ = |

”’é‘ i \\

% I

(7 .

| Evaluate LOGISTICS

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 e Fax: 916 786-0750 ¢ 360-750-6699
Email: PrdymPlgrm@earthlink.net
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RELATIONSHIP.......

In research and in practice there appear to be a collection of elements which comprise what we know to
be reflected in our practice of relationship. Using the work of Fisher and Brown in their book GETTING

TOGETHER and from the actual practice of an interest approach in many venues, it would appear that

there are eight elements or principles which, if practiced, will produce an effective relationship, even
among adversaries. Interestingly, a comprehension of the principles, reflected here, creating an effective
relationship is a means of understanding further why the coventional, offer-acceptance model is ultimately

- divisive, or non-functional as a workplace (community) building tool. One reason for this is that the

conventional model discounts the lmportance of relationship as a variable whatsoever in problem
solving/decision making.

e Communication
e Understanding
e Acceptance
- e Reliability
e Persuasion
o Rationality

e Using an interest
- approach

e Separate relationship
& substantive issues

Barber & Gonzales Consulting €roup
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 ¢ Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
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ELEMENTS OF A POSITIVE WORKING RELATIONSHIP

Communication

Understanding

Acceptance

Reliability

Rationality

Persuasion, not Coercion

Using An Interest Approach
Separate Substance and Relationship

* 6 4 6 6 0 00

COMMUNICATION...

Always assume there is a need to talk--consult before deciding or ACBD; communication means BOTH ways--so
remember to listen (the most important part of communication); and avoid mixed messages--be explicit.

. UNDERSTANDING...

Learning how the other side sees things; exploring their thinking (se may not know how little we actually do
know); and starting by asking what they care about. Knowing that an absence of interest in your issue does not
mean an absence of interest in the relatlonshlp

ACCEPTANCE...

Dealing with the other party seriously even though we differ, assuming that they are legitimate and competent
treating with respect; give weight to and not evaluate their interests/motives; listening to what they say DOES NOT
imply agreeing with it; asking their oplmon DOES NOT mean we’re bound to follow it.

RELIABILITY..,

Being wholly trustworthy, but not wholly trusting; reahzmg that there must be some reason to mistrust us (it’s at

. least 1% correct; seeing ourselves as they see us; encouraging them to be unreliable; incorrectly evaluating their-
conduct; and basing trust on an analy51s of risk not on a moral judgment. Remember the rule of the subjectlve
double standard.

RATIONALITY....

Balancing emotions with reason; being aware of the other party’s emotions and of our own; acknowledging
emotions, but not reacting emotionally; and preparing for emotions before they arise.

PERSUASION, NOT COERCION...

Negotiating side by side; the win/lose treadmill ruins relationships; attack problems, not people; staying open and
delaying commitment; avoiding “either-or” choices; focusing on what is fair; staying aware of what each can do if
we fail to agree; and knowing that having a reason for a decision makes it legitimate while leverage, power, or
coercion deoes not.

USING AM INTEREST APPROACH....

Starting with the problem and its underlying driving forces or interests rather than starting with solutions or
positions helps the parties to a relatlonshlp develop a format process or context within Whlch to bring all these
principles to life.

SEPARATE SUBSTANTIVE ISSUES FROM RELATIONSHIP ISSUES.... A
Acknowledging and dealing with the “elephants” directly rather than using substantive items and a concerns to do_
this; identifying relationship issues DOES NOT equal a judgment of them; identifying relationship issues DOES
NOT equal accuracy, just identification; state YOUR TRUTH about the issue, help the other party to state THEIR 4
TRUTH, and taken together the full and accurate story can be determined.

Garber & €onzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256 )
Phone: 916 786-4368 o Fax: 916 786-0750 360 750-6699
‘ Email: PrdymPlgrm@earthlink.net
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[ THE LADDER OF INFERENCE _ |

v  The Origins of Conflict in How We Interpret Experience

The origin of conflict is often rooted in

" our inability to recognize the difference
between what we actually know about
our experience, and what we have added
to our experience — the internal and
external components of our beliefs.

1 adopt beliefs

Idraw conclnsions\ The reflexiv.

. : loop (our .
When two of us are engaged in a Imake as.sm'pﬁom \ :ehlfm
transactiod, the only actual data we select next
_receive is what each of us-sees and - 1 add meanings \ time.)
hears, or otherwise receives through our . ; _
-other senses. What we add is our own I select “data® \
meaning, assumptions, conclusions and
beliefs and then feelings in response to ‘ Observable “data” \

our beliefs - all of which lead to our

responses. Our belief systems, then,

become the screen through which we

filter our experiences. We unconsciously select the data that we choose to pay
attention to.

= The Ladder of Inference

In The Fifth Discipline Fieldbook by Peter Senge, Rick Ross describes this mental
phenomenon as the "ladder of inference."

For example, suppose I am talking to a person. He mtenupts me repeatedly. I
decide that he does not want to hear what I have to say. I feel shghted I Judge
him to be close-minded. I get angry and walk away.

I have walked up the ladder of inference. The data I observed was that he
started speaking before I finished. I assumed he did not want to listen. I
decided that he was close-minded and intended to slight me. ThenI acted
on my conclusions. However, he may have just been enthusiastic, unaware
of his conduct and not intending to give offense. Most likely, in future
dealings with this person I will look for further "evidence" that he is close-
minded.

We cannot live without the ladder of inference. We cannot function in life without
adding meaning, making assumptions or drawing conclusions. The trap isto - 18
believe that our conclusions and assumntions are "the truth.
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COMMUNICATION STYLES

THINKERS

SENSORS

FEELERS

INTUITORS
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8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
' Email: PrdymPlgrm@earthlink.net

Web Page: hitp://www.paradigmpilgrim.com

21



The Process....

In order to bring the following, elegant principlés ,

Focus on Issues, not personalities
. Describe, don't accuse
Tell the Truth -
Defer evaluation
Defer Commitment
Focus on Interests, not.positions
Don’t judge interests :
Attempt to meet both separate and mutual interests
Develop Legitimacy
Use consensus
Be systematic and celebrate learning

O H O F O X X A X E *®

of an interest approach to life, we must practice them using elements or steps, techniques and
assumptions in a sequence that is also dynamic.

Barber & €onzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
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UNDERLYING PRINCIPLES...

In addition to the fundamental principles which are utilized when undertaking a consensus
approach to decision making, and outlined in the attached supporting material, there are a collection of
central concepts or assumptions which the parties are asked to adopt and work toward bringing to life.

ENLIGHTENED SELF INTEREST: Individuals and groups of individuals tend to pursue self
interest. The most comfortable and widely practiced means of maximizing self interest is to maximize
one’s self interest without regard to the impact upon the self interest of others. The approach herein
outlined is built upon the adoption of a contrary view or assumption: that one’s seff interest is maximized
by engaging in the conscious effort to maximize the self interest of the other party to the relationship.

CPR: Any situation presented to a group of persons or institutions for purposes of making a
decision or reconciling differences can be disaggregated into three fundamental component parts:
Content elements; Process elements; and Relationship elements. . .

CONTENT: The what of the situation such as money, time, assets, opinions, number(s),
scope, tangible things, etc.

PROCESS: The how of the decision making or reconciliation of similar and different
interests or needs and demands. Usually a choice between decision making by accumulating power and
then using it versus developing creative solutions which meet mutual and separate interests by
consensus. Process is a quick reference to the interactive behavior of the parties to the situation.

RELATIONSHIP: The /interdependence of the parties to the decision making. This
references such things as communication, understanding, respect, power, emotion, etc. Relationshipisa -

- quick reference to the condition of the interactive behavior.

SYSTEMIC THINKING: The realization that any situation presents multiple variables which are
interconnected and interdependent is a fundamental tenant of systemic thinking. Parties are asked to
contemplate and identify these when describing the situation. The parties are also asked to apply this
thinking to the impieimentation of any “solution” to the situation presented. Situations are approached
more as “puzzle solving” than as “problem solving”.

LEGITIMACY: The cwnership of the result is sought by all. In order to insure that the agreements
(meeting of minds) accomplished by the parties are actually brought to life a reliance upon participation
and reason rather than exciusivity and the assertion of power and coercion is sought through this
process.

UNDERSTANDING: The acceptance that while all parties may be speaking the same language,
they each come from a different culture such as the culture of labor/merchant/consumer/management. As
a consequence of this cultural perspective each participant thereby attributes different meanings to the
same words. The effort to have a common vision of the future, a common definition of terms, and a
capacity io view the world as the other party(s) see it is undertaken. A consequence of communication,
understanding is the cement of the various components to the solutions reached. ' :

CREATIVITY: Sometimes the product of tension, sometimes the product of enlightened process,
the utilization of creativity is required in order to discover possible solutions for meeting multivariate
needs and content components. Patience, gestation time and perspective are helpful attributes in the
process.

Barber & Conzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
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ESSENTIALS of the IBA Decision Making Model

Communication:
/ N Disiogue
1o
Discussion

Underetanding Interactive

ti .
Participa (L Process

&

Conseigus choice to meet
Crenﬂv"g\ Contensus

one'e own needs by meeting
the needs of the
other party

Enlightened Legitimaey

Qelf
Interect

Syctemic
Thinking

Quantum
paradigmatic
fntereonnected
interdependent
inferralgted
multivarigte
chaos
flelde
frachale
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IN PURSUIT
OF SELF-INTEREST

Maximizing: + PROFIT
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JUESDAY, DECTMBER 25, 1994

Debunking Darwin, Game Theorists Find Nice Guys Can Finish First

By K.C.Cole
Las Angries Times

As tbe nation watches ita Jead.
ers butt heads on lsues such &
Bosnls, the budget and the future -
of the environment, it i reasgur. .
ing to think tbat such ugly con-
tikets are. after all, pative's way.

According to conventiona! wis-
dom, winning strategies are an.
chored In setfdnterest, Darwin's
idea of marvival of tbe fittest sug.
gests wbat only the meanest, most
competitive, moet seltisb individn-
als will make 1t 10 the top of the
evolutionary hexp.

Mathematicians,
know diferently, For at lexst two
decades, apecialists in a fleld of .
mathematics called “game theory”
bave beld 29 a primary tenet that
nice guys can und frequently do
finish first, .

According to Lhose mathemath
clans, who have studied 1hz nature
of winning rrategles — which is
what geme theory i all about —
the parties 1o the nation's laurge
Rale political disputes often shoot
tbemselves in the foot, strstegicals
ly speaking ensuring the worst
possible outcoma for everybody.

“You get lnto these situations
where everyone loses,” sald New'
York University politieal seientist
Steven Brazu. “ity » pathology..
Gume theory gives you & very clear
view of the problem, so you can
understand how they can blow it

A Winning $:

Game theory bas less to do with
board games, such as chess, and
more 10 do with sirategy — agy-
Lhing from bargatping for a ralse
to hudget negotiations or dixarma.

‘ment. Essentially, the theory as

slgns numerical values to various
srategies in welldefined cop-
flicts, making It possible to ealey-
Iate winners and Josers,

Last yexs, the field finally re-
celved 2 much welcomed stamp of
pproval from the Nobel Commit- *
tee whep the economics prize was i
awarded o two Americans and a j
German for whal amonatad to
WOris of pure mathematics,

During the past decade, gume
theorisis bave concentrated op
coming up with workable ways 1o
gel out of conflicte And ~ per.
haps surprisingly to many I the
current, confrontational, genera.
tlon of politiclans — the strategies
(bt stem from the most up-Lo-ate
mathematics! research sound s jo*

however, gy

liks o)d-fashioned bomilies: think
abexd, cdoperate, do not covet
your peighbor'’s success and be
prepared to forgive those who
trespau against you.

Game theory groups simliar
Kinds of conflicts tato well-deflned

categorles. The federal budget °

deadlock, for example, fits into &
category that mathematiclans —~
and chidrer —~ call gumes of
“chitken."

Chicken is a farelljar game to
snyone who saw James Dean s}
mox (but not quite) drive his car
over a cliff In “Rebel Without a
Cause” or who lUved through the

hev.Kannad

What strategy works best — keep
silent or strike a deal?

*“There's 2 lot of motivation to
<o something that's good for you
that's bad for your neighber,” sald

sic game theory problems, the pro-

gram's meszage Is: "Do unto others -

as you would beve them do unto
YOu ~ or plser*

A 'Nieo’ Program

Claremont College math felan
William Lucus.

To 1y to determine what the
- beststrategies are for plaginguuch
gemes sod winning, game theo-
rists have run elsborate computer-
fzed simulations. To almost every-
‘one’s surprise, the most successful
slrategist turns out 10 be an inge-
niously simple prograrg created by
Anatol Rappoport at the Univers)-
ty of Torooto, Called TH tor Tat,

y sandoff dur.
fng the Cuban missile crists. The
characieristic of these games b
thzt the person who backs down
first loses, hut refusing 1o back
down at all may risk losing even
more.

“That's what we hed a couple of
weeks ago,” satd Brams. “it's total
impasse. Both dje. Government
shuts down."

Tempiution te Chest

The logical problem in such
games fs that the best outcome for
both plsyers would come about
through cooperation — each
agreelng 1o swerve away from the
edge jur before efther exr goes
over the cliff — dut each player
has 8 strong temptation to try o
cheat and pet the betler of the oth.
er guy.

Another type of game that the
orixts study is the “prisoner's dl-
lemma” — a scepario tamillar to
snyone who has watched a televi-
slon cops ahow, In the prisoner's
dilemma, two partners In crime
are kept in solsted cells. Each 1
told that If he blows the whistle on
the other, ke might be able to go
free. If he remains moute, each pris.
oner imows, the guthorities might

* not bave enougb evidence to con-
vict

bim ~ unless, of course, the
other prisoner rais on him first.

program’s [irs\ move Is aiways
to coopernte. After thal, it simpty

echoes whatever {ts opposition -

does. If the opposition cooperates,
Tit for Tt cooperates. If the oppo-

By not ever being the first to
defect, T1t for Tat was what Robert
Axelrod of the University of Mich)-
gan called 8 “nice” program, As it
turns out, most of the winners In
computer simulations that Axe}
rod has run hive been nlce; most
of the losers were not. Tit for Tat
could also be forgiving — that ks,

even after the opposition defected, R

Tit for Tat would { give

that the game of “chicken” in s
real world situstion wauld never
lead to the neat cooperstive out.
comes Lhat emerge io the Tit lor
Tat program. Think of Hitter, or

‘Saddam Husseln, If one person al

'WRys cooperntes, then the “bully”
has pe incentive to change his
sirategy.

Theory of moves changes the _

rules s0 that players can ook
abhead. Posturing, and Jooking
reagdy for a fight, could be part of
such & faratghted strategy.

Lucas thinks Theory of Moves

codperation another try. The las-
son, 8ays Axelrod ls "be nice and
forgiving”

Brams has made strides in mak-
ing game theory more realistic His

altion delects, Tit for Tat retall
In kind,

In this sense, Tit for Tat embod-
led both biblical infunetions: an
eye for an eye, and the Golden
Rule. Or &s WDllam Poundstone
suauned it up in s book about clas-

recently published “theory of

. moves” takes game theory from &

static series of one-onone contests
to a dynamic series of moves and
countermoves that sarts /rom a
realisc status quo,

For example, ft b clear ;.

Is especlally good at getting play.
ers out of head-hutting games of
chickes, like the budget stalemate,
It you kmow Wit yau're golng to
be playing very serious games very
8001, (not cooperating) s golng to
create grest problems in the fu-
ture.”

So does game theory pave the

way to mutual cooperstion and
happiness ever after for everyane!
SEAY, the unanimows answer of

“it would be wonderful If 1
worked,” sald Keith Deviin, a
mathematicisp at St, Mary's Col
loge of Californla. “"You ean't take
the results of game theary and sp-
ply them 1o a real-world sttuation.
Life's relationships are wa com-
plex. (Game theory) only gives you
a onedimenslonsl view of s multi-
dimensional problem.*

Devlin polnts out, game the.
ory's two-player, twostrategy
games are no more reallatic than
the geometer's perfect circles.

Even John Hersanyl, the Uni-
versity of Culifornia at Berkeley
economist who won the Nobel
Prize far his work iy game theory
last year, s wary of attempts to use
it to prescribe remedles for humen
conflicts. But, be gotes, although

game theory cannot provide sim-

ple aoswers to lle's questiony, It
does, a1 Jeast, clarlfy the lasves,

‘"What game theory dpes s sug.
gest what the different possible
sirategles are 1hat have any hope
of belng good, and also gives you
some binis at how you can com-
pute value”

seems to be no.
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Of particular focus for an interest approach to problem solving are the means or tools we use to bring a
very elegant collection of negotiations principles to life. The essential approach is to engage in a
sequential yet dynamic application of elements and techniques to the “problem” or “opportunity”.
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Alternatives

Communi-

cate
Focus Describe  }-
_on Tell the truth
issues Defer:

\GD

evaluation
and
commitment

" Focus on
Interests

Know

Understand .
Interests

consensus
1o
Decide

Mutual
&
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_
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<
@

M |

Copyright, 1996
{5 Burter
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_ Use
interactive
Mmeeting

riteri
Standards of
Mecsuremems

obiecfive]y
Qgreed fo by
pParties

Saluation/AnalysE,
,-Com paring option®

Nherest g, criteid ok
;’;”h ulates improve™

Plan

NOTE: While sequential, this approach is also dynamic.
f As elements previously considered emerge later,
| participants return to previous step and "start over". . ‘

Copyright 1/94 by Steve Barber
Based upon the work of Roger Fisher, Bill Ury, Jerome Barrett, Scott Brown, Doyle and Strauss
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SOME TERMS OF ART....

INTERESTS The motives of the parties to the negotiation. What people or groups need. Derived and
reflective of heritage, culture, and stories of the group. Can even be arranged in a hierarchy or prlorlty as
with the research of Maslow. A condition sought, a state of being,

"OPTIONS Possible solutions. In order to operationalize will need the agreemént of the parties to the
negotiation. The work product of brainstorming without commitment or evaluation. The “other” right
answers per John Glaser

CRITERIA Objective standards of measurement. When agreed to by the parties, serve to compare
against options. Work product of brainstorming and research. Often externally derived or imposed by
control agencies or funding sources. Presenting practitioners with a paradox in that they are also options.
There is no one “magic” criteria for any issue. '

ALTERNATIVES What either party to a negotiation can do without the agreement of the other. What
can be done in the event that no agreement can be reached. Feel like threats when perceived by the other
party. Don’t take your gun out of the holster unless you intend to use it.

POSITIONS, DEMANDS, PROPOSALS The solution to which one party is committed. Due to the
nature of our familiarity and comfort with the conventional model of offer-acceptance negotiations, these
often invite evaluation... usually in the form of judging the interests of the party presenting the proposal.

EVALUATION The comparison of possible solutions (options) to criteria, interests, and the issue or
problem. “How well does this option meet our mutual and separate interest, fit the criteria, and solve the
problem.” This exercise is accomplished without commitment.

CONSENSUS When the parties to the negotiation can say that at the very least the option is one that
they can live with and support for now. Note that so long as a party to the negotiation is saying “no”
consensus doesn’t exist. However, the naysaying participant is obliged to explain “why”, so that the
naysayer and other part101pants can continue to focus on creative solution designing.

INTERACTIVE MEETING A fac111tated meeting of a group of people. Utilizes a non-conventional
format in setting and process.

BATNA The Best Alternative To a Negotiated Agreement

LEGITIMACY The psychological condition of ownership or support for a decision. A consequence of
using reason(s) and participation rather than power, ‘co‘ercion, or leverage as the basis for a decision.

Barber & Conzales Consulting Group
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LEGITIMACY

The willingness of parties to live within/abide by a decision depends upon
- the "legitimacy" of the decision itself. The probability that parties will live
within a decision can be improved if the decision favors the two facets

of legitimacy:

Creativity

Reason(s)

The parties impacted by

or expected to perform
_ the decision have

participated in making it

Participation’

The decision is based upon
a reason or reasons other than
escape from or acceleration of

4 power/coercion/leverage

Interactive Process
and
Consensus

Darber & Gonzales Consulting Group
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CREATIVITY

X Creative options are how |
- divergent interests are reconciled

X Decisions are invented before they are made

X Creativity is an activity that human beings enjoy
- interestingly; creativity, feels like, is fun, surprise,
laughter, love, delight, the ah ha!
- the physiology of laughter is that it releases tension....
Tension is the product of interests in conflict

X Start with brainstorming; pushit until the -ah ha's
start to happen; go beyond the ah ha to exploring
them in combination and detail

XX When evaluating and developing consensus

and implementation, expect the creativity to continue.
Enjoy this.

* Resources:

\/""Thomas F. Crum, THE MAGIC OF CONFLICT
Simon & Schuster, 1987

v/ Arthur Koestler, THE ACT OF CREATION
Penquin Books, 1990

V/Jim Adams, CONCEPTUAL BLOCKBUSTING
Addison-Wesley, 1986  and

 THE CARE & FEEDING OF IDEAS
Addison-Wesley, 1986

v'Edward de Bono, THE SIX THINKING HATS
Little Brown & Co., 1986 "

/
Vv Joel Barker, THE BUSINESS OF PARADIGMS
Harper-Collins Bi)ygger & Gonzales Consulting Group
. 8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368  Fax: 916 786-0750 « 360 750-6699 .
Email: PrdymPlgrm@earthlink.net
Web Page: hitp:/iwww.paradigmpilgrim.com .
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The."CompIete" Look of Agreement

®  Trust Agreement
® Compact
e Process

& Relationship

Charter

‘® Contract
e M.O.U.

- ® Collective
Agreement

- Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 » Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net '
Web Page: http://www.paradigmpilgrim.com
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ALL OF WHICH OCCURS IN AN EVEN BIGGER SETTING.....

The larger context of our practicing these principles and tools must be contemplated.

Constituency
and content
awareness

{ Know self
N/ oy

- getting ready

Know other

together

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256

Phone: 916 786-4368 » Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: http:/iwww.paradigmpilgrim.com
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" ltis in this larger context that we discover another, fundamental principle of an interest approach to
problem solving:

THE ALTERNATIVE

By definition, an alternative is something which one party to the problem solving can do without the
agreement of the other parties to the problem or what any party can do if an agreement cannot be
reached The alternatives must be evaluated for their impact if actually acted out

o Your#their
My/our _Negotiating alternative
alternative, and if engaged is
if engaged,is problem less attractive than:
less attractive than: solving

Knowing the alternative and the prospects of the reaction (their alternatives) by the other parties to its use -
serves as an ultimate measuring device for the agreement or solution which emerges from an interest
approach.

Barber & Gonzales Consutting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256 4
Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
- Web Page: http://www.paradigmpilgrim.com
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GET READY 7/ ﬁ GET %
TO | @TOGETHER K)l

S

Barber & Conzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 ¢ Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
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Issues Management Flow Chart

SEVE PARPER © v

Barber & conzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256

Phone: 916 786-4368 ¢ Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net .
Web Page: hitp:/iwww.paradigmpilgrim.com 39



Issues Management Chart/Grid

1S5UES

l

I

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 « Fax: 916 786-0750 360 750-6699
' Email: PraymPlgrm@earthlink.net
Web Page: http:/iww.paradigmpilgrim.com
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EFFECTIVE MEETINGSV

XA “meeting” is
a form of communication

¥< An effective meeting consists
of 4 immediate components:

/’ starting S

)24 Starting:
Includes "Check in"
- Name? |
- How are you?
- -Time constraints
- Who's missing?

- Elephants; emergent and issues?
- Expectations?

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 « Fax: 916 786-0750 » 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: http:/iwww.paradigmpilgrim.com
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EFFECTIVE MEETINGS

continued

¥ Calibrating:

Includes
- stating purpose(s) of the meetmg
- give information
- receive information
- make a decision
- comparing published/expected agenda
to emergent issues and information
- deciding whether emergent issues
should displace agenda-ized issues
and what to do with issues not dealt
with at the meeting
- clarifying and reconciling expectations
with purpose of meeting |

* Doing:
- Do what the group has decided to do
about a consequence of the above

)‘{ Reﬂectmg

- asking "what worked" (+) and
"what didn't work (&)

- factoring the Iearmngs into
the next meetlng

‘Barber & Gonzales Consulting Croup
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 e Fax: 916 786-0750 « 360 750- 6699
Email: PrdymPlgrm@earthlink.net
Web Page: hitp:/iwww.paradigmpilgrim.com
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FACILITATION TIPS

3X CHECK IN AND CHECK OUT

*X NOMINATIVE GROUP TECHNIQUE

X PEN COLORS

¥ GRAPHIC ORGANIZERS

¥X ROUND ROBIN

DBarber & Gonzales Consuliting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 » Fax: 916 786-0750 ¢ 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: http://www.paradigmpilgrim.com
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Thriving on the KNO%/

* Don't react
* Breathe
e No » Seek first fo understond
* Position *That sounds like a
* Solution solution. Help me
understand. ..

Practice "Principled Aikido” ini the
face of unilateral powsr or -
ignorance-based positional behavior
by ethers,

.what's the problem?"
who else is involved or
impocted?” What?
-if you got that solution, what
part of the problem would it
solve?"
hy you like it ?" ' Why?
~are there other possible solutions X
that you or others have thought of " Cptions How?
what would be the impoct upon the
interests of the other parties to this
or with a stake in the out come?” Can?
ouldnt this solution require s
the agreement of others?" . Wil
orisensu
what would if lool like in
a4 o B
detail if we were to do it? mplemen WWwWwW?

l \ ® Steve Barber, 1998‘

WHAT TO EXPECT....

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 » Fax: 916 786-0750 » 360 750-6699
Email: PrdymPIigrm@earthlink.net
Web Page: http://www.paradigmpilgrim.com




As many enterprises and organizations have committed to the effort to change their cuiture in order to
cope with the fundamental upheavals fueling the bulldozer of change there is some history of what you can
expect to experience in terms Qf actual practice and its emotional consequences.

HIGH
Success
- with
Inferest
Apprcach

LO

Time in years
Intro " Acquainted Practiced Culture

Training Change

Rogs Consulting

HOW TO IMPLEMENT.....

Barber & Gonzales Consulting Eroup
8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 ¢ Fax: 916 786-0750 e 360 750-6699
Email: PrdymPigrm@earthlink.net
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- Choosing to attempt a change in process and culture as fundamental as the one set forth here is dramatic
and significant. It involves more effort at unjearning a very ingrained collection of habits through the
commitment to and practice of a collection of new “habits” than it involves the immediacy of success in
those new “habits”. Itis very much like the struggle to recover from a dependency. 1 call those who have
chosen to bring on this very different approach to problem solving and choice making....recovering
authoritarians. :

HOW TO GET STARTED.....

The decision to initiate an interest approach to labor relations is a choice best made jointly by the parties
to the relationship. The cynical motive to initiate its use solely for the purpose of a fire extinguisher for an
emergent issue or just another tool for “the win”, will ultimately come to haunt the practitioner so inclined.
Instead, a sober realization of the long term implications of change in the relationship and uitimately how
the organization will be run is needed. Managers can expect to be obliged to sustain the commitment of
the enterprise to the interest approach while employees and the employee organization can expectto be
obliged to sustain participation in the interest approach. ‘ '

Getting started involves some joint exploration of the concept such as a delegation attending a conference
and an orientation from a presenter-delivered to a joint audience within one’s enterprise. Next, an
introductory training of appropriate length (3 or 5 days) is necessary. This introductory training is
reinforced with follow-up facilitation by a facilitator. The necessity of joint training cannot be emphasized
enough. Even with the training, practice in the principles is obligatory if reversion to the traditional
paradigm is to be avoided. Yet, once engaged in the interest approach, the practitioner will forever be a
creature of the traditional model.... a “recovering authoritarian”.

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256 .
Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthlink.net
Web Page: http:/iwww.paradigmpilgrim.com
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THE MENTAL MODEL OF RELATIONSHIP MANAGERS

(Executives, managers, supervisors, shop stewards, business agents, otc.)

FROM TO [
Decider Facilitator
Director Coach

‘Instructor Mentor

Master Servant
Thinking that: Conflict Thinking that:
& Problem = Conflict & Problem =
Broken & Fault = Opportunity to
Sanctions/Discipline Improvelt earn =
Fear Ownership
Organizational Organization

Communication
That says, “Check

your brains at the '

door.”

Responsibility for
subject matter
expertise

communications
that says, “Be an
educated, multi-
capacity, aware
participant.”

Responsible for
process & relationship
expertise

Copyright
Steve Barber, 1996

Barber & conzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256

Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
Email: PrdymPlgrm@earthiink.net
Web Page: http://www.paradigmpilgrim.com
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What “paradigm shifting” looks like

» A paradigm begins shifting well
before I have become aware of the shift
». My “situation” is a field of
paradigms :
»  “Crisis” frequently prompts a
- paradigm shift rather than
cognitive/rational choice
> Because it (the new paradigm)
often shows up before its needed or
wanted, the message is often perceived as
a threat
> Awareness of my own paradigm &
where I am on the curve will help me
avoid crisis . '
» - Outsiders often carry the paradigm
shift message—> .. should seek out and
listen to outsiders [Those who challenge
my rules sound critical/hostile.]
» ' IfIconsciously choose to practice
the emerging paradigm I should expect
ridicule and criticism
> This requires:
v’ courage
v’ intuitive judgment [have
faith in the emergmg
paradigm]
' v/ committment to the long
- term

> I should expect the conventional
paradigm to make it difficult for me to

practice the emerging one, due to habit
etc. :
»  When a paradigm shifts, and it will,

“everything goes back to “zero”, success

in the old paradigm guarantees me
nothing in the new

>  Power doesn’t put people back to
zero, ideas do. '
»  Ican discover the emerging .
paradigms by looking outside my
paradigm (boundaries) by asksing the
impossibility question

I need to purposefully question my
paradigm:
v’ openness: no one knows
everything
v' humility: keep on
learning

Comentiond

Garber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256 .
Phone 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
Email: PrdymPigm@earthlink.net

Web Page: http:/mwww:.paradigmpilgrim.com
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CONVENTIONAL 2 EMERGING

Barber & Conzales Consulting Croup
. 8035 South Lake Circle, Granite Bay, CA 95746-6256
Phone: 916 786-4368 ¢ Fax: 916 786-0750 » 360 750-6699
Email: PrdymPlgrm@earthlink.net '
‘Web Page: http://www.paradigmpilgrim.com

Mechanical | ~ Watch => | Electronic
Trees Cellulose | Kenaf

| Acids/stress ~Ulcers@ _ Bacteria
Tax & Distribute Social Security - Tax/invest

‘ : distribute income

Single dimensions Art => Mulﬁ—dimensions ‘
ignore Environment | Aware
Can't sfop the | Manufacturing Stop the line/
line/inspect the ' inspect along the
result : way

: .Finished when : Learning Lifelong
achievement
reached
Scarcity Capitalism Symbiosis
Mechanical Organizations | Organic
Operates/decides | Management ’ Govern
React Associations
Participate
Act/say Managers
Facilitate . '

: Supervisors

Do Employees Participant
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COMPONENTS o )
CONVENTIONAL OF THE EMERGING
’ WORKPLACE ,
Entitlement Basis of Contract EE & ER Mu‘ruallvb Add Value
Autocratic Structure of Relationshin federal '
Paternal oraanic
Hierarchical auantum
Princinal -aaent - horizontal
Master-Servant web-like

Do what's told

Homoaenous
Soecificitv
Conformitv

Adherence to
Order(s)

Static & Structured
Distributed

Described & outlined
bv the “exbert”
Individuals
Manaaement

Via Command

Product Driven
The End User

Avoid/Risk averse
Act-React
Certain
Predictable
Quantifiable

Mechanical

Particination Expected

Selection

Evaluation

Combensation

Descrintion of “work”

Manaaed bv

“Control”

“"Market" & environment
of opbportunitv

"Customer”

"“Chanae”
“Process"”

“Results”

Oraanization Itself

Participate in pbrocess

Embrace & seek diversitv-

comnetencies

360 dearees

Fluctuates with results
Intearated with whole

Described bv work at
hand & those: resnonsible:
competencies reauired

Teams
Governance

Self-motivated via leaitimacv
Service driven

360 dearees

for each narticinant
Inevitable/Risk resianed
Participatorv - Interactive
Uncertain

Unbredictable’

Quantifiable

Soacial

Barber & €onzales Consulting Group
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THE HOME PAGE
www.paradigmpilgrim.com

The Nautilus

P

of Organizational !ssues
Interdependent with an
Imerest Based Approach

Navigating the

emerging paradigm
- of declelon making

Articles by
Barber & Gonzales
and related authors

ORGANIZATIONS ARE
ORGANIC SYSTEMS NOT
MECHANICAL DEVICES

A Brief Overview of the

DevelopmentEffectiveness Planning

Interest Based Approach
Discovering a befter way:
Articles/Storles about IBA In:
Labor
Environment
Community e
Public.Pul.icy Links and Bookm arks to
Organizational organizations, associations

and parties related to IBA

Barber & Conzales Consulitings Groub
8035 South Lake Circle, Granite Bay, CA 95746-6256
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Metaphorically, the tree represents a system much
like the organization: :
Fruit: outcomes | ;
Leaves: context of the workplace
Trunk: political process of allocating and
supporting production
Roots: the principles of behavior

Barber & Gonzales Consulting Group
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Investing in life’s work

“WHEN WE STARTED to harness the power of machines in the early years of the industrial
era, gradually we started to see more and more of life as machine-like...”

“A company, in this sense, is literally a machine for making money.... If money doesn’'t come
out, the machine is no good and you throw it away or try to fix it,” says Peter Senge, a senior
lecturer at the Massachusetts Institute of Technology. : -

- “On the other hand, look at the literal meaning of the word ‘company.’ It does not mean a

machine, it means a group of people.... The word ‘company’ derives from the sharing of
bread.... It's the same root as the word ‘companion.’ In Swedish, the oldest word for company
means ‘nourishment for life’ and the oldest symbol for company in Chinese means ‘life’s work.’
So we have these much older ideas of what a company is all about: a group of people creating
something together, and consequently being a kind of living force.” '

Interviewed by Melvin McCleod
“Changing How We Work Together”
o Shambala Sun
January 2001

“A human being is a part of a whole, called by us “Universe,” a part in time and space. He
experiences himself, his thoughts and feeling as something separated from the rest—a kind of
optical delusion of -his consciousness. This delusion is a kind of prison for us, restricting us to
our personal desires and affection for a few persons nearest to us. Our task must be to free
ourselves from this prison by widening our circle of compassion to embrace all living creatures
and the whole of nature and its beauty.”

--Albert Einstein

" “It was not the strongest of the species that survive, nor the most intelligent, but the one most

responsive to change.”
--Charles Darwin

“‘Real freedom is the ability to pause between stimulus and response and, in that moment,
choose.” ‘

--Rollo May

“Let us not look back in anger or forward in fear but around in awareness.”
--James Thurber

‘I have come to a frightening conclusion that | am the decisive element. Itis my personal
approach that creates the climate. It is my daily mood that makes the weather. | possess
tremendous power to make life miserable or joyous. | can be a tool of torture or an instrument
of inspiration, |.can humiliate or humor, hurt or heal. In all situations, it is my response that
decides whether a crisis is escalated or de-escalated, and a person is humanized or
dehumanized. If we treat people as they ought to be, we help them become what they are
capable of becoming.”

--Goethe

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6256
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FOR FURTHER READING o o ¢ o o o

This short bibliography lists a basic collection of publications that provide windows into the emerging paradigm of

communications, negotiation, and problem-solving. Each of these books in turn contains substantial references for further
reading and inquiry. '

o Adams, James L., CONCEPTUAL BLOCK BUSTING, 3rd edition, Addison-Wesley, 1986.

* Adams, James L., THE CARE AND FEEDING OF IDEAS, Addison-Wesley, 1986.

 Block, Peter, THE EMPOWERED MANAGER, Jossey-Bass, 1987.

e Barker, Joel, THE POWER OF PARADIGMS, Harper Business, 1993.

e Bradford, Leland Powers, MAKING MEETINGS WORK, University Associates, 1976

e Bluestone, Barry; N ECOTIATING THE FUTURE, Harper-Collins, 1992.

‘e Byham, William C., ZAPP!!, Ballantine, 1992. ' |

e Cohen-Rosenthal, Edward and Cynthia E. Burton, MUTUAL GAINS: A- GUIDE TO UNION-MANAGEMENT
COOPERATION 2nd ed., ILR Press, 1993. _

e Covey, Stephen R., PRINCIPLE CENTERED LEADERSHIP, Summit Books, 1991.

e Covey, Stc,phen R., SEVEN HABITS OF HIGHLY EFFECTIVE PEOPLE, Simon & Schuster, 1989

'« Drucker, Peter F POST CAPITALIST SOCIETY, Harper Business, 1993.

» Drucker, Peter F., THE NEW REALlTlES, Harper-Collins, 1989. .

» Fisher, Roger & Scott Brown, GETTING TOGETHER: BUILDING RELATIONSHIPS AS WE
NEGOTIATE,Penguin Books, 1988.

e Fisher, Roger & William Ury, GETTING TO YES:lNEGOTIATING AGREEMENT WITHOUT GIVING IN,
Penguin Books, 1983.

» Fukuyama, Francis, TRUST: THE SOCIAL VIRTUES & THE CREATION OF PROSPERITY, Free Press, 1995.

e Gozdz, Kazimierz, ed., COMMUNITY BUILDING: RENEWING SPIRIT & LEARNING IN BUSINESS, New
Leaders Press, 1995.

. Handy, Charles, THE AGE OF PARADOX, Harvard Business School Press, 1994. . .

e Handy, Charles, BEYOND CERTAINTY: THE CHANGING WORLD OF ORGANIZATIONS, Harvard Business
School Press, 1994. ' ' | |

e Heifetz, Ronald A., LEADERSHIP WITHOUT EASY ANSWERS, Belknap Press, 1994,

o Henderson, Hazel, BUILDING A WIN-WIN WORLD, Berrett-Koehler Publishers, Inc., 1996

e Kotkin, Joel, TRIBES: HOW RACE, RELIGION AND IDENTITY DETERMINE SUCCESS IN THE NEW GLOBAL
ECONOMY, Random House, 1992.

* Kriegel, Robert J., IF IT AIN'T BROKE, BREAK IT!, Little Brown, 1991. _

° Mintiberg, Hernry, MINTZBERG ON MANAGEMENT, The Free Press, A Divisioﬁ of Macmillan, Inc.,
1989 and THE RISE AND FALL OF STRATEGIC PLANNING, The Free Press, 1994
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 Osborne, David, REINVENTING GOVERNMENT, Nal/Dutton, 1992, ,

'. Peters, Tom & Robert H. Watermah, J r., IN SEARCH OF EXCELLENCE, Harper-Collins, 1982.

Peters, Tom, LIBERATION MANAGEMENT: NECESSARY DISORGANIZATION FOR THE NANOSECOND

- NINETIES, Knopf, 1992, .

Peters, Tom, THRIVING ON CHAOS, Harper-Collins, 1988.

Ripchot, Gi’ffofd, THE END OF BUREAUCRACY AND THE RISE OF THE INTELLIGENT ORGANIZATION,

Berrett-Koehler, 1994.

Porter, Michael E., COMPETITIVE ADVANTAGE, The Free Press, 1985.

Redfield, James, THE CELESTINE PROPHECY, Warner Books, 1993.

Saul, John R., VOLTAIRE’S BASTARDS: THE DICTATORSHIP OF REASON IN THE WEST, Vintage Books,
1992.

Schein, Edgar H., ORGANIZATIONAL CULTURE AND LEADERSHIP, 2nd ed., Jossey-Bass, 1992.

Schmidt, Warren, RACE WITHOUT A FINISH LINE, Jossey-Bass, 1992. _

Scholtes, Peter R. et. al., THE TEAM HANDBOOK: HOW TO USE TEAMS TO IMPROVE QUALITY, Joiner

Associates, Inc., 1988.

Senge, Peter, THE FIFTH DISCIPLINE, Doubleday/Currency, 1990.

- Shutz, William, THE TRUTH OPTION: A PRACTICAL TECHNOLOGY FOR HUMAN AFFAIRS, Ten Speed Press,
1984.

" Sperry M.D,, Ph.D., Len, CORPORATE THERAPY AND CONSULTING, Brunner/Mazel, 1996 |
Tagliere, Daniel A., HOW TO MEET, TﬁINK, AND WORK TO CONSENSUS, Pfeiffer & Company, 1993.
Toffler, Alvin, POWERSHIFT, Bantam Books, 1991.

Vaill, Peter B., LEARNING AS A WAY OF BEING: STRATEGIES FOR SURVIVAL IN A WORLD OF PERMANENT
WHITE WATER, Jossey-Bass, 1996. ,

Weisbord, Marvin, PRODUCTIVE WORKPLACES, Jossey-Bass, 1987.

Weisbord, Marvin, DISCOVERING COMMON GROUND,

Wheétley, Margaret J., LEADERSHP AND THE NEW SCIENCE, Berret—Koehier, 1992 and A SIMPLER WAY,
co-authored with Myron Kellner-Rogers, Berrett-Kohler Publishers, 1996
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STEVE BARBER is considered by human resources, labor
relations, negotiations, dispute resolution, and political professionals
to be a "consultants' consultant”. His leadership in the field of non-
adversarial negotiations, decision-making, problem-solving,
organizational effectiveness, and communications is recognized both
nationally and internationally. Since 1989, Steve has lagged over
30,000 hours as a facilitator of change initiatives.

Client reactions to Steve are overwhelmingly positive, focusing on his
communication skilis and capacity to render complex concepts usable
in the real world.
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EXPERIENCE: Public speaking, filmmaking, research, publishing, business, ‘
government, legisiation, bureaucracy, p@litics, pxlot, car racing, motorcyclist, mechamc catalyst, and idea generator.
ROLES: Consultant, trainer, facilitator, author, manager, employee, partner, and confidant. 4
EDUCATION: Undergraduate/graduate political science, philosophy, psychology, law and jurisprudence.

CLIENTS: Legislative and policy making bodies, union/management cooperative teams, school districts, transit agencies,

hosplmis water agencies, commuiity orgammt;ons colleges, cities, cauntles, trucking, rail, land use plannmg, state agencies,
manu’a cturmg, dispute resolution agencies,
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< After serving as the top aide to two state legislators and as a Deputy Director in an office of the State Health
and Welfare Agency, Mr. Barber held the posts of executive secretary and Deputy Director of the Public
Employment Relations Board (PERB) during his 15 years with that Agency. While involved in the legislative and
regulatory processes of State government, Steve found multiple opportunities to utilize a principled, interest
approach to communication and decision making.
% Described by his colleagues as a "Johnny Appleseed", Steve Barber has spent the better part of a past decade
introducing union/management relationships to a non-adversarial means of doing labor relations and collective
bar«'fainimg His initiative at PERB brought into being a coalition of union and management organizations which
eventually formed the California Foundation for the Improvement of Employer-Employee Relations or CFIER
(See-Fire). Barber has been a primary architect of this unique and revolutionary project that is changing the

labor-refations paradigm. He has been replicating this initiative in Arizona, Canada, and the private sector.
Success in this application has legitimized the extension of a principled approach into public policy, regulatory,
and commuuity issnes management.

% ks ploneering work as a change initiator in this field has brought him national and international recognition.
He was invited by the United Nations to be one of 10 people from the United States to attend the first ever
inte rhdtwmai c 0;1( erence convened to duvck}p methods of mtroducmg; and sustammg interest approach ncgotlatmns

orative fmd interest-based dectsnon makmg principles as a effective and legitimate practice for
oraa;»nzati«;rza} development to the International business and government communities by the Association for
Quality and Participation. Steve serves as instructor in Organizational Development/Effectiveness for the UC
Extension Certificate Program in Human Resources. The University of California at Davis Extension Program has
solicited Mr. Barber to serve on a newly created advisory committee for the development of a Certificate Program
in Organizational Development/Effectiveness.

% Steve Barber is a native-born Californian, born and raised in Taft. His employment experience includes
machinist apprentics, retail clerk, cowboy, ranch hand, firefighter, oil worker, truck driver and mechanic. Upon his
graduation from UCLA with a degree in Political Science, he attended graduate school in Political Science and
Philosophy at San Diego State College. Steve has been contributing to the development of curricufa for the

Darber & Conzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746-6258
Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
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Political Science Department of San Diego State in mediation as a componert of their Interdisciplinary Degree

Program in International Conflict Resolution. Annually he presents a seminar on decision making to the Graduate

‘School of Political Science at San Diego State, and frequently presenting to state and regional conferences on the

subject of employer/employee relations, organizational development/effectiveness and change 1n1t1at1ves
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THE EMERGING PARADIGM IN PUBLIC SECTOR LABOR RELATIONS, CPER, California Public
Employee Relations, December 1988, No. 79

LETTING GENIES OUT OF BOTTLES Journal for Quality and Participation, J ahUary/February 1993

WATCHING THE PARADIGM SHIFT, Viewpoints, A quarterly publication of the California Foundation for
Improvement of Employer-Employee Relations (CFIER), November 1993, Vol 2, No. 1

WHAT DO YOU MEAN...I MIGHT BE ILLEGITIMATE" Journal for Quality and Part1c1pat10n,
January/February 1994

NEGOTIATING MONEY ISSUES, Viewpoints, A quarterly publication of the California Foundation for
Improvement of Employer-Employee Relations (CFIER), October 1994, Vol. 3, No. 1

NAVIGATING THE EMERGING DECISION-MAKING PARADIGM, Journal for Quahty and Participation,
March 1995 '

THE FAD PHENOMENON, Barber & Gonzales Consulting Group Newsletter, August 1, 1997
WHEN THE WHEELS FALL OFF THE WAGON..What Happens To Cause Interest-Based

Negotiations/Labor-Management Cooperation to be Abandoned, Viewpoints, A quarterly publication of the
California Foundation for Improvement of Employer-Employee Relations (CFIER), October 1997, Vol. 6 No. 1

ASSOCIATIONS AND AFFILIATIONS
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Search for Common Ground
International Association of Public Participation Practitioners
Organizational Development Network
Association for Quality and Participation

Arizona Alliance for Collaboration
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California Foundation for Improvement in Employer-Employee Relations

Institute for Community knitiatives
The Workplace Institute
AQP Excellence in Government and Commﬁm'ty
University of California, Davis: Insﬁuctor, Extension Prog;am |
Los Rios Community Coltege District; Instructor, The Training Source
Sierra Business Council |

International Association of Facilitators

R\AYMOND J. GONZALES, Ph.D. After many years of government service, Dr. Ray Gonzales returned to ‘

academia in January of 1997 as a professor in the Institute for World Languages and Cuitures at California
State University, Monterey Bay. Dr. Gonzales had led the needs assessment team for the new university in
1993 which was responsible for laying the ‘groundwork for the base conversion project which located a new
state university at the previous Fort Ord in California. The study entitled “The 21st Campus for the 21st
Century” anticipated a pluralistic university whose main focus would be on multi-culturalism, public service
and globalism. Dr. Gonzales is a leader in the fields of diversity training, ethnic studies, education, foreign
affairs, labor relations, and state and local government. .

As a National Director for Minority Recruitment at the Peace Corps, Dr. Gonzales brought to this position
extensive government management, recruitment, and intercultural experience. He was responsible for
increasing diversity figures at the Peace Corps, raising the percentage from 8.9 to 15 percent during his
tenure. He was appointed to this position in April of 1994,

Dr. Gonzales 5erved inthe U.S. Depaﬁment of State’s Foreign Service from 1980 to 1990, as political officer
and labor attaché at U.S. embassies in Latin America and the Caribbean, and at the U.S. Embassy in
_ Brussels before the European Communities and NATO.

Dr. Gonzales was elected to the California State Assembly in 1972 and was Chairman of the Education
Committee. He later served as the Director of the Office of Education Liaison for the State of California and
as administrator of the state’s health manpower programs. He ran the state’s farm labor camps, as well as
serving as education advisor to the Governor. In 1976 he was appointed by the Governor as a member of
the Public Employment Relations Board.

Dr. Gonzaleés' career as an educator spans three decades. He was a professor at California State
University, Sacramento, Bakersfield, and Long Beach campuses and taught political science, history,

languages, and ethnic studies. He has taught at the University of Brussels and is presently teaching at

California State University, Monterey Bay.

Dr. Gonzales received a diploma in Hispanic Studies from the University of Barcelona, Spain and a Bachelor
of Arts in Spanish and English from San Francisco State University; a Master of Arts in 1964 from University
of the Americas, Mexico City; and a Ph.D. in Latin American Studies in 1971 from the University of Southern
California.

He has been a board member of the Hispanic Chamber of Commerce, Martin Luther King, Jr. Memorial
Committee, U.S. Advisory Commission to UNESCO, the Hispanic Media Association, and the Board of the
Sacramento Muscular Dystrophy Association, among other groups. He served in the U.S. Marine Corps and
is married to the former Ada Ortega Lehner. They have four children.
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% City of Roseville and

Firefighters
Police Association
Operating Engineers, Local 39
< City of Petaluma and ,
International Assn.of Firefighters
s City of Union City and
Union City Police Officers’ Assn.
Operating Engineers, Local 3
& El Dorado County and

Deputy Sheriff’s Association
& Placer County Water Agency and

Operating Engineers, Local 39
< AC Transit and

ATU.

ILB.EW.

- AFSCME

« Sacramento Regional Transit and

Staff Association
Supervisors Association
< Placer Dispute Resolution Service

& California Foundation for Improvement

of Employer-Employee Relations and
- 20 +clients: elementary, high school,
community college districts and
_ unions (classified and
certificated)
& California State Legislature and

Women's Caucus
Freshmen Democratic and Republican
Caucuses
~ Budget Conference Committee
& California State Employees Assn.  (CSEA)

< International Brotherhood of Teamsters
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alifornia Special Districts
Association
+* Public Officials in Water and
Environmental Reform (POWER)
** Placer Consensus Project
(Placer County)
+» Arizona Alliance for Collaboration
+ City of Santa Rosa & Police Officers
- Association '
+ Pendergast School District (AZ)
«* Phoeénix Union High School District
** Bay Area Rapid Transit District & 5
local unions (Police, AFSCME,
- ATU, SEIU) :

% City of Fremont

+ Catellus Development Company
% Northern California Power Agency
+* North Tahoe Fire District

¢ Salt Lake City Public Schools

«* City of Palo Alto Public Utilities &

Environmental Department
% City of Fairfield & 3 bargaining units
(Fire, Police, General)
+» California Department of Fish & Game
¢ City of Roseville/Homeless Forum
** South Fork of American River
~ Dialogue Project

~¢» Association of Quality & Participation

(AQP) Brussels Institute on Bringing

Quality & Participation Principles to

the Community

<+ Various private sector clients in
service industries (Transportation,
Freight, Wholesale foods)

Barber & Conzales Consulting Croup
8035 South Lake Circle, Granite Bay, CA 95746-6256
‘Phone: 916 786-4368 « Fax: 916 786-0750 « 360 750-6699
: Email: PrdymPigrm@earthlink.net
Web Page: hitp://www.paradigmpilgrim.com

60



i BALLBER & CONZALES

" - Consuiting €roup

PARADIGM PILGRIMS
: n -
Communication.O Organizational Effectiveness O Negotiation

Multiparty Applications of the Interest Approach

Usually at the receiving end of a “911" call from a party or parties in crisis Barber and
Gonzales has primarily developed its practice of interest-based principles and elements form

-with the context of highly polarized, emotional, and divisive situations. Additionally we are
pleased to be of service to organizations and groups engaged in the strategic application of
the principles in order to survive and thrive into the future, not just surmount a crisis. Until a
full assessment has been completed with any relationship it is mpossnble to characterize.
Regardless of the condition or character of the situation, the principles still apply.. It's just that
the initial and ongoing focus might vary according to this character of the situation in

" question.

We find four typical situationS'

The hightv polarized setfing where parties are at “war™ but realize that at some point the
ﬁghtung wili cease either because they are out of ammunition or have an equitability of power
to continue fo stalernate each other; the simply contentious situation wherein the parties
seem eager to act out past issues and win/loss injuries in the current situation; the strained
and suspicious relationship wherein the parties are making a conscious effort to succeed
with each other but are wary of “those other guys.” And then there is the genuinely rational
and purposeful relationship which honors not only the elements of the substance of the

_situation but the principles of building a positive relationship through an effective negotiations
process: Few and far between at the outset, persistence from the beglnmng of the previous
three typologies oﬁen results in this fourth situation.

From the hundreds of applﬂcatlons we have expenenced we have outlined here a few-
enamptes of situations we think appropriate to descnbe the interest-based process:

exampﬁe 1. A collection of 1 4 pubhc utilities belongmg toa joint powers agency for the -
purpose of generating and distributing electricity. The issue was highly technical and
focused upon the formula for calculating income as correlated with use offset by generation.
The process took nine months. Parhcnpants were highly pleased by the result with evaluative
comments including “first time we've ever had a solution this creative and supported by all.

- Too bad we couldn't have been using thls from the start of the agency.” '

Plewe reply to
8035 South Lake Circle; Granite Bay, CA 95746-6256
0201 Unrvers:ty Ave. # F-210; Berkeley, CA 94710
Phone 916 7864368 01 Fax 916 786-0750 O Email PrdymPigrm@earthlinknet
Web page hitp//www._paradigmpilgrim.com
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example 2. An environmental advocacy group convenes a dialogue among industry,
regulatory agencies, business interests, and other environmental advocacy groups. Thirty-
five parties in all were atthe table. A breakthrough eventin the first place, the dialogue
resulted in a greater understanding of interests and -a commitment from all to sustain the
dialogue into the future. Further, a commitment to a critical relationship principle was agreed
“to by consensus: to talk first before taking unilateral actions.

example 3. A city government (three departments and the city council) and land
developer utilized Barber and Gonzales to help re-start stalled negotiations which had -
broken down due to the use of sophisticated leverage/political tactics. The initial focus was
upon understandmg and re-establishing trust and acceptance of each other at the table. The |
ultimate result was the commitment to, vision of, and action plan to operationalize a $30
billion project over'the next 10 years. This plan included the utilization of an interest
approach over time to refine the details, resolve dlsputes, and involve other stakeholders to
the situation as it unfolds.

example 4. A new state agency needing to promulgate regulations to operatlonallze a
new statute relied upon Barber and Gonzales process design input and facilitation to
negotiate the scope and text of the regulations with multiple statewide assocratlons and
individual members of these associations. /

example 5. A public utility engaged in decision making about how to embrace the
new/forthcoming deregulated environment relies upon Barber and Gonzales to design,
facilitate, and develop a group memory for four public meetings mvolvmg multiple individual -
interests as parties to five principal stakeholder groups. Results included clarity of direction
for the elected board, customer, and employee ownership of the commitment to embrace the
‘new environment, surprisingly creative sales and rate concepts emphasizing the commitment
of the utility to sustainable sources of power and consumption, and a competltlve jump on the
marketplace of power generators and prowders

_example 6. Avery Iarge, suburban school district in'a “right to work” state in the mldst
of a decade of acrimony is threatened with dissolution by the parents. The union,
management, and parents participate at the table in the form of five formal parties. Barber
and Gonzales facilitated and designed a “bridging strategy” to take the myriad of
relationships from the acrimony to the table and beyond.. Results after five years of effort:
the district went from the condition of losing staff and not being able to recruit to having to

. tum away applicants in an appllcants' market” due to population growth and class size
reduction initiatives. :

' ,example 7. Aiienvironmental advocacy group convenes, usmg a Barber and Gonzales
- designed approach and facilitation, 42 partles representing multiple govemment entities,
. industry associations and parties, and other environmental groups to focus-on a common
problem of resource loss to land development. The result was an ‘agreement and plan to

‘Parber & 6onzales Consulting Eroup
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improve the application of, marketing about, and success of conservation easements in fieu
of a baliot initiative. Further, a commitment-emerged to monitor the solution over time.

example 8. A public utility, using Barber and Gonzales to design a multiparty intemal
assessment and negotiation, successfully re-designed its approach to the provision of
service to both intemal and extemnal customers. The initiative was prompted by the decision
of elected officials to dramatlcally expand the service offering of the utlllty to include
technology networking for an entire community.

example 9. An “assembly” process focused upon the implementation of a multi-party
agreement (when achieved) involving the confluence of multiple watersheds and the
Pacific Ocean. With over 300 participants representing 200+- stakeholder groups and
parties in attendance Barber and Gonzales collaborated with the convener to provide not
only process design but facilitation as well. The result was a clearer understanding of the
various perspectives and issues which.outline them. Further, there emerged a consensus
that a non-adversarial approach to the decision making around the |dent|ﬁed issues should

be pursued.

example 10. A multiparty negotiation focused upon a watershed experiencing multiple
uses including fishery, mining, recreation, hydroelectric generation, timber harvesting, fire,
whitewater rafting, and consumptive purposes convened with the help of Barber and
Gonzales in the midst of ongoing acrimony in the courts, political process, and community at
large. The parties have made but one commitment, that of using the interest based
approach to resolving their differences. This agreement is significant in that it represents a
commitment to talk in amongst the litigation and acrimony. The talking continues. Further,
the parties have a consensus about seeking the funding necessary to-sustain the interest-
approach and apply it to the specific substantive and relationship issues that Barber and
Gonzales have helped identify through facilitation and consulting. This may sound simple;
yet within the context of the particular community and watershed itis a monumental
achievement for these parties.

example 11. A multiparty planning process to retain and revitalize seasonal salmon
runs in a river/creek system heavily impacted by urbanization and industrialization was
precipitated by formal charges levied against the regional water district by state water quality
and fish and game officials. Barber and Gonzales conducted twenty-plus fcilitated meetings

along with communications support to the multi-agency and advocacy group assemblage

convened for the purpose of rectifying the conditions reflected in the citation. The .
muitistakeholder group has succeeded in designing both a technical/scientific scheme to
collect data and an approach to take regarding the recoverquuality issues.

‘example 12. A police department is faced with the equivalent of a vote bf no confidence

in its chief of police.. Barber and Gonzales worked with a small committee comprised of city

- council members, police union officials, the city manager and chief of police to determine the

substance behind the initiative, identify an appropriate course of action(s), and help develop

buy—ln by all the parties for initiating change.
Barber & CGonzales (:onsultlna Groun
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example 13. A large, urban fire department experiencing the simultaneous transition.of its

chief and union leader seeks to institutionalize the positive aspects of their long term working

relationship. Barber and Gonzales engage in consulting and training initiatives within the
union/management relationship to meet this goal. Training in Principled Negotiations,

teambuilding, effective m'eetings.and more are included in the initiative.-

_ example 14. A railroad is struggling with a stalled initiative to introduce “TQM” into its
culture. Barber and Gonzales work with the employee relations staffto introduce labor-
management cooperation as the antidote. o '

example 15. A well-known computer manufacturer experiencing exceptional growing
pains due to the success of its cutting-edge product innovations establishes a new customer
service call center. Barber and Gonzales designed and is delivering a comprehensive team
building and cultural development initiative to establish long-term success frqm the

beginning. -

example 16. An R&D unit in a.Silicon Valley icon is charged with examining and
revamping the decision making processes with its division. Barber and Gonzales provide.
consulting services to this team faced with this “process as substance” challenge.

example 17. A county social services department has expanded both in size and scope of-
services exceeding the limits of marniagerial capacity. to move the organization away from a
centralized operations structure. Barberand Gonzales initiated a large scale interventionin
training managers and supervisors group decision making processes, communication skills
and facilitation practices... enabling a decentralized policymaking structure to emerge. _
Professional and support staff were subsequently trained with the help of management and

~ supervisory personnel. o ) .

Example 18.- As a part of a larger intervention with.'other‘consultants, IIUSP “Failing

Schools” were introduced to meeting management skills, concepts and principles of group

decision making, and practices in reducing high levels of conflict within the organization. The

interventions resulted in a tumaround in the handling of issues and problem “dissolving.”

These “failing schools” have developed the means to approach problem solvingusing

~ systemic processes for improving their performance level and handiing internal and extemnal
conflict. ‘ ' : .

Barbei’ & Conizales Consulting €roup
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3arber & Gonzales Web Site Index

PARADIGM PILGRIMS IN
COMMUNICATION
NEGOTIATION
ORGANIZATIONAL EFFECTIVENESS

COnsultmg Graup

Click on the bllowing icons b access the in’lmin&ﬁnn described..,

The Nautilus : Navigating the
of Organizational Issues- BB o emerging paradigm
Interdependentwith an hg of decision making
interest Based Approach ’ (Under Consticlon)

| ORGANIZATIONS ARE
EXERCISES ORGANIC SYSTEMS NOT
- || MECHANICAL DEVICES

A Brief Overview of the

interest Based Approach
. Updated: 03/1003

Articles by
Barber & Gonzales
and related authors

Links and Bookmarks to
organizations, assodigtions
and parties related to IBA

~ Discovering a better way:
Articles/Stordes about IBA in:
Labor
Environment
Community

Public Policy
Omanizational

Deve!opmentlEffecﬁveness Plani ning
- {Under Cons'tmctican)

Barber & Gonzales Consulting Group
8035 South Lake Circle, Granite Bay, CA 95746
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| 'BAm;m & GONZALES
&V Censumnn Groub

PARADIGM PILGRIMS
- Communication ¢ Omanizational’ Effectivengss e Negotiation,

| STfo "IBADBfD is recognized as a leadgr-: iv-thieficld-of fiok: adversaril
negotiations; i : ectiveriess; Afie
the top aide'to two California State legiskators, Steve heidme :of Execitive Secretary and
Deputy Director of the California Public Employment Relanons Béard dnnng hls 15 years with :
that agency. .

Steve has logged over 30; 000 hours mtrodncmg a non-advetsanal prooss for collective bargaining

' mumon-managementre]ahons Hisp)oneenngworkasachangeii"ﬁuatorhasbtwghhhnananl :
‘and’ mtemauonaheeogniﬁoﬁ. “He was a U.S. Delegate to'a United Nations conferenceon:
mtroducmg and sustaining awintcrest approach to negotiations for m!emanonal employers.and
unions. Recently he was invited by the Association’ of Quality and Parficipation 16 introduce
mtcrm-based dec,s,m.malqng principles to international business and govemmmt oommunmw

Steve graduated from UCLA ‘with a degree iri Political Science and attended graduate school in’

Political Science. and Philosopliy:at:California State University at San Dicgo. He frequently

presents 1 state and fegional conférénices on the subject of employerlcmployee relations, -

. ofganizational development and change initiatives. As a principal of the Barbei & Gonizales -

- 'Consultmg Group, Steve conducts training, facilitation, and. oonsultauon in an'mtexmt-based
"process for. private and public sector clients, environmental L Spesial d

parucxpanon pro;ects

Daympnd J. Gonzales, Dh.D waselectedtoﬂleCahforma State

‘a : ,' .al’n l976hewasappomted bythe Govcmorasamanbérofthe Public -
Employmankelaumsl?omd. :
-Dr: Gonmlﬁsewedmihcﬂ.&l)epamnentomeesFomgnSemceﬁom 1980 1o 1990, as

political,officer.and labiof-attaché at U.S. embassics in Latin Amegeaandthc Caribbean, and atthe
U.s. Embas,y mBmsels before the Buropm Commnnm& and NATO: <

Dr. Gonzalesrwetvedadlplmmm}iispamcSmdmﬁomﬁ:e fivérsity 'of Barcelona, Spain and -
-aBaChe!brofAnsmSpamshandEnglwhﬁmnSanmesooStathmvasny;aMastetofAns
in l964franmvetsltyofthcAmenms Mexico City; and a Ph.D. mLannAmmmnSmdiﬁm
1971 ﬁqntheUmVusnyofSoumemCahxomxa Cunanlyhchebmdsdxelmttmteforwmd
LanguagwandCulmm at Cal State lhuvcrsnty Montcrey California,

8035 South Lake Circle, Gramte Bay, CA 95746 -
. Phone: 916-786-4368 'Fax: 916-786-0750
, E-mail: _PrdymPlgrm@wthlmk net
Web Page: http://www.paradigmpilgrim.com . 66
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1o make suggestions regarding the content of luture issues, and 10 contribule information on
recen! developments in the various public agencies. . '

“Inititute of Industrisl Relstions < Universtty of Calfornla  +  Barkeley CA #4720

CooyGhi, 1958, by The Regents of he Universdy of Cauforra Resuesis for perm 33.0n %0 *epcouce ad or £an of
T3 PUD-CAION Should De 200°¢1340 10 ihe Eador ‘ '

CALFORNIA PUBLIC EMPLOYEE RELATIONS ISSN 0194-3073 USPS 374.970 5 outished 7 TRet 8 )RR N LMDy,
Maseh Agtt Jure. Seplember, Ocieber. and Cecernbet for 8135 2 year Sy 7=¢ Re9ers €1°he Ur vy welCartomg
Secord c'233 Doslage Ca.d ¢ Seveey. CA POSTMASTER Senc aoore 33 cra~ges o CFER. insilute o! 'nausinial
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‘The Eme'rgi-n‘g Paradigm in

Public Sector Labor Relations

By Stephen Barber, Assistant Executive Director, Public Employment Relanons Board, and Kenneth HilJ
and Tim Nelson, PERB Graduste Smdeat Assistants, California State University, Chico®

par-a-digm (par/s dim, -dim’) n. [Fr. paradigme < LL.
porodigma <€ Gr. poradeigma < parc.. PARAY + deigma,

. example < deiknynei, to show: {or 1E. base sce DICTION]
1. a pattern, example, or inodel

episite-mol-0.Ly \-jc\ & &3 Leplitemo- (fr. Gk eplstim?)
+ ~logy] ¢ the study of the method and grounds of knowledge
esp. with reference 1o it limius and validity; broadly 3 the
theory of knowlcdge ’

You've just pulled to & s10p at the four-way light and reach over to fiddle with the radio dial

“when a total stranger appears. As he thrusts himself halfway through the passenger window you move

lo protect your newly acquired possession on the front seat. Instead of grabbing your parcel or the
keys 10 your car, he grasps your hand and while pumping it wildly, breathlessly exclaims, ' helped
build your car! How do you like §1? Any complaints? How were you treated by the salesman? Have
you had it long? Have you had it serviced yet? How was the service you got? How do you like the
design? Any squeaks? Any ramles?” :

The barrage of excited questions from the enthusiastic stranger is punctuated with an ex-
planation as 10 their source. The stranger is an assembly-line team leader at the New United Motors
Manufacuuring, Inc., plant in Fremont, California. The incident is a true story. It is a story similar to
many that Chevrolet Nova owners have been sharing with their friends 2s a new method of practic-

ing labor relations flourishes at an auto assembly plant otherwise indistinguishable from fts cousins
throughout the country.

The NUMMI story {is that of & Phoenix rising from the ashes of a dramatic failure of tradi-
tional collective bargaining. The NUMMI experience is pot unique. Many private sector labor and
mansgement practitioners, desperate to assure economic survival in a competitive global cconomy,
have declared confrontationa] labor relations and adversarial collective bargzining obsolete, out-
dated, and coum.crpn:’ductiw:.l

Reflective of an anirdinal tap root set deep in. positional bergaining methodology, the
characteristics and consequences of conflict found in the traditdonal collective bargrining process,
familiar to readers of CPER, have become the wiGespread explanaions for falled negotations, poor
product quality, low productivity, inquiriesinto what's right or wrong with the process, and for some,
the primary motive for change. Yet, while the private sector is moving away from the practice, posi-
tonal or traditional bargaining methods are the dominant paradigm in the public sector today.

Unlike the private sector, where alternatives to the traditional bargaining method have been

*This xrticle was developed as & resukt of rescarch involving ca-site interviews a1 18 school districts snd & review
of available Litezature. More specific resutu of the interviews and additional research will sppear in & subsequent article.

1 "New United Motor Manufacuring, Inc., sod the United Automobile Workers: Parters in Tradning.” Labor
Management Cooperaion Brief, USS. Dept. of Labor, Buresn of Labor-Managiment Relations and Cooperative Programs,
No. 10 O xrch 1987).
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actvely sought out, aliernative bargaining methodologies in the public sector are only starting to
emerge. Because of the imporance and impact of these altemarives on the process of bergaining, the
labor relations profession, and the goods and services produced by employers and unions, and be-
cause it is apparent that these alternatives are coming to the public sector as surelyas the public sec-
tor adopted positional bargaining, it is important to stimulate dialogue on the subject.

In this article, we bope 10 offer a general understanding of what is meant by the term, “alter-
native bargaining metbodologies,” point to some of the underlying sssumptions, discuss the role of
the Public Employment Reladons Board (PERB), and encourage furntber exploration of the subject
by otbers.

What Business Is It of PERB?

What are the respective assumptions of the traditional collective bargaining model and the

‘DewW "mtcgranve" models we have been exploring this past year at PERB? In brief, the difference is
that the integrarionists reject the assumption of the traditional mode] that there are inherent conflict-
ing {nterests between labor and management which will result in economic and political power strug-

gles. The altemative methods find alien the assumpton that there are fundammta.ny opposed interests-

wh:ch require mutual accommodation through a power stuggle. 2

Much has been written about how and why conflict came to be the basis for raditional, or
positional, collective bargaining. In gencral, the literature agrees that the character of industrial ex-
pansion in the 19th century and carly decades of this cenmry gave rise o attitudes, conflicts, and a
method of dispute resolution which are no longer relevant 1o a transformcd economic environment.

Given the pressures to successfully compéle in a global markctplacc. reduce conflict, and
improve product quality, the positive response 1o these pressures offered by the integrative ap-
proaches may accelerate their embrace at such a pace that the philosophical debate will forever be
in a “catch-up"” mode.

Parn of the deliberations about the philosophical basis and practical application of the inte gra-
tive approach cenlers on the issue of whether an instituton such as PERB, conceived to administer
and adjudicate the codes and case law reflecting the wadidonal collective bargaining model, has any
business encouraging, let 2lone exploring, conflict-reducing methods of bargaining.

* One argument seems 1o be this: “PERB is a dispute resolution agency, period. Such explora-
tions of methodology, which inevitably call into question the assumptions of the statutes PERB ad-
ministers, are not an appropriale pursuit.” Indecd, our many conversations with public officials in
other states (we spoke 10 public agencies in over 30 otber states this summer in our information-
gathering cffons) indicate that such explorations are usually not being undertaken by agencies such
as PERB. Instcad, the location of such work is at the university, the staie's department of labor or
industrial relations, or arises from the changing nature of wort being done by staie conciliation or
mediation services.

The answer 1o the question of appropriateness for California’s PERB lies in the provision of
our statute which' calls for research into employer-employee relations and employment practices in
public and private employment. The statute further authorizes the development of “research or train-
ing programs designed 10 assist public cmploycm and employee organizations in the discharge of
their mutual responsibilities under this _chaptcr This language has given PERB broad latitude to

2 See, for example, An:hibdd Cox, Dertk Cmm Bok, and Robert A. Oounm. Cases and Materials on Lobor Law

(Mineola, N.Y.: Foundation Press, 10th ed,, 1986), pp. 211-214.
3. Please examine the bibliography which accompanies this article.
4 Gov. Code Sec. 3512, 3543, 3541.3(M), 3540, and 3560,
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undertake interesting and fruitful research on behalf of the partes. In issue No. 73 of CPER we out.
lined the many research projects underway at PERB which {llustrate this point.

What is important 1o realize here is that cven though there Is wide latitude available, PERB
rescarch projects, all of which have been willingly funded by the legislature and govemor, are

: motivated by a desire 10 provide the parties with tools and information which will enable them 1o

deal with employment issues and resolve problems before a dispute aﬁsc_s.s This approach is consis-
tent with the organizational scheme of the agency which sees more than 80 per cent of filed cases
settled before a formal bhearing. ' )

Recently, CPER featured articles and letters on the subject of the diligence and speed with
which PERB resolves disputes. Without becoming involved in that dialogue, we note that PERB is
designed on the judicial mode). Streamlining bureaucratic and adjudicatory processes of this model
can only go so far to improve the sbility to meet the dispute resolution obligations and the parties”
expectations regarding these obligations. The PERB advisory commitiee, PERB staff, and the Board
ftself have been focusing on procedural changes which address this jssue. :

At the same time, however, the PERB research approach enables the agency to address the
prospect of an ever-rising cascload by placing effective conflict management tools in the hends of
the practitioners. By furthering the purpose of the statutes as stated: *.. 10 promote full communica-
Hon between™ public employers and employee organizations and “10 promote the improvement of
personnel management and employer-employce relations,” PERB is recognizing both its role in dis-
pute senlement and the inevitzable caseload growth inherent in the projected demographics for
California in the next decade.® o

By providing the parties with information and techniques, PERB not only is beter sble to

-live within its. budget but also enables the partes to0 do the same in the bargaining process. We es-

timate, for example, that the health care cost containment research and communication PERB ac-
complished in 1984, 1985, and 1986 had the immediate result of cnabling parties statewide 10 avoid
increased health premiums totaling many millions of dollars.’ Such cost avoidance clearly enhances
the prospects of resolution of other points of dispute at bargaining tables,

Ignoring philosophical questions, it is clear from the evidence we have gathered this past
yearthat aliemative dispute resolution methods reduce conflicts, broaden participation by cmPloyccs
and their organizations, and achieve acceptable contracts in a collective bargaining context.® PERB

favor of a dogmetic adherence o its traditional role.
What Are These Alternatives?

- would therefore be remiss in ignoring or discouraging such a development within its jurisdiction in

Drs. John Gleser and Dougiaﬁ Mitchell in an as-yet-unpublished paper and in Glaser's doc-

$ Ina 1987 nuvey of PERB wmﬁmmkhquhingubom'ﬁdnin;md:mdbﬁaofhmmﬁchduqmmﬂd
foauiucammlmiuﬂmx.m!mcm.lvuychudeﬁ:wnmedmknm:hommducduuﬁnin;h
“preventative bargaining.* S ‘
..o.m:wbcwmwof.ﬁnmmj@.dmxbwlpopuhﬁmvmwwnn&ﬂmmno!l.‘mimanbyme
year 2000, Department of Finance, Population Research Unit Report (Pebruary 1988). See Projected Total Population for
Califomia by Rece/E'hnicity—July 1, 1970, 1o July 1, 2020—-With Age/Sex Daead) 1980-2020. T
7 PERB's tﬂ'ornlnd_tcn'Vitiuhtbeﬁddo!hedthmmmhmcmmm&qumdunﬁonmd&mum!m

pemiciows mnd growing issue. : - ' .
] Seelbenadin;mgWhmwmo!mu&h.WcmMnﬂﬁmmmlmd
h&p&ﬂb@uxh&mnhm&nwmwﬂmumdm@?mmﬂm!in. :
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toral disscrtation havé identified six models of alternative bargaining metbods.” These models were
developed afier surveying the 80+ public school districts in California which were sclf-idenrified as
. having adopted or experimented with the concept. The models are labeled: :

L Mature, high-trust industrial union bargaining.
2. Low profile, meet-and-confer decislonmaking. -
3, Budget development or financial formula bargaining.
4, Ncgodaﬁons process inpovations.
5. Alu:x%ng the ongoing labor-manager relationship.
6. Aliering the nature of thé negotiated agreement.

In addition to these six models there is also the Educational Policy Trust Agreement. By all
accounts this approach is meant 1o be paralicl or supplemental to the collective bargaining process.
However, parties report that the improved relationship which results from collaborauon on a trust.
agreement can affect other arcas of decisionmaking, including collective barga.mmg % State and na-
tional trends in the private and public sectors suggest an eventual melding of the pohcy trust agree-
‘ment approach and altemnative bargaining methods.

_ With altemative methods, the collective bargaining process is best understood as a loop of
communication running throughout the district as well as throughout the school year, It culminates
at the bargaining *“arena” (tables are oficn absent or pushed against the walls of the room) where
problems arc identificd and solutions postulated and agreed 10 by the participants. The bargaining
sessions typically last four 10 six days spn:ad over a maximum of two months time. Subcommitees
rescarch difficult problems.

The typical altemative method does not involve management and labor sitting on opposite
sides of a table attempting 10 achicve unconditional or even conditional surrender or capitulation 10
a preconceived position taken by the other side. Role differentiation is reduced, “brainstorming™
practiced, and many participants report that an observer unfamiliar with the participants would have
difficulty recognizing management or labor representatives from what they contribute to the process.
Asinthe pnvau: sector, the authoritarian basis of “modemn" American management theory so famxhar
. 1o us all is being called into question by the success of these alu:manvc oollaboranvc mclhods

The participatory basis of these pew metbods was welcomed by respondents to our inquiries,
_ Ongoing communications and bargaining are characterized by the.openness of all the parties 1o
providing and seeking full information. One could describe the difference between the traditional
method and the altematives as similar 1o a poker game where all the players know all the hands dealt.
It becomes a manter of the players versus the cards rather than the playcrs versus the players. The
concept of a winner and a Joser is foreign o these methods. -

9 JohnP.Glaser md Douglu E. Mitchell, "The Strate gies for Cooperative Exploration of Labor Relations Alternatives,”
an unpublished paper. John P, Glases, doctoral dissertation, U.C, Berkeley School of Education (Spring 1988). Both papers
available from John Glasex, 707.253-3577.

" 10]t remains to be wmvhd.hathcnmvdeﬁmhonofd\empeo(mumu bargaining sribated 1 the developens
of the policy trust agreement will hold for 1ong. In the PACE report summarizing work 1o date, the following definition of
the vaditicnal focus of bargaining is found: " standardized work rules and adversarial relasonships...” To experienced
labor relations pracdtioners, this definition is too narrow, s validity was questioned al the September PACE conference,

" and it will surely undergo considerable review if it remains part of the policy trust yemacular, Julia E. Koppich and Charles
T. Kerchner, The Trust Agreement Project: Broodening the Vision of School Labor-Managemens Relations: A First Year
Progress Report, Policy Analysis For California Education, Policy Paper No. PPB8-9-7 (Scptember 1988), p. 24.

11D. L. Landen, "Transforming Principles Into Practices,” Task Forc¢ Report on Labor-Managomers Relations,

Commonwealth of Pennsylvenia (Janucy 1988), pp. 77, 78, 79.
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Admiucdly. such characierizations are simplistic; yet, unmistakably, we encountered .

repeated expressions of trust, respect, mumality of goals and goal seeking, enthusiasm, reduced
stress, purpose fulness, collegiality, consensus, an absence of conflict, and even role reversal. It would
scem that the degree of wrust between the parties is the major determinant of the labor relations
relationship in either the waditional or alternative setting. And the success or failure of collective

bargaining, whether traditional or altemative, can be seen as a reflection of the quoticnt of trust be- "
tween the parties. This proposition deserves more rigorous examination, and has begun 10 receive ft -

via a recent Assoclation of California School Admlnismtgrs (ACSA) suwcy12 of school district ad-
ministrators and a PERB survey of altemative methods. ! -

‘Where alternative bargaining methods have been tried, and sustained, a dramarically dif-

- ferent way of looking at reality is being used by the participants. Each person has adopted, conscious-

ly or unconsciously, a new paradigm with which to measure, evaluate, and shape reality. As noted

- inthe ACSA study, in some cases the adoption of 2 pew paradigm has ¢ome about in spite of the

pressure of the conventional wisdom of peers in professional organizations and other districts.!* Per-
haps we should call this an “epistemological event™!

Whatever we call the a‘dOpn'on of this pcfspcctiwic. the new paradi gm is not grounded in the

conflict resulting from the history of employer denial and labor confrontation which gave rise 10

traditional collective bargaining. It is grounded in a cultural context focused on environmental aware-
ness vis-a-vis economic survival, ethnic integration, respect for individual rights andl?ppomuﬂty.
individual and group responsibility, an entrepreneurial spirit of risk-taking, and more. ™

What Has Been the Impact?

During the past spring and summer, PERB staff made 18 on-site school district visits and in- -

numecrable follow-up telephone calls 1 participants in alternative methods of bargaining. In addi-
tion, we spoke w individuals in public agencies, law firms, universities, and school districts in over
30 other states. Perhaps the most dramatic reference to the effect of alterative bargaining methods
came from the executive manager of a conciliation service in 2 peighboring state. He said that during
the two-year growth in the practice of alternative methods in his state, the incidence of impasse dec-
larations had dropped by over 20 per cent.

Practitioners from the districts we talked to-generally indicate that since the adoption of an
alternative bargaining method, impasses have disappeared and gricvances have decreased dramar-
cally. Employce organizations repornt membership increases resulting from higher visibility and
greater ongoing interaction with their members as they become more significantly involved in the
decisionmaking process, agenda/policy setring of the district, and individual membership casework.

Of interest is the fact that the experience of these practiioners paraliels that of NUMMI in

" Fremont. At the closing of the plant in 1982, there was a backiog of 1,000 grievances and 60 dis-

puted firings. Two years afier reopening, there had been fewer than 20 formal gricvances filed, with
all but one being resolved informally, Similarly, before collaborative labor relations, new ideas for

12 Aasociation of California School Admhixh:mi.LabaRdaﬁwinCMPdinTrM Options, malysis
by Far Weat Laboratory end Douglas E. Mitchell (1988). - - 4 4
13PERB is collaborating with i1s MWE;MMMWMMW

14Glser xnd Mitchell, op. cir, p. 3. ' ' : .

13 Incressingly, the idea that *we are all in this together, despite our diff crences” is bocoming a familiar one. In kis book,
Buckminster. Puller observes that because sn “instruction manual® was missing from the beginning, "we are learning how
vtu!dyca_:n-micipmmewmequwofmipawiumhaofdunﬁnvmofamdhuwuﬁdmymhgl
md growth-both physical and metsphysical® See Fuller, Operating Manual for Spocethip Earth (Southern iinois
University Press, 1969), p. 53, ' :

CPER No. 79 ® Decamber 1988

74



create an entire unit to screen the new ideas received from employees each month_ 16
Are We Ready for This? . ‘

From our conversations with the parties, it is clear that a crisis is often the motivator of such
a dramatic change in labor relations practices. Clearly, this was the case at NUMMI where the plant
had been shut for two years before Toyota, GM, and the UAW initlated the new vennure, In other
cases, a change of bargalning metbod will feel very much like the most natural thing t0.do. It has
been postulated that the stekes in terms of global cqm'i)’cn‘ﬁon,m s0 high that our country cennot
walt for an evolutionary-paced or crisls-based change.' ' But most agree that-we are at crisis DOW,
whetber that crisis exists in the private sector in terms of balance of trade, quality of product, loss of -
Jobs o forcign competition, or in terms of our 40-60 per cent school dropout rate or 40 per cent il-
litcracy rate among those who stay in school.! : ‘

product or fabrication improvement approached a handful a year. Now, it has become necessary to

Whether motivated by a desire to reduce conflict in employer-employee relations or to im-
.prove the product, the paradigm change has arrived.!? In those arcas where the parties have a con-
flict-based perspective, it may not be possible to effectuate change directly. In some of the districts
‘we visited, attempts 1o practice alternative bargaining methods had failed, the usual explanaton being
the inability of a critical individual 1o sel aside the precepts and assumptions of traditional bargain-
ing and adopt those of the alicrnative. In some cases, absent a personality change, transfer, promo-
tion, retirement, or clectoral change there is probably small hope for the shift in perspective required.

In these cases or in cases of mature and otherwise successful traditional bargaining where
participants on both sides of the table so define themselves and their counterparts in the aggressive
or suspicious terminology that can be part of the traditional model, the best bope is to change 1he at-
mosphere in which negotiations occur. For instance, the application of what is known as the Labor-
Management Cooperation Commitiee has been found 1o lessen the adversarial ammosphere while not
disrupting the raditional collective bargaining model. An eclectic approach in the development and
use of aliernatives is most widely followed by other state and federal agencies seeking to lessen labor
relations stress’ while encouraging improvements in product quality and global competitiveness
through mature or altemative collective bargaining methods. )

',':The Impetus to Change R .
' -In the winter of1987-1988~.‘1hc state Board of Education created an ad hoc commitiee to con-

‘16 These exxmples and otheny wre ciled in a Department of Labor video Lape featuring the NUMMI experience and others,
This tape is svailsble doough PERB. Other references 1o the NUMMI experience sre found in "New Uniled Motor
Maufacturing, Inc., and the United Automobile Workers: Parwens in Truining..,” op. ait. '

17Thomas A. Kochxn, "Sttegies for Sustaining lomovations in U.S. Industrial Relations,” Journal of State Government,
Council of State Governmens Ta/Feb, 1987), )

11 Recent articles hﬂ\epmhve,hiiNi;hMﬂxlﬁpph;poﬁdmofAmimsmdmn.dupﬂathAT
. scores for those who xre college bound. Andrew Hahn, “Reaching Out 1o America’s Dropouts; What to Do?" PAi Delia
Kappan (Dec. 1987), p . 257, . ' : ' ]

19(1) A multi-location consortium of professionals called Policy Analyxis in California Education (PACE), based

U.C. Berkeley, Stanford, USC, and in the sate cxpitol; has been working with the California Federation of Teachers, the
California School Boards Association, xnd six school districn 1o develop educational policy trustagreements. The Californis .

Teachers Associstion and six more districts will join the project this year, (2) No fewer than 25 school districts in the stats

" have vied WIN-WIN negotiations as developed and facilitated by the late Irving Goldaber. (3) Variants of WIN-WIN have

ocesied a1 4 variety of school districts whiere the pertdes kave combined their tnining in quality circles, group {acilittion,

and communicstion to shift away from waditional barpaining at times of severe breake wn, usuaily neves 1o renmm o 1L {4)

The School Employers Associasion, 1 100+ member group of Southem California school districts, has been focusing on

* allemative bargaining methods at the past three srmual conventions. This yesr the SEA is contracting with the Harvard

Negotiztions Project and the private firm of Conflict Mmnagemeni Inc. to provide training to {s members. (5) The Associason

" of California School Administrators (ACSA) feanred WIN-WIN's Irving Goldaber at xn snmual comvention over five yess
230. (6)Labor-mansgement comminees se starting 16 become visible in California. : 75
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" siderthe gquestion of the impact of collective bargaining on the quality of education. The inital stage

of the inquiry involved soliciting wrinen communicarions from a wide varicty of practitioners in the’

field. The overwhelming sense derived from the response was that while the collective bargaining
process in California schools was in place and working without difficulty overall, it appeared to a
majority of the respondents that the process was unnecessarily contentious and adversarial. The
ACSA survey substantiates these findings.?° Furthermore, correspondents 10 the ad hoc commirtee
inquiry traced most of the drawbacks and breakdowns of the current process 1o this amribute.,

Reduction of conflict is rarely the reason that companies and unfons in the private sector
make the shift 1o the altemative method, conflict and contention having generally been considered a
part of the private sector labor relations environment. What kas caught private sector unions and
companies up in the paradigm change has been concern for product quality, productivity, and com-

- petition. These motives are clearly the basis for the heavy emphasis placed on g;c subject by the U.S. -

Department of Labor through its Burcau of Labor Management Cobperation.

The Jesson to those who practice labor-management relations in the public sector is: product
improvements (education, public services) are a consequence of 1abor relations improvements, not
necessarily higher technology, pot just elaborate new programs, not merely “more™ of everything.
While this is a bit of an overstaiement, the thrust of the message is generally supported by the produc-
vity and qualiry control literarure. For example, it is estimated that fully 70 per cent of any produc-
tivity increase is atuributable 1o improved employee relations. ™

This realization has become evident in propouncements of those in the public sector who at
one time could be counted on 1o decry the application of collective bargaining to education. The
school reform of S.B. 813 has brought home the importance of full-scale participation by all ele-

of the school district. Words and phrases such as “ownership,” “collaboration,” “collegial,” “shared

dcci%onmaking."’ “shared responsibiliry,” and *participatory” are commonly heard from these par-
ties.

Concdlusion

Excited about the eonflict reduction and dispute prevention aspects of altemative bargain-
ing methods, PERB is commiued 1o generating a data base, raising their visibility to the parties within
PERB jurisdictions, improving undersianding of the methods, and facilitating their utilization by
those partics both in crisis and pot in crisis who are asking, “Is there another way 10 do this?"

In pursuit of research and pm;ﬁéﬂ training, PERB hashad a practice of involving constituent

20The ACSA sy, referenced above, cansisted of & survey of members. The survey found that collective bergaining
was xn accepied wol I the management of schools. It also found that over balf the rerpondents believed that collective
bu;t.iningmnmcumrda;m’meW:ﬁonindwuhooh.hduwncﬁm.wuhndy?ﬂpamofhmpmdmn
belicved that the employee orgmization is swong, well-organized, and responsible in labor relations mancrs. Given the
ACSA and stite bowrd swrveys «nd PERB-suistics which show that s mujority of dispotes come 1o the agency from & minority
oldxlmz'ldi.m'icu.iu.bouldbemwdM'ﬁm‘hbanlﬁcnlmmﬂhdum@l-mu‘odofd\cmjuﬂy
of the districts in the state, For these districa, the motive for change will be quite different, Le., ot from a crisis mode. In
my:vuuhm&ybeMPE.RB'sfoanm:mbjuahmovdmp?ybucmdxaguy;ﬁmnﬂyduhvimhpuﬂa
to the process who heve problems, - ,

21John R. Stepp ad Jolm L. Bomner, “States Tie Economic Developmet 1o Jmproved Labor Relations Climates,”
Jowrnal of State Government, Councll of State Governments (Jan /Feb. 1957). ' .

TThe NUMMI plant is & clasic example, where the sechnology sod methods of fabrication were the same afur the
. Teopening of the plant as they were before it closied. See Stepp and Bomner, op. cif. - ) ‘

B 1ndeed, at the recezit PACE conference 1o Teview the progress of the firt six educational policy wust agreements, the
management and jubor representatives were virtially indistinguishable in their endorsements of these conceps. As of tus
writing. it is not known whether a transcript of recording of the proceedings will be svailable; however, the National Public
Brosdcastng Corp. filmed the conference in preperacyon of & five -part special program on the MacNeil-Lahrer Report. The
progrem it due w &ir in the spring of 1989. _ .

CPER No. 79 ® December 1988

76



groups and Individuals via the PERB sdvisory commitiee, In this case, 2 subcommitice has been
formed to focus on the topic. In addition 1o belping the agency staff formulate research, communica-
tion, and educarional goals on the subject, the subcommitiee will gather even more information on
-the degree 1o which allernatives are being practiced and their result,

. A conference, joinily sponsored by PERB and the Institute of Industrial Relations at U.C
Berkeley, is scheduled for this spring. Also planned is a CPER publication which will describe the
kinds of altcrpatives being tried in California, as well as in other states,

The Public Employment Relations Board has committed itself to a course of action that will
result in the close examination of this emerging paradigm, stimulate dialogue about it, raise its
visibility, and involve PERB constituents in its study and development. By way of operationalizing
the results of this effort, PERB can be expected 1o encourage the development and application (espe-
Cially in chronically troubled situations) of alternative metbods of labor relations, suggest legislative
.Initiatives if necessary, prescribe applications in diffcult situations, stimulate education and train-
ing in its practice, develop resources, establish clinical applications, stimulate pilot projects for local

- variations, and involve PERB staff as facilitators and trainers.

Truly, there is a major shift underway in thinking and practice. The private sector has been
leading the way, motivated by an urgent desire to improve product quality and remain competitive.
The exciting prospect for all of us in public sector labor relarions is that we may very well be the
vehicle of improved product quality in our respective fields of education and public service.
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When you're working on improving employee—employer relations, you're really. ..

Letting genies out of
bottles

Steve Barber — California Foundation for the improvement of Employer/Employee Relations

As I was boarding another indistinguishable airplane at the end of another Jong day of

flip charts, rental car counters, and hurried calls instead of meals, | remembered that

“l fear that unless
the elements of the
ends sought are
integral to the means
used to initiate ond
embrace the quality -
ond participation
paradigm it will

' ~ eventually fail.”

I had promised an article for the special education issue of the Journal of AQP,

The deadiine was but hours away; yet | had
developed merely a mental outline since the com-
mitment date a few weeks ago.

Then it occurred to me. I've got this wonderful
story to tell my colleagues ushering in the quality
and parucipation paradigm. “I'l do that!” | said 1o
myself and save the clinical reportage for another
time or for others better suited or more inclined
to do so. But, how can | impart how 1 feel about
what we are doing? How can | explain to others,
who look at my schedule and pronounce me

"insane or addicted to work, what it is like to feel

guilty to be paid for something you love to do?

How do you capture in words when one is not a
wordsmith, poet. or novelist the wonderment,
excitement, creativity, and energy that you see

‘coming to life in schoo! districts that just a few

months before may have been better character-
ized by describing the skeletal remains of two
scorpions locked in 2 mutually victorious embrace
in the desert sand? So | thought I'd offer the same
description | give anyone now who inquires into
what the California Foundation for the improve-
ment of Employer/Employee Relations (CFER) is
all about: We are Jetting genies out of bottles.

Watch out for a simple slap dab, top down
opplication of TQM to education... My con-
grauilations to the AQP journal for the foresight
to pull together a special issue regarding what's
happening to education today. | share the journal’s
enthusiasm for the application of the paradigm of
quality and participation to public education. .

I'm concerned, however, that the application of
this ‘paradigm to.educating and to educational
organizations will be accomplished or anempted
via the usual top down mandate by management.

Ends and means must be consistent... This
has begun to happen already here in California,
and | view it with alarm. | fear that unless the ele-
ments of the ends sought are integral to the
means used to initiate and embrace the quality -
and participation paradigm it will evenuually fail,
To be thought of as “just another one of those
fads that they wanted us to do™ seems to be the -
fate of so many new ideas in education intro-
duced without employee (union) ownership. This
is a syndrome one often finds when you look
closely at this very vital instinrion. '

Work on employee—employer relations
first... My prescription for avoidance of this syn-
drome is to focus first upon the souf of the orga-
nization: the refationship between employer and
employee (union). By eswablishing the true partici-
pation of the employee (via the union when one
exists) in the organization’s decision making
regarding direction and methods, a genuine shift
to the quality and participation paradigm is
assured.

Without employee (union) participation at this
fundamental decision making level such a shift is

: seriously at risk. How we in California are bring-

ing on such participation at this seminal level is
outlined here. ’1



On genies and cork pulling

In both the statewide and local view a genie has
been let out of the bottle. It's a friendly genie. It's
also a user—friendly genie. Importantly, it's a genie
that is responsible for heartening results during a
very difficult financial time. This genie shows the
promise of bringing on such a fundamental change
in the employment culture that the positive
promise of quality improvement through the
application. of a variety of models of employee
involvement can be iegitimately realized in public
educarion. '

As one who has been wrenching the cork from
the genie's bottle school district by district, | am
compelled to share this story with AQP readers
even as it unfolds before me. It may well be a
story that is premature in its telling. It is cerwain
that you will be looking for further information
because yours truly is sc consumed in pulling the
cork and introducing the genie that little time
remains to tell the story, yet the telling of this
story is imperative if we are to expect to see the
kind of improvement in educational quality we alfl
believe necessary to achieve the desired out-
comes in our economy and social conditions.

The genie defined... The genie I'm referring to
is the “human relations software™ Tom Peters
proclaims as so vitaliy necessary o the success of
any organizationz! chznge. This genie precipitates
such a fundamental change in the seminal relation-
ship of 2n organizadion, that relationship between
employer and employee, that positive, systemic
change is inevitable, legitimate, and lasting.

The genie is personified through the application
of a collection of non—adversarial principles and

_processes to the pracrice of employer—employee’

relations and collectiva bargaining. This collection
of principies and praciices is applicable in both
unionized and nor—unicnized settings. Accurately
called interest based negotigtions, rather than
win-win or collaborative bargaining, this collection
of principles and practices is quite contrary tc the
traditional heriage of employer and employee
relationships. The interest based approach even-
tually erupts in trust, understanding, and mutual
commitment in this critical context.

Why were we locking for change
and improvement? »

As we all know, in the mid—80s private industry
was acknowledging 2 very serious wake-up call
from abroad. As our culture seems more

comfortable in laying blame than in describing
cause and effect, industry began looking for cul-
prits to its demise. One culprit conveniently at
hand was public education. However, the sad
conditon of education wasn’t news to educators.
By their own admission the quality of education
provided in the public sector left much to be
desired. We need not go into those suatistics
here as we know them only too well.

Do we need o new collective bargaining
style in education? This fault finding by indus-
try while injurious to the esteem and sense of
worth of many well-meaning and highly educated
folks involved in education was taken seriously
and efforts were initiated to remedy what 'was
seen. Among those efforts were inquiries into the
impact of collective bargaining upon the quality of
educartion,

These investigators determined that the way in
which we engage in collective bargaining and

employer—employee relations left practitioners
fatigued and either presumed or resulted in an
adversarial relationship between employer and,

* employee (most usually articulated through the

employees’ union). '

It was this finding that prompted the investigators
to urge collective bargaining practitioners to seek
out a more elegant means of engaging in their
craft and handling the conflict that was inevitable
in attempts to reconcile differing interests.

Overioad in California’s public boergaining
processes... Within this context the Public
Employment Relations Board (PERB) in California
was faced with its own crisis of a growing case-
load. Contrary 1o expectations at the time the
agency was initially conceived (1976) the caseload
of conflicts had not decreased. Projecting this
caseload growth in the face of declining financial
resources in state government stimulated the
agency to call upon its constituent groups to join
in 2 search for a less adversarial means of engag-
ing in collective bargaining and employer—employ-
ee relations. '

The Harvard Negotiations Project...
Through a small committee composed of repre-
sentatives from the major statewide employee
and employer organizations in public education
the search was on. The inquiry by this committee
eventually led to the Harvard Negotiations Project

- and its publication Getting to Yes by Roger Fisher

and Bill Ury.

1 The starting and

ending point

The acceprance of each
other’s right 1o partici-
pate in the management
of the overall organiza- -
tion and subsequent
abandonment of the
adverzarial approach w
achieve positions (by
denigrating each other’s
rights and interests) in
favor of an approach
that has each of the par-
ues seeking to meet
one another’s interests.
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Trying a new way of bargaining

Even though PERB Advisory Committee'partici-
pants believed that they had discovered a process
that may have appropriate application to collec-
tive bargaining, a concern existed (which has since

" been borne out) that its application to the prac-

tice of collective bargaining would be difficult
without some initial introduction to practitioners.

Making the approach user friendly... Asa
consequence, this small group transformed itself
into a “curriculum committee™ It's charge was to
translate the conceptualizations of an interest
approach to negotiations into a user friendly
form. Armed with funding from the Stuart and
Hewlett Foundations and an exhaustive survey of
practitioners, the PERB Curriculum Committee
did just that

lts first application was in August of 1989 with
union management teams from two school dis-
tricts spending a week learning the elements of
interest based negotiations and the principles of a
positive relationship. Since that initial start up,

“intensive union management relationships -

throughout public school districts in California
and Canada have taken the initiative to attempt
their own transformation from adversarial rela-
nonshlps 10 cooperative ones.

The genie outgrows its home... With cur-
riculum in hand, pilot project under way, and
enthusiasm that knew no bounds, the PERB
Curriculum Committee set out to introduce this
approach to collective bargaining to as many
school districts as it could. Along the way it was
decided that this was not the central charge of
the agency itself. it became evident that the pro-
ject would best sustain itself by not continuing to
reside within the halls of government.

The Curriculum Committee with the help of leg-
islators, PERB, and the organizations comprising
the coalition that had brought on the project cre-
ated a not-for—profit foundation called California
Foundation for the improvement of Employer~
Employee Relations (CFIER). This acronym seems
apropos in that it was pronounced as in cease fir-
ing. ' '

Growing use of the new approach... By the
time the foundation opened its door in April of
1991, some 35 employer-employee relationships
throughout California had been introduced to
interest-based negotiations and positive relation-
ship principles.

The foundation received further funding from the
Stuart and Hewlett Foundations to carry on its
work for another two years. By charging fees to
participating teams to help offset some of the cost
of the initial start up transition, CFIER has been
able to expand the use of interest-based negotia-
tions to more than 100 employer—employee rela-
tionships. These relationships are found in school
districts representing a cross section of schools in
terms of student population, geography, and
demographic variables. The two classic motiva-
tions for change are also found in these school
districts and unions: breakdown or a strategic
decision to improve.

Introducing the process to people and
their organizations... The introduction of this
approach to employer—employee relations and
collective bargaining is accomplished through a
variety of offerings conceived by the foundation’s
volunteer curriculum committee.

One such offering is the original five—day, inten-
sive introduction to the process and principles.
Primarily designed for seriously dysfunctional rela-
tionships. the five—day introduction engages the
parties in 65 hours of lecture, exercises, and
negotiation simulations.

-CFIER also has developed a shorter three~day

version which it uses to introduce less at—risk
relationships to this negotiations model. With the
addition of appropriate follow-up faciliation of
the process itself, both models seem to be effec-
tive to date.

‘So is it working?

in a word, yes. But | must ;ay that since the pro-

“ject is so new and because the parties most inti-

mate to its implementation have little time for
research, there has been no extensive neutral
party research. However, in a short study con-
ducted by CFIER itself, it was found that formal
disputes filed with PERB dropped by 93 percent
among the 25 original relationships to initiate an
interest based approach. Other research work by
the University of California and doctoral candi-
dates throughout the state are showing similar
results regarding both subjective and objective
evaluations by participants. :

. Personal stories of positive experience from a

handful of clients reinforces the heartening results
reflected in the empirical studies. For example,
one client reported the saving of over $400,000
in seven months. by discovering that it no Iong§r3



needed to resort to arbitration 1o resolve griev-
ances. In'another case, the client discovered that
its grievance case load had dropped by over 70
percent

More importanily, although it seems unlikely that
there could be anything more important than the
reduction of cenflict between employers and
employees in public schools, is the impact upon
capacity of the n2gotiating parties to be creative
in their soluticns regasding negotiations and oper-
ational issues. At 2 recent znnual conference,
sponsored by U.C. Berkeley's Institute of
Industrial Relatons and CFIER, a number of
employer—emplocyee relationships practicing the
interest based process eagerly volunteered to
report their results to the world.

These management/union teams of negotiators
and problem solvers were effusive in their
reports of successful and creative sclutions being
crafted in response to the multi~variate problems
they faced. From healthcare to curriculum and
beyond, these union and management teams have
found and are utilizing a non-adversarial tool with
increasing skill. B T '

As a principal consultant to CFIER, | have had the
pleasure of intreducing and facilizating the interest
based approach nnd practice of positive relation-
ship principles. And | am witnessing first hand the
transformation of the employer-employee para-
digm and the crextive consequences of this
change.

Success comes from the ends being sought being
buried in the means wtilized to create them. By
operatonalizing a few simple principles and tech-
niques, these r2zams who for so long were at each
others throats have begun to work together to
solve commos: problems rzther than level the
accusatory finger at one another.

What does the future hold for us?

As the rest of the nation begins to show signs of
recovery from our very serious economic reces-
sion/depression, California slips deeper into the
downturn, Coupling this economic earthquake
with the strucrural deficiencies in revenue
(brought on in part by the implementation of
property tax relief measures enacted a decade
earlier) has created a serious crisis in California’s

‘public education system. It is estimated that

approximately one—third of the school districts of
the state are insoivent and that the remainder
barely survive. ‘

In the face of this inability to solve the chronic
and acute problems faced by public organizations
by utilizing the usual resource of money, some
union/management teams have had the pleasure
of crafting creative solutions that meet their
mutual interests.

Moving on to improving education — As
they continue to resolve usual issues concering
terms and conditions of employment, they have
begun to turn their attention and application of
the process toward educational quality issues. In
fact, it is often the solutions to terms and condi-
tions of employment issues that stimulate and
precipitate dramatic reform in the provision of
education.

The positive influence and experience with
interest based relationships expands to new
arenaos... Just as observers of organizational
development have been witnessing the abandon-
ment of traditional hierarchical, authoritarian,
organizational designs in favor of more horizontal

“Success comes from
the ends being
sought being buried
in the means utilized °
to create them.”
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Steve Barber began his
coreer in state governrnent
in 1972 ofter compleung
groduate work in poliucal
science at Son Diego Swate
University. Barber's service
in the bureaucracy includes
€ sunt as a deputy director
of an office in Califorria’s
Heaith and Welfare Agency
anc the post of assistont
executve director of the
Public Employment
Relations Board. He served
"in that copacity for 15
years. leaving PERB in
1991 10 help deveiop
CFIER Cumently, he hondles
_ chent services for CFIER

and participatory structures, one can witness this .

happening within the school systems utilizing an
interest based approach 1o employer—employee
relations, coliective bargaining, and problem solv-

ing. -

We have seen employees holding management
accountable and committed to the process. In
other cases we have seen management remind
employee ofganizations of their obligation to
ensure the participation of their members in a
program to which they are committed. In both
cases, however, at least within the context of
union/management relationships there is a high
level of commitment to the process and the
results that are thereby realized.

Will the customers be satisfied? The CFIER
project is a fundamental response to these
demands from the customers of public education:
industry and the public. The coalition of teacher
and non—teacher unions, management. and
trustee organizations that came together in direct

“response to those pressures opted to be very
careful in their search for a solution.

Happily, it appears that the results of their efforts
will bear dramatic fruit in a time frame that will
insure long term success. rather than reaching for
the immediate bottom—line gratification.

The acceprance of each other's right to partici-
pate in the management of the overall organiza-
tion and subsequent abandonment of the adver-
sarial approach to achieve positions (by
. denigrating each other’s rights and interests) in
_favor of an approach that has each of the parties

" seeking to meet one another’s interests, portends

solid success for the future.

It is clear to me as an observer and practitioner, -
that the process and principles of the interest
based approach are more amenable to our
multi~variate reality than the offer-acceprance
approach to negotiations has ever been. ¢

Reference and resources:
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Labor-Management Relations, Bureau of Labor-Manage-
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Author’s note: The intent of this brief message has

merely been 10 announce that a very exciting project is
under way and meeting with great success. The refer-
ences in the bibliography can provide the committed
researcher with substantial information regarding its appli--
cauon and results. These articles and references are avail-
able through the office of CFIER, which can be reached at
(916) 567-9911.
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What do you mean... | might be illegitimate?

On quality and participation disconpects

What do you mean...
| might be illegitimate?

. Steve Barber — Improvementworks

“l fear that unless the elements of the ends sought are integral to the means used to

initiate and embrace the quality and participation paradigm, it will eventually fail.”

* The organization, CFIER
{California Foundation
for Improvement of
Employer~Employee
Relations), is perhaps
responsible for intro-
ducing a non—-adversarial
means of negotiating
and comimunicating to
more labor-manage-
ment relationships than
any other program of its
kind (CFIER has a client
list of at least 300 rela-
tionships as { write this,
and it is growing).

About a year ago | wrote that sentence in an
article for this Journal which chronicled the birth
and development of a non—profit organization
that is |ntroducmg real, live, peaceful collective
bargaining to unions and management in the pub-
lic schools.*

| considered it to be the central point of my story
telling in that article. Yet, because I've had to
point it out to so many who've read that article
{my wife says that no one understands my sense
of humor either) | thought that | would focus
upon this observation a bit more pointedly this
ume.

And it's not just my ego telling me to write some
more about process failure and the importance of
legitimacy. My incoming mail from those of us
organizational development and quality profes-
sionals who read the fournal, present the concepts
.of participation and quality to the world, and oth-
erwise assert its utility as a viable means of man-

“aging organizations bears witness to the need for

thinking more about this problem. If the content

* of the mail is any indicator at all, Id say that this

problem deserves a good deal of focus and dis-
cussion within this community. Accordingly, let
me, please, invite you to write to the Journal or
to me directly with your own thoughts on this
subject.

Now I'll tell you what my mail has been telling
me: it's (quality and participation) not happening!

It’s [quality and participation] not
happening!

~ Somewhere between 60 to 80 percent of all the

quality initiatives in the private sector have either
failed or stalled. Exclamation point!!! Sixty to
eighty percent. Is this just hyperbole and advertis-
ing from firms looking for more work or really a
reflection of a trend? | don’t know about its
trendworthyness, but | can say from my own
experience and from that among my colleagues’
clients there is some fire creating this smoke.

If this is even partially correct, 1 think that | know
why those that have stalled or failed have done
s0, and | think that | said it in my Journdl article
about CFIER last year. Again, here's what | said:

o fear that unless the elements of the ends sought are

integral to the means used to initiate and embrace the -
quadlity and participation paradigm, it will eventually
fail.” :

Let me say this in plainer words and not buried in
some other context this time:

The reason that quality initiatives are either stalled
or failed is that they were probably not legitimate in
the first place!
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- So what is this thing, legmmacy’

And why does it matter? To answer this and to
“address the issue one must think in very basic

" social and political terms. With apologies to my
professors and colleagues in political science for
failing to adequately attribute and reference their
-work in this field, I see legitimacy from the per-
spective of decision making, as would the political
scientist.

Now, please don’t turn me off yet; because you
~aren’t interested in politics or you want to keep
politics out of the office. As joel Barker warns us
all, the solution to the knots in your own para-
digm may come from outside it. So, lest you dis-
 regard the idea because of its source, read on.

To understand legitimacy, start with
authority — Allow for purposes of our discus-
' sion the observation that most, if not all, deci-
 sion(s) in and about the workplace: the strategy
of the organization, the program or product, and
support for doing of that program or product
.must carry some authority with them before any-
“thing happens — authoritative decisions make
things happen.

The How of how authoritative decision(s) get
made goes to the heart of the matter. If an

“authoritative decision is not legitimate or per-

- ceived as legitimate, there is little chance of it

. being carried out effectively or to the benefit of
the enterprise and those who derive their living
from that enterprise.

In businesses or any organization that provides
godds or services such as government, the most
“commonplace focus for authoritative decision
- making is between employer and employee. This
relationship may be as simple as the one between
supervisor and subordinate or as complicated as
between union and management or governing
. body and executive or executive and middle man-
agement, et cetera.

Because of the nature of this relationship and its
location within any enterprise | have taken to cali-

ing it the seminal* refationship. If decisions made -

in this relationship or which affect it are not legiti-
mate, the desired consequences will not last, if
‘they appear at all. The authoritative decisions
taken in and about the terms and conditions of

employment are those which cause things to hap- "

pen (or not happen) in production and support.

Authontatlve decisions about the application of
human resources to information, knowledge, or
- capital investment are what we are talking about.

Locating the authoritative decision making
employer—employee relatlonshlp...

Because of the nature of
this relationship and its
location within any enter-
prise | have taken to call-
ing it the seminal* rela-
tionship. If decisions made
in this relationship or
which affect it are not
legitimate, the desired
consequences will not
last, if they appear at all,
The authoritative deci-
sions taken in and about
the terms and conditions
of employment are those
which cause things to hap-
pen (or not happen) in
production and support.
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'y Area where terms and condttlons of employ-

7| ment, employer/femployee interests overlap and
£l often conflict.

T Aveen Foot i

Employer
interests

_Employee
interests

Allocatmg resources from the source of legltlmacy...
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f Human resources are aul:homatcvely allocated to {
&l product and service production from decisions and |3
1 relationships via the terms and conditions of

Authoritative decisions
about the application of
human resources to infor-

mation, knowledge, or
capital investment are
what we are talking about.
Enterprises make prod-
ucts or provide services
through and as a result of
the decision making that
goes on in the employ-
er—-employee relationship.
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Enterprises make products or provide services

tionship.

There’s a reason why we don’t have
empires anymore — And there’s a reason

“through and as-a result of the decision making
that goes on.in the employer—employee rela-

* Seminal: a seed. Like

seed: in being a source

opment

quality initiatives get treated like a fad by too
many managers, executives, and participants.
History has shown us, in both business and poli-
tics, that authority without legitimacy may get
things done very efficiently for awhile but in the

or a first stage in devel--
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.| that are impactful, lasting

-| both authority and fegiti-
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The parts of effective decisions are inseparable from

the process of decision maklng...
Effective decisions, those :

and empowering, need

macy.
The fail of the British and
French colonial empires,
and the Soviet Union are
examples of what happens
to authority that: had no
legitimacy to begin with,
loses the legitimacy it
once had by violating the
contract between rulers
and the ruled or employ-
ers and employees, or
doesn’t respond when
new values asscciated
with legitimacy emerge. @
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Legitimacy
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Legitimacy is composed
of two significant and
inseparable parts.
Absent either of these or
experience an imbalance ¥
between them, and you S
will have something other %
than legitimacy. iﬁ:

Participation

Reason(s)
(not powey,
coercion or

leverage)

long run nearly all such organizations fall because
they lack the seminal resource — legitimacy. The
fall of the British and French colonial empires, and
the Soviet Union are examples of what happens
to authority that: had no legiumacy to begin with,
loses the legitimacy it once had by violating the
contract between rulers and the ruled or employ-
ers and employees (the fall of Eastern Airlines
may in part be attributed to this type of lost legiti-
macy), or doesn't respond when new values asso-
ciated with legitimacy emerge.

A closer look at legitimacy — The concept of
legitimacy is composed of two significant and
inseparable parts, which are that:

. Decisions, to be legitimate in the eyes of those
responsible for carrying them out, must be
based upon a reason or reasons, other than
power, coercion, or leverage...

2, Decisions, to be legitimate in the eyes of those
responsible for carrying them out must be the
' consequence of some participatory process.
Absent either of these or experience an imbal-
ance between them, and you will have something
other than legitimacy.

Without these two key ingredients, you will not
have a legitimate decision. | would suggest to you
that an examination of most failed or stalled quali-
ty initiatives will reveal a significant lack of one or
the other of these ingredients of legitimacy ata
very critical decision point:

- When the enterprise decided to get involved in a
quality or participatory initiative in the first
place...

» Or.at some similar choice point regarding com-
mitment (usually management) or participation
(usually employee union) along the way.

This is what | have found virtually without excep-
tion when | am asked to diagnose orgamzatlonal

A problems and prescribe solutions.

The heart of the knowledge age

Just as Tom Peters is announcing the end of the
industrial age because a company with only the
human imagination as its primary asset :
(Microsoft) has exceeded the stockmarket value
of the penultimate American industrial giant,
General Motors, along comes Professor Peter -
Drucker to announce the end of the age of pro-
ductivity and the dawning of the age of knowledge

{in his new book, Post Capitalist Society.

Drucker and Peters both exhort and imply that
this dawning age of knowledge with a collection of
variables alien to business as usual in the employ-
ment relationship will require serious dismember-
ment of familiar and inherited organizational
structures. Here'’s a mere taste of Drucker’s new
message: the new definition of manager/manage-
ment is related to the only true resource, knowl-
edge, labor and capital being but constraints
rather than resources!... the knowledge worker
cannot be supervised!
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‘Three fuels of change in the public sector...

What happens if we
don't change?

Well, you becorne
part of the road
instead of being one of
the bulldozer drivers
creating the new road
to success according
to Frank Ogden (Dr.

Tomorrow,
Vancouver, BC).
There is a way to
embrace change and
siot become part of
the road. The way to
do this is to practice
principles which result
in legitimate decisions.
These principles are
operationalized via
process.

5]

fikes! Much of the private sector is still trying to
et the first two ages/revolutions right! And the
wublic sector is barely aware of the productivity
evolution let alone introduced to it.

"he importance of the employerfemployee
elationship is at the heart of the knowl-
:dge age... A recent publication written by the
ather and son team of Barry and Irving Bluestone
wit the importance of this seminal relationship in
werspective. The Bluestones assert:

“The bottom line: in the modern era with capital
and technology so mobile, global competitive-
ness depends increasingly on the structure and
quality of employer—employee relations. Getting
this right in America will likely play a greater
role in raising productivity than any other single
factor. Essentiaily the engine for efficiency growth
begins with retooling the relationship between labor
-and corporate leadership. (emphasis added).”

Jownsizing is an illusionary potion... Two
‘ecent studies, now being cited by Secretary of
abor Robert Reich as he urges management and
ibor to embrace a more cooperative approach
o the challenges of a giobal economy, are even
urther evidence that the Bluestones are spat on
bout the impormance of the employer—employee
elationship and the survival of the enterprise.

Reich has been quoting one study by the Wyatt
Company and another by Prof. Kenneth DeMeuse
of the University of Wisconsin which indicate that
downsizing through layoff neither improves nor
stems declining financial performance,

So, now what?

These noted researchers, thinkers, and gurus of
the changing world are, | believe, very correct in
their assessment of things. Absent a change in the
seminal relationship — the relationship between
employer and employee — there will be no
change at all.

What happens if we don’t change? Well,
you become part of the road instead of being one
of the bulldozer drivers ¢creating the new road to
success according to futurist, Frank Ogden (Dr.
Tomorrow of Vancouver, BC).

Which gets me back to another point that | made
in my article last year. There is a way to embrace
change and not become part of the road. The way
to do this is to practice principles (such as those
highlighted-in the writings of Stephen Covey and

* Peter Senge) which result in legitimate decisions.

Such principles are — must be — operationalized
via process. :
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It's process, not struc-
wre that is the most
important variable in
reorganizing, reinventing
or reforming for success.
The independent variable
is process. Structure
must be thought of as the
dependent variable.

To reinvent, reorganize,
restructure you must first
look at the principles, oper-
ationalized by process,
embodied in the seminal
relationship of the organi-
Zzation.

Process is the independent variable...

Legitimate
authority
participatlon

and reason (facts) -

ST
@
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lliegitimate
leverage

* coercion and

> authority
. via power,

Structure

Flexible_
flat
" decentralized

Steve Barber has been a
pioneer in the introduction
of non—adversarial negotia-
tions and communications
to the public and private
sector labor and policy
negatiations. Barber has
served as the aide to state
legislators, a deputy director

in Cdlifomia’s Health and

Welfare Agency, and as the

- deputy director of the Public

Employment Relations
Board. After sparking the
establishment of CFIER,
Barber left state service in
1990 to.consult with clients
in both the private and

" public sector. He can be

reached at 916-791—-

2748,

“Success is not about boxes, top~down or

bottoms-up, how flat your organization is
becoming — It's process, not structure that is
the most important variable in reorganizing, rein-
venting or reforming for success. This is bad news
for those of us who were taught and believed that
structure was THE independent variable for suc-
cess in managing organizations.

The changes needed to survive into and thrive‘in
the 2Ist century or the age of knowledge won't
be found in structure. The independent variable is
process. Structure must be thought of as the
dependent variable. | think this is the message of
the anecdotes and vignettes of Peters, Drucker,
Deming, Bluestone(s), and Osborne and Gaebler,

‘and futurists like Joel Barker.

So, what is the message to be seen in the success
stories among myself and my colleagues; clients:

To reinvent, reorganize, restructure you must first
look at the principles, operationalized by process,
embodied in the seminal relationship of the
organization.

Start from there or ready yourself for more dis-

appointments and failures. ¢
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WATCH ING THE PARADiGM SH!FT

by STEVE BARBER

Steve Barber is a trainer and facilitator for CFIER, and a consultant in private practice. His clients
include State legislators, local government and a range of private sector organizations. Barber is a
pioneer in bringing non-adversarial approaches to the labor relations arena.

P

Have you begun to notice
that since World War 1I the po-
litical and social institutions
which western civilization spent
the better part of 1100 years de-
veloping seem not to be able to

_cope with the exponential
changes we are experiencing in

edge, demographics and popu-
lation? The visitation of the glo-
bal economy- upon North
America has seemingly emerged
from the back pages of the news-
paper business section to daﬂy headlines almost overnight.
And all of this while everyone is telling us how we ought 1o

Steve Barber

ook in the future, but no one seems to be able to tell ns how

to get there,
Well, you’ve come to the right place! As many CFIER

clients are discovering, the starting place is at the core of

the enterprise, the seminal relationship as many have heard
me call it, the relationship between employer and employee.
Examine this relationship in virtually any enterprise and you
will probably find its reflection throughout the organiza-
tion. Change it and you will see the changes reverberate
throughout. This seems evident to those of us who have
been doing it. However, I mention it here yet again in order
to set a frame of reference for some very good reading about
what a successful combination of enlightened management
philosophy and employer-employee relations methods look
like.

As you examine what appears in periodicals and books
about what the impact of the global economy (it’s a com-
petitive world, stupid) will probably look like in your cor-
ner of the world, you can indeed say to yourself “I know
how to get there from here! My CFIER-iptroduced process
offers the initial step.” Being able to say that should give
you deep comfort as you read a collection of articles in the
official publication of the American Society for Quality

Control, Quality Progress and a book entitled Negouatmg
the F uture

NEGOTIATING THE FUTURE

Negotiating the Future, by Barry and Irving Bluestone
examines the history and response of both labor and man-
agement to social and economic challenges of the past, help-
ing the reader to understand how people seem to define la-
bor/management relations as adversarial “by nature.” Their
observations and urgings about surviving and thriving into
the future draw heavily upon the approach of modern man-

technology, information, knowl- .

agement thinking as reflected in such giants as Deming anc
Drucker. Focusing upon employee involvement the Blue
stones paint a picture of the future workplace based on the
actual success unions and managements have had to date it
such places as the Saturn and NUMMI automotive plants.

Yet we know that strategic change, as opposed to “*fres!
paper” start-ups like Saturn or start-ups-from-the-totally
broken such as at NUMMI, comes reluctantly, if at all, with
out the ownership of the decision to change by those whe
are expecied to effectuate it. From my perspective the ex
planation behind the lament of the “quality community’
with regard to current assessments of stalled or failed ef
forts at *TQM™ or “OD” lies in the absence of the legiti
macy of the “quality initiatives” in the eyes of labor anc
middle management. The CFIER experience is showing u
that the success of the ends is buried in the legttlmacy of the
means of getting there,

UNION PRESIDENTS SPEAK

So it is then that the articles by the union presidents ol
the Steelworkers, United Auto Workers, Communicatior
Workers of America, and Amalgamated Clothing Worker:

(the Xerox Corporation union) and by researcher Sidney

Rubenstein (all appearing in the September 1993 issue ol
Quality Progress) are focused upon the next iteration in the
emergence of truly enlightened management philosophy
workplace democracy from the shop floor to the boardroom!
Before you scoff, remember what people were saying abow
non-adversarial negotiations in collective bargaining, the
ballpoint pen, and the “made in Japan” label before the para:

-digm began to shift? I think that in these articles we may

very well be geiting a good glimpse of the future.

The articles focus upon the successes that unions anc
management at the executive and workplace levels in these
industries have had in the past few years as they have
struggled to confront the challenge of the global economy
The one consistent ingredient found in each of their indi-
vidual recipes is legitimacy or democracy. What is emerg-
ing as the modern workplace is a process of managing the
enterprise by the unions and management that reflects the
democratic values of our overall culture rather than attempt-
ing to sustain the values of autocracy where we work while
practicing and believing antithetical values everywhere else

Both the Bluestones’ book and the article by Rubensteir
introduce us 1o a defining concept: they distinguish the tra-
ditional and familiar collective bargaining agreement from
the type of agreements which are emerging in the world ol
union and management cooperation. The former, focusing
on immediate conditions, are termed workplace contracts

Confinued on poge |
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By lan Walke, Pacific Network for Dispute Resolution

The Keppel Union School District and the Keppel
Union Teachers Association report that they are excited
about the conclusion of their negotiations for the 1993-
94 school year. The reason for the good feelings is be-
cause of the inclusion in their.contract of an interest-based
approach to their grievance procedure that assisted in the
acceptance of the concept of binding arbitration.

The key departure in the process occurs if the griev-

.ant is not satisfied with the proposed resolution of -the

grievance at the administration level. The new process
requires the Superintendent to convene a Grievance Reso-
lution Committee comprised of no more than three rep-
resentatives from the Teachers’ Association and three

- from the District, who meet with a neutral ‘third party

selected from a panel. The role of the neutral third party
is to facilitate/mediate the Committee for the | purpose of
reaching a consensus for resolving the grievance. The
language specifically states that:

“Meetings of the Grievance Resolution Committee
are to be conducted with the purpose of exploring the
parties’ mutual and varied interests, creating options for
resolution and selection of the option(s) that-best meet
the interests of the parties in resolving the grievance. It
is not the function of the Committee to determine rights,
hear evidence or assess violations of the contract.”

Resolution of the grievance is achieved in one of four
ways:

1. If consensus is reached, that consensus is reduced
to writing, signed by the Committee members and is fi-
nal and binding on the parties.

2. If consensus is not reached within 15 days but a
majority opinion exists, the majority opinion is reduced
to writing, signed by the concurring members and is bind-
ing on the parties.

- 3. If no majority opmlon exists, the neutral offers a
proposed resolution and if any three or more members of
the Committee concur, that suggestion is reduced to writ-
ing, signed by the neutral and concurring members and

becomes final and binding on the parties.

4. If there are not three concurring members, then
the neutral acts as an arbitrator and submits a written de-
cision which is final and binding on the parties.

As Evelyn Hall, President of the Teachers®’ Associa-

tion observed, “We jointly worked out the formal proce-
dures for grievances we had tried to change for years,
but weren’t able to. I attribute the success of our.nego-
tiations to the interest based bargaining process.” The
Supenntendent Jean Fuller, notes that “The interest

KEPPEL UNION TEACHERS ASSOCIATION AND KEPPEL UNION SCHOOL DISTRICT
IMPLEMENT AN INTEREST-BASED GRIEVANCE PROCEDURE '

based negotiations process has been tremendous for the
District and produced a win-win in our negotiations... Due
to a new trust and understanding of each others’ inter-
ests, both sides were able to sit down together and work
out an acceptable process for a formal grievance proce-
dure.”

The new procedure was also being adopted in the.
Classified contract. If you would like more information
on this grievance process, please contact any of the par-
ties or call me at (209) 683-3839. (Editor’s note: lan
Walke facilitated the negotiations between the Teachers'
Association and the District.) '

PARADIGM SHIFT—

Continued from page 4

The latter, encompassing the immediate as dependent
upon the overall condition, are termed enterprise con-
tracts.

While Bluestone and Bluestone call it the “enterprise
compact” and Rubenstein calls it the “new employee con-
tract” they are essentially introducing us to the same con-
cept: union and management making a transcendent -
agreement to manage the enterprise together, to abandon
the autocratic remnants of the adversarial past and em-
brace the legitimate, participatory future. How this is
done is well described in overview and descriptive terms.
We are treated to solid, real world examples of the look
of this future paradigm. The enterprise of the future looks
more like community than otherwise; it is a learning en-
vironment, and it is not easily accomplished.

But the how? question lingers. What it looks like
once you’re there is the inspiring focus of these descrip-
tive works. Yet what about the behaviors and emotions
involved in getting there? From our experience with
CFIER clients who are trying these descriptions, we hear

“it takes time and commitment”, “you mean we have to-
include them?”, and “wow!, we didn’t think about that
solution on our own!™ A process or recipe for legitimacy
means building consensus, step by painstaking step.

The Bluestones, Rubenstein, Sheinkman of the Cloth-
ing Workers, Bahr of the CWA, Bieber of the UAW, and

' Williams of the Steélworkers inspire us to know that it

can be done.
“how” puzzle.

The CFIER process is a big piece of the
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_ NEGOTIATING MONEY ISSUES

By STEVE BARBER

Steve Barber is a trainer and fucilitator for CFIER, and u consuliant in private praciive. His clients include
Stete legistators, local government and o range of private sector srganizations, Barber is « pioneer in bringing

non-~udversarial approgchies to the lubor relutions arena.

In the course of responding to inquiries about
the use of the interest approach in negotiations, | was
confronted with a number of assertions, one of
which went something like this: “This stuff might
be okay for most things in labor relations, but it will
never work on money issues!” My response was that
in all the negotiations that I have facilitated over the
past three years, I've yet to see the process NOT
work on money issues!

This idea that the interest process will break |3
down when applied to money issues is, in my view,
a misconception that is relegated to the category of
myth each time | see people reach satisfactory

are commitied to using an interest bused process,
habitual negotiators engage in positional thinking “au
natural” and slip into positional bargaining almost
by default. This lack of an adequate acquaintanceship
with the new approach causes anxiety and recrimi-
nution among the partics. Those among them who
discounted the interest approach all along relish being
able to say “see, I told you so” and happily embrace
the positional behaviors and language. .
The lack of being creative and adequately
brainstorming is another contributing factor. Despite
our efforts in training and use of facilitation
techniques to stimulate thinking “out of the box,”

financial agreements. So let’s take a look at why it’s
just that, a misconception.

CONTRIBUTING FACTORS

The misconception likely develops from the presence of other
factors not related 1o money at all. These factors can cause trouble
that could wrongly be blamed on an attempt to negotisle mopey
issues. The first of these contributing factors might be the collupse
of the process when the practitioners fail to carefully separite out

. the relationship issues from the substantive issues, with the resulting
failure 10 deal with and resolve those relationship issucs. This
breakdown usually results in the placing of a heavy burden on issues

- of substance—all messages and interactions on money issues

become highly charged with the need to address matters of

relationship. : A

This is often seen in financial demands being used to
communicate needs for acknowledgment and acceptince or for
recognition of commitment and hard work as compensation for not
being well treated in some way. It also occurs when the intended
message is that there is a lack of trust in financial numbers being
relied upon because of how the data was compiled and maintained.

Response to demands of this nature are often of the “back at ya"

type and the negotiations degenerate into being positional.

_ The process of negotiating money can also collapse when the

parties have a relationship issue of a different nature: For fear of
damaging a positive relationship they are building, they enguge in
behaviors which avoid financial issues, or which do not accurately
or adequately meet the interests of the constituencies of dne or both
parties. Constituency reactions are almost predictable: employee
organization members want to throw their negotiators out while
boards, county offices and the public threaten to take over the reins,
start their own schools or tighten the strings further.

Un-Learning & Re-Learning Are Needed

Another contributing factor is that frequently the parties may
not allow an adequate amount of time for the learning curve to take
hold. There is probably more to unlearn than 10 learn when it comes
to using an interest approach. Unfortunately, even when the parties

Steve Barber

there seems to be a cultural barrier o being creative.
I cannot tell you, for having given up counting the
occasions, how many times all that the parties needed to do was a
little more brainstorming! Far too frequently the process collapses
because after one or two options have dribbled out in the
negotiations, the parties fook at each other and say “now what?”
Related to this fuctor, is the behavior by the parties of “saving
the hard part for the fast”, meaning that they negotiate and settle
everything else and then turn to the monetary issues. This creates
a self-fulfilling prophesy because they’ve tied their hands and

‘become boxed in by not leaving themselves anywhere o go with

creative solutions o operational issues which could address interests
around compensation,

THE PROCESS CRAFTS THE SOLUTION

Following are some pointers on the interesi-based process that
should help avoid problems in the negotiation of substantive issues.
In order to avoid the collapse of the process it is imperative
that the parties separate the substantive issues from the
relationship issues. This approach helps clarify the messages and
allows the parties to address what's not working in the relationship
and thereby improve communication, trust or partnership rifts,
Substantive issues can then be dealt with on their merit rather than
being weighted down with the impossible burden of conveying
hidden messages about feelings and the relationship. So many times
I have seen parties wake up to this fact, surface and resolve their
relationship issues, and then to their amazement, tackle and resolve
issues of substance quite rapidly.
~ Telling the story is a critical step in the interest process, and
will support successful negotiation of money issues. This describing
of the problem (opportunity) takes a lot of time, might seem boring
and may feel like you're not getting anywhere, but it is vital to
dispelling the assumptions that the other side views the world as
you do. An adequate grasp of the situation is a must for success.
This involves jointly determining what information and data are
needed, joinily gathering and assembling the required information,
being aware of the perspective of the other party and developing a

FAIA
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It is key, also, to be aware of and honest with your interests.
Breakdowns can happen either when an important interest is not
presented or when a real interest is concealed. The former occurs
when a particular constituency group is not represented on the team
or has otherwise failed to make its interest known; the latter occurs
when a party is embarmrassed to present a true interest! (For example,

if saving jobs is presented as more important than a negative impact -

of paychecks when the reverse may be true.) When interests are
missing or misrepresented, solutions may be impossible to achieve.
Or if a solution is crafted, it will miss the mark and either risk
rejection by the constituency or contribute to an unstable agreement.

The creative brainstorming process is the interest negotiator’s
best friend. It helps the parties find those options and criteria which
solve the problem and meet the parties interests. Most solutions to
the money issues 1’ve seen come as a surprise to both parties, are
unaaticipated, creative and rational.

Importantly, the most creative efforts are those which are
jointly pursued from the beginning of the process. Successful
interest negotiators abandon the “what we can give” and “what can
we get” mind frame. This is not just a conscious choice of language
used but also a result of the actual use of the principles through
joint data gathering, interest exploration, option building and
searching for mutual gain.

SOME CREATIVE SOLUTIONS

Over the years, some of the solutions Ive seen 10 money issues

are listed below. In revncwmg these opuons it is very important 10

note that there is no “right™ way. There is-danger (and limited

thinking) in assuming that something will never work or always
work. The only test is: Does the solution meet the interests of the
concerned stakeholders.

« Pay and benefit contributions cut in order to maintain salary
schedules, jobs and benefit levels; or conversely, layoffs mutually
agreed to in order to meet compensation interests of minimal
impact on paychecks for remaining employees; :

* Predetermined formulas adjusted to accurately reflect economic
changes and shifts in benchmarks, in order to distribute available
revenue fairly;

* Fundamental operauondl (.h.mges that cost some money but
added nothing to anyone’s paycheck, in order to meet professxonal
interests with limited funds;

* Relationship issues of communication and acceptance addressed
head on in order 1o avoid mixed messages and worsening
relationships by pretending that money can buy a friend or
overcome an insult;

+ Joint negotiation with certificated, classified and managemcm 10
insure all interests are covered,; ) -

* Genuinely joint budgeldry and strategic planning processes
designed and initiated to prepare for a predicted future of austerity
and hostile economic conditions;

* New and creative solutions to bussing in order 1o maintain class
size language, and save money that was allocated to benefit
compensation;

= Strong efforts to involve and inform constituent groups before
and during negotiations, in order to make sure real interests are
being met; '

« Much greater attention paid (0 creating and sharing accurate and
complete financial data that all parties felt they could trust. This
has even included jointly sponsored audit procedures that brought
in a neutral expert to help the parties sort out money issues and
craft objective standards; .

» Many efforts which challenge old paradigms regarding health
benefits, and involve exploration of wider options to meet health
care needs; . .

« Employee run operations in order to avoid coniracting oul.

A hal has worked and nol .

common understanding around the data. Time spent up front

describing the situation is time well spent in crafting solutions
around compensation interests.
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Shifting from confrontation to pafticipation in decision making: the interest—based paradigm...
Navigating the emerging
decision making paradigm

Steve Barber — Barber and Gonzales Consulting Group -

Navigating the emerging decision making'paradigm

I have been asked many times to describe what | do and how | help organizations

learn a new, a different and better way of making decisions. But this time it started

with an out-of—right—field question that really threw me for a bit.

We were sitting in a standard issue govern-
ment cafeteria in the Department of Labor, taking
a break from a meeting of state directors of area
labor-management committees. As | was gazing
into the styrofoam cup trying to figure out how

- anyone could do this to coffee, the guy sitting

across from me says, “what's your metaphor?”

I almost spilled my coffee as | jerked my head up
to look to see who had asked such a quirky out
of the blue question. The guy who asked the
question was Ned Hamson. | had met him briefly
that morning when the meeting started. He had
asked me where | was from. After | said Sacra-

mento, Cahforma. he simply said, “Hmm. | grew
upin LA"

For the moment being from LA helped to explain
the strange question. Then he asked again,
“V¥hat’s your metaphor? The one that explains
what you were talking about this morning?” | had
to stall, since | didn’t have an answer as yet. | said
“Ah, what's AQP and what do you do?” As he
explained AQP and that he was editor of its jour-
nal, the metaphor began to tike §hape in my
mind’s eye. Then we had 2 most interesting con-

’

- versation and were late in gettmg back to the

meeting.

Even though four years have passed since that
conversation, the metaphor that came to me that
day still describes for me what change, changing -

(especially how groups make decisions) and para-

digms are all about.

The when—you-realize—you’ll-have—to—
change metaphor... 'm cruising down the
freeway in my very comfortable and well broken
in car. 'm going the speed limit and suddenly I'm
nearly blown off the road by some guy in some-
thing that looks like it might be a car, but l can’t

- quite tell because it went by so fast. To keep up

with whatever it was, | know I'd have to replace
my engine, drive train, wheels and tires, body and
the steering system. Worse yet, | realize that |
will have to do it while I'm still driving what | have
because I can’t afford to start from scratch. Then,
just ahead | see a “No speed limit” sign.

i the metaphor fits what it felt like when you or

your organizition realized that change was neces-
sary and if you are the one who will have to help
the organization out of bemg so comfortable in its
old car {organization), the next question always is:
where do we start?

As my focus is both systemic and paradigmatic, |
begin with the most basic, every day act that peo-
ple in all organizations do everyday: communicate
with each other and make individual and group
decisions. The style | use is interactive and makes
use of lots of pictures or diagrams that compare
the old and current model with the emergent
model— the new paradlgm of decision making
and communication.

So where do we start? We begin with the

- basics: two parties in an organization negotiating

their differences over terms and conditions of
employment. What are they trying to do? 95 -



They're trying to reach an agreement, right? So,
then, let’s say that reaching an agreement is a
consequence of something: meeting of minds. A
meetings of minds is a_consequence of something
we calt-understanding. The question is then, what
créates understanding?

Understanding understanding

Successful problem solving, like negotiation, is
essentially a consequence of the parties to an
issue understanding it well enough to have a
meeting of the minds about the issue and the
solution. Understanding, coming to know or be
known in the mind of another person or group, is
a consequence of communication. But what is
communication? What does it look like?

The interesting thing about talking and listening is
that it doesn’t have as much to do with words,
eardrums, and vocal cords! We understand each
other through communication but, how do we
talk and listen?

Communication involves the orchestration (as an
individual or as a group) of three types of behav-
ior: words, affect, and ritual and practice.

Communication th rough words... Language,
either verbal or-written, is used to convey-or
memorialize information and knowledge about
the situation at hand. When making decisions or
solving prablems, there appear to be three word
categories: )

1. Words with which we set forth the situation

or issue..
2. Words used in the ritual and for affect. ..

" 3. Words that memorialize solution.and
agreement

Communication through affect... Affectis

non—verbal postuie, body language, tone of voice, -

facial expression, demonstration or lack of emo-
tion. It inciudes such things as volume, intensity,
and timing. It has many cultural constraints and
connections, and often conveys commitment,
urgency, intensity.

Ritual and practice... Ritual and practice
involves who does or says what and when. Ritual
includes assumptions and principles about how
success is accomplished. it's both a learned and
taught collection of steps, sequences and.proto—
cols that guides behaviors between and among
the parties to the issue.

1]

What is interest-based decision making?

An'interest-based approach to communication, negotiation and problem’
solving is a non—adversarial means of achieving decisions or even just being
understood in'a discussion or dialogue with others. It is a collection of
principles and techniques familiar to anyone. These principles include con-
cepts such as:

. Focusing on issues not personalities...

- Making decisions based on an objective reason rather than power or
coercion...

* Accepting all motives or interests as givens, rather than evaluating those

interests as right or wrong.

Interest—based decision making includes recognizing that human beings are

| just that and as such we usually find ourselves in relationship to others,

Because of this, the human element in any situation must be taken into

account and focused on as much as the substantive if one is to achieve a

gobd and lasting situation rather than a win (a win often guarantees that an

enemy has just been created; one who will do everything possible to insure

a lose next time, or as the late Jesse Unruh would say, “Don't get mad, get
"

even.").

Although the components are familiar, to work well and serve as a toot for

developing organizational effectiveness in the face of constant change, the
interest approach is most successful when introduced jointly to the parties
committed to using it. The introduction is through a facilitated training and

 practice.

Who uses this approach? it is being used in labor relations, public pol:cy
decision making, alternative dispute resolution, international relations, eco-
nomic development, counseling, planning, business, government. and more.
Professionals in these fields and more are discovering that the traditional
approaches are no longer effectlve in the face of multifaceted and constant
change. :

| 1s it effective? The approach is at one and the same time, analytic and

creative, lts application in public school labor relations reduced the filing of
formal complaints by 70 percent. Its application in international relations is
visible today in South Africa and the Middle East. The interest approach is
fast becoming the antidote to failed or stalled initiatives in quality and par-
ticipatory management in business. )

to Yes author Roger
Fisher communica-
tion is “50 percent
talking and 50 per-
cent listening, and
the most important
part is the listening.’

50/50 commumcatlon...
According to Getting

* 50% Taking




Navigating the emerging decision making paradigm

Words:
- About issues:
distributive

* In ritual:
constrained

1+ About issues:

restrictive.
Affect: )
+ Is confrontational
* Is adversarial
Ritual:

+ Is positional

Words:

« About issues:
integrative and
interconnected

* In ritval they are

creative and
expansive

restrictive.

Affect;

« Cooperative
» Collaborative

Ritual;

e Principled

8

The conventional communications paradigm...

-.emamored with slructu
2s the independent

" ...the celebration
and search for certanly
and predictabitity which urges

' ustobE..,

...positional
or an offer-
atceptance

"...discounts the
value of or
impact upon
relationship
between
the
parties
causing...

]

...Inlormation is used for pure self-interest /-
alone which creates 2 context of low
trust which refies upon... -

...the
independent
aggregation
and assertion

{to win}, thereby
. creatinga
context of
highfear which...

The emerging communications paradigm...

« About issues are

<.Comfortable with struc?
ture as the
dependent
variable,
thereby
dictat-
ing.a
pro-
cess
{hat
is...

...the celebration

and expectation of
uncertainly and ambiguity
enabling the enterprise

to be...

..principted
oran
interest~
‘based
citual
assumes.../

...the aggregation
and assenion
of power to

being within
fefationship,
thereby

creating a
context of
low fear

\ which

...information is ysed for
enlightened setf-Interest,
thereby creating a context
of high trust which relies
upoa...

susienance
of
refationskip -
between the
parties
causing...

How we communicate to solve problems
— If we think about decision making as paradigm
driven, two significant and identifiable models of
decision making or problem solving in the work-
place can be deﬁnéd_: conventional communication
and an emerging paradigm of communication

for decision making. [3] '

The conventiondl communications para--
digm... This has been the predominate paradigm
used for the better part of this millennium. In
Western Civilization at least, this model repre-
‘'sents our way of escaping from making of deci-
sions by the assertion of raw, physical power.

The use of raw power has been diffused and/or
reduced by the concept of RIGHTS and the offer/
counter—offer, accept/reject method of negotia-
tions. In the workplace we've been practicing a

version of the RIGHTS concept and the convention-

al communications model for about 150 years.
The tug of war in the workplace or elsewhere has
focused on determining where one party’s rights
end and another’s begin. This model reflects our

_(now outmoded) Newtonian understanding of

how the universe works — for each action, there
is an equal and opposite reaction.

The emerging communications paradigm...
Since the rights won threugh confrontation or asser-
tion concept became entrenched in law or logic,
our understanding of the world has grown much
more complex. We are now realizing that the
conventional decision making model is not serving

- us well. And we have realized that there’'is a nheed

for something other than offer/counter—offer,
have or have not, win or lose. The emerging
model reflects our current understanding that the
universe may be understood through quantum,
field, chaos, and Newtonian theories all at the
same time. o ‘

What'’s our communication about? Most
often, our communication concerns a situation,
issue, dispute, problem, or an opportunity. | per-
sonally dislike the word problem and like to use
opportunity instead. The negative qualities associat-
ed with it (problem child, problem worker, he/she
is problematic) carry biases that preclude some
choices and/or data from being considered.
Semantics aside, when we communicate to recon-
cile different views of a situation, needs and/or
desires it's also to settle differences over how the
situation is'to be resolved.

My colleague, fan Walke, introduced me to a con-

venient way of entering into an analysis of anﬁit-

uation. He calls it CPR! | call it “lan’s triage”.

Any opportunity or situation can be thought of as
having three fundamental components: content,’
process and relationship. Each of these in wurn,
can be further analyzed. When all these elements
are understood, diagnosis, prescription, and prac-
tice are possible. A closer look at the content
aspect is presented in the boxed figured on the
next page: '

The process aspect of decision making...
The process or ritual aspect of decision making
may also be presented as alternative conventional
and emerging paradigms. 97



| Alternatives What can be done without

The process and logistics of each offers the most  thé puck is dropped (ice hockey), the ball is
visible and recognizable contrast between the two  thrown up (basketball), or the ball dropped
paradigms. In the conventional approach, people (rugby) to begin the game.
face off against each other as they would before ¥

lan’s triage for. understanding issues and situations...
Any opportunity or situation is susceptible to analysis (taking it apart or disaggre-

gating it) as to these three fundamental components: content, process and rela-
tionship. Each of these componeats, in turn, is susceptible to further scrutiny.
Once the elements of 2ach component are understood, diagnosis, prescrlpuon,
and practice are possib!e

Comrmunication
Acceptance

‘Interest based *
Relationship
\/—’—\

Understanding
Separate
“substance from

Terms and
conditions

Seniority

$&¢

Vacations

tent
/C‘%

Promotions

The content aspect of lan’s triage

Think 6f yourself as the lens of a camera, what is seen when
the shutter is-opened and the snapshot taken are these:

Dara or informatien.........c....... .. Telling the story with
perspectives too
Motive, need, interests cenneHeritage, culture, Maslow
: history..
Position The solution to which one party.

is committed
Possible solutions & criteria .. -Multiple other prospecrs for
solving but require agreement

Evaluative behavior .................... Comparing solutions to motives
) and measures
Decision/commitment............... Saying “yes" or saying “no™

anyone’s agreemeat or |f can't
get agreement.

Implementation behavior.... -Putting the soluticn into action E] '

The process aspect of

the most visible and recognizable con-
trast between the two paradigims. In the

; - The conventional
conventional approach, people face off

process and logistics

ball is thrown up (basketbali), or the
ball dropped (rugby) to begin the game.

: Chip &
lan’s triage My/our positions, = - trade to. our, their positions,
The process and logistics of each offers .| solutions, alternalives compromise solutions, alternatives

against each other as they would before . : . T
the puck is dropped (ice hockey), the . ' ’ X}ﬁ%
. ._ The emerging

" process and
logistics

¥
luate gptio™®




Navigating the emerging decision making paradigm

The relatlonshlp aspect of decision makmg...

Drawing from Flsher and”

Brown’s Getting Together,

my and my colleague’s use

of the interest~based-
approach in many differ-
ent organizadons, | have

found that there are eight
elements to effective rela-

tionships.

* Cormrunication
* Understanding
* Acceptance .-
* Reliability * Rationality
* Persuasion

* Using an interest .
approach = Separate
T~ refationship |
& substantive,
\iSSUES

.

The |nterest—based problem solvmg elements in

sequence...
Problem issues are

explained in detail and
analyzed. - :

Interests: Discuss, answer"
- questions about why

we're here and motivate
1o solve the issue.

Cl_arifi/ and demil options:

Establish criteria — stan-

‘dards for measurements

are objectively agreed to

| by parties.

Evaluation/analysis:
Comparing options to

interests & criteria stimu-

lates improvement in .

E plan
| Consensus/commltment_

achleve its success.

3
Tranyy

(7
-”/analysis '

Members can live with opuons for now and will work to

Implementation: What, who, when, work. Detalled procedures are outlmed and

responsibilities assigned.

The dynamic aspect of the approach comes into play when elemenm prevxously dis-

cussed or agreed upon re-emerge. At that point, pamcnpants return to the prew-

"l ous step and begin the process again at that step.

The relationship aspect ef decision.mak-
ing... Drawing from Fisher and Brown's Getting

~Together my and my colleague’s use of the i inter-

est-based approach in many differént organiza:

tions, | have found that there are.eight elements .

to effective relatnonshlps

When these principles are compared with the
conventional model, you begin to see why the
offer-acceptance model is divisive, or non—func-
tional as a workplace (community) building tool.
A quick look back at the process figure demon-
strates how the conventional model discounts the
importance of relationship as a variable in prob-
lem solving/decision making.

Pulling the mterest—-based process
‘together

To bring the principles of an interest approach to
life, a dynamic sequence of steps, techniques and
assumptions is recommended. (8]

Those who are familiar with the brainstorming .
and consensus decision making approaches should
find these principles quite familiar, and should be
able'to see why their use in other types of deci-

- sion making will be beneficial:

» Focus on issues, not personalities. ..

» Describe, don't accuse. ..

« Tell the truth... .

» Defer evaluation. .

* Defer commitment. ..

« Focus on interests, not positions. ..
» Don't judge interests. .

. Attempt to meet both separate and mutual
interests. .

C. Develop legitimacy. ..

= Use consenss...

* Be systematic and celebrate learning.

The essential approach is to engage ina sequenﬁa!
yet dynamic. application of elements and tech--
niques to the problem (opportunity).

""All of this occurs in a larger setting — The

larger context of practicing these principles and
tools is where we discover another; fundamental

- principle of an interest approach to problem

solving: finding, understanding and evaluating each

party’s unattractive unilateral alternatives. 9]

Knowing the alternative and the probable reac-
tion by the other parties to its use serves as a
powerful measuring device for agreement or solu-
tion which emerges from an interest approach.
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How to implement an interest—
based process

The choice to faurch a change in process and cul-
ture such as this is dramatic and significanc. It
involves a great-deal of unlearning very old and-
ingrained habits and the learning and practice of
new habits. ltis very much like the struggle to
recover from an addiction to accumulating and
asserting power — | call those who chose to fol-
low the new paradigm recovering guthoritarians.

" Getting started — Getrting started involves
some joint exploration of the concept such as a
joint delegation atrending a conference and/or an
orientation given to a joint audience (on your
site) by an experienced interest-based facilitator
or practitioner. Next, an introductory training of
appropriate length (3 or 5 days) is necessary. This
training should be reinforced with follow--up facil-
itation. The necessity that the training be joint
cannot be emphasized enough. Even with the
training, practice in the principles is obligatory if
you want to avoid backsliding into the traditional
paradigm again. Once engaged in the» interest

V approach, be advised that for a long tirme to come
you must think of yourselves as rec overing
authoritarians. Patience, forthrightness in remind-
ing each other of backsliding symproms and
determination to stay the course may smmd like

old neediepoint homilies, but thc,y are necessary
to your success nonetheless

Final theughtﬁ

The emerging paradigm for successful decision

making is not someone’s grand experiment, nor is

it a plug—in approach. Many organizations are
using it and finding that they can rebuild their
vehicle while staying on the road, They have
found that with this srocess they can not only
catch up with those already using it but they can
keep pace (or even pass the folks driving the old
model of the new paradigm) as the paradigmi
evolves into an even more flexible and effective
vehicle for change.

Adjusting to the ever changing demands of the
marketplace just cannot be done in the board-
room, the R&D lab, or by purchasing new tech-
nology anymore. It takes making best use of the
‘decision making capabilities of evéryone in the
_enterprise. Think of it this way: if change is a huge
powerful (and fast) bulldozer, instead of a fast car
~—- whose help won't you need to be sure your
enterprise doesn't become part of the road? ¢

| An alternative in this con-

-Positions, demands, proposal...

The larger context of

The larger context of the overall process...

practicing these principles
and tools is where we dis-
cover another, fundamen.
tal principle of an interest .
approach to problem
solving: finding, under-
standing and evaluating
each party’s unattractive
unilateral alternatives,

Constituency
. and content

text is something which SWArencss

one party can do without
the agreement of the
other or what any party
can do if agreement can-
not be reached.

The alternatives must

Know self

by gettng
ready

Know other
by getring
together

9]

be evaluated for

their impact if
actually acred
Ut

The alternative...

eI Negotiatin
Mylour altgrnative, g g

Your, thelr alternative,
if engaged, is less
attractive than. ..

if engaged, is less and
11 attractive than... problem
e solving

Addendum: some terms of art...

Interests. .. The motives of the parties to the negotiation,
What people or groups need. Derived and reflective of

“heritage, culture, and stories ¢f the group. Can even be-

arrariged in a hierarchy or priority as with the research of
Maslow. A condition sought, a state of being,

Options... Possible solutions. In order to operationalize
will need the agreement of the parties 1o the negotiation.
The work product of brainstorming without commitment
or evaluation. The "ather” right answers per john Glaser.
Criteria. .. Objective standards of measurement. When
agreed to by the parties, serve to compare against

“options. Work product of brainstorming and research.

Often externally derived or imposed by control agencies
or funding sources. Presenting practitioners with a para-
dox in that they are also options. There is no one
“magic” criteria for any issue.

Alternatives.... What either party to 2 negotiation can do
without the agreement of the other, What can be done
in the event that no agreement can be reached. Feel like

" threats when perceived by the other party. Don't take

your gun out of the holster unless you intend to use it
The solution to which one
partyis committed. Bue 1o the nature of our familiarity
and comfort with the conventional madel of offer—accep-
tance negotiations, these often invite evaluation. .. usually
in the form of judging the interests of the party present-
ing the proposal,

Continued on next page

Steve Barber hos spent the
better part of the post
decade {12,000+ hours)
introducing union and man-
ggement graups to

- non-adversarial means of -

labor relations and negotig-

. tion. Barber, a native of Toft,

Califomic, served a varety
of posts (including that of
deputy director) during 15 -
yeors of service in Califor-
mia's Public Employrment
Relations Boord. Barber's
groundbreaking work ot
PERB led to the creation of
the California Foundation for
the Improvement of
Employer-Employee
Relotions (CFIER).
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‘Navigating the emerging decision making paradigm -

* Evalugtion... The comparison of possible solutions

(options) to criteria, interest, and the issue or problem.
How well does this option meet our mutual and separate

- interests, fit the criterio, and solve the problem? This exer-
cise is accomplished without commitment,

Consensus... When the parties to the negotiation can say
that at the very least the option is one that they can live
with and support for now. Note that so long as a party
to the negotiation is saying “no” consensus doesn't exist.
However, the naysaying participant is obliged to explain
why, so that the naysayer and other participants can con-
tinue to focus on creative solution designing.

Interactive meeting. .. A facilitated meeting of a group of
people. Utilizes a non—conventional format in setting and
process. : .

BATNA... The best gltemative toa gegotiated agree-
ment,

Legitimacy... The psychological condrtlon of ownership or
support for a decision. A consequence of using reason(s)
and participation rather than power, coercion, or lever-
age as the basis for a decision.

Background and recommended reading:

This short bibliography will provide you with some
windows into the emerging paradigm. Each of these
books in turn contains substantial references for fur-

- ther reading and inquiry.

= Abbott, Jan and Warren Rose, Changing The
Adversarial Assumption: New. Approaches to Labor—
Management Relations, Vision/Action, Sept. 1991.
* Adams, James L., Conceptual Block Busting, 3rd ed.,
. ‘Addison-Wesley, 1986.
* Adams, James L., The Care and Feeding of Ideas,
Addison-Wesley, 1986.
* Barber, Stephen, The Emerging Paradigni in Public
 Sector Labor Relations, CPER (A Periodical of
Employee Relations in the Public Sector), Institute of

" Industtial Relations, University of California, Dec.
,1988, No. 79.

* Barber, Stephen, “Letting genies out of bottles“ The
Journal for Quality and Participation, Jan./Feb., 1993.

"« Barber, Stephen, “Watching the Paradigm Shift”,

Viewpoints, A quarterly publication of the California
Foundation for Improvement of Employer—Employee
. Relations, Nov. 1993, .~

- Barber, Stephen, “What do you mean... | might be
ilegitirhate?”, The Journadi for. Quahty and Participation, _
Jan /Feb. 1994, .

« Barker, Joel, The Power of Paradlgms Harper Business,
1993,

* Barrett, Jerome T., PAS.T. is.the Future: A Better Way
of Bargaining, CPER- (A Periodicaf of Emiployee
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THE FAD PHENOMENON-steve Barber and Wendy Cowan

What'll it be for you this year?
Contracting out? Nope, that was three
years ago ... or was it the year before?
How about privitization? Is that what
everybody is doing this year? Nope,
that was two years ago.... How about
downsizing or right-sizing? Nope, the

CEO of PetroCanada said that was like

trying to “shrink to greatness”, This
year’'s fad is P4AY FOR
PERFORMANCE!N!l Ah, now we
know what to do!

Every year there’s a new buzzword.
Unhappily, a fad isn’t reality. These
fads are- wrapped in all the froth of
anecdotal success stories, presented by
well-coiffed consultants, trpping over
the lips of colleagues, and encountered
on the pages of varous association
magazines with solicitations for quick
and duty workshops.

As a consequence of facilitating issues
" related to improving productivity and
quality we have found ourselves
becoming unexpectedly
knowledgeable about “pay for
performance” and “merit pay”.
Because this is the latest of the parade
of management fads which seem to
find their way through America’s
public sector, we thought it was time to
offer some straight talk on the subject.

The Myths that Satisfy

This menagerie  of management
methodologies does have a certain
attraction, residing as it does in our
subconscious understanding of how
the universe is “supposed™ to work.
Things are “supposed” to be
predictable, ‘right?  Govemnment is
“supposed” to be run like a business,
right? Management makes decisions
and others are “supposed” to carry
them out, right? :

While our elected and ascribed officials
find themselves seduced by these
‘simple homilies, a reality check-gives
lie to these myths. Yet they continue
to spawn quick fix solutions captured
in buzzwords.

VWhere does this stuff come from?

Our practice takes us to many venues
in both the public and private sectors,
giving us the opportunity to trip over
some rather surprising - learnings.
Perhaps the most sobering of these

learnings is that much of the furor

generated on behalf of these

_buzzwords comes from self-serving
consultants and brokers who profit

from introducing dramatic solutions
such as privatization and contracting
out,

We are also observing that the private
sector is screaming specific solutions at
the public sector. The demands are for
more services at less cost or for a
reduction in onerous and intrusive
regulation. Unfortunately, public sector
officials don’t understand the interests
buried in these demands. The medium
of the message as well as the message
itself are interpreted as threats and
condemnation thereby eliciting a

- defensive response. The defensive '

response is taken as a denial or
condemnation of the underlying
motives assumed to be understood in
the message. As a consequence the
real message never gets heard by either

party.

. Why do these fads emerge?

One reason these  buzzword
methodologies - are attractive is the
erroneous belief that human behavior
is solely driven by a stimulus/response
impulse. Because we never really
understood  the . psychology of
Pavlovian behaviorism in the first place
we think that people respond to treats,
e.g. pay for performance and mert
pay, like dogs and chickens were
thought to do.

It appeé.rs to us, from our experiences
where the rubber meets the road, that
the what’s motivating a belief in these

" myths is fed by three basic fuels of
change. The first of these is the -

combination of global events/economy
and the velocity of technological
change. The second of these fuel
sources is the demographic shifts
occasioned by the first, The third is the
awkward and ham-fisted attempts to

respond to the first two through

financial and institutional reordering -

such as property tax initiatives or
marketplace analogies applied to public
sector services.

Global and economic events drive
e/immigration of people and money

- around the world s witnessed by the
out-migration of California’s middle .

class to places like Arizona, Idaho and
Washington following the collapse of
the aerospace industry (a peace
dividend!). The sociological upheaval
occasioned by these events has
transformed the demands made upon
the public sector by an increasingly
penurous public. One need but

" eavesdrop on a school board meeting,

teacher’s lounge or bus bam tool
locker to discover that the service
demands placed upon public education
which would have seemed wildly out
of place as little as ten years ago are a
reality today. An identity crisis in

public education has resulted: “Are we -

educators, baby-sitters, social workers,
probation officers, public health
nurses, or what?”

In order to respond to these and similar
demands the public sector is wrestling
with how best to transform itself Yet,
rather than allow the public sector
entities to pull off of the freeway to
change the flat tires, the public expects
transformation to be accomplished
while driving down the road, all. the
while yelling “Go faster!”

When the public sectors response is
too slow or inept at meelting the
public’s need for immediate
gratification (whether as a
consequence of a lack of courage by
elected officials to educate (lead) the
public or its deliberate, accountability-

-driven approach to decision making)

the public takes matters into its own
hands through initiative processes or
the election of decision-makers full of
anti-government animus. The resultant
dismantling of public sector entities as
a means of punishment for this lack of
responsiveness is well chronicled. The
implications ~ for economic and
political infrastructure are staggering.
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Accordingly,the fad phenomenon
seems to emerge as a response to
management panic attacks. Seeking to
becalm the troubled waters and appear
responsive to the snatling and fist-
pounding demands of the electorate,
advocacy groups, and the platitudinous
prescrptions of elected officials,
managers grasp at the straws of
methodology myths that promise the
instantaneous achievement of desired
outcores.

Legltimacy

We seem to get involved after the 911
call: After elected officials and their
eager-to-please managers attempt to
unilaterally - implement these
mythological methodologies in their
organizations. The resulting eruption
and/or failure to achieve the desired
result prompts some decision-makers
~ to question whether there might have
been “a better way to have gone about
this.”
The literature on organizational
development/effectiveness is full of
stories about the failure of these fads to
achieve their stated promises. It would
appear that 70 - 80 % of the initiatives
implementing the lkes of TQM,
restructuring, downsizing, contracting
out, privatizing, and the like stall or fail
within 18 months. Because of the
damage to the workplace relationship
by the unilateral decision the resultant

clean-up effort presents an even greater *

problem to the decision makers than
the problems prompting the initiatives
in the first place. So what was
missing?

The answer is that those who were
expected to implement the decision
were not party o making it. There are
common characteristics about
decisions which thrive, survive, end
actually bring on . something
resembling that which was sought in
the first place. These effective
decisions are based upon asking those
who are expected to behave within the
decision to help make it, and they are
based on reason rather than power or
coercion. :

This year's fad -

Pay for performance

The myth of pay for performance or
merit pay, a concept which has been
around since the tum of the century is
that you can use exirinsic rewards to
incent employees to change their
behavior to achieve outcomes
described by management. This is
based upon the direct translation of
Pavlov’s and Skinner’s success with
animals. What we really know is that
human motivation is in large part
intrinsic. The Hawthome effect, which
essentially revealed that you could
improve  productivity simply by
changing the illumination level in the
factory, is a notable example that
dispels the common beliefs about
human motivation being based solely
on extrinsic “rewards”. '

A further fallacy surrounding this myth
is that the employer can -control
behavior through the allocation of fear
and discipline in an institutionalized
master/servant relationship.
Employers seeking to reduce Hability
and improve - outcomes  with
predictability . cling. to the mistaken
belief that the route to this end is the
control of employee behavior.

The fallacy in the pay for performance
myth is that there is a connection
between the idea of incenting for
outcomes and behavioral .adjustments
by employees, managers, and
SUpervisors. Obsession  with
controlling behavior - supports an
hierarchical fear-driven organization. A
better way might be to focus on
outcomes. This is an organic concept-
dependent upon systemic thinking and
the development of a leaming
organization.

A Better Route...

We urge that you explore the science
of human motivation whereupon you

will find that human beings in today’s
workplaces are not solely motivated

_ by the promise of extrinsic rewards.

Alfie Kohn, in his book The
Punishment of Rewards identifies -
three central criteria which create what
he calls the “conditions for authentic
motivation” First, collaboration. The
employees, managers and supervisors
need to be- participants in the design
and development of their work rather
than the mere recipients of directions

from another who holds power.
Second, content. Employees,
managers and supervisors will seek to
achieve a *“good job” if it offers a
chance for them to engage in
meaningful work, work that makes a
difference.  Third, choice.  Kohn
restates what seems like common
sense to us in a democratic culture,

_ that “we are most likely to become

enthusiastic about what we are doing -
and all else being equal, to do it well
when we are free to make decisions
about the way we carry out the task.™

~ Yikest Since when did the word

democracy have a place in describing
the employment relationship!!

In other words, the science of human
behavior would indicate that a
compelitive approach to motivating
human beings through “merit pay™ or
“pay for performance” is ineffective.
What we have found, when we
facilitate the discovery of good science
around human motivation by
collaborative employer/employee
teams, is that their inquiries about pay
for performance or merit pay call into
question the entire power-based, fear-
driven  hierarchical  model of
organizations. The inquiry launches
the negotiation into a penefrating
exploration of process, assumptions
about power, authority, responsibility
and more. _

This inquiry can indeed be an entry
point for tue and fiundamental
transfonnation of an organization; yet
it may be perceived as a threat to those
in positions of power and their co-
dependent subordinates who are
responsibility averse as it suggests a
dismantling of hierarchy and
movement toward democracy in the
workplace. “So, unless you are
prepared to accompany Alice into
Wonderland you should think twice
about leaping after this white rabbit
called “pay for performance”.

The End of Bureaucracy and the Rise
of the Intelligent Organization by
Gifford & Libby Pinchot

Suggested reading on this 1opic: ‘
\
|
|
|
|

The Fifth Discipline by Peter Senge
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What Happens To Cause Interest-Based Negéﬁaﬁons/Labor~Mancgement
Cooperation to be Abandoned

by STEVE BARBER

Steve Barber is a principal in the consulting firm of Barber & Gonzales and a trainer and facilitator for
CFIER. His clients include State legislators, local government and a range of private sector organizations.
Barber is a pioneer in bringing non-adversarial approaches 1o the labor relations arena.

They were waiting for me when [ arrived to set
p the room for yet another day of facilitating their
egotiations. There was great consternation on their
aces, and they looked hurt, too. T knew what they
rere about to say. 've seen these looks before.
fany times.

“It's about their commitment to this process,”
he coaxed from her throat, voice trembling. “How
an we make them participate in this? I feel so,
o...betrayed.” “Listen to the words you've just
sed,” T said. “You really can’t make someone do
smethi ng if you expect what you want them to do
»last and thrive,” [ suggested. “What we are talking
bout here is a change of mind. “The way to doing

full explanation of each in articles by Janet Walden
in the February and October 1995 issues of
Viewpoints. My purpose in writing this current article
is not to simply review the pitfalls list, although
that's not a bad idea. No, what this article is about
is capturing and reflecting upon some of the under-

lying “stuff” rhat cause the pitfalis 10 happen.
Read on.

=& Surprisel! The interest approach
wasn’'t just a new “manipulative”
management tool (employer
perspective) or “another way fo
win” (union perspective)!

osmething differently is being different” : Steve Barber

Feeling that the other party has abandon its
ommitrment 1 labor/management cooperation and/or interest based
egotiations is a very common experience.... because it’s too often
ue! But, “seek first to understand” the behavior you are concluding
» be a bandonment as it may simply be awkward practice or an
nconscious reversion 1o the comfort of habit. The internalization
f the fundamental precept of both labor/management cooperation
nd interest based negotiations, enlightened self-interest, is a tough
ne to acquire (be) and practice (do). The magnetic strength of
s opposite paradigm, myopic or raw self interest, is so powerful
1at it is impossibie for many to understand that in order to “win”
1e other side need not “lose”

Thanks 1o CFIER hundreds of labor management relationships
1 the public schools have been introduced to the elegant prin-
iples and practices of an interest based decision making approach.
ntire union and managerment institutions are now including the
pproach in their overall mission; and other segments of the public
:ctor have begun practicing the principles. Yet, despite the initial
athusiasm, the fantastic numbers of attendees at the annual
onferences, and the almost universal acclaim for the attractivenes
of the principles, T suspect that the principles are consciously
wriving in only 20% or so of those relationships. Why is this so?
Vhy do people teli me, in moments of candor, that while things
re so much better in their relationship, the paradigm hasn’t really
hifted? Am I expecting too much? Has the message that
e approach is powerful and effective as a transformational
iethodology for lasting and meaningful organizational success not
een beard?

Based on my experience working with many labor-manage-
1ent groups, hiere are some of my answers to these questions.
¢ People fiip on a “piffall.”

Remember the “Pitfalls to Success” we include in the CFIER
inder? Did you read them? Do you go back to them when you are
oing your implementation planning and designing? Do you consult
lem when things don’t seem to be going “just right™? They are
tll as valid today as when we developed them. You can read the

Perhaps the most common reason that the
interest approach to negotiations or labor manage-
ment cooperation doesn’t survive, let alone thrive, is that it turns
out not to fit the preconceived expectations of it held by manage-
ment or union leadership in the first place. Coming from the
conventional workplace model as most people do, they lend 10
develop their understanding and expectations of the model based
upon the idea that it will “just enable ug to do what we now do,
only better”!

If sobriety doesn’t set in during the introductory training, it
soon does during the course of implementation and application
afterwards. “Uh oh. You mean 1 have to change the way [ do
business with them?” Yup.

. This surprise if often not consciously acknowledged. If it is,
then the abandonment choice which sometimes follows is a
conscious one. So is the denial choice which sometimes follows.
Often the abandonment choice following the surprise is unconscious
be cause the conventional paradigm of management/union relations
simply has no place for this different model to fit; so the operational
choices continue to perpetuate the conventional, e.g., the union isn't

“included in the budgeting process or rejects the opportunity to

become part of hiring and evaluation processes.

=& “You are in bed with management.” or
“You are giving away the store.”

The absence of conscious, committed, and ongoing efforts to
develop an understanding within one’s constituency of the principled
approach to labor/management relations and interest-based
negotiations usually haunts. The efforts can be simple, such as the
negotiating teams mutvally designing a series of communigués to
all constituents by developing a “dog and pony show” that is
presented jointly by site union reps and managers. Or they can be
elaborate such as ongoing, formal introductory and refresher training
for all employees and managers.

Constituencies need to understand the principles because they
lead the practitioner to engage in different behaviors. Absent a

continued on page 8
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When The Wheels Fall Off the Wagon — -
frompage4

prior understanding of these behaviors they will be understood
from the conventional perspective and condemned as wrong.
Understanding is the consequence of communication/education.
No ongoing educational effort regarding your constituency? Don’t
be surprised that they don’t like what you are doing to the point of
political action!

=% “They’re the ones who aren’t committed! I'm
not changing the way I do things until they do!”

Externalizing responsibility, and therefore blame, is the
conventional, institutionalized approach to doing business and
solving problems. It makes things very easy for the individual and
keeps the courts busy. If the above quote sounds like you, my
question to you is this: Who is going to practice these principles if
you don’t? These principles get abandoned because each of the
many individuals in any institutional relationship choose not to
practice them! You can really, ultimately only be responsible for
yourself!

=¢The interest approach is only thought of as
a conflict resolution or crisis resolution tool.

Again, back to the absence of an “ah ha” about the truly
transformational capacity when practicing interest-based principles.
As a student, consultant, and instructor of organizational devel-
opment (OD) I have come to have great respect for what [ call “state
of the art” OD practice: intervene, assess, prescribe, implement.
Unfortunately, because this model fails to take the concept of
legitimacy into account its iﬁxpact tends to be short-lived. Relying
upon legitimacy (decision making through participation and reason
rather than direction/coercion/power/leverage) as a fundamental
constraint of developing an effective organization/relationship
is critical, : '

Unhappily, it has been my experience that many managers,
administrators, and union leaders think of the interest approach
solely as a pigeon holed product rather than the powerful transfor-
mational methodology that it is. That’s the optimistic view. The pes-
simistic one is that people in positions of leadership do in fact
recognize the interest based principles for the transformational tool
it is and want nothing do with them, as it would mean that they have
to change the way they do their day to day business! Fither way,
interest-based principles seem to have been narrowly pigeon holed
as something for use in crisis, formal negotiations, and problem solv-
ing only. :

=& “Some people never redlly stepped into it
in the first place.”. :

This was the response when I asked a school district
superintendent why she thought that the principles were sometimes
abandoned. To her reckoning there seems to be a “test drive” period
wherein people try it out half-heartedly for awhile to see if it does
what the presenters and testimony from other practitioners say it
does. Rapidly forgetting the “three to five years to become fully
acquainted with the principles and to achieve a level of feeling
practiced with them” learning curve that we present in theinitial
training. Such “test drivers™ have a shortsightedness that does not
serve them well if their test driving consists of sticking a big toe

into the shallow end of the pool as opposed to diving in with a can- |

do spirit. This approach is a disaster if it is how they decide whether
or not to commit. I will always remember Jan Abbott’s observation
to every group about the unseen principles that one must also
practice alongside the principles we formally introduced. One of
these unseen principles: stick-to-it-ive-ness.

Then I suppose there are those who believe that there is nothing
new under the sun. And if this stuff is so hot how come they didn’t
see it somewhere else first? You know “em. The ‘been there, done
that’ type.

=¢ The culture of the “fad”

Fads are interesting. The best explanation that I ever heard
about how it works is that most people figure that if they see
something new in their workplace still around in about 3 to § years,
it probably wasn’t a fad, and then they’ll give it a try! Sound
familiar? Probably. We are all reluctant to be taken in. No matter
how bad it is now it could only be worse; not better, right 7

The interest based principles of decision making and labor
management.cooperation are at the heart of the success stories such
as Harley Davidson, Saturn, Xerox; yet such empirical evidence

seems not to dent those who self-protect by dismissing new ideas

as fads. The funny thing is that while they are dismissed, people
seem to think that there will be another coming along any minute

now! So they really don’t want to get too invested in the one they’re

dealing with at the moment! The judgmental me says that such
thinking is lazy and displays an arrogance about the duality of
learning and knowing: awareness and practice. I prefer Socrates:
lead the examined life. And to examine the “doing” one must
participate in the “being.”
=¢ Transition is ignored

Despite verbalized and behavioral commitments to the interest
based principles, key players who leave the relationship are un-

.thinkingly replaced by someone who is actuaily or virtually ignorant

of the commitment to the approach by the institution or the labor
management relationship. They practice what they know, which is
conventional, and in practicing this “betrayal” is communicated to
the other parties.

The wheels fall off fast this way! Knowledge, practice, and

awareness of interest based principles must become part and parcel

of recruitment and hiring, as must ongoing training in the principles
become a part of introducing people to their new jobs or institutions.

=¢ Strong “partners” backing away rather than
helping weak “partners”

One of the basic principles of an effective labor/management

decision making relationship is the idea that the parties accept one
another as legitimate partners. The years of conventional experience,
literature, learning, and cultural constraints seem to make this
concept very difficult to even understand let alone adopt or practice.
It lies at the heart of the success stories. The behavioral principle
that operationalizes a partnership through meeting ones own needs
by meeting the needs of the other party (enlightened self interest)
is what brings forth elegant and delightful contractual and workplace
solutions. "

The difficulty in wrapping one’s mind around this idea so that
it is reflected in behavior is a true predicament and often a cause
of process abandonment. The idea that a union’s best ally is strong

continued —
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management or that management’s best friend is a strong union
seems to catch in many, otherwise enlightened throats. How many
times is it implicitly communicated in the tone of voice, gossip, or
agenda setting that some situation or other is “their problem” and
“if we just stand and watch maybe it will become so bad as to
handicap them in some significant way”? Listen for this attitude.
Not your problem? Maybe not, but you do have one because
your partner has a problem. That's your problem. Not taking the
initiative to reach out the helping hand is actually like shooting
yourself in the foot and accounts for many of the explanations
as to why the principles are abandoned. It’s overcoming the
conventionzl mindset that “if they are strong, it means I’'m weak”
that you must work on. :

¢ Fear of Failure

Often we will refrain from advocating our own interests for
fear of the reaction we think such advocacy will create in the other
party to our relationship. We seem to think that such advocacy will
actually ruin the relationship. But such fear on our part doesn’t
necessarily inhibit the other party. As a consequence of your

inhibition, then, your interests get submerged or even ignored by-

the untempered assestion of interests by the other party. Then
what? Resentment? Biaming the other party for being selfish?
A constituency that isn’t served?

‘Again, choice making is the key. Avoidance, as usual, doesn’t
work. Listening to your own choice making is critical so that you
are aware that you are making such a choice in the first place Once
you become aware that this may be the course you are on, what

then? The answer probably lies in practicing one of those underlymg’

concepts that make for good understanding in the mind of the other
" party: describing one’s behavior before it is engaged in. Let the other
party know, openly, that the relationship is important, that what you
are about to say or do isn’t meant to strain it or question it but rather
* to work within it. Then be careful to truly advocate your interests
rather than push a position.

=¢ Roots we didn’t even know we had

Much like the “law of scarcity,” a myth which undergirds mod-
ern capitaiism, the concept of “agency” has defined both the struc-
‘ture and ‘practice of the modem workplace. “Agency” is the legal
principle that the employer is liable for the acts of the employee
while the employee is acting in the course of employment. This con-
* cept came from an early {14th or 15th Century) court case that arose

from a time whea the principal employment relationship wasn’t .

that of empicyer/employee as we know it but rather that of
master/servant.

. Accordingly, employers through the centuries reasoned that the
best way to reduce liability was to strictly control behavior of the
employee(s). This obsession with controlling behavior as a way of
reducing lability and achieving our desired outcomes (products and/
or services) appeass to e to be the root of our familiar institutions:
hierarchical organizations, motivation through reward and dis-
cipline, ordinate and subordinate ranks within the hierarchy etc.

‘While the realities of customer relations, customer demands, ~

literacy levels, and the age of knowledge no longer call for such a
structuze or interactive methods, the modern descendants of the
master/servant relationship exist as they do as a consequence of
institutionalization and socialization processes. Is it any wonder that

-the introduction of what is essentially a democratic process to the

workplace is met with such cognitive dissonance?

=& Voltaire

We’ve allowed our left brain and belief in the salience of reason
to-overshadow our right brain and the human element. To understand
how this happened read a book by John Ralston Saul entitled
Voltaire's Bastards. Light bulbs will pop in your head. In the
meantime let me observe that one of the reasons that people, good
people, well-intended people abandon a principled approach to
labor/managerment relations and negotiations is that the notion that
the human element, or how we relate to each other, is as important
as the substantive components of the enterprise (such as the work
we do or the compensation we receive) is so very different from
our conventional thinking that people have a very difficult time
accepting it consciously and a very easy time unconscnously
reverting to the conventional.

In his introduction to the book Synchronicity by Joseph
Jaworski Peter Senge writes: “First, Joe said, we need to be open
to fundamental shifts of mind. We have very deep mental models
of how the world works, deeper than we can know. To think that
the world can ever change without changes in our mental models
is folly. When I asked Joe more specifically what these changes
might be about, he said that it's about a shift from seeing a world
made up of things to seeing a world that’s open and primarily made
up of relationships.”
=¢ Finally, there is a small collection of personal
quailities that only you can practice.

Commitment or sticking to it. Practicing an interest based

approach despite the behaviors of the other party just as the Aikido

master transforms success from the aggression of the other party.

Courage in initiating and advocating a better way of doing
business with each other. Asking, out Ioud, in response to your
discomfort with the behavior of yourself or others “is this a-
principled thing to do?” Leadership is both paradigmatic thmkzng
and adaptive behavior.

Willingness to be open and humble. We cannot and do not
know it all. Are you reveling in the learning you experience from
mistakes? Are you “thriving on the ‘no’” you hear from the other
party, pursuing the interests behind the “no,” and using it to
stimulate-the creativity? Or are you simply condemning it and
feeling insulted? Are you listening more than talking? Are you
saving face or being honest? .

Vision — picturing in your personal and collective conscious-
ness what you want to be. This “vision thing” is a conscious deci-
sion that must actually be made and not assumed. Has a vision in
fact been jointly reached? Is it being periodically revisited and
refined? Has it been well and broadly communicated? Is your rela-
tionship listening to your joint constituency to determine whether
the vision has been heard and is being used as the uitimate crite-
rion in all decision miaking? v
*% In sum let me suggest that abandonment of the interest
based approach is really a choice that you make. Consciously
or unconsciously, when it comes to the labor-management

relationship ['think that you are getting what you choose to have.
Doing is being.




DANCING WITH THE BROOM
“fresh fish doesn’t smell fishy”
by Steve Barber

“Did you know you can dance with that broom?” my granddad asked when he saw me, at
age 5, struggling to sweep the sidewalk in front of my dad’s auto parts store kitchen broom style
with a push broom. After ten minutes or so. inside the store he emerged to “inspect” my progress.
Seeing that his earlier “dancing” lesson had taken hold he asked me if that just wasn’t a lot more
fun. My affirmative response brought forward his “real” lesson to me: “when you grow up, you
should always try to find a job where they pay you not to work.”

My Grandpa and his lesson to me popped into my mind when I first saw “FISH, the
video” three years ago. It was a couple of weeks after I’d received a preview copy to review.
When I saw the video, I immediately knew I'd just been presented with a “missing link” to my
OD training activities. Because these four simple concepts presented by FISH can be found as
vital connective tissue for virtually any organizational effectiveness initiative, I’ve sketched a
“fishbone” chart to offer a quick illustration of what I mean.

The author of THE FIFTH DISCIPLINE would probably agree that these simple
concepts are threaded throughout any decent (read “effective”) OD initiative. Accordingly, they
can serve as an effective springboard for a host of training and strategic undertakings in a variety
of settings. A warning: while these concepts elegantly encapsulate the successful if the message
is not utilized in the spirit of the concepts themselves, the result worsens the conditions prompting
the initiative to improve. Here’s a contrast to explain:

~-First: a success model(s)....... FISHCAMP!

The producers of “FISH!, the video™ and the mnemonics they’ve “spawned” to help
organizations sustain the momentum asked a bunch of us consultants who were “early adopters”
to consider and elaborate upon what they thought would be a particularly successful mode of
introducing the concepts to an organization.

Called “FISHCAMP?”, the event is a series of interactive exercises designed to acquaint
participants (“campers™) with the four simple concepts, which the video producers “discovered”
while editing their documentary about the Pike Place Fish Market in Seattle. The attendees were
encouraged to go forth as practitioners and customize their own version of “FISHCAMP” to their
particular practice and client needs.

Our (BARBER & GONZALES Consulting Group) version of “FISHCAMP"’ varies
from one to four days depending upon the assessed/negotiated needs of the organization. A
single day event simply introduces the ideas contained ‘in the video and gets the participants
started on their own initiative without follow-up by us.

At the other end of the spectrum we use FISHCAMP as an approach to organizational
transformation. Longer versions of FISHCAMP are designed to address the assessed needs of the
work group/organization more thoroughly. In particular we use a four day FISHCAMP as an
intense infroduction to the principles of interest based decision making for labor and management
negotiators who have also realized that the long term success of their organization not only starts
with the labor/management relationship but also must rely upon a complete paradigm shift in how
they do business throughout the organization, not just at the bargaining table. (For an elaboration
on legitimacy please refer to my earlier articles in the Journal) Combined with obligatory follow-
up sessions, organization-wide trainings, and internal capacity building to sustain the initiative,
this four-day version seems to have lasting impact. . We suspect that weeks and months long
“training academies” for middle managers/supervisors could also use the FISHCAMP concept as
a skeleton upon which to hang their entire curriculum.
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Not quite a FISHCAMP: uéing “FISH!!, the video” to illustrate the botanically
correct metaphor of a thriving organization:

Introducing executive, middle and line staff to a more interactive decision making model

in conventional paradigm organizations (translation: bureaucratic and unlikely to change much,
but discovering that the scientific management model doesn’t work and are accordingly toxic and
hungry for cha.nge) inevitably brings forward the question from these change hungry employees
of all stripes: “what do you do when you want to do business differently, but your coworkers,
supervisor(s), or executive managers don’t?”

We establish the context for the one word answer to this question by mtroducmg a more

systemic rather than mechanical metaphor of an organization. The four concepts presented in the

FISH video serve to illustrate the molecular level interactions of the metaphor in order for it (the
organization) to survive and thrive. We have attached a digital photo of a completed ﬂlp chart
- page developed as part of a training segment to illustrate this metaphor.

The fruit references the outcomes realized, the leaves illustrate a desirable working
environment, the trunk/branches/twigs illustrate the ubiquitous structural tissue, and the roots
stand for the basic principles or statements of “ought” presented in every situation. As an aside...
the beauty of this metaphor is that it can be further used to illustrate the realities of an “open
system”. It’s all quite quantum, don’t you think?

In our longer versions of FISHCAMP we use this metaphor as our “nature hike” with
each component of the training exploring a different aspect of the metaphor. By the time that
FISHCAMRP is concluded and the “campers” are packing their duffle bags (a FISH mnemonic)
each has their own graphic much like the one seen here. It takes all four days to completely
illustrate the metaphor/graphlc

Second: ....>..smelly fish.
“Here, watch this video. You need to change.”

~ Probably without describing it you already understand how the video can be (is being)
used as a weapon. Usually without intending to do harm an ignorant supervisor or manager spots
the video, borrows a copy from HR or the training dept., throws it in the VCR at the only staff
meeting they’ve had in months, and admonishes the troops to do things like they do in the video,
turns off the TV, and concludes the meeting. Having their worst suspicions thereby confirmed
the employees continue to flee, soldier along, maliciously. comply, or sabotage. The supervisor,
continuing to rely upon the people skills God gave a goat, goes 1gnorantly on certain that “I tried,
but tzey are hopeless.”

Yes, we’ve seen and heard about this version of how people have used the FISH video
both from the disappointed supervisors who’ve tried it and the employee victims who’ve
experienced it. I’ve no doubt that had my granddad simply scorned and scolded my nascent
efforts with the push broom, told me how to do it, and marched off that I would not to this day, 50
years later, enjoy dancing with a broom.

Author Steve Barber’s resume confirms that perhaps without realizing it he followed his
granddad’s advice: bowling alley pin setter, cowboy, firefighter, fruit picker, truck driver, oil
worker, auto mechanic, machinist, teaching assistant, political campaigner and subterranean
politico, race car driver, executive, entrepreneur, college instructor, pilot, wooden sailboat
skipper, and now a consultant and trainer. You can reach him and his colleagues (fellow camp
counselors) at http://www.paradigmpilgrim.com.

This article is scheduled for publication in the Journal for Quality and Participation in Jan /
Feb 2002.
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STEVE BADRBER is considered by human resources, labor

relations, negotiations, dispute resolution, and political professionals to

be a "consultants' consultant”. His leadership in the field of non-
adversarial  negotiations, decision-making, problem~solwng,

organizational effectiveness, and communications is recognized both

nationally and internationally. Since 1989, Steve has loggcd over

30,000 hours as a facilitator of change initiatives.

Client reactions 1o Steve are overwhelmingly pasiti?e focusing on his
communication skills and capaczty to render complex concepts usable
in the real world.
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EXPERIENCE: Public speaking, filmmaking, research, publishing, business, government, legislation, bureaucracy,
-politics, pilot, car racing, motorcyclist, mechanic, catalyst, and idea generator.

‘ROLES:. Consultant, trainer; facilitator, author, manager, employee, partner, and confidant.

EDUCATION: Undergraduate/graduate political science, philosophy, psychology, law and jurisprudence.

CLIENTS: Legislative and policy making bodies, union/management cooperative teams, school districts, transit agencies,
hospitals, water agencies, community organizations, colleges; cities, ccmntxes lruckmg, zail, land use planning, state
agencies, manufacturing, dispute resolution agencies.
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%+ After serving as the top aide to two state legislators and as a Deputy Director in an office of the State Health
and Welfare Agency, Mr. Barber held the posts of cxecutxve secretary and ‘Deputy Director of the Public
Employment Relations Board (PERB) during his 15 years with that Agency. While involved in the legislative and

regulatory processes of State government, Steve found multiple. opportmuues to utilize a principled, interest
approach to communication and decision making.

< Described by his colleagues as a "Johnny Appleseed", Steve Barber has spent the better part of a past decade
introducing union/management relationships to a nom-adversarial means of doing labor relations and collective
- bargaining. His initiative at PERB brought into being a coalition of union and management organizations which
eventually formed the California Foundation for the Improvement of Employer-Employee Relations or CFIER (See-
Fire). Mr. Barber has been a primary architect of this umque and revolutionary project that is changing the labor-
relations paradigm. He has been replicating this initiative in Arizona, Canada, and the private sector. Success in

this application has legitimized the extension of a pnnclpled approach into public policy, regulatory, and-
-community issues management.

_ ¢ His pioneering work as a change initiator in this field has brought him national and international recognition.
He was mvited by the United Nations to be one of 10 people from the United States to attend the first ever
international conference convened to develop methods of mtroducmg and sustaining interest approach negotiations
and relationship principles to employers and unions. He was' recently nvited to help create the first ever Institute to
introduce collaborative and interest-based decision malqng principles- as a effective and legltnnaw practice for
organizational development to the International business and government communities by the Association for
Quality and Participation.” Steve serves as instructor in Organizational Development/Effectiveness for the UC
- Extension Certificate Program in Human Resources. The University of California at Davis Extension Program

DBADDER & E-()NZALES C!)NSULTINE GIDGUD
6963 Douglas Blvd., Suite 102, Granite Bay, CA 95746-6256 109
Phone: 916 786-4368 « Fax: 916 786-0750 « Email: PrdymPigrm@aol.com '
Web page: hitp:/iwww.paradigmpiigrim.com



has solicited Mr. Barber to serve on a newly created advisory committee for the development of a Certificate
Program in Organizational Development/Effectiveness. :

< Steve Barber is a native-born Californian, born and raised in Taft. ‘His employment experience includes
machinist apprentice, retail clerk, cowboy, ranch hand, firefighter, oil worker, truck driver and mechanic. Upon his
graduation from UCLA with a degree in Political Science, he attended graduate school in Political Science and

Philosophy at San Diego State College. Steve has been contributing to the development of curricula for the-

Political Science Department of San Diego State in mediation -as'a component of their Interdisciplinary Degree
Program in International Conflict Resolution. Annually he presents a seminar on decision making to the Graduate

- School of Political Science at San Diego State, and frequently presenting to state and regional conferences on the
subject of employer/employee relations, organizational development/effectiveness and change initiatives.

BARBER & GONZALES CONSULTING 6ROUD
6963 Douglas Bivd., Stite 102, Granite Bay, CA 957466256

Phone: 916 786-4368 ¢ Fax 916 786-0750'0. Email: PrdymPlgfm@aol.com
: Web paae: htto:/Amww_naradiampoilarim: ecom ‘
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HIGH PERFORMANCE
ORGANIZATIONS

Not an experiment!

'—l-he message was clear from the Seventh National

Labor-Management Conference in Washington, D.C,
in June that high performance organization is available
to anyone who is committed to investing the time and
effort to realize 30-60% improvements in productivity
and other measures of impact and profitability

VISIONS OF INSTITUTES DANCING IN THEIR
HEADS?

For several months now a group advocates and
practitioners of a new maodel in labor relations have been
meeting in Sacramento nurturing the formation of a
collaborative organization (an “Institute”) designed to
facilitate a cultural transformation they see enfolding in the
workplace-from adversarial relations to cocperative.

The group is scheduled fo meet again in late
October when their “visions" of an ‘“institute” will be
revisioned as "interests”, personal and group, then worked
through the interest-based process toward its creation
The prime elements of vision, leadership, and commitment
are present in this group. Now it is simply a matter of
relationing their dreams into reality.

To learn more about the “institute”, please call
Cathy Arostegui of Beeson, Tayer, & Bodine at 8916 441-
2196 or Deidra Rose, IN PRAXIS, 916 688-5962.

INSIDE THIS ISSUE

=» Institute

City of Petaluma Training & Facilitation
City of Roseville Firefighters

City of Roseville Homeless

El Dorado County & Deputy Sheriffs
Legitimacy

pa88i

Barber & Gonzales Consuiting Group No. 3

CALGARY IN PETALUMA

Calgary School Board member, Jennifer Pollock
poses with Kevin Marks, City of Petaluma Firefighter.
Kevin recently participated in a three day introductory
training in interest based negotiations conducted by Steve
Barber for the Petaluma Firefighter Association and City
management staff. Jennifer traveled to Petaluma from
Calgary to serve as a volunteer facilitator in the training in
order to practice her skills as a facilitator and revisit the
principles of an interest approach.

Also serving as facilitators in the training were
Rich Thickens, Firefighter, FFA, Craig Robinson,
Administrative Services Director, Phil Ezell, CFO, and
Larry Layton, Electrical Supervisor, IBEW.  These
facilitators all hailed from the City of Roseville. Their
service as facilitators was motivated by the same interest as
Jennifer... to improve their interest-based skills.
According to Barber this approach to introductory training
accelerates the unlearning curve for the “borrowed”
practitioners and helps reduce the overall cost of
introductory training for the dient.

BUILD YOUR REPETOIRE

CALL OR WRITE FOR OUR BIBLIOGRAPHY
OF BASIC BACKGROUND READING IN THE
EMERGING PARADIGM
916 786-4368
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Transients and the homeless....only two of
the many manifestations of the economic and
demographic winds blowing hard in our nation’s
communities.

These and other issues facing elected officials
seem insurmountable when addressed with the usual tocls
for reaching important political decisions. If politics is the
authoritative allocation: of values {according to political
scientists, this is the correct definition), then the guestions
for politicians and the communities they represent is, how
do we go about making the choices so that we don't create
even greater problerns than we are trying to solve.

According to Mayor Mel Hamel, and the City
Council of Roseville, the answer to the question is to use &

decision making too! that builds consensus rather than

division, As a result of their faith in an interest approach,
born of solid successes using the method in the city's
labor relationships, the city leaders have demonstrated the
courage of paradigm pioneers in applying an interest
approach to much broader community issues.

A series of community forums have been
slogging through the hard work of a consensus approach
fo decision making. As our newsletter goes fo press the
work of problem definition is barely completed. Interests
are being identified and will be articulated at the nex
meeting (Oct. 20th), and the brainstorming of possible
solutions will get underway full bore on October 22nd.
We'll provide a process report in our next newsletter.

IMPROVED RESPQONSE TIME

Changes save minutes, lives
by Stew Hintz
of The Press-Tribune

Roseville - Three weeks ago, fire officials promised a
reorganization of their depariment would Improve response
times.  Saturday, those promises came frue with the
resuscitation of heart gttack victim

Rescue crews wera sent to the 1800 block of
Discovery Drive af about 12:45 p.m. to come to the aid of a
47-year -old man, said Baftalion Chief Jaff Carman,

it took the frefighters less than three minutes to
respond 1o the call once dispatchers aterfed them and when
Carman, the supervisor on duty that day, armived of the scene
nearly five minutes later, both drugs and machines were
being used 1o revive the patient.

What makes this case signi ficont Corman said, s
since the changes were made, each engine is equipped with
a paramedic and the @qu&pm@rﬂ he or she needs 1o save
ives. In the post, those services were dispatched from
Roseville's central fire station on Oak Shrest and it could toke
several minutes before the poaramedics arrived.

While firefighters con start CPR on a patient,
administering drugs and the heartstarting joits of alectricity is
the job of paramaeadics,

In o job where seconds counf to restart ¢ stopped
or quivering heart muscle, having trainad and well-equipped
crews at the scene quickly fransiates into more fives saved,
Carman soid.

The victim, whose name was withheld by the fire
department, apparently felt It after g moming of yard work
and waos sipping Info uncorsciousness Qs emergency
dispatchers were called. Carman estimates his heart had
stopped for only four minutes by the fime paromedics were
able 1o restort it and within minutes he was responding to
thair attermpts at saving him

while the deparment has had several cases of
saving o patient in the field since the department wads
reorganized, Carman said Saturday was a perfect example
of the nearest fire crews providing life saving services that
onca had to waoit untit paramedics armived.

Reprinted from The Press-Tribune, Tuesday, July 26, 1994

VIDEO
AVAILABLE

“Let’s face It, every time Steve does ‘'the
lecture about the principles and elements of IBN,
effective relationships, and the paradigms of
communications, new light bulbs pop in our heads!
It's ltke an effortless process check, and I swear |
hear him say something new every tme | see it.”

So says a clent of Steve Barber about
Steve's basic lecture. “The Lecture” is now
captured on video tape as an experiment for the
Federal Mediation Board. A full production tape is
in the works. $900.00 gets you a copy of the
experimental tape right away and Insures you of a
production copy when available next summer.

THE MISSING LINK [N MOST QUALITY INITIATIVES 15 LEGITUAALY~
THE QWNERSHIP OF THE 1EA BY EMPLOYEES AND MID-MANAGERS,

D il it =
OREMNTATION
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ORCANIZATIONAL
EFFECTIVENESS STARTS WITH
LEGITIMACY

A futurist in Vancouver, Canada who goes by the
rom de plumea of Or. Tomaorrow warns that change
is like & bulldozer., Change will happen whether we
want it or or not, Our choice is to help shape it, or
become part of the road.

Fopulation demographics, financial restructuring,
and the global sconomy are the thres most
powearful bulidozers of change in the larger sense.
These variables sat up the issue of
incraorganizational conflict which stimulate the
craative growch or death by denial of any
organization. The choice is yours.

These bulldozers take on different manifestations
in different contexvs. In education they go by the
name of charter schools, contracting oug,
voucher, privatization, gangs. site managemeant,
restructuring, ecc. In other areas of government
they go by the namea of privatization, contracting
out, competition, dersgulation, term  mits,
budget deficits, and so forth,  In the private
seotor, the issuss are simiar with the added
pressurae of product innovation, cycle times,
product espionage, social costs, e,

The most appropriate responsa? The non-
@xperiment or proven approach has been o
imcrease organizational effectiveness through a
significart  shift  in  the employeremployea
relationship.  This shifc gets ts most effective
start through a lsgitimate or mutually made
decision to do business in labor relations in a
radically different way-by using an interest
approach. The forensic work prompted by the
failing or stalling of about BO% of the TGM efforts
initiated nationwide has revealed that this
approach has rmade the difference. Those who
start with this approach, rathar than a mandated-
from-ohe-top-down, "packaged” approach, quickly
discover the efficacy with paradox of their
decision. :

Steve Barber

EL DORADO COUNTY
and the DEPUTY SHERIFF'S ASSOCIATION

settle pernicious lawsuit

El Dorado County and the Deputy Sheriff's
Association (DSA} entered into training in the IBN process in
preparation for the upcoming negotiations. In the last several
years, the relationship between the County and the DSA had
devolved into an increasingly contentious square off. Issues of
money and assignment became overshadowed by issues of
mistrust and lack of respect. These surfaced not only in
negotiations but in the day-to-day attempts to deal with
grievances and operational issues within the Sheriffs
Department ‘When evaluating the mersits of whether or agree to
training in 1BN, the parties agreed that “it can’t make things
worse and any improvement is desirable.”

After much skepticism, the parties participated in
three days of the IBN training. The key decision makers from
Sheriffs management and the DSA attended. Did it help? The
answer is 2 resounding “YES”.

A subcommittee of Sheriff's management, DSA
representatives and County officials met to apply the principles
to develop a settlement to a lawsuit previously filed by the DSA
against the County’s implementation of a mandatory time off
provision, which reduced deputy’s work hours and pay by
approximately 50 hours over a six month period of time. The
parties set aside their positions and in three hours, defined the
problem, identified interests and cracked out a settlement option
that has since been ratified by both sides.

“1 had some real doubts” stated one Captain
participating in the process, “but this worked great.” “Our goal
was to find something both sides could live with”, said Dennis
Small, President of the DSA; “we accomplished that goal and
this has gone a step to rebuilding the relationship that has been
broken. “The taxpayers are also winners”, stated Kathryn
Libicki, Director of Human Resources, El Dorado County.
better working relationship and a pmblem solving approach
saves hours which would have been spent in acrimonious debate,
and puts those hours into serving the public, which is all of our
goal.”

TO TRAIN......OR NOT TO TRAIN ?
There is no question!

A “train trainers” model for distributing the principles
and technigues of an interest approach is one of the
methods used by our consulting practice to help
organizations become acquainted with and acquire the
“technology” of an interest approach to commmunication
and understanding. Here you see a union-management
team of facilitators presenting to a group of colleagues
and co-workers from throughout the organization. “Our
desire is that the client be able to practice a principled
approach to employer-employee relations throughout
the enterprise without being dependent upon us to do
it. This means that we are attempting to replicate
ourselves in every client,” says principal consultant,
Steve Barber.
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THE VIRTUAL CORPORATION APPROACH TO CONSULTING
practiced by BARBER & GONZALES

As paradigm pilgrims we find that we do business slightly
different from most consulting firms. Because of our
multiple affiliations with other consultants and firms, we
can be as small and specialized, or as large and
diversified as the needs of the client organization or
enterprise require.

We are usuzlly in collaboration with another consultant or
firm on some project. Either we initiate this collaboration
or they do depending upon the assessment and ongoing
interaction with the client. Our specialized focus is helping
organizations make the commitment to and then
practicing an interest approach to decision making in
public policy, labor relations, community/regional issues,
etc. While we serve to assist client organizations in laying

the theoretical and communications foundation for change

efforts, our colleagues in affiliation specialize in specific
and systematic applications such as TQM, workplace and
compensation re-design, being legal with change,
management or union team effectiveness, international
relationships, cultural diversity, dispute resolution, conflict
management, health/benefit issues, sales methodology,
and more.

In this nebulous and difficult-to-describe fashion, we have
found an organic and incredibly flexible means to respond
to the muttiple situations presented to us by organizations
and enterprises committed to surviving and thriving in the
face of the ubiquity of change.

TO REACH BARBER & GONZALES:

CALL: 916 786-4368

“PARADIGMATIC” THINKING

What? Thinking in paradigms or using paradigms
or models to illustrate, explain, or understand
different ways of doing thing§ in order to
accomplish or fulfill fundamental needs or
pusrposes. A tool to make change possible while
taking the anxiety out of the future.

“We think this stuff is great, but they’ll never go for it.”

. How many times I’ve heard this from both union and

management! If you’ve said it yourself about your
desire to see change happen in your organization’s or
enterprise’s labor relations, we can help you with this
important step in getting started. Letting the genie out
- ‘of the bottle comes first. If the decision to do this is
made using the principles and techniques you seek to

embrace, the genie’s magic is ENDLESS!!

l@tew Barber

BARBER & GONZALES.
CONSULTING GROUP

610 Commerce Drive, Suite E

Roseville, CA 95678

ADDRESS CORRECTION REQUESTED
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: PAID
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114



A publication from Steve Barber, PARADIGM PILGRIM

- Barber & Gonzales Consulting Eroup

" Canadian Justice

Promotes Interest-

 Based Bargaining
s by ‘

o Don Guinn
Calgary Board of Education-

On June 13, 1 attended the opening
of the 1996 Labour Arbitration
Conference in Ontario, Canada.

Since the topic was Labour Dispute
Resolution, I did not expect to hear
_much if anything about interest-based
bargaining, but was I pleasantly sur-
prised!

The keynote speaker, a Mr. Justice
George Adams of the Ontario

Court system, spent virtually all of
his hour and a half extolling the
merits of interest-based negotia-
tion. During his comments, Justice -
Adams pointed out that the labour-
management and economic envi-
ronments have changed so much
that the positional approach no -
longer serves anyone well: He also
recounted his experiences with "
11th hour bargaining, and noted
that the interest-baged approach

- tends to become operational when
things get down to the “pitty-

gritty”‘

These comments come from a man
with strong credentials,” Justice
Adams, among other thingg, de~
signed the dispute resolution pro~
visions of the no-fault motor
vehicle insurance legislation in

‘Spring 1997

A sign on the side of a building in Placer County, California captures the commit-
ment of the National Electrical Contractors Association and the International
Brotherhood of Electrical Workers (IBEW). These two national giants have real-
ized that each is the other's best ally in a very competitive world. . You've probably
seen similar signs at construction sites and decals on new cars proc!almmg a

similar partnership between the UAW and Ford. ‘

Ontario, mediated the Algoma
Steel Corp. restructuring and me-
diated a legal dispute brought by
the Public Trustee against the sale
of the Toronto Maple Leaf.
More recently, Justice Adams was
appointed to chair eleven media-
tion-arbitration commissions to
concurrently deal with a national
railway dispute. His strategy in-
cluded hiring a number of media-
tors to work with the partiesin
getting ready as well as a number
of industry experts to help them
craft options into solutions. Justice
Adams explained that, in the event
they would be unsuccessful, he
planned to use these experts to help
him write the settlements,
- The results are a testimony both to
“Jugtice Adams’ credentials and to
the merits of the process; five of
the eleven unions settled through

this process, and the remaining six
made substantial progress so that
Justice Adams was left with only
the key issues on the table. -

Canadian court judges generally
aren’t as public as Lance Ito! To
hear such a distinguished gentle-
man enthusiastically embrace the
seeking of “elegant solutions” (his
words) and to use his influence on
some 500 management union
{public and private), and govern-
ment employees was, to say the
least, encouraging. The CBE was
also represented by members of its
staff and classified associations.
We all heard a very intersting and
relevant endorsement of this ap-
proach to doing business as we are
seeking at the CBE. o
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in the crow's nest

Surf 8 Up' Interest—Based Solutrons
On The Rise .

BARBER & GONZALES has
known for years that the interest

" approach is a valuable problem-
solving tool. We hoped that the
pebble we and sothers dropped in

- the labor relations peol in the 70°s
. would create 2 ripple effect
throughout the public and private

" sectors. - It did: In the past twenty
years, awareness of the benefits of

consensus has grown from a single :.
_drop in the ocean to a surging tide - .

of vast proportions. Organizations,
workplaces and comrmunities have
caught the wave of consensus; at
its crest they are streamlining
budgets, improving health and
safety, revitalizing education, in-
creasing jobs; planning develop-
ment, managing, resources, and
‘bolstering the economy. The fol-
lowing fecent exarnples illustrate

the breadth of this growing move-

ment:

e In Maryland, environunental ac-
tivists, private industry, county and
local governments, and 110 citi-
zens’ groups used a consensus
approach to sclve fractious landfilt
issues. -

e In California, the interest ap-
proach helped heat the scars of
contract wars between school dis-
tricts and unions, enabling schools
to focus on their real mission -
educating students.

e In Anzona, ofﬁclals des1gned a

successful desert planning law, -
supported by both home builders . -
and conservationists, that allows

- development while preserving na-

tive washes.

e In Maine, legislators, supported
by their constituents, shaved $1
billion from a $3 billion budget

By Jenmfer Harder .

whrle preserving essentral pro-
grams and services.

eIn Massachusettscrtlzensand -

regulatory officials overcame a
history of mutual distrust to de-

-. velop new regulations insuring; -

disability access to marine facili-

L ties.

oIn New Mexico, errvironmenta]-
ists and sheep grazers triumphed
over deep cultural divisions to de-

proach rising? The answer is that
the method does not dependon
luck, chance, or the position of the
moon. It is based on sound prin-
ciples that provide a firm founda- -
tion for buﬂdrng relatronshrps

: wrthm a commumty

' -For surfers, the brg waves are not.

simply a form of recreation unre-
lated to the “real” world. Instead,
they are ‘the foundation of a life -
phllosophy they prov1de an excit-
ing challenge, an opportunity to
excel, a learning experience for the
mind and the body. The interest
approach similarly frames the rele-
vant experience - conflict - as'a

"~ without alienating’ constrtuents or

 Why isthe tide of the interst -

challenge instead of an obstacle, an
opportunity to excel. So the next
time you face conﬂrct grab your .
board and j Jump on the consensus
wave, ‘cause.. Surf’s Up!
JenmferHarder is @ U.C. Davis Law

. Student and summer mtern for Barber

' & Gonzales .

vise a land-use policy that respects
both groups interests.

e In Ohio administrators curtailed
a consistent $200 million per year
overage on Medicaid spending

stalling the system.”

It’s N ot “Just Gettmg A Deal”

We have heard 1t sa1d that the mterest approach to negotratrons is. Just arlother
way to get a deal " This is said as though that- is all there is to negotratrons as
though there is nothmg but the “deal” or agreement : ,

The condrtron of the relatronshlp is an lmportant part of every negotratron Every
aspect of a relationship involves negotiation, however formal or informal.. From
decldmg where to eat dinner with your family, to wages and workmg conditions in
the workplace, people must make decisions which involve others with whom there
is a lasting or ongoing relationship. In their day to-day lives, people with gocd re-

“lationships take into account the impact their negotiations have on their relation-

ship. They do this because they know that after the “deal” the relationship goes on.

In work relationships, the “industrial model” usually simply denies that relation- -
ship issues. arise, seeking to “blame” instead. The result is a dysfunctional rela-
tionship. Using the interest approach just to get a deal”™. does not allow for the
future. The result is no less dysfunctional because it denies the- future of the rela-
tionship. Such an application is inconsistent with the principles of the interest
approach which require the future of the relationship to be a primary issue. To seek
“just to get a deal” will have no better long term result than pounding on the table,

calling names, bargaining in the press and threatening in order to achieve the

' “bottom line.”
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Placer County ngh on Dlspute Resolutron

By Cynthia Spears, Placer D1spute Resolutxon Semce

Immedrate gratrﬁcatron has not -
» been a hall ‘mark of the develop-

* ment of Placer Dlspute Resolution
Serviceé (PDRS), anon—proﬁt vol-
unteer, community mediation

service which as’ resolved d1sputes' o

in Placer County since Jine; 1992;5‘- o K
v s |t beenalong haul requiring lots of -

“mediation high” (that exhllaratmg} .

It’s the phenomenon of a:’

sensation occurring when dispu-
' tants, so angry they won ’t even

make eye contact, experience a::

by the medlatlon process into part-
ners Jomtly deﬁmng and solvmg ‘

cess

PDRS. worked with county offi- -

cials from June, 1991, until March,

1992, to get the Dispute Resolution
- Programs Act. (DRPA) program
passed in concept by the Placer.
County Board of Supervisors. the
DRPA allows 1nd1v1dual counties
to set aside-three dollars of crvrl '
.court filing fees in a trust fund
wh1ch is used to fund commumty
medlatlon A year later, in 1993,

. the Board officially passed a reso- - -

lution allowmg filing fees to accu-
mulate in the DRPA trust fund.

In the interim, PDRS, developed
procedures policies, systems for
running, the organization, trained
our volunteer mediators and ex-
tensively marketed PDRS , forming
a network of referral sources ..
within the community. Then, in
September, 1994, we received our
first county funding. Prior to that,
PDRS was run on a strictly volun-
teer basis with in-kind contribu-
tions of time and supplies
augmented by proceed from our
public course on collaborative ne-
gotiation and mediation.

Our Goal has been to create avi- |

- | . since our.greatest challenge is edu- - B
breakthrough and are transformed ca)o

motlvated on the long road to suc-. - -

-, L“mediation hlgh” klcks in, we
know it’s all been worth it!* -
3 CS.
BARBER & GONZALES has an .
| extensive collection of articles il-
| lustrating the use of interest-based
e agreements in dxﬁ'erent '

*“able forum where mediation can o
" existasa conﬂJct resolution option

for the citizens of Placer County venues.
. while establishing the credibility. - Request a copy from:
“Barber & Gonzales

' "'and professronahsm of our organi- -

zation; Makirnig PDRS a reality has - 6963 Douglas Blvd., Suite 102

Gramte Bay, CA 95746-6256.
A Phone 916 786-4368 .
E Fax 916 786—0750

.. - persistence, patience and commrt- ol
‘ment.. We jokingly refer to our- -
selves as' perpetual cheerleaders™

cating the public on the value and . .
effectxveness of medrauon Estab-
hshmg the program ina ‘rural N
‘community has been an addition =
¥ challenge. Happily, each time we -~
... Tediate a disputeandthe' - -

South Fork Dlalogue Takes Off

“Today, land use planners naturalists, bureaucrats and even many of the
engineers who have remade the rivers of the state are recognizing the eco-
nomiic, aesthetic, and envzronmental beneﬁts of symbzotzc bIendmg of the
designs of men and rivers.” . . _
Jeffrey F Mount, Calzfomza Rrvers and Streams :

It sounds good, but how do you do it?-

People in El Dorado County have been ﬁghtmg over the South Fork of the

American River for years. Lawsuits, negative pohtlcal campaigns and public
name-calling all have paralyzed effectlve use of the Tesource and created deep
wounds within the community. : o -

In an effort to break the standoff, a small yet diverse group of stakeholders from
the South Fork watershed convened last fall. Individuals from state and local re-
source agencies, water districts, electric utilities, commercial and private boaters
and environmental advocates showed up. Their mission as simple: Do we want
to contmue doing business as usual or do we want to try somethmg that might
work better? ’

After a three hour “lecturette” on the principles of interest based negotiations by
Steve Barber, the group decided to give it a try. Since that first meeting more
than year ago, the South Fork Dialogue has evolved into a “multi-stakeholder”

| process of about 40 participants. The group has weathered several major chal-

lenges around the issues of trust and communication. Participants are committed
to learning the information gathering, communication and process skills which
will enable them to tackle the big questions over allocation of the river’s re-
sources. .
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BARBED & G@NZALES coNsUnme @mub o

: WhO are we ? Barber and Gonzales Consultlng Group isa loosely aﬂihated group of people led

by Steve Barber, dedlcated to helpmg orgamzatmns develop ] processes for effective commumcatlons an
negotlatlons We help answer the question, : -

IS th ere a better Way 2 This question is most oﬁen asked after communications and negot1a-
tions have broken down: . There is a better way! It is called the “Interest Approach” to negotiations.
‘This process asks people to address the issues that face them, idéntify their needs and interests as they
relate to the issues, and develop solutrons that meet the mterests of all the parties.

What dO we d0 2 We oﬁer a varniety of sérvices, based on the needs of the client: In order to
inform groups consrdermg the interest approach, we offer an orientation which gives information upon
which a rational decision to proceed can be made. A comprehensrve 3 day training begins the leammg ,
process. Durmg the third day of training the teams actually begin to address issues belonging to the cli- -
ent. In order to help reach our goal of ¢ ‘workmg ourselves out of a job,” we prov1de experienced facilita-
tors to enable our clients to succeed in the process of becormng self suﬂic1ent We also provide ongomg
suppon and follow—up for our chents , :

.Bulk Rate. . -

e T Co o A . US. Postage
Barber & ﬁonzaies Consu!tma $r¢>up Co e el T PAID - - .|
6963 Douglas Blvd., Suite 102 . e - » R Rosevﬂle CA
Granite Bay, CA 95746 6256 ' , S ‘Permit No. 702 - . |
c@nzs _ ' . Y I ’ ‘ ’ ’

Please note our new address!

(916) 786-4368 phone * (916) 786- 0750 fax R
‘PrdymPlgrm@aol.com : I
http: //pcpc.com!sbarber T

address correction requested
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L LEADERSHIP ALERT..... g

The need felt by many orgamzatlonal leaders to transform their enterpnse whether in the publrc or
private sector, is causing them to leap into strategies they later regret: Total Quallty Management

'(TQM) Participatory Management” Teams (PMTs), Self-directed Work Teams Continuous

; Improvement Systems (CIS), ‘Quality Crrcles Employee Involvement, Slte-Based Management
- Contractmg Out anatlzatlon Competltlve Contractmg-m Performance—based Pay, and more.

Each of these strategles have a lot to offer any orga.mzatron faced w1th shnnkmg résources and
escalating demands. for 1mproved qualrty and service." Yet many leaders and organlzatlons bounce
from one to the other, trymg this one and then that one; in search of the ¢ magrc pill”.” These efforts

are’ short-lived “flashes, in’ ‘the pan”, ultimately leavmg organizations more dysfunctlonal and -

cymcal The1r leaders cntrclzed for faddrshness are leﬁ w1thout credrbrhty

The research is showmg that 80% of these eﬂ'orts stall or fall wrthm two years of mceptlon'

, Many of these systems are rather elegant, represent systemic and lastinig changes that can occur for

. _'the betterment of the organization and the services rendered to customers, taxpayers, and elected
- officials. Many of these systems do mdeed have the capacity to cause remarkable even dramatrc
; transfomlatrons in organlzatlons Why, then do they fall? '

‘,,. Here’ s why' As a rule most of these orgamzatlonal management methodologres fall or stall
-",.“because they lack legitimacy in the ﬁrst place or are |mplemented without an operatmg system

- -'__even when they are legmmate in the eyes of those expected to practlce them.

These methodologles are so dramatlcally dlfferent at therr core. that (l) understandmg and

comm1tment o engage them by the employees managers ‘and superv1sors who will be expected to .
functron wrthm them is a prerequisite. Once comnutted to, (2) they must be operated by utilizinga .~

process- of communication, problem-solvmg and’ decrsron-ma.kmg that reflects the principles of

) mutual ownershlp and responsrbrlrty contained within each of these methodologres Absent these

o two components the leader who “forge ahead regardless” should expect to fall

. Interestlngly, both components can:'be found in one process :
‘ mterest-based negotlatlons

We con31der the mterest approach to commumcatron, problem-solvmg, and decrslon maklng to be
the necessary process’ enablmg .these management methodologies to succeed. “Much like the

~ - operating system of a computer or the DNA ofa lrvmg organism | the interest approach prov1des the

operational process for these methodologres to come to lrfe in any orga.mzatron Our successful
: cllents have provrded us w1th the basrs for tlus clalm L o

Barber & Gonzales Consultlna Groun
: : Paradigm Pllgrlms
R i
Commumcatlon <> Negotnatlon o Orgamzatlonal Effect:veness
- 6963 Douglas Blvd., Ste. 102, Granite Bay, CA 95746 - .
Phone 916 786-4368 - Fax 916 786-0750 - Email: PrdymPIgrm@aol com
Web page: http://pcpc.com/sbarber
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o “product .

What the heck is this? Just something that Steve has been working on to help interest based practitioners
' diagnose where they've gone off track. '
But, more importantly, it is a tool for those truly committed practioners to use to reduce the possibility of difficulty.
Each "cell" inthe nautiius is a point of focus which any and all relationships in human organizations known as
corporations, businesses, bureaucracies and more, must address. . '
Watch for it to appear on our web site this summer.
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BADDER & GONZALES.
G Consulting Eroup

 Training enhancements we’re now using
T M OUR WEBSITE AS YOUR

' ' ' RESOURCE
g % www_paradiqm;;imrim-(mm /

Through an exploration of the world
famous Seattle Fish Market, participants
discover four principles they can use to
build an organizational focus of service,

.

personal responsibility, fun, and passion. more about the website inside...
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www.paradigmpilgrim.com

33 questions
you must answer
before you do an
interest-based
negotiation

Articles we've

written about the
emerging paradigm
of decision-making
and mora...

We gren’t the only ones
advocating the end of ideology
and the self-examined lifef!
There are resl examgles o find.

training

Our bagic
"work book”
we use in

Baebor & o

tCt,anr' Vaty

PARACHEN. PLOIIAG 1
SR e
o MEGUTIBTION
L

ot Lorgews )
TR, )
1 v Appret

-7 %f};%

Excreisog
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and process
at a glance.

The principles

The Barber and Gonzales website hosts " gmup membry" |
~ from "drills" in day 3 of B&bl(} Interest- Based Appmach
introductory courses...

. This thing
is bigger
than both

of usif .

We do drills on Day 3
“inside" organizations

and "practice” IBA principles
on real issues
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We are now using Wh:teboard Photo to enhance our
“group memory” for later repmductlon and postmg on
the website. We were frequently left with a gray or
yellow background—a problem easily corrected with
this excellent software. Check out our “before and
after” shots below, or go to the www.pixid.com website
for more information on this product. If you are
memorializing your group memory for dlstrlbutmn or
web posting, this is the tool you need.

CoUFaLE SN SO a5 |
ReSouECE St/ G

SCIERCE KIS '

RDN& TNSTRUCTTON

A IG - Lo, € 'E~‘-
56#6%5&«»&4% PE M&S(o Eanves

L oF SPACE SORAGE
AL s oF Temm

ALLOCATIERS OF damilwm:vl REPonssia]
| TueeERs Vb TERSION |
BLAMI A e STHOERY @ee;wameu
JEGUITY 10 TR OPPORTUMITIES

| AU 59 oF EEoGoMIS |
M@J oF feskr WTEREUPTIONS

Lok, O WKREER'S W“%

BEFORE

HFTER

We feuncl. g |
..an excellent set of artlcles on management (not

leaclershlp) and work greups at the Gallup website:

www gallun com/no l/managmg/Worknlace aep

ThlS is an ongolng set of artlcles wntten by the authors of
Flrst Break All the Flules Marcus Bucklngham and Curt

Coffman. |
These articles examine werkplace sa’usfactlon ane:l motlvatlon

in a counter-intuitive manner.. focusmg not on wages,
benefits, and other rewards that are commonly believed to be
the more preelomlnant reasons employees stay in their jObS
Take a look. | ~ '

123




Steve sez: “Organizations aren’t mechanical devices. They are social
systems: p@@pi@ communicating and making decisions for a purpase. ;
They are more fike an orgamc entfty than a machme. ” '

We have @raff@d this tree i‘ﬁ be more iliusfraﬁve of What we mean by
“organic.” The roots indicate principles, with the trunk as an interactive
process through which the principles are brought to lifs, resulting in the
specific outcomes (fruit) and the warkplace environment (leaves).

For & color version of this Mwsm}fion...check it aut at...
www. narad;gmmlgnm. com
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' :"'Q’;md School District (Vancouver,
Dmgram Ihe, made 1t legnbla usmg

- ' \ o elge is involved op - What?
Tpivi he L INIEYA  impasted?” What?
Th r‘,"’mg on the LNQW if you got that solution, whaf :
. part of the problem wou!d it
. solye?” ; s ;
by you liks #2" o E .!. Why?
L .are there other possible solutions
" Don't pecct that you or others have thought of 7" | Cptions How?
« Breathe r
* No ' » Seek fipst to understand '
 Position % ‘ “That sounds liks a
" Selution . ), | solution. Halp me ket would ba the impast upon the
fe undarsband... interests of the other parties to this ,
or with a stoke in the outoome™ Evaluatio Can?
Jwoulde't this solution require ity
the agreement of others?" onsensu Will:
Practice Principled Aikido® in the
- face of wilateral power or ’
ignorance-based positional behavior
- byothers. ' :
Lt would it look fiks in
Y e
detail if wowere todo it’ mplemen WWWwW?

what's the problem?”

l \@ Stevs Barber, 19986

a ,extaf the mgamzatmn amﬁ the mmmumw Stwe ﬁam@r wm
present this pﬁpular course in “The Emerging Pamdagm” in Rocklin ;
(Sac: mnw ama) thm Nmmmmr“ @w&mﬁ us m@« the d@@ﬁﬁ@ﬁ”g |
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LEADERSHIP ALER_T...;

" Ed's Note: Some sime ago we sent along a bulletin to our |
clients and prospective clients containing a "warning"- about *|
the siren song of various werkplace transformation initiatives. :
Recently, the "pay for performance” bug kas been infecting a-

number of people in posizicns of leadersicip within the public

. schools, noiably the Los srgeies Unified School District.  All

we can say regarding this neivs is "here we go again!"

In an extensive article about this topic which appeared in the
Los Angeles Times (April 8, 2000) it was noted that that this
approach to making « difference in education has worked in
only one case, Denver. [nterestingly, the reason that it worked
in Denver was that the parties seemed to have been reading our
‘bulletin!! Way? They usked the people to be offected by the
initiative to design il! Here’s anr article again:

'K he need felt by many organizational leaders to
transform their enterprise, whether in the public or
private sector, is causing them to leap into strategies
they-later regret: Total Quality Management {TQM),
Participatory Management Teams (PMTs), Self-
directed Work Teams, Continuous Improvement
Systems {CI8), Quality Circles, Employee

" Invelvement, Site-Based Management, Contracting
Cut, Privatization, Competitive Contracting-in,
Performance-based Pay, and more.

Each of these strategies have a lot to offer any
organization faced with shrinking resources and
escalating demands for improved quality and service.
Yet many leaders and organizations bounce from one
to the other, trying this one and then that one, in
search of the “magic pill”. These efforts are short-
lived “flashes iu the par” which ultimate leave the
organizations more dysfunctional and cynical and
their leaders, criticized for faddishness, without
credibility.

The research is showing that 80% of these efforts
stall or fail within two years of inception! Many of
these systems are rather elegant, represent systemic

~ and lasting changes that can occur for the betterment
of the organization and the services rendered to
customers, taxpayers, and clected officials. Many of
these sysiems do indeed have the capacity to cause
remarkable, even dramatic, transformations in
organizations. Why, then, do they fail?

Here’s why: As arule most of these organizational
management methodologies faii or stall because they
‘lack legitimacy in the first place or are implemented
without an operating system even when they are
legitimate in the eyes of those expected to practice
them. :

These methodologies are sc dramatically different

at their core that (1) understanding and commitment
to engage them by the employees, managers and )
supervisors who will be expected to function within
them is a prerequisite. Once commiitted to, (2) they

must be operated by utilizing a process of communication, . '

problem solving and decision making that reflects the -

.. principles-of mutual ownership and respon51b111ty contamed
*within each of these methodologies. Absent these two .

components the leader who “forges ahead rega.rdless” should :

- expect to fail. Interestmgly, both components can be found in

one process: Interest-based negotiations. -

We consider the interest approach to communication,
problem-solving, and de¢ision making to be the necessary
process enabling these management methodologies to succeed. .
Much like the operating system of a computer or the DNA of a
living organism the interest approach provides the operational -
process for these methodologies to come to life in any _
organization. Our successful clients have provided us with the
basis for this claim. '

From:Barber and Gonzales. i
Tools we are flddlmg with....

We have been examining’ recent developments of
“systems thlnktng” in an effort to expand our abrlltles in.-
the area of organlzatrorat development in‘the, setting'
of a’social system, like'an orgamzatton systems '
thlnkmg” seeks out Ieverage points’ where smal efforts ..
can create Iarge changes These changes are often. far
away'in tlme and distance fr¢ [ where the ..
leverage'is apphed Systel _changes create their
own energy and inertia.. .of enn’g sustamablhty where
more dlrect action mtght fatl in. the Iong term

thh tralnlng in mterest based dec;sron maklng, o
behaviors realized as-effective for group decision -
maktng are rntroduced and practlced w:thln the -
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From Introduced to Acquainted
By Wendy Larsen :

and getting together, what has been effective for us and |

HIGH 3. what could be improved. The questions are not for the
Success purpose of bemg confrontational or judgmental, but
with rather to gain a greater understanding. -
inderest ]
_ Approach Reflecting on our own practice ought to be integral and
10 reflexive. Practice will build skills. It is through
Timeinyears reflection that we learn. Reflection will enable us to
Torring Acqusinted  Practiced Guturo holistically incorporate the principles of an interest
approach into our lives.
Rowss Consulting .
Much of the initial learning in an interest based process focuses on Seeding the field organizationally involves continuous
the interactive process used to develop the elements of Story, education. People in positions of leadership are obvious
Interests, Options, Evaluation, Commitment and Implementation. choices for education. It is, however, when the ’
Groups struggle to weed out options from interests, to defer principles of the interest based process are being
evaluation during brainstorming, and to root out the urge to get to practiced at the outermost branches of the enterprise that
solution without fully understanding the issue and interests. With the process has truly taken root.
careful tending by a facilitator the group is able to use the tools and o ,
techniques of interactive process to strengthen its use of the elements . As the “flower” begins to grow within an organization
to arrive at creative SOlUthIlS the strengths and weaknesses in the relationship become
) more and more evident. So, as the transformation
Still, the beauty of an interest approach does not reside in its elements. begins so does the work on building truly effective
It is in seeding the field of relationships in the orga.mzatlon with the relationships. '
principles of this approach.
Focus L~ Communication
hy -
_Emolon . . \ o / Understanding
uu:n:’;:"-'mm ~ :1:1:::: - oayumm
g:::i: -~ I \ Respect
& partner I the decision

Effective communication links between parties in the
organlzatlon are designed and/or strengthened when
information becomes a tool for all to work with - not a
privilege of leaderehlp. With effective communication
comes greater understanding not only of issues, but also
of other members of the organization and their roles and
"responsibilities. Understanding leads to respect - the
kind of respect shared by partners. Showing dignity

Growing in the process is most evident when practitioners use the and respect to people within an organization allows trust
principles as a matter of habit rather than deliberate choice. Growth to build. Power becomes a c0mmod1ty that grows as it
takes time and nurturing. The nutrients needed are: awareness-of the - is shared.

- choice points, a deep commitment to this effective process, and -
patience, With the internalization of the principles of an interest
Questions and reflection are hke air and water to a living organism. based approach, the transformation of an organization or
Question why we do things the way we do, who should be involved in an individual begins in earnest. It is exciting.
this decision, how can we improve our process in both getting ready _ - Stop ?ﬂd smell those roses!
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§ PADDER & CONZALES -
‘ _ Comsilting Eroun R

6963 Douglas Bivd. PMB 102

Granite Bay, CA 95746-6256

Phone 916 786-4368 o Fax 916 786- 0750 :

. Email PrdymPlarm@earthlink.net

Web page: hitp./iwww. paradlqmpllqnm com -
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PRSRT STD

~ U.S. Postage

Paid"

" Roseville, CA

Permit #702

" Successful

Symmetrical to the commumty
Accountability

Authoritarian

Patriarchal
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organization in the face
of change, not "them."
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‘Interest-based’ parleys
add trust to labor talks

~ Alternative negotiation
model shuns demands
for mutual compromlse

BY MIKE ALLEN
Staff Writer

) Teachers at Grossmont-Cuyamaca Commu-
*. nity College District are still in the midst of
negottatmg their contract, but you won’t hear
any saber rattling from a member of its

-* negotiating team.

_ Donne Lelgh a counselor at Grossmont
“ College, said since the district has adopted a
new way of bargaining, relations among the
district’s administration, faculty and classi-
fied staff has steadily improved.

“It’s had a positive impact on how the

- entities view each other,” Leigh said. “I ex-
‘ -pect that by the end of the next school year,
"~ we will have a new contract.”
Leigh can remember the way negotiations
- occurred before the district adopted a process
‘ called interest-based bargaining” more than
‘tWo y years:ago.

“It. is more cordial and so far, at least,
we’re pretty much satisfied with the results,”

. he said.. “So far, it’s worked well and it’s -

better than'the old way.”

.The! “old” way is still used as the predommant
" method of collective bargaimng between man-
. .agement and labor groups in this country. Essen-
- tially, it is ‘an adversarial model where one side
- 'COMES to-: the table with a list of demands and the
* other “side’ tells them all the reasons why the

T "-fdemands are-unreasonable and cannot be met.
In subsequent meetings, the demands are

" amended and somewhere down the line,
g through mutual give and take, an agreement
is reached. :
- In'the “interest-based” alternative, the par—
ties don’t make demands. Instead, they look

at all sides of an issue — the “interests” of the. .

_ respective parties — and discuss ways those
" interests can be equitably satisfied.
i Charlene McMabhan, vice chancellor of hu-
~ man resources and administrative services for
_ the district, said interest-based bargaining fo-
. Cuses: not on answers, but on the problems
facing all parties. Once all the interests are
presented, a long list of possible solutions are
put on the tablé and discussed, and eventual-
ly, an agreement is: reached )
“With this approach you don’t come in
" with demands; you comie in and look at both
srdes of a story,” McMahan said. “You say,
* “let’s look: at 'this together Let’s look at all
- kinds of ways to solve this problem 1t’s like a
' ‘_|omt problem solvrng exercise.”
. Last year, Grossmont- Cuyamaca put the
new system to its toughest test, in hammering
out agreements wrth both faculty and classi-

fied staff in the face of.shrinking _revenuc
projections, no employee cost-f-living in-
creases for the previous three years, an out-
dated computer system and delayed buildmg

' maintenance concerns.

By using the new process the distnct came
up with a oomprehensrve solution that included
providing a pay raise to the employee groups,
renovating several buildings, and putting adown
payment on a new computer system, she said.

McMahan said when the decision to try the .

new bargaining strategy was made, relationships
between the bargaining groups and administra-
tion were strained at best, and not everyone was
enthusiastic about making the change.

“The teachers were telling us, “Why should

we do this? We’ve got a good agreement now

and we’ve done very well,’” said McMahan.
“Now, they are one of the strongest advocates
of.it.”

Classified staff also find the new system.

far more to their liking.
Gail Standring, past president of the

district’s unit of the California School Em- .

ployees Association, said for a long time, the
feeling among many classified staffers, such

“Now we meet in a setting
where there’s no animosity
between us.”

Gail Standring

as secretaries and janitors, was that “we were
always looked upon as second-class citizens
and we weren’t being heard. ... In an organi-
zation that was run by administrators and fac-
ulty, we were just sort of there.” ~

But, as the group got involved in the pro-
cess, those perceptions changed.

“Now we meet in a setting where there’s ’

no animosity between us,” she said.

The process isn’t perfect. Agreements take

much longer to develop, perhaps about a third
longer, “but it saves a lot of heartache and
hard feelings,” Standring said.

Also, making the system work takes a com-
mitment from every party, especially the lead-
ership.

. Grossmont-Cuyamaca’s new chancellor,
Jeanne Atherton, and several other key ad-
ministrators, including McMahan, are key rea-
sons the néw system has taken root, she said.

“There has to be a level of trust and that
took a long time in coming,” Standring said.
“But with the new group coming in, we’re
basically dealing with people who have gained

[T N
B

our trust- and becausc of that buying interest-
based bargaining came a lot easier.”
The interest-based approach has been catch-

ing on in this state and across the nation, said

Steve Barber, a consultant with the California
Foundation for the Improvement of Employer-
Employee Relations.

So far, about 70 school districts in this state as
well as a number of specral municipal districts
have adopted the system. It is also being used to
some degree in several cities, including Sacra-

. mento, Petaluma and Roseville, Barber said.

~ The concept of interest-based bargaining
grew out of strategies first promoted by Roger
Fisher in his book, “Getting to Yes,” and
were used by President Jimmy Carter in forg-
ing the 1978 Camp David Accords between
Egypt and Israel, said Barber.

Of those agencies that try the new system,
about 10 to 15 percent abandon it, and re-
turned to the traditional model, mostly be-
cause the new method requires hard work and
continuous evaluation, he said. .

For those that stay with it, the consequences
are almost universally improved levels of trust,

- more cooperation, and less labor strife, he said. -

One San Bernadino area school district esti- "
mated it saved about $750,000 and its teach-
ers union said it saved about $150,000 be-
cause of the reduction in the number of labor
grievances, Barber said.

Still, everyone isn’t convmced interest
based bargaining is suited for every place.

The city of San Diego, while aware of the
new system, says it likely will continue work- .

. ing with its various employee groups using

the traditional model.

Cathy Lexin, labor relations manager for the
city, said the process demands a lot of trustamong
the different groups, “and we’ve got some mend-
ing of relationships that have to occur.”

She also noted that case law governing
collective bargaining is all based on the tradi-

" tional model. Should negotiations break down

using the new process, “no one knows how
the courts would deal with that so it’s a little
bit scary,” Lexin said.

Barber said in such cases, groups always
have the option of returning to the traditional
way of negotiation.
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WHAT’S INSIDE.......

We’re sending along an interesting
newspaper article about using an
interest approach in labor relations and
the struggle to shift the paradigm in.
organizational relations from '
confrontation to participation and .. -
collaboration. S

It shows again that the best place to
start a change process that is legitimate
and assured of lasting results is at the .
crucible of the employer-employee -~
relationship: in negotiations about
terms and conditions of employment. -
The parties to the relationship featured
in this article offer their sober
assessments of the effort.

THE VIDEQ!!!!

Ah, the video! Yes, it’s

| true, people actually like
|the video. The business

" |about lightbulbs always

|going on everytime Steve

| presents “the lecture” fits. -

THE CD-ROM!!!

|Well, not quite...yet. But it’s
{coming along. We have a

“chapter outline” available

for $10 if you want one.

Call to inquire; (916) 786-4368_ |
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MANAGEMENT AND TEACHERS’ ASSOCIATION
" TALLY SAVINGS FROM PRACTICING -~

AN INTEREST APPROACH: $1 MILLION IN CORONA-NORCO B |

Shelby E. Wagner, Ed.D.

Assistant Superintendent -
Personnel and Evaluation Services
Corona-Norco Unified School District

and
Jim Kearney
Chief Negotiator

Corona-Norco Teachers Assocratron

Twenty-fOur employees and school board members from the-Corona-Norco Unified School Dlstnct o
parhclpatcd in the CFIER training activity in Sacramento durmg February 1992:- As a result of -

that meeting, many posmve relationships have developed and crises sumved' ”

The mterest-based concept has been utilized as a collaborative bargalmng process and in other e

applications. A small committee was formed which provides mtroductory and supportive activities

throughout the school year at various district sites and to various personnel. - These orientations ..

utilize and introduce the concepts as taught to us in Sacramento

Penodrca.lly, the ongma] group of 24 employees and school board members continue to meet with

our CFIER consultant/facilitator, Steve Barber, for renewal and “process-check” purposes. At our*
meeting in February, 1994, a comment was made as to how much money the district as well as the - -
local CTA affiliate had saved because of the process. This prompted our deliberate examination of
‘the subject. The following are estimated savings for both the district and the Corona-Norco

Teachers Association as a result of using this CFIER process to resolve major issues.

Our estimate of savings in the following nine (9) applications is based upon (1) our prior
experience of how we have traditionally resolved: situations of the nature' we’ve described; and "
would have used but for the application of the mterest-based model (2) our candld assessment of

the detarls of each s1tuanon as known to us both.

APPLICATION Contract Implementatlon and Interpretatlon

At the end of the tenth month, the District and CNTA analyzed their efforts at reducing tension and

solving problems short of grievances and/or legal action. After the first ten months forty-three =

problems and concems had been resolved utilizing the CFIER process

Estimated savings to the District: $86,000 -
Estimated savings to CNTA: $25,000

APPLICATION: Non-reelection of Probationary Teacher
Steve Barber
Barber & conzales Consulting Groun
6963 Douglas Blvd., Ste. 102, Granite Bay, CA 95748
Phone 916 786-4368 - Fax 916 786-0750 - Intemet: PrdymPigrm@aol.com
Web page: hitp://pcpc.com/sbarber =
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Past practice for the district was to non—reelect any unsansfactory ﬁrst or second ywr probatxonary
teachers. Because of the adversarial relationship, grievances were often filed and attorneys were
involved during the non-reelection process. As a result of the CFIER process, a method has been
established wherein if there are probationary teachers who are subject to non-reelection, all parties
know and understand the reasons and rationale in sufficient time to avoid all problems. -

Estimated savings to the District: $100,000 -
Estimated savings to CNTA: $20,000 -

APPLICATION: Year-round/Conventional Track Transfers

Teachers were voluntarily and mvoluntanly transferred from a year-round school to a school with
a traditional track. As a result the teachers went from being paid on a twelvely to a tently basis.
Again, utilizing the CFIER process, a method was worked out so that no one would suffer
economically because of the unexpected loss of two paychecks dunng the summer months :

Estimated savings to the District: $50, OOO
Estimated savings to CNTA: $7,000

APPLICATION Problem-solvmg on Single Employee Sltuatlon

There was teacher who had suffered from ill health and wanted to renre although he could not
retire at the present time. After looking at the teacher’s sick leave days, it was determined that the

- teacher could utilize his sick leave days, be provided a retirement bonus, and retire effective at the.
end of the school year. Utilizing the CFIER process the District and CNT A were able to av01d a

lengthy series of lega.l and medical issues.

Esumated savings to the Dlstnct $75, OOO
Estimated savings to CNTA $15,000

APPLICATION: Physncal Condltlon of Classrooms

The negot.lated agreement between the partles addresses issues pertalmng to the conditions of the
classroom. There have been complaints regarding air conditioning, heating, and classroom
equipment which could easily result in grievances. Utilizing the CFIER process, these issues have
been resolved quickly and without grievances.

Estimated savings to the District: ,$80,000,
Estimated savings to CNTA: $15,000

APPLICATION: Interpreting District Policy vis a vis the Contract

There have been several instances where the school site administration and faculty do not agree on
interpretations entered in District policy as adopted by the Board of Educanon or in the negonated

Steve Barber

Barber & conzales Consuiting Group
6963 Douglas Blvd., Ste. 102, Granite Bay, CA 95746
- Phone 916 786-4368 - Fax 916 786-0750 - Intemet: PrdymPlgrm@aol.com
Web page: http://pcpc.com/sbarber
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agreement. Utilizing the CFIER process, representatives of the school district and CNTA have met
to resolve all issues.

Estimated savings to the District: $75,000
Estimated savings to CNTA: $15,000

APPLICATION: “Mainstreaming” Special Education Students
There was a major concern shared by some teachers regarding the mainstreaming of Special

Education students into their classes. Utilizing the CFIER process, The District and CNTA
resolved these issues. '

Estimated savings to the District: $50,000
Estimated savings to CNTA: $10,000

APPLICATION: Disciplinary Action

The District initiated disciplinary actioﬁ on a certificated, tenured employee for lack of
competency. The proceedings started with the issue of taking deposition. After one meeting, it
was determined that the CFIER process could be utilized by the parties to meet the needs of all

concemed.

Estimated savings to the District: $125,000

_ Estimated savings to CNTA: $50,000

APPLICATION: Employee in Distress

The District and CNTA mutually worked to assist a teacher who was having difficulty. The
teacher was placed on a paid leave of absence for the remainder of the year and the complete
following year. The teacher utilized her sick leave days and retired at the end of the year. Utilizing
the CFIER process, dismissal proceedings were not initiated.

Estimated savings to the District: $86,000
Estimated savings to CNTA: $25,000

SUMMARY:

_ The total estimated savings to the District and Union of $909,000 should be seen not only as cash

and human energy not expended on behalf of acrimony, but also as resources or assets applied to
the true mission of the organizations.

Steve Barber

Barber & 6onzales Consulting Group
6963 Douglas Blvd., Ste. 102, Granite Bay, CA 95746
Phone 916 786-4368 - Fax 916 786-0750 - Internet: PrdymPigm@aol.com
Web page: http://pcpc.com/sbarber

K
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Steve Barber

Barber & Gonzales Consulting Group

PARADIGM PILGRIMS
n

COMMUNICATION < NEGOTIATION <> ORGANIZATIONAL EFFECTIVENESS

August 1, 1997

Let me be blunt: pay for performance, merit pay, compensation by objective, and a
litany of other motivational compensation schemes may sound good, but unless you are selling
used cars, they just don't seem to work.

The article we have sent along here was due to be published in our next newsletter (it was
originally published in the Arizona Alliance for Collaboration newsletter). However, there is
developing a virtual "rash" of interest in how to motivate employees, managers, and supervisors in
the face of increasing demands and diminishing resources by using such schemes. So, we're
sending it along to you now rather than later.

The problem is systemic. So are the effective solutions. Yet, the rash of interest in non-
systemic, Pavlovian schemes shows how seductive is the need for immediate gratification.

A comprehensive look at successful systemic responses is contained in the Report of the
Secretary of Labor's Task Force on Excellence in State and Local Goverrment Through Labor-
Management Cooperation.

Check the back page to learn about an opportunity to become acquainted with this cutting
edge research. :

Please, if you or someone you know of in your organization is talking about or
contemplating the introduction or implementation of any kind of pay for performance, merit pay,
or compensation by objective scheme, give us a call. Perhaps we can help you or your
organization keep from making a serious mistake that will take many years to overcome.

G d G

Steve Barber

6963 Douglas Blvd., Suite 102, Granite Bay, CA 95746
Phone 916 786-4368 - Fax 916 786-0750 - Email: PrdymPigrm@aol.com
Web page: http://pcpc.com/sbarber
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What’ll it be for you this year?
Contracting out? Nope, that was three

" years ago... or was it the year before?

How about privatization? Is that what
everybody is doing this year? Nope,
that was two years ago... How about
downsizing or right-sizing? Nope, the
CEO of PetroCanada said that was
like trying to “shrink to greatness."
This year’s fad is PAY FOR
PERFORMANCE!! Ah, now we know
what to do!

Every year there’s a new buzzword.
Unhappily, a fad isn’t reality. These
fads are wrapped in all the froth of
anecdotal success stories, presented
by weil-coifed consultants, tripping
over the lips of colleagues, and
encountered on the pages of various
association magazines with soli-
citations for quick and dirty
workshops.

As a consequence of facilitating issues
related to improving productivity and
quality we have found ourselves
becoming unexpectedly. knowledge-
able about “pay for performance” and
“merit pay”. Because this is the latest
of the parade of management fads that

~seem to find their way through

America’s public sector, we thought it
was time to offer some straight talk on
the subject.

The Myths that Satisfy

This menagerie of management
methodologies does have a certain
attraction, residing as it does in our
subconscious understanding of how

the universe is “supposed” to work.
Things are “supposed” to be pre-

dictable, rght? Government is
“supposed” to be run like a business,
right? Management makes decisions
and others are “supposed” to carry
them out, right? While our elected
and ascribed officials find themselves
seduced by these simple homilies, a
reality check gives lie to these myths.
Yet they coutinue to spawn quick fix
solutions captured in buzzwords.

Where does this stuff comei from?

THE FAD' PHENOMENON
Steve Barber and Wendy Cowan

" Our practice takes us to many venues

in both the public and private sectors,
giving us the opportunity to trip over
some rather surprising learnings.
Perhaps the most sobering of these
learnings- is that much of the furor
generated on behalf of these
buzzwords comes from self-serving
consultants and brokers who profit
from introducing dramatic solutions
such as privatization and contracting
out.

We are also observing that the private
sector is screaming specific solutions
at the public sector. The demands are
for more services at less cost or for a
reduction in onerous and intrusive
regulation.  Unfortunately, public
sector officials don’t understand the
interests buried in these demands. The
medium of the message, as well as the
message itself, is interpreted as a
threat and condemnation, thereby
eliciting a defensive response. The
defensive responseis taken as a denial
or condemnation of the underlying
motives assumed to be understood in
the message. As a consequence the
real message never gets heard by
either party.

Why do these fads emerge?

One reason these buzzword
methodologies are attractive is the
erroneous belief that human behavior
is solely driven by a stimulus-response
impulse. Because we never really
understood the  psychology of
Pavlovian behaviorism in the first

place, we think that people respond to

treats, e.g. pay for performance and
merit pay, like dogs and chickens
were thought to do.

It appears to us, from our experiences
where the rubber meets the road, that
what’s motivating a belief in these
myths is fed by three basic fuels of
change. The first of these is the
combination of global events/economy
and the wvelocity of technological
change. The second of these fuel
sources is the demographic shifts
occasioned by the first. The third is
the awkward and ham-fisted attempts
~to respond to the first two through

financial and institutional reordering
such as property tax initiatives or
marketplace analogies applied to
public sector services.

Global and economic events drive
(e)immigration of people and money
around the world as witnessed by the
out-migration of California’s middle
class to places like Arizona, Idaho and
Washington following the collapse of
the aerospace industry (a peace
dividend). The sociological upheaval
occasioned by these events has
transformed the demands made upon
the public sector by an increasingly
penurious public. For example, one
need but eavesdrop on a school board
meeting, teacher’s lounge or bus bamn
tool locker to discover that the service
demands placed upon public
education which would have seemed
wildly out of place as little as ten
years ago are a reality today. An
identity crisis in public education has
resulted: “Are we educators, baby-
sitters, social workers, probation
officers, public health nurses, or
what?”

In order to respond to these and
similar demands the public sector is
wrestling with how best to transform
itself. Yet, rather than allow the
public sector entities to pull off of the
freeway to change the flat tires, the
public expects transformation to be
accomplished while driving down the
road, all the while yelling “Go faster!”

When the public sector’s response is
too slow or inept at meeting the
public’s need for immediate grati-
fication (whether as a consequence of
a lack of courage by elected officials
to educate [lead] the public or its
deliberate, accountability-driven ap-
proach to decision making), the public
takes matters into its own hands
through initiative processes or the
election of decision-makers full of
anti-government animus. The re-
sultant dismantling of public sector
entities as a means of punishment for
this lack of responsiveness is well
chronicled. The implications for
economic and political infrastructure
are staggering.
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Accordingly, the fad phenomenon
seems to emerge as a response to
management panic attacks. Seeking to
becalm the troubled waters and appear
responsive to the snarling and fist-
pounding demands of the electorate,
advocacy groups, and the plati-
tudinous prescriptions of elected
officials, managers grasp at the straws
of methodological myths that promise
the instantaneous achievement of
desired outcomes.

Legitimacy

We seem to become involved after the
911 call: After elected officials and
their eager-to-please ' managers at-
tempt to unilaterally implement these
mythological methodologies in their
organizations. The resulting eruption
and/or failure to achieve the desired
result prompts some. decision-makers
to question whether there might have
been “a better way to have gone about
this."

The literature on organizational
development/effectiveness is full of
stories about the failure of these fads
to achieve their stated promises. It

would appear that 70 - 80% of the ™

initiatives implementing the likes of

. TQM, restructuring, downsizing,
. contracting out, privatizing, and the

like stall or fail within 18 months.
Because of the damage to the
workplace  relationship by the
unilateral decision the resultant clean-
up effort presents an even greater
problem to the decision makers than
the problems prompting the initiatives
in the first place. So what was
missing?

The answer is that those who were
expected to implement the decision
were not party to making it. There are
common characteristics about de-
cisions that thrive, survive, and
actually bring on something re-
sembling that which was sought in the
first place. These effective decisions
are based upon asking those who are
expected to behave within the
decision to help make it, and they are
based on reason rather than power or
COercion.

This year’s fad -

Pay for performance

The myth of pay for performance or
merit pay, a concept that has been
around since the turn of the century is
that you can use extrinsic rewards to
incent employees to change their
behavior to achieve outcomes
described by management. This is
based upon the direct translation of
Pavlov’s and Skinner’s success with
animals. What we really know is that
human motivation isin large part
intrinsic. The Hawthorne effect, which
essentially revealed that you could
improve productivity simply by
changing the illumination level in the
factory, is a notable example that
dispels the common beliefs about
human motivation being based solely
on extrinsic “rewards."

A further fallacy surrounding this
myth is that the employer can control
behavior through the allocation of fear
and discipline in an institutionalized
master/servant relationship. Employ-
ers seeking to reduce liability and
improve outcomes with predictability
cling to the mistaken belief that the
route  to this end is the control of
employee behavior.,

The fallacy in the pay for performance
myth is that there is a comnection
between the idea of incenting for
outcomes and behavioral adjustments
by employees, managers, and super-
visors. Obsession with controlling
behavior supports a hierarchical, fear-
driven organization. A better way
might be to focus on outcomes. This is
an organic concept dependent upon
systemic thinking and the develop-
ment of a learning organization.

A Better Route...

We urge that you explore the science
of human motivation whereupon you
will find that human beings in today’s
workplaces are not solely motivated
by the promise of extrinsic rewards.
Alfie Kohn, in his book, The
Punishment of Rewards, identifies
three central criteria which create
what he calls the “conditions for

~ authentic motivation”. First, collab-

oration. The employees, managers
and supervisors need to be partici-
pants in the design and development
of their work rather than the mere
recipients of directions from another
who holds power. Second, content.

Employees, managers and supervisors
will seek to achieve a “good job™ if it
offers a chance for them to engage in
meaningful work, work that makes a
difference. Third, choice. Kohn
restates what seems like common
sense to us in a democratic culture,
that “we are most likely to become
enthusiastic about what we are doing
when we are free to make decisions
about the way we carry out the task.”
Yikes! Since when did the word
democracy have a place in describing
the employment relationship!!

In other words, the science of human
behavior would indicate that a
competitive approach to motivating
human beings through “merit pay” or
“pay for performance” is ineffective.
What we have found when we
facilitate the discovery of good science
around human motivation by collabor-
ative employer/employee teams, is
that their inquiries about pay for
performance or merit pay call into
question the entire power-based, fear-
driven hierarchical model of organi-
zations. The inquiry launches the
negotiation into a penetrating explor-

ation of process, assumptions about

power, authority, responsibility and
more.

This inquiry can indeed be an entry
point for true and fundamental trans-
formation of an organization; yet, it
may be perceived as a threat to those
in positions of power and their co-
dependent subordinates who are re-
sponsibility averse as it suggests a
dismantling of hierarchy and move-
ment toward democracy in the work-
place. So, unless you are prepared to
accompany Alice into Wonderland,

" you should think twice about leaping
“after this white rabbit called “pay for

performance."
Suggested reading on this topic:
The End of Bureaucracy and the Rise

of the Intelligent Organization by
Gifford and Libby Pinchot

The Fifth Discipline by Peter Senge
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IMPORTANT CONFERENCES TO
PUT ON YOUR CALENDAR

Systems Thinking In Action™
Conference 1997
“from learning organizations to
learning communities’

The Ninth
National Labor-Management

Conference
April 7-9, 1998
Hyatt Regency Hotel
Chicago, lllinois
1-202-606-8100

Sept. 15-17, 1997

Marriott's Orlando World Center
Orlando, Florida
1-800-272-0945

CFIER

(California Foundation for Improvement of

Employer-Employee Relations)

AQP’S Annual Spring Conference

& Resource Mart
(Association for Quality and Participation)
April 27-19, 1998
Opryland
Nashville, Tennessee
1-800-733-3310

“Public Education: Meeting the
Challenge”

Coming in Octoberlll

October 7, 8, & 9, 1997
Oakland, California
1-916-567-9911

FOR A COPY OF THE SECRETARY OF
' LABOR REPORT CALL: 916 786-4368

AFTER ATLANTIS

“Working, Managing, and Leading in Turbulent

Times®
by Ned Hamson, Peter E. Beerten, Kaat Exterbille, Frank
Heckman, & Tom Lyons
Butterworth Heinemann (BH) $17.95
Available through AQP or your bookseller 10/97

To order or inquire call: 1-513-381-1959

Barber & tonzales Comsulting Eroup
6963 Douglas Blvd., Suite 102
Granite Bay, CA 95746-6256

o 20

" (916) 786-4368 phone * (916) 786-0750 fax
PrdymPlgrm@aol.com
http://pcpc.com/sbarber

Bulk Rate
U.S. Postage
PAID
Roseville, CA
Permit No. 702

address correction requested
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‘ THE Mlssmc L!NK INMOSTQUALITYINITIATIVES IS LEGITIMACY-"

THE OWNERSHIP OF THE IDEA BY EMPLOYEES AND MID-MANAGERS

5 ‘cuaromem

E)CG‘E:LLEHGE N
uu NMN ﬁ&wunc&

SRS my maxl has been temng me 60 to BD% of a[l the quahty fmtxatwes have faﬂed T
o ‘ RTINS coor staﬂed i thmk thatl know why LR
| Steve Barbe;r, BARBER & GONZALES, S
- Joumal of Quality and ,Parti'cipation, 1994

Customer onentat;on human resaurce excenence product/process ieadershxp, Do
. and management leadership-the four comers of TQM. These are universal. L
lmperatwes for orgamzattons of all types to prosper in the emergmg economy e

adapted from a cpeech by Jack West Presader*t ASQC S |

" Customer sattsfacton begans wsth emnloyee saf:sfactxon

Fred Smeth Cha:rman FEDERAL EXPRESS



L CONSULTING GROUP prowdes this service thmugh

s i The BARBER & GONZALES CONSULTING GROUP prowdee lts chents wsth the teolsQ

and- techniques. that have been proven to work. ~We do this by improving -

| 5”’[7{orgamzatlenel effecttveness through an interest approach" to cemmumcetlons and;]f

,;,;:.problem solving. in- empleyer-emp!oyee relations. The BARBER & GONZALESf.“ -

0 SEMINARS "VQIWORKSHOPS
‘e SPEECHES e FACILITATION e
e 0 FORMAL TRAINING

@@@@@@@@@@@@@@@@@@@@@@@@@@@@@mmw 3 R

s Here s what others have to say about US.... 8 f ad

i 'f"Thank you, Steve fer your drrectness humor srncenty, and masterful skril end executron a umen G

D member

o {f"So much energy' So much knewledge-—cleer presentatrons goed understandmg af eur srtuatron Brmg'fl

energy and enthus:asm to presentatlons an elected ofﬂclal

i ,"Ray ‘has been the most neutral end effectlve member of the PEF\’B his honesty and mtegm‘y are f o

g unsurpessed O R} State senater author of the eglslatmn creatlng the Publuc Employment A

Relatlens Board

“;"Slnce Steve Barber rntroduced us to an mterest eppreach to commumcatlens we have savec:l S

©$1,000,000 in a two year period by resolvmg dlsputes ourselves e e scheol dzstnct assocnate s BE S -

supenntendent and e unten busmess agent

S [ﬂ"’Superb' Outstandmgl Presentatzon style keeps the workshop ﬂowmg and relaxe ' a sChool teet;her

| /","For sustarned end sensrtrve perfonnance in furthermg the Umted States Govemments reletlons wrth e

- Caribbean labor movements and Amencan busmess m the regren U S. Department of State 5 fj s

Mentonous Serv:ce Award %

hopefully benef‘ "o.a classn' ed employee

a “Thanks for prowdmg a very rmportant cntlcal process for our d:strlct " a school teacher

"Excellent msrght fo our needs Appl;cable problem solwng through understandable personeble end S :

sensrble presentatlon .a mlddle manager

beard member

o "‘Fescmatmg, lrsprratlonal fecrlltator Talented ln presentlng fac: ual mformatlon w:th humor and wrsdem :

.8 corporate CEO

o ”‘"’Pm]ects an enthusrasm fer the pmgram whrch IS mfectrous end lnsplres a desrre to contlnue anc:i” "

s ”Greet jO[jf lapprecrate the openness end eegemess to lmprove relatrenshrps m our dlstnct " ‘a school j,’: e

P ¥ ,"A dynamlc presenter geed presence adept facrlrtator smeath negetretcr very supportrve ln sess:ons T

a personnel menager

o ""Ra y IS one of the most effectrve Embassy off cers wrth hlS centacts wrth the European Commumty and yff :

Belglum Labor in furthermg U S lnterest .. Amerlcan Ambassador to Belglum




S reconcx?e{‘ 1o one another in order to move thmgs forward

C}NE APPROACH TO swwvm AND THRNING IN THE FUTURE IS TO

ANTICIPATE

AND 28 EXCELLENT

- Change is ubiquitous!- Change is unsettlmg.,l B
- Change will happen with or without.our partlclpatlon e
Tt is applicable in our own places of work and in our own Gl
specxahzatxon or profession as surely as it is in the "other guy's."
The Barber & Gonzales Group prov;des its clients with the tools-
and tec:hmques that have been proven to work in the face of this change S

We do this by improving organizational eﬂ'ectlveness through the application of

"interest approach” to communications and problem sc:»lvmg in employer«employee .

el ai ions. In addition, we work with any relationship where two or more Interests must be AEUREE



Change is ubiguitous!
Change is unsettling!

Change happens with or

without our participation.
It is applicable in cur work
places, professions,.and
specialized fields as surely
as it is in the "other guy's.”

The Barber & Gonzales
Consulting Group pro-
vides clients with tools and
technigques proven to
work in the face of this
change.

We improve organiza-
tional effectiveness by ap-
plying an "interest
approach” to communica-
tions and problem solving.

We work with any relation-
ship where two or more

- interests must be recon-
ciled to one another in or-
der to move things
forwanrd.

vl

THE CONDITION OF THE CORE
RELATIONSHIP 15 REFLECTED
THROUGHOUT YOUR
ORGANIZATION,

YOU CAN CHOOSE TO
CHANGE OR IMPROVE
IT.

WE SHOW YOU HOW.

An interest approach to communication,
negotiation, conflict management, and
problem-solving-

builds an effective organization or
community.

"...process, not structure, is the independent
variable."

‘Steve Barber
BARBER & GONZALES
610 Commerce Drive, Suite E
Sacramento, CA 95678

Phone: 916 786-4368

Fax: 916 786-0730
Practitioners of BARBER & GONZALES
Consulting Group include women and minorities

BARBER

| &
GONZALES

CONSULTING GROUP

PARADIGM PILGRIMS
} in
# NEGOTIATION ¢
# COMMUNICATION ¢
* CONFLICT MANAGEMENT ¢
¢ PROBLEM SOLVING ¢
¢ ORGANIZATIONAL EFFECTIVENESS ¢

HAVIGATING THE EMERGING
ECONOMY




AN INTEREST APPROACH

Whatis it

An interest approachio
communication, negotiation-and
problem-solving isa
non-adversarial means of
achieving decisions or just being
understood in a discussion or
dialogue. Hconsisis of a
collection of principles and
techniques familiar to anyone.,
These principles include such
concepts as focusing on issues
not personalities, making
decisions based on an objective
reason rather than power or
coercion, accepting all motives or
interests as givens rather than
evaluating those interests as right
or wrong.

An interest approach
recognizes human beings as
"human” and "in relationship”
with each other. Because of this
the human element in any
situation must be taken info
account and focused on a3 mugh
as the substantive if one is to
achieve a good and lasting
situation rather than g "win.”
Outside of playing games, 2 "win"
often puarantees the winner that
an enemy has just been created
who will do everything possible o
insure a "lose” next time, asin
the late Jesse Urwuh's advice,
"Don't get mad, get-even.”

Who uses this approach?

Although to work well and serve as a tool
for developing organizational effectiveness
in the face of the ubiguity of change, the
interest approach is most successful
when introduced jointly to the parties com-
mitted to using it. The interest approach is
introduced through a facilitated training
and practice.

The interest approach is being introduced
and used in labor relations, public policy
decision-making, alternative dispute reso-
lution, international relations, economic
development, counseling, planning, busi-

ness, government, and more. Profession-

als in these fields are discovering that
traditional approaches are no longer effec-
iive in the face of multi-variate change.

is it effective?

An interest approach is at once analytic
and creative enabling people to tum icose
both of those strengths that define us as
human. In public school labor relations, the
filing of formal complaints has heen dra-
rnatically reduced by 70% in the labor-
management relationships introducad to it
Peaceiul outcomes have been offecied in
international relations visible todav in
South Africa and the Middle Ea=!.

The interest approach i3 fast becoming
ihe antidote to failed or sialied initigtives in
guality and participatory management in
business because il provides what we think
is the inissing link-excellence in human
Te50LITE.

What we hear!

Thanks for providing a very important, criical
process...”

"Great jobl | appreciate the openness and ea-
gemess to improve relafionships

"Excellent insight fo our needs.  Applicable
problem solving through understandable, per-
sonable, and sensible presentation.”

"Superb! Qutstanding! Presentation style
keeps the workshop flowing and relaxed.”

“Fascinating, inspirational faciiitator. Talented
in presenting factual information with humor
and wisdom.”

Services we provide:
= Seminars = Tralning
= Workshops = Speeches

o Facifiiation

= Prosess consulting and
fasilitating
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THE JOURNAL FOR # SEVEN ISSUES PERYEAR * $I"00/ISSUE

All we need is another acronym, right? Not! But, then again, if it really did the |ob...OK | o '
|
i
|

Seems like our lives could be profiled by acronyms. No? Then take this little test and see if you can guess
_ Wthh acronym has been glvmg folks consistently hlgh quallty about how to make thmgs run well

I950$ ' - 1960s ' 1970s ' . 1980s

HST (Harry §. Truman) MG (The ar, not the Green Onions group) RMN (Rresident Nixon) v QWL (Quality of workife) )

AEN (Mired E. Neuman) : JFK (President Kennedy) TW3 (David frost, Candice Bergen show) JIT Qustin-time) S |

mﬁ&c(l‘lt:)magmm or mutually assured " RFK (s brother Bobby) o DISCO (You do too remember) " LBO (Leveraged buy out) ‘ |

DDE (1 fe ke MLK (Martin Luther King Jr) FYI (BYOB takk) . TQM (Total quality management) |
. o KKK (Do you want the buming cross in your yard ~ MBO (The deluge begins) : TQEI (Yotal quality employee involvement) ‘

DDT (no red ants or b.lr-ds) . © L Tor your face)) IBT (Zero based budgeting) «l (Cohﬁnuoﬁs quality improvement) 1

HFP (a toothpaste addfhu) IR SCLC (No more Mr. KKK) QCC (Quality control ircles) - SMTs (Sell-hmaging teams) ‘ |

ok B ciewn) L SNIC o e ) QC (5 aly i ~ AQP (another hing) -

YW e beetl, remenber) LB] (Prsident Johnson) TQC (Total quality control) - MBNQA (the Baldrige Award)

MM (Harilyn or Mideey House) LSD (ucy in Sky like Diamonds?) CWQC (Company wide qualy contrl -

MM (candy or Mantle and Hans) o T(B (taking care of business) iy ! .

MGM (the movie ‘studio) - EAI?;(Ihe King: Ehis comes back) JQP‘m Hint, hunt, hunt, hunt, hunt, hunt, hunt!

Steve Barber on the Journal for Quality and Participation...

“It's open, looking over the horizon for you, practical,
inspiring, and challenging. But most of all it’s real and has
_what you need; when you need it. Buy it!”

And I want |t...

l""w’ant my

Subscrlptlon form (Please prlnt or type)

Mailing address:

Name: ' - Title: _
Organization: _ »Depart.ment: '
Street address: (include mail stop andlor suite) a
Mailing address: (if diﬁ'erent than above)

Clty/state/provmce/mp or postal code: ' - I Country '

Phone: _— Fax: 7 Internet

Payment: (Spec:al offer to FOSBs [Friends of Steve Barber] Ist year only $47.00 . Forelgn $70. 00 — explres june 15, 1995)
T Qty. USA/Canada/Mexico " Fore|gn _

Individual subscription: . $52 ea. = e $75ea.= -

Please send me an invoice for: ' : ' _and in the amount of §

- : (number of subscriptions)
Check enclosed in the amount of (US currency): $

Please charge to: - Yisa Master(ard American Express - Diners Club, ' _ Ca_rfe Blnché
Card number: __ Expiration date: e e e
Nameoncard:_- - ~ ‘' Signature:

. Ifyou are charging your membershlp or need an invoice sent to you, please send or fax: [-5 13-38 I—0070 this to:
The AQP Journal for Quality and Pamcnpauon Team at 801-B W. 8th St., Clncmnatl OH 45203 or call 1-800-733-33 I 0 for more mformanon
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9Pt
WHAT‘S INSIDE.....;.'

QUR LATES I ART|CLE

|
‘ about
‘ Usmg an interest approach
| : ~in decision-making, we begin
‘ - . tosee how this is the DNA
" for the paradigm shift in
~ organizational relations from
" confrontational to participation.

|
|
|
|
|

AND

A_ELUQ_EQB_IHEAQEJQL&NALM
7 which-

Keeps you in touch with more than 10,000
quality leaders who can assist your
efforts in quality and portacnpoﬂon o
programs for your enterpnse

BUY MY VIDEO!
- SERIOUSLY! OUR "ROUGH-CUT" VIDEG
IS NOW AVAILABLE FOR DELIVERY.
$897.00
[T'S TRUE!! LIGHTBULES ALWAYS
GO ON WHEN YOU YIEW
_ STEVE'S OVERVIEW "LECTURETTE"
OF AN INTEREST APPROACH TG NEGOTIATION.
NOW STEVE HAS CAPTURED
THIS COGENT AND CONCISE BYERVIEW
ON A 45 MINUTE VIDEO. |
STEVE SAYS, "THIS THING IS CHEAD
AT TWICE THE PRICE!"

FOR MORE iﬁ?@%M@Ti@ﬁ
CAL(. 916 786“@369

"5

. ‘Bar-ber' & Gonzales g
- Consulting Group ~ -/ -+ o
- - 610 Commerce Drive, Suite E n
S "Roscvﬂle ‘CA 95678

Bulk Permit
U.S. Pastage
. Paid.
Permit No.702




“INVOL VING THE PEOPLE you EXPECT 70 GET YOU o
THERE N THE DECISION T0 Go THERE IN THE FIRST" o

PLACE.”
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syl ;;'.{""

For most bus1nesses bulldlng a

workplace based upon prmc1p1es of

falmess openness and partlclpatlon 1s a
dramatlc sh1ft from the conventlonal |

e approach that seems to domlnate the o

busmess landscape

- We can help you start and sustain this
o path

Barber & Gonzales Consultma Groun -

"*'. PARADIGMPILGRIMS s
“in. o

NEGOTIATION ORGANIZATIONAL EI’FECT IVENESS 4 COMMUNICATION .

6963 Douglas Blvd Sunte 102 Granlte Bay CA 95746 "1

o Phone 916 786-4368 Fax 916 786- 0750
 Email: -PrdymPlgrm@aol.com - . .-

LY Web s;te http //www pcpc com/sbarber -

|G |

o Thmkmg about domg thmgs

dlfferently7

~ "husiness as usual’ to one

focused on gugtamablln‘y’

There is. a ”SECRET"
mgredlem‘ to success....

A Movmg your orgamzahon o |
|| enterprise. from one based on.;"'-;!? |

o Barber & Gonzales Consultlnﬂ Gmun

Granlte Bay CA



THE HOME PAGE

http://www.paradigmpilgrim.com

of Organizational Issues
" Interdependent with an
Interest Based Approach

Névigating the
emerging paradigm
of decision making

Articles by
Barber & Gonzales
“and related authors

A Brief Overview of the
Interest Based Approach

Fa

. o #a Q
- il
Bookmarks & Links to

organizations, associations
and parties related to IBA

Y]

.

Discovering a better way:
Articles/stories
about IBA in:

Labor
Environment
Community .
Public Policy

Organizational
Development/Effectiveness
Planning
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ONE APPROACH TO SURVIVING AND THRIVING IN THE FUTURE IS TO

AND BE EXCELLENT

Change is ubiquitous! Change is unsettling!
Change will happen with or without our panticipation.
It is applicable in our own places of work and in our own
specialization or profession as surely as it is in the "other guys.”
. The Barber & Gonzales Group provides its clients with the tools
and techniques that have been proven to work in the face of this change.
We do this by improving organizational effectiveness through the application of
. an “interest approach® to communications and problem solving in employer-employee
relaticns. In addition, we work with any relationship where two or more interests must be
reconciled to one another in order 10 move things forward.



A MULTNOMAH COUNTY
_ﬂ

Jeff Cogen, Chair
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-3308 FAX (503) 988-3093
Email: mult.chair@co.multnomah.or.us

Deborah Kafoury, Commission Dist. 1
501 SE Hawthome Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5220 FAX (503) 988-5440
Email: district1@co.multnomah.or.us

Loretta Smith, Commission Dist. 2
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5219 FAX (503) 988-5440
Email: district2@co.multnomah.or.us

Judy Shiprack, Commission Dist. 3 -
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5217 FAX (503) 988-5262
Email: district3@co.multnomah.or.us

Diane McKeel, Commission Dist. 4
501 SE Hawthorne Boulevard, Suite 600
Portland, Or 97214
Phone: (503) 988-5213 FAX (503) 988-5262
Email: district4d@co.multnomah.or.us

Link to watch live Thursday Board meetings on-line:
www2.co.multnomah.or.us/cc/live_broadcast.shtmi
Link for ondine agendas and agenda info:
www.co.multnomah.or.us/cc/agenda.shtmi

Free public access to wireless intemet M-F from 6 AM
to 9 PM during meetings in the Boardroom
Americans with Disabilities Act Notice: If you need this
agenda in an altemate format or wish to attend a Board
Meeting, please call the Board Clerk (503) 988-3277. Call
the City/County Information Center TDD number (503)
823-6868 for info on available services and accessibility.

OREEON BOARD OF COMMISSIONERS

Jan. 11 & 13, 2011
BOARD MEETINGS
HIGHLIGHTS

Tues. @ 10 am - Board Briefing on an Interest Based
Approach to Decision Making, Leadership and Conflict
Navigation.

Thurs. @ 9:30 am — Opportunity for Public Comment on
Non-Agenda Matters

Thur. @ 9:30 am - Briefing on Multnomah County
Library's 2011 “Everybody Reads” Community Reading
Project

Thur. @ 940 am - BUDGET MODIFICATION #
Request to Appropriate $60,000 in Funding from the
City of Portland for the Service Coordination Team

Thur. @ 9:45 am - NOTICE OF INTENT to Submit an
Application for up to $500,000 to the US Department of
Health and Human Services, Bureau of Health
Professionals Division of Nursing's Affordable Care Act
— Nurse Education, Practice, Quality and Retention
Grant Competition.

Thur. @ 9:50 am - FY 2011 Supplemental Budget,
Adding Beginning Working Capital and Increasing Six
County Funds by $7,808,385.

Meetings of the Multhomah County Board of
Commissioners are held at 501 SE Hawthorne Blvd. most
usually in the Commissioners Chamber off of the main
lobby, on the first floor.

Thursday meetings are cable-cast live and recorded and
may be seen by Cable subscribers in Multnomah County at
the following times

(Portland & East County)
Thursday, 9:30 AM, (LIVE) Channel 30
Sunday, 11:00 AM Channel 30
(East County Only)
Saturday, 10:00 AM, Channel 29
Tuesday, 8:15 PM, Channel 29

Produced through MetroEast Community Media
(503) 667-8848, ext. 332 for further info
or: hitp://www.metroeast.org




A MULTNOMAH COUNTY

== OREGON. BHARD OF COMMISSIONERS

Tuesday, January 11, 2011 - 10:00 am
Multhomah Building, Commissioners Board Room 100

BOARD BRIEFINGS

10:00 am — 11:00 am — NON-DEPARTMENTAL
B-1 Board Briefing on an Interest Based Approach to Decision Making, Leadership
and Conflict Navigation. Presenter: Steve Barber, Barber & Gonzales Consulting



a7 ..

A MULTNOMAH COUNTY:
= OREGON BOARD OF COMMISSIONERS

Thursday, January 13, 2011 - 9:30 am
Multnomah Building, Commissioners Board Room 100

REGULAR MEETING

CONSENT CALENDAR -9:30 am

C-1  BUDGET MODIFICATION - HD-08 Authorizing Three Position Re-classifications
Within Various Divisions of the Health Dept. as Determined by the Class/Comp
Unit of Central Human Resources

C-2 Appointment of Patricia Hanson to the Multnomah County CITIZEN
INVOLVEMENT COMMITTEE (CIC)

REGULAR AGENDA

PUBLIC COMMENT -9:30 am
Opportunity for Public Comment on non- agenda matters. Testimony limited to
three minutes per person unless otherwise designated by the presiding officer.
This is a time for the Board to hear public testimony, not for Board deliberation. Fill
out a yellow speaker form available at the back of the Boardroom and give it to the
Board Clerk. Unless otherwise recognized by the presiding officer, testimony is
taken in the order the forms are submitted.

NON-DEPARTMENTAL -9:30 am
R-1 Briefing on Multhomah County Library’s 2011 “Everybody Reads” Community
Reading Project. Presenter: Vailey Oehlke, Library Director (10 min)

DISTRICT ATTORNEY - 9:40 am

R-2 BUDGET MODIFICATION # Request to Appropriate $60,000 in Funding from the
City of Portland for the Service Coordination Team. Presenter: Scott Marcy,
Business Services Mgr., DA’s Office (5 min)

HEALTH DEPARTMENT - 9:45 am

R-3 NOTICE OF INTENT to Submit an Application for up to $500,000 to the US
Department of Health and Human Services, Bureau of Health Professionals
Division of Nursing's Affordable Care Act — Nurse Education, Practice, Quality
and Retention Grant Competition.  Presenters: Nicole Hermanns, Grant
Development and Frances Conedera, Nursing Director — Health Dept. (5 min)

COUNTY MANAGEMENT - 9:50 am _
R-4 FY 2011 Supplemental Budget, Adding Beginning Working Capital and

Increasing Six County Funds by $7,808,385. Presenter: Julie Neburka (10 min)
BOARD COMMENT — 10:00 am

ADJOURNMENT



MULTNOMAH COUNTY
A AGENDA PLACEMENT REQUEST
———X BUDGET MODIFICATION

(revised 12/31/09)

Board Clerk Use Only
APPROVED: MULTNOMAH COUNTY Meeting Date: 1/13/11

BOARD OF COMMISSIONERS Agenda Item #:  C-1

o Est. Start Time: 9:30
AGENDA# _C -\ DATE_{ /15/\ St Start Hime am

MARINA BAKER, ASST BOARD CLERK

BUDGET MODIFICATION: HD-11-08

BUDGET MODIFICATION - HD-08 authorizing three position re-
Agenda classifications within various Divisions of the Health Department as determined
Title: by the Class/Comp Unit of Central Human Resources.

Note: For all other submissions (i.e. Notices of Intent, Ordinances, Resolutions, Orders or
Proclamations) please use the APR short form.

Requested Amount of

Meeting Date: _January 13, 2011 ' Time Needed: _N/A - Consent
Department: Health Department » Division: Multiple
Contact(s): | Lester A. Walker - Budget & Finance Manager

Phone: (503) 988-3663 Ext. 26457 | /O Address:  167/2/210

Presenter(s): N/A (Consent Agenda)

General Information

1. What action are you requesting from the Board?

Approval of staffing adjustment resulting from the re-classification of three positions. This change
will not impact the Health Department’s total FTE for FY2011.

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

Reclassify a 0.80 Nurse Practitioner to a 0.80 Physician, position 710904, in the Integrated Clinical
Services Division of the Health Department. Class Comp approved reclassification effective on
8/27/2010 (reclass #1595). The purpose of this position is to provide professional, comprehensive
primary medical care and treatment services to the community. This change impacts program offers
40022 — Mid County Health Clinic.

Reclassify a 1.0 Program Manager 1 to a 1.0 Manager 2, position 709280, in the Community Health

Budget Modification APR
Page-1




Services Division of the Health Department. Class Comp approved reclassification effective on
10/01/2010 (reclass #1603). This position manages the Community Wellness and Prevention
Program, which serves to slow and reduce rates of chronic diseases including heart disease, cancer,
diabetes, and stroke through policy, environment, and systems change strategies. This change
impacts program offers 40047 — Community Wellness and Prevention.

Reclassify a 1.0 Quality Manager to a 1.0 Program Manager 1, position 703170, in the Integrated
Clinical Services Division of the Health Department. Class Comp approved reclassification
effective on 11/01/2010 (reclass #1616). This position will lead special projects in support of
operational and strategic goals of ICS Health Centers and Programs, conduct research, analyses and
create recommendations. This change impacts program offers 40034 — Quality Assurance.

3. Explain the fiscal impact (current year and ongoing).
There is no financial impact for FY11.

4. Explain any legal and/or policy issues involved.
N/A

5. Explain any citizen and/or other government participation that has or will take place.

N/A

Budget Modification APR
Page-2



ATTACHMENT A

Budget Modification

If the request is a Budget Modification, please answer all of the following in detail:

® What revenue is being changed and why? If the revenue is from a federal source, please list the
Catalog of Federal Assistance Number (CFDA). -
No change in revenues.
¢ What budgets are increased/decreased? ‘
The Health Department’s budget will have the following changes:
e Permanent personnel budget will increase by $14,920.
e Salary related expense budget will increase by $4,479.
e Insurance benefits budget will increase by $1,230.
* Supplies budget will decrease by $20,629.

These changes will have no financial impact on the budget and do not change the Health
Department’s total FTE.

What do the changes accomplish?

Change of classification of positions 710904, 709280, and 703170 to better fit the duties of those
positions as determined by the Class/Comp Unit of the Central Human Resources.

Do any personnel actions result from this budget modification? Explain. _
1. Reclassify a 0.80 Nurse Practitioner to a 0.80 Physician, position 710904, in the Integrated
Clinical Services Division of the Health Department.

2. Reclassify a 1.0 Program Manager 1 to a 1.0 Manager 2, position 709280, in the Community
Health Services Division of the Health Department.
3. Reclassify a 1.0 Quality Manager to a 1.0 Program Manager 1, position 703170, in the
Integrated Clinical Services Division of the Health Department.
e Ifagrant,is 100% of the central and department indirect recovered? If not, please explain
why.
N/A

e Is the revenue one-time-only in nature? Will the function be ongoing? What plans are in place
to identify a sufficient ongoing funding stream?
N/A ‘ '
If a grant, what period does the grant cover? When the grant expires, what are funding plans?
Are there any particular stipulations required by the grant (i.e. cash match, in kind match,
reporting requirements etc)?
- N/A

Budget Modification APR
Page-3



ATTACHMENT B

BUDGET MODIFICATION: HD-11-08

Required Signatures

Elected Official or | 12-15-10

Department/ _ g Date:

Agency Director: ; %

' 12/16/10
Budget Analyst: Date:
Department HR: Date: 12/14/2010
Countywide HR: Date:
Budget Modification APR

Page-4



EXPENDITURES & REVENUES

Please show an increase in revenue as a negative value and a decrease as a positive value for consistency with SAP.

Budget Modification ID:|

Page 10of 1

HD-11-08

Budget/Fiscal Year: 2010

Accounting Unit Change
Line| Fund Fund Program | Func. | /nternal Cost Cost Current Revised Increase/
No.| Center | Code # Area Order Center WBS Element Element Amount Amount {Decrease) Subtotal Description
1 | 40-70 { 26030 40022 30 47550-00-26030 60000 2,984,428 2,985,723 1,295 Increase Permanent
2 | 40-70 | 26030 40022 30 47550-00-26030 60130 946,946 947,188 242 Increase Salary Related Expns
3 | 40-70 | 26030 40022 30 47550-00-26030 60140 1,060,180 1,058,643 (1,537) Decrease Insurance
4
5 | 40-70 | 26020 40022 30 47550-00-26020 60000 763,305 773,992 10,687 Increase éermanem
6 | 40-70 | 26020 40022 30 47550-00-26020 60130 235,466 238,821 3,355 Increase Salary Related Expns
7 | 40-70 | 26020 40022 30 47550-00-26020 60140 151,101 153,626 2,625 Increase Insurance
8 | 40-70 | 26020 | 40022 30 47550-00-26020 60240 36,663 20,096 (16,567) Decrease Supplies
9
10 | 40-30 | 1000 40047 . 30 401661 60000 221,189 222,628 1,469 Increase Permanent
11| 40-30 | 1000 40047 30 401661 60130 69,636 70,077 441 Increase Salary Related Expns
12| 40-30 | 1000 40047 30 401661 60140 67,493 67,614 121 Increase Insurance
13| 40-30 | 1000 40047 30 401661 60240 9,368 7,337 (2,031) Decrease Supplies
14
15| 40-30 | 32400 40047 30 4FA61-01-1 60000 716,680 718,149 1,469 Increase Permanent
16 | 40-30 | 32400 40047 30 4FAB61-01-1 60130 229,394 229,835 441 Increase Salary Related Expns
17 | 40-30 | 32400 40047 30 4FAB1-01-1 60140 223,718 223,839 121 Increase Insurance
18 | 40-30 | 32400 40047 30 4FAB1-01-1 60240 33,529 31,498 (2,031) Decrease Supplies
19
20
21
22
23
24
25
26
27
28
29
0 Total - Page 1
0 GRAND TOTAL

Bud Mod HD-11-08 Personnel #5.xis Exp & Rev




QA MULTNOMAH COUNTY

@ AGENDA PLACEMEN T REQUEST (revised 09/22/08) |
APPROVED: MULTNOMAH COUNTY
BOARD OF COMMISSIONERS Board Clerk Use Only
> / / Meeting Date: 1/13/11
AGENDA#__C DATE \, 1>/ Agenda Item #: C-2
MARINA BAKER, ASST BOARD CLERK Est. Start Time:  9:30 am

Agenda Appeintment of Patricia Hanson to the Multnemah County CITIZEN
Title: INVOLVEMENT COMMITTEE (CIC)

Note: If Ordinance, Resolution, Order or Proclamation, provide exact title. For all other submissions,
provide a clearly written title sufficient to describe the action requested.

Requested Amount of

Meeting Date: _January 13th Time Needed:
Department: Non Departmental Division: CIC
Contact(s): Kathleen Todd _

Phone: 503-988-3450 Ext. 22438 | I/O Address:  503/6/CIC

Presenter(s): N/A

General Information

1. What action are you requesting from the Board?
Appointment of one (1) new member to the Citizen Involvement Committee.

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

Nominees are passed forward by the Citizen Involvement Committee and appointed to 3-
year terms by the Board of County Commissioners. Citizen Involvement Committee
members have a 2-term limit. The current nominee will fill a position vacated due to term
limits. This candidate has met the appointment criteria set forth by the CIC for membership
on the Committee. These include geographic distribution, a letter of recommendation,
interviews with current committee members and staff, and participation at CIC discussions,
events and meetings.

3. Explain the fiscal impact (current year and ongoing).
None



4. Explain any legal and/or policy issues involved.

This nomination process is consent with the charter provisions establishing the CIC.

5. Explain any citizen and/or other government participation that has or will take place.

Acting as an independent, advocate, evaluator and monitor of county citizen involvement,
the CIC and its office work to enhance opportunities for citizen participation in policy and
decision-making within Multnomah County, thereby increasing the openness of county
government.

The Office of Citizen Involvement staff actively recruits new members of the CIC to fill
vacancies with press releases, outreach to East County cities, Sauvie Island/Corbett
Springdale residents, community groups, through social technology such as facebook, blogs,
list-serves as well as word of mouth and various meetings and events. Application materials
and recruitment announcements are placed on the County Website. Current members of the
CIC recommend this nominee to the Board of County Commissioners for appointment.

Required Signature

Elected Official or

Department/ - Date: 1/3/11
Agency Director: ZlZlcen s T, 7 "‘%ﬁ




Office of’

Citizen

Involvement:

Office of Citizen Involvement

MULTNOMAH COUNTY OREGON

501 SE Hawthorne, Room 192
Portiand, Oregon 97214

(503) 988-3450 phone

(503) 988-5674 fax
www.citizenweb.org

January 3, 2011

MEMORANDUM
TO: Chair Jeff Cogen
'FROM: Kathleen Todd

Office of Citizen Involvement
RE: Appointments to the Citizen Involvement Committee

The following Multnomah County citizen is recommended for appointment to the
Citizen Involvement Committee (CIC): Patricia Hanson. If appointed, this new
member would serve a three year term, effective through January of 2014.

We are pleased with the range of geographical, personal and occupational experience
that Pat brings to the CIC. She has been active in the community and is eager to serve
on the CIC. Pat has successfully met the appointment criteria used by the CIC for
membership on the Committee which includes discussion with committee members
and staff. She has also participated at CIC meetings. The prospective appointee’s
interest form is attached.

cc: file



Office of Multnomah County Citizen Involvement

c i t ize n Committee

Involvement Interest Form
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(Please print clearly)

Are you a resident of Multnomah County? =
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When are you able to meet? _
Daytime X Evening}

Please list any past or current Community Involvement including
Volunteer/Comm1ttee/Board experience:
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Please list name, address, and telephone number of two references:

7,/ M 7@:@//’* L 5D 3 ~SYSGEEL ]
T33O 7&9 /3;;7 ln e’
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Please state any potential conflicts of interest you may have relative
to any County department.

_peprils

Slgnature:
/} L / / ~ '
/(’(57/(,&,»401//\ ) /744/7.:/ Date: /.7 — J = RO/
Optional:

Age: 53 Gender: M
Ethnic Origin: African-American
: Native-American ___
Hispanic _____
Asian
Caucasian _X
Other

Please return to: Office of Citizen Involvement
501 SE Hawthorne, Room 192
Portland, OR 97214
Phone 503-988-3450 Fax 503-988-5674

Email: williar@co.multnomah.or.us




AA MULTNOMAH COUNTY
& - AGENDA PLACEMENT REQUEST

Y —— (revised 12/31/09) _

Board Clerk Use Only

Meeting Date: 1/13/11
Agenda Item #:  R-1
Est. Start Time: 9:30 am

Agenda Briefing on Multnomah County Library’s 2011 “Everybody Reads” Community
Title: Reading Project.

Note: If Ordinance, Resolution, Order or Proclamation, provide exact title. For all other submissions,
provide a clearly written title sufficient to describe the action requested.

Requested Amount of

Meeting Date: _January 13, 2011 Time Needed: _10 mins

Department: NonDepartmental Division: Comm McKeel, District 4
Contact(s): Corie Wiren

Phone: 503-988-5213 Ext. 26234 I/O Address:  503/6

Presenter(s): Vailey Oehlke, Library Director

General Information

1. What action are you requesting from the Board?

No action is necessary; this is a briefing about the Everybody Reads project of the Multnomah
County Library.

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.
The ninth annual Everybody Reads project has begun, with this year’s selection The Other Wes
Moore, by Wes Moore. Through the support of the Library Foundation and the Regional Arts &
Culture Council, more than 2,000 students in Multnomah County will receive copies of the book and
have the opportunity to hear the author speak.

The Other Wes Moore is the story of two boys with similar backgrounds but very different destinies.
It is a powerful story of hope, the influence of family and community, opportunity and the cultural
and societal barriers to success. This story transcends race and will resonate with anyone who is, or
has ever been, at a crossroads.

“Everybody Reads” is a project designed to promote community reading and encourage people to
talk to each other about issues that matter and create a stronger community through the power of
books. This year’s selection can be checked out, downloaded, or accessed as an audiobook. See your
library or visit the website (multcolib.org) for more information.

Agenda Placement Request
Page-1



3. Explain the fiscal impact (current year and ongoing).
None. ‘

4. Explain any legal and/or policy issues involved.
None.

S. Explain any citizen and/or other government participation that has or will take place.

None. Briefing is intended to prompt increased conversation with citizens and government
representatives about this and other selections available through the library.

Required Signature

Elected Official or

Department/ KD i ) % %L/ Date:  1/4/11
Agency Director: :

Agenda Placement Request
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Two kids with the same name and similar Backgro
lived in Baltimore. One grew up to be & Rhodes schol

is serving a life sentence in prison. The author asks "1
_happen?’ and explores the Impact of personal choice
influences of enviranment arel community on today .

Wes Moore is 2 youth advocane,
Army combat vereran, business
leader and author

Wes graduaced Phi Ther
Kappa as a commissioned officer
from Valley Forge Milivary College
in 1998 and Phi Beta Kappa from
Johns Fopkins Univasity in 2001
with g bachelor's degree in Interna-
tional Relations, At Johns Hop-
kins, he was honored by the Mary-
land College Football Hall of
Fame. He completed an Master of

participate in Multomah County
Library’s Everybody Reads 2011
program. The Other Wes Moore is
the story of two boys named Wes
Moore who shated anumber of
biographical decails: They were
born at roughly the same dme in
roughly the same place; they bodh
had only Secting contacy with
their fathers and were raised by
theie motherss they both sttugaled
through school for disciplinary
and acndemic reasons; and they
were both abways lookiog fora
beveer e which always seemed
santalizingly our of reach: O

of those boys was me. The other
Wes Moore is seiving a life
sentene in poson for the murder
of i palice oflicer, the tagedy

that in many ways spatked dhe
writibgof the book. When | s
seumnbled onta this hearcbreaking
story, Lwas seized with nigent
gquestions: what makes one life
ditferent from another? How do
our farea diverge? And how do

we prevent these tagedies From
ceprating thamselves over and
VR aggain in our communities?
Ultimately, my hope for the

book was chat It would provoke
conversations aboue the most
universal sues, about choiee and
accountability, not fust for each of
15 as indivichuals bue bor all o us as
asociery. | eagerly look forward 10
joining that comversation with you
during this progran,.

third annal Race & Recancilia:
tion in Anerica conferenie, wid
chic fise 9711 Nagional Day of Sere
viceand Remenbranes,

Secking ro help other young
people o redireer their lives, Wes
is commined fo beéing a posivive
irifluence aivd helping kids find the
support they need 1o enac change.
Pointing out that a high school
seudent draps out every nine sec
onds, Wes saps that public servanny
= the teachers, mentors and ol

2006. A White House Fellow from
20062007, Wes served as a special
assistant to Secretary of Staze Con-
doleezza Rice. Following his time
at the White House, Wes became
an investment professional in New
York ar Citigroup, focusing on
global technology and alternative
invesenents. In 2009, he was
selected as an Asia Sociery Fellow,
Moore was nuned onie of Ebony

of American youth, He setves on
the board of the Irag Afghanistan
Vererans of America (FAVA) and
founded ap organization called
STAND! through Johns Hopkins

Universicy that works with Bald-

more youth invelved i the ciiminal
seein. Wes was o fearured
speaker ar the 2008 Democratic
Narional Convéntion i Denver
and-addressed the crowd Fom
INVESCL Field: Fe has also
spoken ar the National Poundation

justice 4

Elevare,

sagazing’s “Top 30 Leaders Under
Wies Winore, Oaober 2010

30" for 2007 and Crain’s New York

Levters in Inrernational Relations

Rusiness’ "4 Under 40 Rising

for Teaching Enteeprencurship unteers who work with our youth

from Oxford University as 2 Rhodes
Scholar in 2004. Wes was a para-
trooper and captain in the United
States Army, scrvinga combat ot
of duty in Afghanistan in 2005~

Mulinomaly County Library « Everybody Reads 2011 The Other Wes Moo

Sears™in 2009,
Wes is passionate about sup-

Business Plan Competition, South.
ern Reginnal Conference ol the
National Sociery of Bdueators, the
education reform session of the

“ are as perative to our national
standing and survival s are o
armed forces.

Moore lives with his wike
Dawn in New fersey,

porting ULS, veterans and examin-
ing the roles education; mentoring
and public service play jn the hives
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Admission to all events is free unless otherwise noted. Library addresses are listed on the
ﬁ back of this guide. All addresses are in Portland, unless otherwise noted,

Book Discussion Groups

Ly ok

s

_ Monthly Pagerurners groups are sponsored by the Faends
Libirary (Sec “Library Locadiony” for addrexses

dhu, Feb. 3, 1302 30 por.
Capitol Flill

Thu, Feb.3,2-3 B
Liresham

Ihu, Feb. 3,230 4 pom,
Cenual

Tue, Feb. 8, 6:30. 745 pom.
Hilisdale

Tue, Feb B, 6:45- 7045 p
Capirol Hill

Toey Feih 8,6:30 -Bp.m,

Tae, %b* B, 6:45-Bpm,
Midiand

Wed, Feb. 9, 6:30 7 ds pn.
5t lohns

Wed., e, 9, 7:15 Be15 pom.
Albiaa

Wed, Feb. 9, 6:30- 745 pom.
Belmom

Sun,feb 15,230,
Flollywaod

Mon., Feb. 14, 1-2: 15 pm.
St Juhas

Tue, Peb, 15, 6:30-7 445 pom,
Hollywood

e, Feb. 15,630 7:45p.m,
Kenton

Hue., Feb. 15, 6:30-7 45 pm.
Naorth Pardand

Tue., Feb. 15, 6:30-7:30p,
Sellwaod-Morchind

 Wed., Feb. 16,6:30.745 pom,

Trous

Wed., Feb. 16, 6030- 7145 pon.
Woodsrock

Wed., Peb, 16,6:30. 7045 p.m.
Gregory Heighes

Wed. beh. 16, 1-2:15pm,
Midbapd

Thu Bl 17, 1-2:15 p
Hillsdale

Fri, Feb 18 10-1tam.

Rockwand

Sat, Vb, 19, 10:30- 11248 a.m.
Holgare

Tue, Feb, 22, 6:30- 745 p.
Faipview-Columbia

Tue, Feb. 22,6304 pom,
Narthwest

Lonliay a0 The Ouley Wiy Woore
Thu., Feb. 10, 7-8:30 p.m. » Portland Stare Universivy, Smich

Memorial Union [SMUS, Room 236

Scholans Dalron Miller Tones Michael Smith 4nd Murths Balshem will

diseuss the tssucs vaised in The Uther Wee Maore within the payehologieal,

sociological and educariond disciplines.

W

Tue, beb. 15, 6-7:30 p.m »« Cenral Library

holar  Mankowsks, Tose Padin und Bthan Tohnson will discuss the

issues raised by The Other ks Moure Brom 3 local perspective,

T e e an U il b e b

Tow, Feb 22,6730 pm. « North Pordand Library

Panel discussion wich educarors Julic Esparsa Brown and Deborah
Piterson and members of dve Mulenomah Cotny Health Depary
ment’s Communities Putting Prevention o Work grant re

mgi Hem? assouiate pmfmmr in the Graduae
‘Mmei a»f Education ae Porthiod Srate Universiey and a fou
Hig ceecutive direetor of Postland Educational Newok,

Borves I bable ook
o

(o teent and adudis; vefreshments

will be served )

Wed., Feb. 9, 11

Bares & Moble

Whashingron Square Too

10206 S W Washingion Square
Roud, Tigard

Wed., Feb. 16, 730 p.om.
Barnes & Noble
Twnasbourne Town Cenrer
18300 NW Bverpreon Pkwy
Beawverion

Thu . beb 17 pm,

Barnes B Moble, lanteen Beach
1720 N fangzen Beach Ceneer,
Portland

Tuc., Feb. 22, 6:30 p.m,
Barnes & Noble, Lioyd £ enree
Lal7 Llowd Ceneer, Pordhand

dhu b 24, T pan,
Barnes & Noble
Clackamas Town Cenrer

12000 S.E. 81nd Avenue, Portland
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3605 ME 15th Ave.

s i
1098 S.E. César k. Chaver Blud.
(39th Ave )

7921 N.E. Sandy Blvd.

.

385 N.W. Miller Ave.,
Gresham

LIBRARY AA
www.multcolib.org

@%Z facebpok.comimultcolib

twitter.comimultcolib

i

2451 5. Cherry Park Rd.
Troutdale

6008 S.E. 49th Ave.

512 N Killingsworth 5t
.

2300 MW, Thirman St

kSt

b

ath Ave,
¥

7510 N. Charleston Ave,

Puirchaws o distountiod
by ol e bl 5 e
Tollowing boolistores:

Baraes i Noble
Poswell's Books

Maior Sponsons
“Ahe Library Poundaion
Literayy Arts

Dhainks also o she fllowing
Commuiey pacteri forsheie
pastispation:

Friends of the Library
Pieddand Stare Universiey
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We'd talk to each other
about issues that matter,
and we’d celebrate the

power of books in creating

a stronger community.

clireacs

Made possible in part by The Library Foundation
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MULTNOMAH COUNTY
A AGENDA PLACEMENT REQUEST
&==>  BUPGET MODIFICATION

(revised 08/02/10)
APPROVED: MULTNOMAH COUNTY Board Clerk Use Only
BOARD OF COMMISSIONERS - Meeting Date: ~ 1/13/11
AGENDA# __~2- DATE\ /l 5/ \ Agenda Item #: R-2
MARINA BAKER, ASST BOARD CLERK Est. Start Time: _9:40 am

BUDGET MODIFICATION: DA 2011 - 01

Agenda BUDGET MODIFICATION # Request to appropriate $60,000 in funding from
Title: the City of Portland for the Service Coordination Team.

Note: For all other submissions (i.e. Notices of Intent, Ordinances, Resolutions, Orders or
Proclamations) please use the APR short form.

Requested Amount of .
Meeting Date: _1/13/11 Time Needed: _S minutes
Department: District Attorney Division: Felony
Contact(s): Scott Marcy

Phone: 503-988-3863 Ext. I/O Address:  101/600
Presenter '

Name(s) &

Title(s): Scott Marcy

General Information

1. What action are you requesting from the Board?
- Request the Board appropriate funds from the City of Portland in the amount of $60,000 for the
purpose of funding a .5 FTE Deputy DA position in the Drug Unit of the Felony Division of the

District Attorney’s Office. Program Offer 15008. .

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

The Service Coordination Team (SCT) was established by the Portland Police Bureau in
2003 to address chronic public safety issues in Portland’s Downtown/Old Town
neighborhoods. The Bureau determined that the majority of crimes in those areas were
being committed by a small concentration of long time drug addicts who were committing
drug and property crimes to feed their addlctlon The SCT was formed with the underlying
premise that if the drug addiction was ellmlnated the criminality associated with supporting
it would decrease as well. :

Budget Modification APR

Submit to Board Clerk

Page-1



Many SCT clients have been arrested over 100 times and have been committing crimes and
using drugs as early as grade school. Most have had long periods of incarceration. This
client population typically does not fare well in traditional treatment models and is
considered one of the most difficult to serve. In addition to addiction and criminality,
mental health issues are frequently present. The SCT treatment program is designed to
address all three issues as a path to recovery — drug addiction, criminality and mental health.

The program began in 2003 and has been fully funded with treatment and housing services
since July, 2008. Since then, over 200 clients have received some level of service, from
temporary housing to intensive six-eight month treatment. 87 have received drug treatment
services and 26 of them have completed the entire treatment program, including wrap-
around services for employment and permanent housing.

The program has played a role in significantly reducing crime in the impacted
neighborhoods. Since 2005, the impacted neighborhoods have experienced a 32% decrease
in crime. The overall average arrest rate among the client population has been reduced by
36% since 2006, with 63% of the offenders having had decreases in bookings. Using an
average arrest and incarceration record, the 26 graduates represent a collective total of 1840
arrests and 354 years of incarceration. The criminal justice costs associated with processing
and incarcerating these people are enormous, with the jail beds alone costing over

$20,000,000.

This budget modification recognizes an amendment of the IGA between the City and
County that extends funding for the Deputy DA position in the amount of $60,000 and
reduces that to a half-time position.

3. Explain the fiscal impact (current year and ongoing)

This impacts only the current year funding by increasing the local funds for the DA office by
$60,000.

4. Explain any legal and/or policy issues involved.

none

5. Explain any citizen and/or other government participation that has or will take place.

Funds supplied by the City of Portland Police Bureau...

Budget Modification APR
Submit to Board Clerk

Page-2



ATTACHMENT A

Budget Modification

If the request is a Budget Modification, please answer all of the following in detail:

What revenue is being changed and why? If the revenue is from a federal source, please list the
Catalog of Federal Assistance Number (CFDA).
The general fund is increased by $60,000
What budgets are increased/decreased?. _
The DA Office program offer 15008 Drug/Vice unit budget is increased by $60,000.
What do the changes accomplish? _
Maintains a halftime Deputy DA position working with the Service Coordination Team.
Do any personnel actions result from this budget modification? Explain.
Adds .5 FTE Deputy DA 2 to Program offer 15008 Drug/Vice Unit.

If a grant, is 100% of the central and department indirect recovered? If not, please explain
why.
n/a

Is the revenue one-time-only in nature? Will the function be ongoing? What plans are in place
to identify a sufficient ongoing funding stream?

This is revenue for the current year only. It is unknown if funding will continue.
If a grant, what period does the grant cover? When the grant expires, what are funding plans?

- Are there any particular stipulations required by the grant (i.e. cash match, in kind match,

reporting requirements etc)?
n/a

NOTE: If a Budget Modification or a Contingency Request attach a Budget Modification Expense &
Revenues Worksheet and/or a Budget Modification Personnel Worksheet.

Budget Modification APR
Submit to Board Clerk

Page-3




ATTACHMENT B

BUDGET MODIFICATION: DA 2011-01

Required Signatures

Elected Official or '
Department/ _ Date: 1/7/2010
Agency Director: &
\ c\l\ Ny
Mike Schrunk
Date:l 1/7/2010
Budget Analyst:
Patrick Heath
Department HR: Date:
Countywide HR: Date:

Budget Modification APR
Submit to Board Clerk

Page-4



Page 1 of 1

| Budget Modification ID:[DA 2011-01
EXPENDITURES & REVENUES

Please show an increase in revenue as a negative value and a decrease as a positive value for consistency with SAP. Budget/Fiscal Year: 2011

Accounting Unit Change

Line[ Fund Fund | Program | Func. | Internal Cost Cost Current Revised Increase/ . |
Center | Code # Area Order Center WBS Element Element | Amount Amount (Decrease) Subtotal Description

15-10 | 1000 | 15008 50 DA Chop 60000 - 38,250 38,250 permanent
12,427 12,427 salary related
9,323 9,323 insurance

(60,000) (60,000) local revenue
(9,323) (9,323) ins. Revenue
9,323 9,323 ins. Expense

15-10 | 1000 | 15008 50 DA Chop 60130
15-10 | 1000 | 15008 50 DA Chop 60140
15-10 | 1000 | 15008 50 DA Chop 50200
72-10 | 3500 20 705210 50316
72-10 | 3500 20 705210 60330
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0 0 Total - Page 1
0 0 | GRAND TOTAL

BudMod_DA2011-1.xls Exp & Rev 1



MULTNOMAH COUNTY
A AGENDA PLACEMENT REQUEST
NOTICE OF INTENT
G,

(revised 08/02/10)

APPROVED: MULTNOMAH COUNTY Board Clerk Use Only

BOARD OF COMMISSIONERS Meeting Date: 1/13/11
AGENDA# _12-3  paTE \ Z\:&Z\s Agenda Item #:  R-3
MARINA BAKER, ASST BOARD CLERK Est. Start Time: _9:45 am

NOTICE OF INTENT to Submit an Application for up te $500,000 to the US

Department of Health and Human Services, Bureau of Health Professionals
Agenda Division of Nursing’s Affordable Care Act — Nurse Education, Practice, Quality
Title: and Retention Grant Competition.

Note: If Ordinance, Resolution, Order or Proclamation, provide exact title. For all other submissions,
provide a clearly written title sufficient to describe the action requested.

Requested Amount of )
Meeting Date: _January, 13,2011 Time Needed: _5 minutes
Department: Health Division: Nursing
Contact(s): Nicole Hermanns, Frances Conedera

Phone: 503-988-3663 Ext. 26314 I/O Address: 160/9
Presenter

Name(s) &

Title(s): Nicole Hermanns and Frances Conedera

General Information

1. What action are you requesting from the Board?

Authorize the Director of the Health Department to submit an application for up to $500,000 to the
US Department of Health and Human Services, Bureau of Health Professionals Division of
Nursing’s Affordable Care Act — Nurse Education, Practice, Quality and Retention Grant
Competition.

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

The Health Department plans to apply for funding under the grant’s third practice priority area
whose goal is to develop or enhance the knowledge, skills, and abilities of nurses and nursing
students in the management of complex existing and emerging health care systems in order to
adequately practice in new and changing interdisciplinary environments. The project’s overall goal
is to improve the quality of care and the retention of the nursing workforce within public health
settings through the enhancement of nursing education and support.

Notice of Intent APR
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MCHD has developed a three year program to address key issues/needs within the Department,
support retention, and improve job satisfaction and quality of care within MCHD services. The
program consists of two key components:

Component 1 - MCHD currently provides nursing care in a wide variety of settings, including
primary care clinics, corrections health, home visiting programs, school based health centers, and -
other community-based programs. To ensure a standard of care across all of these settings, MCHD
has begun to standardize policy and practice for nursing care/treatment of specific conditions, such
as diabetes and depression, throughout all of these various care settings. This grant will provide the
resources to provide on-site continuing education and training to nurses to support the ‘
implementation of standardized policies and practices throughout the organization.

Component 2 — As a result of lower pay, fewer opportunities for continuing education, and
increased stress levels, it is often hard to attract and retain nurses within the public health field. The
extreme needs of our patient population and the high volume of patients we serve result in
significantly higher rates of mental stress and burnout for public health nurses when compared to
other medical settings, and with the beginnings of health care reform, the role of public health
nursing is changing, creating additional stress and turmoil. This grant will provide MCHD with the
resources to offer its nursing staff ongoing training and support services in areas such as self-care,
stress management, change management, empowering health promotion, and cultural competency.

3. Explain the fiscal impact (current year and ongoing).

This grant would provide the Health Department with up to $500,000 a year, for three years, to
provide its nursing workforce with continuing education, professional development, and support
services to increase quality of care and nurse retention within the Health Department’s medical
services.

4. Explain any legal and/or policy issues involved.
None.

5. Explain any citizen and/or other government participation that has or will take place.

None.
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ATTACHMENT A

Grant Application/Notice of Intent

If the request is a Grant Application or Notice of Intent, please answer all of the following in detail:

® Who is the granting agency?
The Division of Nursing within the Bureau of Health Professionals of the U.S. Department of Health
and Human Services is the granting agency.

® Specify grant (matching, reporting and other) requirements and goals.

The purpose of this federal grant program is to provide grant support for academic, service, and
continuing education projects designed to enhance nursing education, improve the quality of patient
care, increase nurse retention, and strengthen the nursing workforce. Funding preference is given to
state and local health departments to meet public health nursing needs. There are no cost-sharing or
matching requirements; regular financial and progress reporting is required.

e Explain grant funding detail — is this a one time only or long term commitment?
The grant will provide the Health Department with up to $500,000 a year for three years.
®  What are the estimated filing timelines?
The grant application is due on January 21, 2011.
e If a grant, what period does the grant cover?
The grant will cover a three year period, beginning July 1, 2011 and ending June 30, 2014.
®  When the grant expires, what are funding plans?
When the grant expires, the project will be completed. No additional funding will be required.
® Is 100% of the central and departmental indirect recovered? If not, please explain why.
100% of the central and departmental indirect costs will be covered by the grant.
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ATTACHMENT B

Required Signatures

Elected Official or  Gary Oxman for
Department/

Date: 12/30/10

Agency Director: ;; Z . %
_ ot 01/03/2011
Budget Analyst: Date:
Notice of Intent APR
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QA MULTNOMAH COUNTY
= AGENDA PLACEMENT REQUEST (evisca 092208

~>PROVED: MULTNOMAH COUNTY

Board Clerk Use Only
Meeting Date: 1/13/11

BOARD OF COMMISSIONERS Agenda Itom # R4
AGENDA #'_SE_L_‘___— DATE_\/15/1) Est. Start Time:  9:50 am

MARINA BAKER, ASST BOARD CLERK

BUDGET MODIFICATION: Overall - 01

Agenda FY 2011 Supplemental Budget, Adding Beginning Working Capital and
Title: Increasing Six County Funds by $7,808,385.

Note: If Ordinance, Resolution, Order or Proclamation, provide exact title. For all other submissions,
provide a clearly written title sufficient to describe the action requested.

Requested Amount of

Meeting Date: _January 13, 2011 Time Needed: _10 minutes
Department: County Management Division: Budget Office
Contact(s): Julie Neburka

Phone: 503-988-3312 Ext. 27351 I/O Address:  503/501
Presenter(s): Julie Neburka, invited others

General Information

1. What action are you requesting from the Board?

Approve FY 2011 Supplemental Budget #1, increasing six County operating funds by adding
$5,508,213 in beginning working capital (BWC) and $2,300,172 in other revenues.

2. Please provide sufficient background information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

A supplemental budget is the vehicle allowed by ORS Chapter 294 (commonly known as “Oregon
Budget L.aw”) for the Board to address changes in financial conditions not anticipated at the time the
budget was adopted. This supplemental budget adds beginning working capital (BWC) to four
County funds and increases revenues and service reimbursements to two other funds.

Beginning Working Capital represents the difference between revenues and expenditures in a fiscal

- year. Added to the following year’s budget, BWC becomes a one-time resource for County
programs. [t is especially important to account for and spend any BWC associated with grant funds,
as County Financial Policies state a preference for spending grant funds prior to spending
unrestricted (General Fund) resources on the same programs.

Estimated BWC is included in the County’s budget via the annual budget process, but since we



“close the books” well after the budget is adopted in a fiscal year, there is normally some difference
between the amount that was included in the budget and the amount that actually remains at year-
end. This action closes that gap by adding the difference that was not included when we adopted the
budget. The four funds adding BWC are the Animal Services Fund (1508), the Federal-State Fund
(1505), the Inmate Welfare Fund (1513), and the Justice Services Special Operations Fund (1516).
The two funds being increased by service reimbursements (to account for indirect and insurance

" costs) are the General Fund (1000) and the Risk Fund (3500). Additionally, intergovernmental,
personal income tax (ITAX), and donation revenues are added to the General Fund.

3. Explain the fiscal impact (current year and ongoing).
This supplemental budget adds one-time resources to the six funds identified above as follows:

The Animal Services Fund is increased by $387,957. This fund accounts for revenues from dog and
cat licenses and animal services fees per ORS 609.060(3). Cash transfers are made to the General
Fund for animal services activities. The BWC results from licenses and fee revenues that exceeded
expectations in FY 2010 and were not transferred into the General Fund then. The FY 2011
supplemental budget transfers the BWC into the General Fund contingency to be re- allocated by the
Board.

The Federal-State Fund is increased by $4,949,300. This special revenue fund accounts for the
majority of revenues and expenditures related to federal and state financial assistance and health care .
programs. About one third of the BWC here will be used in DCHS’ Mental Health & Addictions
Services residential treatment and transitional housing. Most of the remainder will be used to

expand and enhance the County’s health clinic system through expansion of the electronic health
records system in the Health Department, and support of the business plan for the new Rockwood
Health Clinic as needed.

The Inmate Welfare Fund is increased by $76,600. This fund accounts for proceeds from the sale of
commissary items in the jails. The BWC results from fund under-expenditures in FY 2010. FY
2011 expenditures will go toward commissary inventory items.

The Justice Services Special Operations Fund is increased by $129,356. This fund accounts for
revenues and expenditures for dedicated services provided by the Department of Community Justice,
the Sheriff’s Office, and the Health Department. BWC is being added in the Sheriff’s Office and
will be spent on Hazardous Materials training activities, supplies, Alarm Unit refunds, and the Kyron
Horman Investigation. BWC added in the Health Department will be used for Emergency Medical
Services.

The General Fund is increased by $2,203,496 to account for prior-year ITAX revenue, for
intergovernmental fee revenue for detention beds at the Juvenile Detention Facility, for a cash
transfer from the Animal Services fund, and for indirect expenditures paid by other funds. The Risk
Fund is increased by $61,677 to account for insurance expenditures paid by other funds.

4. Explain any legal and/or policy issues involved.

County Financial Policies state a preference for spending grant funds prior to spending unrestricted
(General Fund) resources on County programs. ORS 294.326(3) states that the normal provisions of
Oregon Budget Law apply to “...the expenditure of grants, gifts, bequests, or devices transferred to a
municipal corporation in trust for specific purposes which were received in a prior year.” This is the
section of Oregon Budget Law that calls out BWC as an item that may only be included in a budget
after adoption via a supplemental budget.

5. Explain any citizen and/or other government participation that has or will take place.

As required by law, notice of this supplemental budget will be published in The Oregonian on
Thursday, December 30, 2010.



ATTACHMENT A

Budget Modification

_If the request is a Budget Modification, please answer all of the following in detail:

What revenue is being changed and why?

BWOC is increased by $387,957 in the Animal Services Fund; by $76,600 in the Inmate Welfare
Fund; and by $94,356 in the Justice Services Special Operations Fund. Additionally, donations
revenue is increased by $35,000 in the Justice Services Special Operations Fund. In the Federal-
State Fund, BWC is increased by $4,949,300. Service reimbursement revenue is increased in the
General Fund by $242,539, and in the Risk Fund by $61,677. Additionally, the General Fund is
increased by $273,000 in intergovernmental revenue from Clackamas and Washington counties for
services at the Juvenile Detention facility; by $1,300,000 in ITAX revenue; and by the $387,957
cash transfer from the Animal Services Fund. BWC, fee, and tax revenues are increased in order to
appropriate and spend these funds in FY 2011, and service reimbursement revenues are increased in
order to account for indirect costs paid to the General & Risk Funds.

What budgets are increased/decreased?

This action changes budgets in seven county departments. Please refer to the Supplemental Budget
document for more information about changes to specific programs.

DCHS is increased by $2,141,301.
The Health Department is increased by $3,033,700.
The Department of Community Justice is increased by $246,750.
The Sheriff’s Office is increased by $198,024.
The Department of County Management is increased by $61,677.
The Department of Community Services is increased by $387,957.
The Nondepartmental budget is increased by $1,300,000.

What do the changes accomplish?

Broadly speaking, these changes incorporate available BWC, prior-year tax revenues, and other fees
and donations into the FY 2011 budget to be used for a variety of one-time projects county-wide.
Please refer to the Supplemental Budget document for more information about changes to specific
programs.

Do any personnel actions result from this i)udget modification? Explain.
None.

How will the county indirect, central finance and human resources and departmental overhead
costs be covered?

Grant sources that pay indirect will bay it at the FY 2011 published rates.

Is the revenue one-time-only in nature? Will the function be ongoing? What plans are in place
to identify a sufficient ongoing funding stream?

BWC is a one-time revenue source.

If a grant, what period does the grant cover?
N/A '

If a grant, when the grant expires, what are funding plans?
N/A

Attachment B



ATTACHMENT B

BUDGET MODIFICATION: Over - 01

Required Signatures

Elected Official or
Department/ . Date: 12/7/10
Agency Director: /

Travis Graves (for Mindy Harris)

Budget Analyst: W ‘ C ‘ Date: 12-07-10

Department HR: __ Date:

Countywide HR: Date:
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EXPENDITURES & REVENUES

Please show an.increase in revenue as a negative value and a decrease as a positive value for consistency with SAP.

Page1of4

Budget Modification ID:|Supplemental-01

Budget/Fiscal Year: 2011

Accounting Unit Change
Line] Fund Fund | Program | Func. | Internal Cost Cost Current Revised Increase/
No.| Center | Code # Area Order Center WBS Element Element Amount Amount {Decrease) Subtotal Description
1 19 1508 | 91005 20 9500001508 50000 0 (387,957)] (387,957) Add BWC
2] 91-30 | 1508 | 91005 20 903001 60560 1,660,000 | 2,009,161 349,161 Increase Cash Transfer
3| 91-30 | 1508 91005 20 903201 60560 85,000 102,458 17,458 Increase Cash Transfer
4 | 91-30 | 1508 | 91005 20 903301 60560 105,000 126,338 21,338 Increase Cash Transfer
5 0
6 | 91-30 | 1000 20 903000 50320 (1,209,530)| (1,597,487)] (387,957) Increase CT revenue
7 19 1000 20 9500001000 60470 6,617,779 | 7,005,736 387,957 Increase contingency
8 -
9
10| 40-20 | 1516 | 40004 | 0030 402420 50000 (255,000)| (272,755) (17,755) EMS BWC
11{ 40-20 | 1516 | 40004 | 0030 402420 60240 311,376 -327,687 16,311 Emergency Med Supplies
12| 40-20 | 1516 | 40004 | 0030 402420 60350 5,581 5,883 302 Central Indirect
13| 40-20 | 1516 | 40004 | 0030 402420 60355 21,110 22,252 1,142 Department Indirect
14
15| 40-90 | 90000 | 40040 | 0030 49130-BWC 50000 0] (2,807,999)| (2,807,999) Clinic BWC
16 | 40-90 | 90000 | 40040 | 0030 49130-BWC 60170 0| 2,579,709 | 2,579,709 Professional Services
17 | 40-90 | 90000 | 40040 | 0030 49130-BWC 60350 0 47,736 47,736 Central Indirect
18| 40-90 { 90000 | 40040 | 0030 49130-BWC 60355 0 180,554 180,554 Department Indirect
19
20| 20-80 | 90000 | 25060 40 MA SN MC RES BWC ]} 50000 0 (632,912)f (5632,912) Beginning Working Capital
21| 20-80 | 90000 | 25060 40 MA SN MC RES BWC { 60160 0 532,912 532,912 Pass-Thru
22 :
23| 20-80 | 90000 | 25060 40 MA SN MC RES BWC ] 50000 0 (78,580) (78,580) Beginning Working Capital
24| 20-80 | 90000 | 25060 40 MA SN MC RES BWC { 60160 0 78,580 78,580 .|Pass-Thru
25
26 | 20-80 | 90000 | 25060 40 MA SN MC RES BWC ] 50000 01 (1,034,648)] (1,034,648) Beginning Working Capital
27 | 20-80 | 90000 | 25060 40 MA SN MC RESBWC ] 60160 0} 1,034,648 1 1,034,648 Pass-Thru
28
29| 20-80 | 90000 | 25067 40 MA SC FC OMAP BW({ 50000 0 (43,055) (43,055) Beginning Working Capital
30 ] 20-80 | 90000 | 25067 40 MA SC FC OMAP BW( 60160 0 43,055 43,055 Pass-Thru
0 Total - Page 1
1 GRAND TOTAL

FY 11 Supplemental Budget-Bud Mod.xls Exp & Rev_




EXPENDITURES & REVENUES

Please show an increase in revenue as a negative value and a decrease as a positive value for consistency with SAP.

Page 2 of 4

Budget Modification ID:|{Supplemental-01

Budget/Fiscal Year: 2011

Accounting Unit - Change

Linej Fund Fund | Program | Func. | Internal Cost Cost Current Revised Increasel
No.| Center | Code # Area Order Center WBS Element Element Amount Amount (Decrease) Subtotal Description
31| 20-80 | 90000 | 25062 40 MA SC BRISTOL SET1| 50000 0 (54,790) (54,790) Beginning Working Capital
32| 20-80 | 90000 | 25062 40 MA SC BRISTOL SET1| 60160 0 54,790 54,790 Pass-Thru
33
34 | 22-10 | 90000 | 25119 41 SCPCESRR.WXREB.R 50000 0 (383,701)| (383,701) Beginning Working Capital
35| 22-10 | 90000 | 25119 40 SCPCESRR.WXREB.A| 60155 0 383,701 383,701 Direct Client Assistance
36 0
37 | 30-45 | 90000 | 25020A | 40 ADSDIVOB BWC LS 50000 0 (22,983) (22,983) Beginning Working Capital
38 | 30-45 | 90000 | 25020A | 40 ADSDIVOB BWC LS 60155 0 22,983 22,983 Direct Client Assistance
39
40 | 30-45 | 90000 | 25020A | 40 ADSDIV63 BWC CEP | 50000 0 (26,666) (26,666) Beginning Working Capital
41| 30-45 | 90000 | 25020A | 40 ADSDIV63 BWC CEP | 60170 0 26,666 26,666 Professional Services
42 . 0
43 | 30-45 | 90000 | 25020A | 40 ADSDIVVS BWC DVA | 50000 (20,000) 0 20,000 Beginning Working Capital
44 | 30-45 | 90000 | 25020A | 40 ADSDIVVS BWC DVA | 60170 20,000 0 (20,000) Professional Services
45 : 0
46 | 30-45 | 90000 | 25020A | 40 ADSDIVCS202 BWC C| 50000 (1,000) (1,764) (764) Beginning Working Capital
47 | 30-45 | 90000 | 25020A | 40 ADSDIVCS202 BWC C] 60155 1,000 1,764 764 Direct Client Assistance
48 0
49 | 30-45 | 90000 | 25020A | 40 ADSDIV30 BWC PDX | 50000 (180,000)| (161,252) 18,748 Beginning Working Capital
50 | 30-45 | 90000 | 25020A | 40 ADSDIV30 BWC PDX | 60160 180,000 161,252 (18,748) Pass Thru & Prog Support
51
52 | 30-45 | 90000 | 25020A | 40 ADSDIV84 BWC USDA 50000 (30,000) (29,975) 25 Beginning Working Capital
53 | 30-45 | 90000 | 25020A | 40 ADSDIV84 BWC USDA 60160 30,000 29,975 (25) Pass Thru & Prog Support
54
55| 30-01 | 90000 | 25027 40 ADSDIVADM202 BWC| 50000 (3,000) {(4,975) (1,975) Beginning Working Capital
56 | 30-01 | 90000 | 25027 40 ADSDIVADM202 BWC| 60155 3,000 4,975 1,975 Direct Client Assistance
57 0
58 0
59 0

0 Total - Page 2

1 GRAND TOTAL

FY 11 Supplemental Budget-Bud Mod.xls Exp & Rev




Page 3 of 4

Budget Modification ID:|Supplemental-01

EXPENDITURES & REVENUES

Please show an increase in revenue as a negative value and a decrease as a positive value for consistency with SAP. Budget/Fiscal Year: 2011

Accounting Unit Change

Line] Fund | Fund | Program | Func. | Internal Cost Cost Current Revised Increase/

No.| Center | Code # Area Order Center WBS Element Element Amount Amount (Decrease) Subtotal Description
60| 50-50 | 1000 | 50011 50 506100 50200 (2,736,926)( (3,009,926) (273,000) IG-OP-Other

61| 50-50 | 1000 | 50011 50 506100 60000 1,843,942 | 1,999,602 155,660 Salary

62| 50-50 | 1000 | 50011 50 506100 60110 128,729 98,690 (30,039) Overtime

63| 50-50 | 1000 | 50011 50 506100 60130 616,688 663,418 46,730 Fringe

64 j 50-50 | 1000 | 50011 50 506100 60140 575,016 636,069 61,053 Insurance

65| 50-50 | 1000 | 50011 50 506230 60250 179,738 193,084 13,346 Food

66 | 40-50 | 1000 | 40049 30 405550 60246 4,983 12,483 7,500 Medical Supplies
67 | 40-50 | 1000 | 40049 30 405550 60310 37,411 66,161 18,750 0 |Drugs

68 0

69 | 60-50 | 1516 | 60063 50 SOENF.HZT3| 50000 (7,277) (7,277) BWC

70| 60-50 | 1516 | 60063 50 SOENF.HZT3| 60110 5,939 5,939 Overtime

711 60-50 | 1516 | 60063 50 SOENF.HZT3| 60130 220 220 Salary-Related
72| 60-50 | 1516 | 60063 50 SOENF.HZT3} 60140 624 624 Insurance

73] 60-50 | 1516 | 60063 50 SOENF.HZT3] 60350 115 115 Central Indirect
74| 60-50 | 1516 | 60063 50 SOENF.HZT3| 60355 380 380 0 [Dept indirect

75 0

76| 60-50 | 1516 | 60069 50 601774 Alarms 50000 (58,206) (58,206) BWC

77 | 60-50 | 1516 | 60069 50 601774 60160 54,246 54,246 Pass-Thru

78 | 60-50 | 1516 | 60069 50 601774 60350 922 922 Central indirect
79| 60-50 | 1516 | 60069 50 601774 60355 3,038 3,038 (0)|Dept Indirect

80 ] 0

81| 60-20 { 1513 { 60019 50 601381 Inmate Welfare 50000 (21,223) (76,600) BWC

82} 60-20 | 1513 | 60019 50 601381 60170 19,629 71,389 Professional Sves
83| 60-20 | 1513 | 60019 50 601381 60350 534 1,214 Central Indirect
84| 60-20 | 1513 | 60019 50 601381 60355 1,060 3,998 0 [Dept Indirect

85 0

86 | 60-20 | 1000 50 604020 50370 (9,823) '(9,823) Dept. Indirect

87 | 60-20 | 1000 50 604020 60240 9,823 9,823 0 [Supplies

88 0

1 1 | Total - Page 3
1 1 | GRAND TOTAL

FY 11 Supplemental Budget-Bud Mod.xls Exp & Rev



EXPENDITURES & REVENUES

Please show an increase in revenue as a negative value and a decrease as a positive value for consistency with SAP.

Page 4 of 4

Budget Modification ID: [Supplemental-01

Budget/Fiscal Year: 2011

Accounting Unit Change

Line| Fund Fund | Program | Func. | Internal Cost Cost Current Revised Increase/

No.| Center | Code # Area Order Center WBS Element Element Amount Amount {Decrease) Subtotal Description
89| 60-50 | 1516 | 60066 50 SOENF.SSS| 50000 (11,118) (11,118) BWC

90 | 60-50 | 1516 | 60066 50 SOENF.SSS| 50300 ' (35,000) (35,000) Donations

91| 60-50 | 1516 | 60066 50 SOENF.SSS| 60170 42,980 42,980 Professional Svcs

92 | 60-50 | 1516 | 60066 50 SOENF.SSS| 60350 731 731 Central indirect

93| 60-50 | 1516 | 60066 50 SOENF.SSS| 60355 2,407 2,407 (0){Dept Indirect

94 0

95 19 . { 1000 20 9500001000 50310 (51,020) (51,020) Increase Indirect Revenue
96 19 1000 20 9500001000 60470 51,020 51,020 Increase Contingency
97 0

98| 40-90 | 1000 30 409001 50370 (181,696)| (181,696) Increase HD indirect
99 [ 40-90 | 1000 30 409001 60240 181,696 181,696 Increase HD indirect
100 0

101} 72-10 | 3500 20 705210 50316 (61,677) (61,677)| . Increase Insurance SR
102] 72-10 | 3500 20 705210 60330 61,677 61,677 Increase Insurance SR
103 0

1041 19 1000 20 9500001000 50165 (200,000){ (1,500,000); (1,300,000) Increase Perscnal Income Tax
105| 10-02 | 1000 20 itax.schools.centennial | 60150 9,800 100,800 91,000 Increase pass-through
106} 10-02 | 1000 20 itax.schools.corbett 60150 966 9,936 8,970 Increase pass-through
107| 10-02 | 1000 20 itax.schools.daviddoug | 60150 15,722 . 161,712 145,990 Increase pass-through
108{ 10-02 | 1000 20 itax.schools.greshambal 60150 16,604 170,784 154,180 Increase pass-through
109| 10-02 | 1000 20 itax.schools.parkrose 60150 5,796 59,616 53,820 Increase pass-through
110| 10-02 | 1000 20 itax. Schools.portland 60150 73,010 750,960 677,950 Increase pass-through
111| 10-02 | 1000 20 itax.schools.reynolds 60150 17,234 177,264 160,030 Increase pass-through
112] 10-02 | 1000 20 itax.schools.riverdale 60150 742 7,632 6,890 Increase pass-through
113| 10-02 | 1000 20 itax.schools.scappoose| 60150 126 1,296 1,170 0 |Increase pass-through
114 0

115 0

116 0

0 0 | Total - Page 4
1 1 | GRAND TOTAL
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Supplemental Budget | Overview

THE DOCUMENT

The document consists of three sections:

1. The budget message explaining the reasons for the changes proposed,

2. A section of detailed estimate sheets and descriptions for those actions resulting in
changes in expenditures, '

3. A financial summary of the resources and requirements being changed by fund.

REASONS FOR CHANGES

A Supplemental Budget is the vehicle allowed by ORS Chapter 294 for the Board to address
changes in financial conditions not anticipated at the time the budget was adopted. The law
allows the Board to make additional appropriations after publishing a summary of the
supplemental budget and holding a public hearing on it. This supplemental budget was
published in the Oregonian on January 6%, 2011.

This FY 2011 Supplemental Budget appropriates beginning working capital (BWC) in four
county funds; increases a cash transfer, personal income tax, and intergovernmental revenues in
the General Fund; and appropriates donations for the Kyron Horman investigation. These
revenues increase the FY 2011 budget by $7.8 million in total, $5.5 million of which is BWC;
and increase services at the new Rockwood Health Center, in several DCHS programs, in the
County’s Juvenile Detention facility. Additionally, $1.3 million in prior-year personal income
tax (ITAX) revenue is passed through to Multnomah County schools.

BWC represents the difference between revenues and expenditures in a fiscal year. Added to the
following year’s budget, BWC becomes a one-time resource for County programs. It is
especially important to account for and spend any BWC associated with grant funds, as County
Financial Policies state a preference for spending grant funds prior to spending unrestricted
(General Fund) resources on the same programs.

Estimated BWC is included in the County’s budget via the annual budget process, but since we
“close the books” well after the budget is adopted in a fiscal year, there is normally some
difference between the amount that was included in the budget and the amount that actually
remains at year-end. This supplemental budget closes that gap by adding the difference that was
not included when we adopted the budget. The four funds adding BWC are the Animal Services
Fund (1508), the Federal-State Fund (1505), the Inmate Welfare Fund (1513), and the Justice
Services Special Operations Fund (1516). Additionally, donation revenue is added to the Justice
Services Special Operations Fund for the Kyron Horman investigation, and intergovernmental
fee revenue from Clackamas and Washington counties is added to the General Fund to pay for
additional beds at the Juvenile Detention facility.

The personal income tax (ITAX) was created when voters approved Ballot Measure 26-48 in
May, 2003. It was a three-year measure that raised local funds to prevent further cuts to
Multnomah County’s public schools and to programs that help the County’s most vulnerable
residents. The bulk of the revenue, approximately $90 million per year in 2003, 2004, and 2005,
was divided equally on a per-pupil basis to all county public school districts. Since the end of

Multnomah County, Oregon Page 3



Supplemental Budget Overview

the ITAX in 2005, the County has pursued collections from delinquent accounts. The revenue
added in this supplemental budget represents prior-year taxes collected in FY 2010. Revenues
are allocated to the school districts on the same per-pupil basis as existed during the last year of
full collections.

Each of these items affects FY 2011 only; there is no ongoing fiscal impact.

Fund increases are as follows:

Animal Services Fund: $387,957. This fund accounts for revenues from dog and cat licenses and
animal services fees per ORS 609.060(3). Cash transfers are made to the General Fund for animal
services activities. The BWC results from licenses and fee revenues that exceeded expectations in
FY 2010 and were not transferred into the General Fund then. The FY 2011 supplemental budget

transfers the BWC into the General Fund contingency to be re-allocated by the Board.

Federal-State Fund: $4,949,300. This special revenue fund accounts for the majority of revenues
and expenditures related to federal and state financial assistance and health care programs. About
one third of the BWC here will be used in DCHS’ Mental Health & Addictions Services residential
treatment and transitional housing. Most of the remainder will be used to expand and enhance the
County’s health clinic system through expansion of the electronic health records system in the
Health Department, and support of the business plan for the new Rockwood Health Clinic as needed.

Inmate Welfare Fund: $76,600. This fund accounts for proceeds from the sale of commissary
items in the jails. The BWC results from fund under-expenditures in FY 2010. FY 2011
expenditures will go toward commissary inventory items.

Justice Services Special Operations Fund: $129,356. This fund accounts for revenues and
expenditures for dedicated services provided by the Department of Community Justice, the Sheriff’s
Office, and the Health Department. BWC is being added in the Sheriff’s Office and will be spent on
Hazardous Materials training activities, supplies, Alarm Unit refunds, and the Kyron Horman
Investigation. BWC added in the Health Department will be used for Emergency Medical Services.

General Fund $2,203,496. This fund accounts for and reports all financial operations of the County
which are not accounted for and reported in another fund. The supplemental budget increases the
General Fund by adding the cash transfer from the Animal Services Fund; by adding
intergovernmental revenue from Clackamas and Washington counties; by adding prior-year personal
income tax collections; and by adding indirect revenue from BWC revenues in other funds.

Risk Fund $61,677. This fund accounts for all internal service reimbursements, revenues, and
expenses associated with the County's insurance requirements and administration of workers'
compensation, general liability, tort, auto, property, employee medical, dental, vision, life and
long-term disability claims and insurance, employee benefits, health promotion, post-retirement
benefits, and unemployment insured and self-insured programs. Service reimbursement revenue is
increased due to the limited-duration positions budgeted in the Juvenile Detention facility. Funds
will be spent on insurance premiums for those employees.

Multhomah County, Oregon Page 4



Supplemental Budget | Fund Detalil

General Fund (1000)

This fund accounts for and reports all financial operations of the County which are not accounted
for and reported in another fund. The supplemental budget increases the General Fund in four

ways:

By receiving a cash transfer from the Animal Services Fund, which will be added to the
General Fund contingency for re-allocation by the Board of County Commissioners.

By adding intergovernmental revenue from Clackamas and Washington counties, which
will allow the Department of Community Justice to open a 16-bed detention unit for
boys. Clackamas and Washington counties will each pay the cost of 4 additional
detention beds at $125 per bed per day, which will cover the costs for staffing and
supplies that are the added operational costs of this 16 bed unit through June 30, 2011.
The funding received from Clackamas and Washington counties totals $273,000.

By adding $1.3 million in prior-year ITAX revenue, all of which will be allocated to
school districts in Multnomah County on the same per-pupil basis as existed the last year
of full collections.

By adding indirect revenue generated by BWC revenues in other funds. Central indirect
revenue totals $51,020 and will be added to the General Fund contingency. Departmental
indirect revenue of $9,822 in the Sheriff’s Office and $181,696 in the Health Depértment
will pay for administrative expenses associated with increased expenditures in those
departments. '

Multnomah County, Oregon



Supplemental Budget

Fund Detalil

FY 2011 Adopted

FY 2011 Revised

General Fund Budget This Action Budget
60000 Permanent 125,005,562 155,660 125,161,222
60100 Temporary 2,748,342 0 2,748,342
60110 Overtime 4,057,184 (30,039) 4,027,145
60120 Premium 2,012,765 0 2,012,765
60130 Salary Related 42,804,850 46,730 42,851,580
60135 Non-Base Salary Related 414,593 0 414,593
60140 Insurance 37,792,563 61,053 37,853,616
60145 Non-Base Insurance 113,576 0 113,576

Total Personal Services 214,949,435 233,404 215,182,839

60150 County Supplements 6,004,075 1,300,000 7,304,075
60155 Direct Client Assistance 1,315,643 0 1,315,643
60160 Pass-through Payments * 31,833,001 0 31,833,001
60170 Professional Svcs 20,605,849 0 20,605,849
60180 Printing 1,397,645 0 1,397,645
60190 Utilities 8,240 0 8,240
60200 Communications 766,136 0 766,136
60210 Rentals 168,481 0 168,481
60220 Repairs & Maintenance 379,096 0 379,096
60230 Postage 279,917 0 279,917
60240 Supplies 3,760,731 191,519 3,952,250
60245 Library Books & Materials 0 0 0
60246 Medical & Dental Supplies 194,181 7,500 201,681
60250 Food 2,891,322 13,346 2,904,668
60260 Education and Training 1,091,462 0 1,091,462
60270 Local Travel and Mileage 361,649 0 361,649
60280 Insurance 608 0 608
60290 External Data Processing 2,060,313 0 2,060,313
60310 Drugs 1,234,982 18,750 1,253,732
60320 Refunds 5,500 0 5,500
60340 Dues and Subscriptions 577,021 0 577,021
60350 Indirect Costs 0 0 4]
60355 Departmental Indirect .0 0 4]
60370 Telephone 2,067,085 0 2,067,085
60380 Data Processing 15,275,163 0 15,275,163
60390 PC Replacement 37,800 0 37,800
60410 Motor Pool 2,628,013 0 2,628,013
60420 Electronics 643,359 0 643,359
60430 Building Management 22,378,110 0 22,378,110
60440 Other Internal 285,330 0 285,330
60450 Capital Debt Retirement Fund 750,000 0 750,000
60460 Distribution/Postage 1,762,532 0 1,762,532
Total Materials and Services 120,763,244 1,531,115 122,294,359

60540 Other Improvements 0 0 0
60550 Equipment 163,898 0 163,898
Total Capital 163,898 0 163,898

60500 Interest 350,000 0 350,000
60570 Bad Debt Expense 40,000 0 40,000
Total Capital 390,000 0 390,000

60470 Contingency 7,232,629 438,977 7,671,606
60560 Cash transfers 19,863,244 19,863,244
Total Contingencies & Transfers 27,095,873 438,977 27,534,850

60480 Unappropriated Fund Balance 29,885,452 . 29,885,452
Fund Total: 393,247,902 2,203,496 395,451,398

Multnomah County, Oregon
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Supplemental Budget | Fund Detalil

Animal Services Fund (1508)

This fund accounts for revenues from dog and cat licenses and animal services fees per ORS
609.060(3). Cash transfers are made to the General Fund for animal services activities. The
BWC results from licenses and fee revenues that exceeded expectations in FY 2010 and were not
transferred into the General Fund then. The FY 2011 supplemental budget transfers the BWC
into the General Fund contingency to be re-allocated by the Board. =
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Supplemental Budget

Fund Detail

Animal Services Fund

FY 2011 Adopted

. FY 2011 Revised

Budget This Action Budget
60000 Permanent 0 0 0
60100 Temporary 0 0 0
60110 Overtime 0 0 0
60120 Premium 0 0 0
60130 Salary Related 0 0 0
60135 Non-Base Salary Related 0 0 0
60140 Insurance 0 0 0
60145 Non-Base Insurance 0 0 0
Total Personal Services 0 0 0.
60150 County Supplements 0 0 0
60155 Direct Client Assistance 0 0 0
60160 Pass-through Payments 0 0 0
60170 Professional Svcs 490,000 0 490,000
- 60180 Printing 2,500 0 2,500
60190 Utilities 0 0 0
60200 Communications 0 0 0
60210 Rentals 0 0 0
60220 Repairs & Maintenance 0 0 0
60230 Postage 0 0 0
60240 Supplies 55,000 0 55,000
60245 Library Books & Materials 0 0 0
60246 Medical & Dental Supplies 15,000 0 15,000
60250 Food 2,500 0 2,500
60260 Education and Training 0 0 0
60270 Local Travel and Mileage 0 0 0
60280 Insurance 0 0 0
60290 External Data Processing 0 0 0
60310 Drugs 2,500 0 2,500
60320 Refunds 0 0 0
60340 Dues and Subscriptions 0 0 0
60350 Indirect Costs 0 0 0
60355 Departmental Indirect 0 0 0
60370 Telephone 0 0 0
60380 Data Processing 0 0 0
60390 PC Replacement 0 0 0
60410 Motor Pool 0 0 0
60420 Electronics 0 0 0
60430 Building Management 0 0 0
60440 Other.Internal .0 0 0
60460 Distribution/Postage 0 -0 0
Total Materials and Services 567,500 0 567,500
60540 Other Improvements 34,000 0 34,000
60550 Equipment 66,000 0 66,000
Total Capital 100,000 0 100,000
60470 Contingency 173,873 0 173,873
60560 Cash transiers 1,850,000 387,957 2,237,957
Total Contingencies & Transfers 2,023,873 387,957 2,411,830
60480 Unappropriated Fund Balance 0
Fund Total: 2,691,373 387,957 3,079,330
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Supplemental Budget Fund Detail

Federal-State Fund (1505)

The Federal-State fund increases by $4,949,300 due to numerous actions in two County
departments. :

In the Department of County Human Services:

1. Aging & Disability Services is adjusting BWC in seven programs by a total of $13,615.
These are small adjustments to revenues and expenditures in programs providing
transportation, veterans’ services, respite resources for grandparents-raising
grandchildren, and nutrition services to seniors.

2. Mental Health and Addictions Services is increasing BWC by $1,743,985. The bulk of
this increase will go toward adult residential treatment services. $54,790 of this amount
will fund services for women affected by domestic violence, and $43,055 will increase
community-based mental health services for children and families.

3. Community Services is adding $383,701 in BWC from weafherization rebates. This
increased appropriation will pay for weatherization services for 77 households.

In the Health Department:

Integrated Clinical Services (ICS) is adding $2,807,999 in BWC, which will be used to
expand and enhance the health clinic system through expansion of the electronic health
record system in the Health Department and to support the business plan for the new
Rockwood Health Clinic. ICS is funded primarily by fee for service reimbursements from
Medicaid, Medicare, private insurance, patient payments, and dental capitation payments.
ICS continues to receive higher medical fee reimbursements due to greater provider
productivity and the addition of provider teams funded by the Increased Demand for Services
(IDS) ARRA grant.
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Supplemental Budget

Fund Detail

FY 2011 Adopted

FY 2011 Revised

Federal-State Fund Budget This Action Budget
60000 Permanent 85,684,352 0 85,684,352
60100 Temporary 1,715,522 0 1,715,522
60110 Overtime 1,041,475 0 1,041,475
60120 Premium 832,808 0 832,808
60130 Salary Related 27,845,302 0 27,845,302
60135 Non-Base Salary Related 266,661 0 266,661
60140 Insurance 26,425,642 0 26,425,642
60145 Non-Base Insurance 84,227 0 84,227

Total Personal Services 143,895,989 0 143,895,989

60150 County Supplements 617,275 0 617,275
60155 Direct Client Assistance 25,302,280 409,423 25,711,703
60160 Pass-through Payments 52,207,049 1,725,212 53,932,261
60170 Professional Svcs 9,449,546 2,586,375 12,035,921
60180 Printing 542,096 0 " 542,096
60190 Utilities 0 0 0
60200 Communications 375,276 0 375,276
60210 Rentals 60,657 0 60,657
60220 Repairs & Maintenance 92,883 0 92,883
60230 Postage 12,957 0 12,957
60240 Supplies 4,144,761 0 4,144,761
60245 Library Books & Materials 0 0 0
60246 Medical & Dental Supplies 1,225,027 0 1,225,027
60250 Food 160,025 0 160,025
60260 Education and Training 890,614 0 890,614
60270 Local Travel and Mileage 395,360 0 395,360
60280 Insurance 8,626 0 8,626
60290 External Data Processing 12,170 0 12,170
60310 Drugs 9,800,655 0 9,800,655
60320 Refunds 0 0 0
60340 Dues and Subscriptions 132,587 0 132,587
60350 Indirect Costs 3,132,600 47,736 3,180,336
60355 Departmental indirect 8,729,765 180,554 8,910,319
60370 Telephone 1,211,471 0 1,211,471
60380 Data Processing 6,711,337 0 6,711,337
60390 PC Replacements ~ 2,000 0 2,000
60410 Motor Pool 281,533 0 281,533
60420 Electronics 14,000 0 14,000
60430 Building Management 7,383,000 0 7,383,000
60440 Other Internal 0 0 0
60460 Distribution/Postage 840,618 0 840,618
Total Materials and Services 133,736,168 4,949,300 138,685,468

60550 Equipment 162,101 0 162,101
Total Capital 162,101 0 162,101

60470 Contingency 0 0 0
60560 Cash transfers 0 0 0
Total Contingencies & Transfers 0 0 0

60480 Unappropriated Fund Balance 0 0 0
Fund Total: 277,794,258 4,949,300 282,743,558

Multnomah County, Oregon
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Supplemental Budget ' 'Fund Detail

Inmate Welfare Fund (Fund 1513)

The Inmate Welfare Fund is an inmate trust fund used for the benefit of Multnomah County
inmates. Through the profits from the sale of commissary items, telephone usage and other
sources, the Inmate Welfare Fund provides direct services and products that otherwise might not
be funded for the benefit of the inmates. Beginning working capital of $76,600 resulted from
fund under-expenditures in FY 2010. FY 2011 expenditures will go toward commissary
inventory items and will pay for indirect costs.

Multnomah County, Oregon Page 11



Supplemental Budget

Fund Detalil

FY 2011 Adopted

FY 2011 Revised

[linmate Welfare Fund Budget This Action Budget
60000 Permanent 431,936 0 431,936
60100 Temporary 0 0 0
60110 Overtime 6,000 0 6,000
60120 Premium 35,348 0 35,348
60130 Salary Related 146,721 0 146,721
60135 Non-Base Salary Related 0 0 0
60140 Insurance 157,781 0 157,781
60145 Non-Base Insurance 0 0 0

Total Personal Services 777,786 0 777,786

60150 County Supplements 0 0 0
60155 Direct Client Assistance 0 0 0
60160 Pass-through Payments 0 0 0
60170 Professional Svcs 80,332 71,389 151,721
60180 Printing 2,338 0 2,338
60190 Utilities 0 0 0
60200 Communications 2,000 0 2,000
60210 Rentals 0 0 0
60220 Repairs & Maintenance 0 0 0
60230 Postage 0 0 0
60240 Supplies 133,162 0 133,162
60245 Library Books & Materials 0 0 0
60246 Medical & Dental Supplies 0 0 0
60250 Food 200,000 0 200,000
60260 Education and Training 3,000 0 3,000
60270 Local Travel and Mileage 2,253 0 2,253
60280 Insurance 0 0 0
60290 External Data Processing 0 0 0
60310 Drugs 0 0 0
60320 Refunds 0 0 0
60340 Dues and Subscriptions 0 0 0
60350 Indirect Costs 21,927 1,214 23,141
60355 Departmental Indirect 72,253 3,998 76,251
60370 Telephone 40,308 0 40,308
60380 Data Processing 0 0 0
60390 PC Replacements 0 0 0
60410 Motor Pool 0. 0 0
60420 Electronics 12,500 0 12,500
60430 Building Management 0 0 0
60440 Other Internal 35,000 0 35,000
60460 Distribution/Postage 1,156 0 1,156
Total Materials and Services 606,229 76,600 682,829

- 60550 Equipment 0 0 0
' Total Capital 0 0 0
60470 Contingency 0 0 0
60560 Cash transfers 0 0 0
Total Contingencies & Transfers 0 0 0

60480 Unappropriated Fund Balance 0 0 0
Fund Total: 1,384,015 76,600 1,460,615
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Supplemental Budget Fund Detail

Justice Services Special Operations Fund (Fund 1516)

This fund accounts for revenues and expenditures for dedicated services provided by the
Department of Community Justice, the Sheriff’s Office, and the Health Department. This fund
increases by $129,356 due to numerous actions in two County departments.

In the Sheriff’s Office,

1. The Alarms Unit adds $58,206 in BWC. This amount is excess Alarms Unit revenue and
will be returned to participating Multnomah County jurisdictions. Any surplus from the
previous year must be returned to each jurisdiction proportionate to the percentage of
permit holders within each respective jurisdiction.

2. $7,277 in BWC will be added for Hazardous Materials training for Sheriff’s Office
employees. This is reimbursement from the Oregon Fire Marshal for past activities, and
can only be used for specified hazardous materials training activities.

3. $11,118 of prior-year donations (BWC) and $35,000 in current year donations are added
for the Kyron Horman investigation. These funds have been donated by the public and
are expected to be used to support this investigation.

In the Health Department:

1. Emergency Medical Services (EMS) is adding $17,755 in BWC. EMS is funded entirely
by fees, fines and licenses, a portion of which are not assessed until the end of each
contract year. The amount typically isn’t paid until after the budget for the next fiscal
year has already been finalized. These fines are used to help offset the cost of equipment
purchases for the contracted response agencies. )

These added revenues also create indirect revenues of $9,036, which will pay for administrative
activities associated with the increased program expenditures, above.
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Supplemental Budget

Fund Detail

FY 2011 Adopted ~ FY 2011 Revised
Justice Services Special Ops Fund Budget This Action Budget
60000 Permanent 3,386,428 0 3,386,428
60100 Temporary 64,455 0 64,455
60110 Overtime 43,746 5,939 49,685
60120 Premium 26,025 0 26,025
" 60130 Salary Related 1,156,472 0 1,156,472
60135 Non-Base Salary Related 5,376 220 5,596
60140 Insurance 1,029,143 0 1,029,143
60145 Non-Base Insurance 2,080 624 2,704
Total Personal Services 5,713,725 6,782 5,720,507
60150 County Supplements 0 0 0
60155 Direct Client Assistance 0 0 0
60160 Pass-through Payments 686,628 54,246 740,874
60170 Professional Svcs 368,358 42,980 411,338
60180 Printing 30,489 0 30,489
60190 Utilities 0 0 0
60200 Communications 12,120 0 12,120
60210 Rentals 7,620 0 7,620
60220 Repairs & Maintenance 0 0 0
" 60230 Postage 1,367 0 1,367
60240 Supplies 534,418 16,311 550,729
60245 Library Books & Materials 0 0 0
60246 Medical & Dental Supplies 0 0 0
60250 Food 32,150 0 32,150
60260 Education and Training 20,450 0 20,450
60270 Local Travel and Mileage 1,644 0 1,644
60280 Insurance 0 0 0
60290 External Data Processing 0 0 0
60310 Drugs 0 0 0 |
60340 Dues and Subscriptions 2,452 0 2,452
60350 Indirect Costs 126,418 2,070 128,488 1
60355 Departmental Indirect 460,077 6,966 467,043 i
60370 Telephone 21,947 0 21,947 |
60380 Data Processing 33,121 0 33,121 j
60390 PC Flat Fee 0 0 0 ‘
60410 Motor Pool 738 0 738
60420 Electronics 0 0 0
60430 Building Management 87,313 0 87,313
60440 Other Internal 17,020 0 17,020
60450 Capital Lease Retirement 0 0 0
60460 Distribution/Postage 28,759 0 28,759
Total Materials and Services 2,473,089 122,574 2,585,663
60520 Land 0 0
60530 Buildings 0 0
60540 Other Improvements 0 0
60550 Equipment 10,000 10,000
Total Capital 10,000 0 10,000
60490 Principal 0 0
60500 Interest 0 0
Total Debt Service 0 0 0
60470 Contingency 0 0
60560 Cash transfers 0 0
Total Contingencies & Transfers 0 0 0
60480 Unappropriated Fund Balance 0 0
Fund Total: 8,196,814 129,356 8,326,170
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Supplemental Budget Fund Detail

Risk Fund (Fund 3500)

This fund accounts for all internal service reimbursements, revenues, and expenses associated with
the County's insurance requirements and administration of workers' compensation, general liability,
tort, auto, property, employee medical, dental, vision, life and long-term disability claims and
insurance, employee benefits, health promotion, post-retirement benefits, and unemployment insured
and self-insured programs. Service reimbursement revenue is increased due to the limited-duration
positions budgeted in the Juvenile Detention facility. Funds will be spent on insurance premiums for
those employees. ‘
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Supplemental Budget

Fund Detail

FY 2011 Adopted

FY 2011 Revised

Risk Fund Budget This Action Budget
60000 Permanent 3,233,045 0 3,233,045
60100 Temporary 10,000 0 10,000
60110 Overtime 0 0 0
60120 Premium 387,500 -0 387,500
60130 Salary Related 1,028,551 0 1,028,551
60135 Non-Base Salary Related 834 0 834
60140 Insurance 772,513 0 772,513
60145 Non-Base Insurance 250 0 250

Total Personal Services 5,432,693 0 5,432,693
60150 County Supplements 52,000 0 52,000
60155 Direct Client Assistance 0 0 0
60160 Pass-through Payments 0 0 0
60170 Professional Svcs 1,520,227 0 1,520,227
60180 Printing . 28,650 0 28,650
60190 Utilities 0 0 0
60200 Communications 0 0 0
60210 Rentals 0 0 0
60220 Repairs & Maintenance 1,100 0 1,100
60230 Postage 250 0 250
60240 Supplies 8,495,145 0 8,495,145
60245 Library Books & Materials 0 0 0
60246 Medical & Dental Supplies 0 0 0
60250 Food 0 0 0
60260 Education and Training 47,530 0 47,530 |
60270 Local Travel and Mileage 1,243,600 0 1,243,600
60280 Insurance 42,102,652 0 42,102,652
60290 External Data Processing 0 0 0
60310 Drugs 5,312,240 0 5,312,240
60320 Refunds 5,300 0 5,300
60330 Claims Paid 25,792,083 61,677 25,853,760
60340 Dues and Subscriptions 56,280 0 56,280
60350 Indirect Costs 0 0 0
60355 Departmental Indirect 0 0 0
60370 Telephone 48,224 0 48,224
60380 Data Processing 222,541 0 222,541
60390 PC Replacement 0 0 0
60410 Motor Pool 5,689 0 5,689
60420 Electronics 0 0 0
60430 Building Management 484,438 0 484,438
60440 Other Internal 0 0 0
60460 Distribution/Postage 63,786 0 63,786
Total Materials and Services 85,481,735 61,677 85,543,412
60540 Other Improvements 0 0 0
60680 65,267 0 65,267
Total Capital 65,267 0 65,267
60470 Contingency 2,000,000 0 2,000,000
60560 Cash transfers 0 0 0
Total Contingencies & Transfers 2,000,000 0 2,000,000
60480 Unappropriated Fund Balance 21,868,000 0 21,868,000
114,847,695 61,677 114,909,372

Multnomah County, Oregon

Page 16




Supplemental Budget

Financial Summary

General Fund

Besources
Intergovernmental: Local Operations
Cash Transfer Revenue
Indirect Revenue
Personal Income Tax
All Other Revenues as Adopted

Total Resources

Requirements
Personnel
Materials & Supplies
All Other Expenditures as Adopted

Total Expenditures
Total Requirements
Animal Services

Resources
Beginning Working Capital
All Other Revenues as Adopted

Total Resources

Reguirements
Cash Transfer

All Other Expenditures as Adopted
Total Expenditure

Total Requirements

Federal-State Fund
Resources
Beginning Working Capital
All Other Revenues as Adopted

Total Resources
Requirements
Personnel
Materials & Supplies
All Other Expenditures as Adopted
Total Expenditures

Total Requirements

Inmate Welfare Fund

Resources
Beginning Working Capital
Ali Other Revenues as Adopted

Total Resources
Requirements
Materials & Supplies
All Other Expenditures as Adopted
Total Expenditures

FY 2011 Adopted

FY 2011 Revised

Budget This Action Budget
2,982,768 273,000 3,255,768
3,011,000 387,957 3,398,957
9,832,672 242,539 10,075,211

200,000 1,300,000 1,500,000
377,221,462 0 377,221,462
393,247,902 2,203,496 395,451,398
214,949,435 233,404 215,182,839
120,763,244 1,531,115 122,294,359

57,535,223 438,977 57.974.200

393,247,902 2,203,496 395,451,398
393,247,902 2,203,496 395,451,398
552,873 387,957 940,830
2,138,500 0 2,138,500
2,691,373 387,957 3,079,330
1,850,000 387,957 2,237,957
841,373 0 841,373
2,691,373 387,957 3,079,330
2,691,373 387,957 3,079,330

986,116 4,949,300 5,935,416
276,808,142 0 276,808,142
277,794,258 4,949,301 282,743,558
143,895,989 0 143,895,989
133,736,168 4,949,300 138,685,468

162,101 0 162,101
277,794,258 4,949,300 282,743,558
277,794,258 4,949,300 282,743,558

100,000 76,600 176,600

1,284,015 0 1,284,015
1,384,015 76,600 1,460,615
606,229 76,600 682,829
777.786 0 777,786
1,384,015 76,600 1,460,615
76,600 1,460,615

Total Requirements

1,384,015
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- Supplemental Budget

Financial Summary

Special Operations Fund

Resources
Beginning Working Capital
Donations: Operations
All Other Revenues as Adopted

Total Resources

Requirements
Materials & Supplies

All Other Expenditures as Adopted
Total Expenditures

Total Requirements

Risk Fund
Resources

Insurance Service Reimbursements
All Other Revenues as Adopted

Total Resources
Requirements
Claims Paid
All Other Expenditures as Adopted
Total Expenditures

805,889
2,000
7,388,925

8,196,814

2,473,089
5,723,725
8,196,814

8,196,814

55,424,464
59,423,231

114,847,695

25,792,083
89,055,612
114,847,695

94,356
35,000
0

129,356

122,574
6.782
129,356

129,356

61,677
0

61,677

61,677
0
61,677

900,245
37,000
7,388,925

8,326,170

2,595,663
5,730,507
8,326,170

8,326,170

55,486,141
59,423,231

114,909,372

25,853,760
89,055,612
114,909,372
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A

MULTNOMAH COUNTY
AGENDA PLACEMENT REQUEST
BUDGET MODIFICATION

(revised 08/02/10)

BUDGET MODIFICATION: DA 2011 - 01

Board Clerk Use Only
Meeting Date:

Agenda Item #:

Est. Start Time:

Date Submitted:

Agenda

BUDGET MODIFICATION # Request to appropriate $60,000 in fundmg from

Title: the City of Portland for the Service Coordination Team.

Note: For all other submissions (i.e. Notices of Intent, Ordinances, Resolutions, Orders or

Proclamations) please use the APR short form.

Amount of

Requested )
Meeting Date: Time Needed: _5 minutes
Department: District Attorney Division: Felony
Contact(s): Scott Marcy

Phone: 503-988-3863  Ext. 1/O Address: _101/600
Presenter

Name(s) &

Title(s): Scott Marcy

General Information

1. What action are you requesting from the Board?

Request the Board appropriate funds from the City of Portland in the amount of $60,000 for the
purpose of funding a .5 FTE Deputy DA position in the Drug Unit of the Felony Division of the

District Attorney’s Office. Program Offer 15008.

2. Please provide sufficient backgroimd information for the Board and the public to understand
this issue. Please note which Program Offer this action affects and how it impacts the results.

The Service Coordination Team (SCT) was established by the Portland Police Bureau in
2003 to address chronic public safety issues in Portland’s Downtown/Old Town
neighborhoods. The Bureau determined that the majority of crimes in those areas were
being committed by a small concentration of long time drug addicts who were committing
drug and property crimes to feed their addiction. The SCT was formed with the underlying
premise that if the drug addiction was eliminated, the criminality a55001ated with supporting

it would decrease as well

Budget Modification APR
Submit to Board Clerk
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Many SCT clients have been arrested over 100 times and have been committing crimes and
using drugs as early as grade school. Most have had long periods of incarceration. This
client population typically does not fare well in traditional treatment models and is
considered one of the most difficult to serve. In addition to addiction and criminality,
mental health issues are frequently present. The SCT treatment program is designed to
address all three issues as a path to recovery — drug addiction, criminality and mental health.

The program began in 2003 and has been fully funded with treatment and housing services
since July, 2008. Since then, over 200 clients have received some level of service, from
temporary housing to intensive six-eight month treatment. 87 have received drug treatment
services and 26 of them have completed the entire treatment program, 1nclud1ng wrap-
around services for employment and permanent housing.

The program has played a role in significantly reducing crime in the impacted . _
neighborhoods. Since 2005, the impacted neighborhoods have experienced a 32% decrease.
in crime. The overall average arrest rate among the client population has been reduced by
36% since 2006, with 63% of the offenders having had decreases in bookings. Using an
average arrest and incarceration record, the 26 graduates represent a collective total of 1840
arrests and 354 years of incarceration. The criminal justice costs associated with processing
and incarcerating these people are enormous, with the jail beds alone costing over
$20,000,000.

This budget modification recognizes an amendment of the IGA between the City and
County that extends funding for the Deputy DA position in the amount of $60,000 and
reduces that to a half-time position.

3. Explain the fiscal impact (current year and ongoing)

This impacts only the current year fundmg by increasing the local funds for the DA office by
$60,000. .

4. Explain any legal and/or policy issues involved.
none

5. Explain any citizen and/or other government participation that has or will take place.
Funds supplied by the City of Portland Police Bureau..

Budget Modification APR
Submit to Board Clerk
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" ATTACHMENT A

Budget Modification

If the request is a Budget Modification, please answer all of the following in detail:

What revenue is being changed.and Why? If the revenue is from a federal source, please list the
Catalog of Federal Assistance Number (CFDA).
The general fund is increased by $60,000
What budgets are increased/decreased?
‘The DA Office program offer 15008 Drug/Vice unit budget is increased by $60,000.
What do the changes accomplish?
Maintains a halftime Deputy DA position working with the Service Coordination Team.
Do any personnel actions result from this budget modification? Explain.
Adds .5 FTE Deputy DA 2 to Program offer 15008 Drug/Vice Unit.

If a grant, is 100% of the central and department indirect recovered? If not, please explain
why.
n/a
Is the revenue one-time-only in nature? Will the function be ongoing? What plans are in place
to identify a sufficient ongoing funding stream? _ '
This is revenue for the current year only. It is unknown if funding will continue.
If a grant, what period does the grant cover? When the grant expires, what are funding plans?

Are there any particular stipulations required by the grant (i.e. cash match, in kind match,
reporting requirements etc)?

n/a

NOTE: If a Budget Modification or a Contingency Request attach a Budget Modification Expense &
Revenues Worksheet and/or a Budget Modification Personnel Worksheet.

Budget Modification APR
Submit to Board Clerk
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S B ATTACHMENTB

BUDGET MODIFICATION: DA 2011-01

Required Signatures

Elected Official or

Department/ % Date:

Agency Director: Yq \,Q_) ("\&“Z‘W‘}/ \2_-14 - Yo
Budget Analyst: ol Date: [ / b / il

U 3
' Ol K Honn
Department HR: SV MM Date: 1 g’l :)'q / ’ O
= i /
Countywide HR: Date:
Budget Modification APR
Submit to Board Clerk
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Page 1 of 1

Budget Modification ID:[DA 2011-01 i

EXPENDITURES & REVENUES

-

Please show an increase in revenue as a negative value and a decrease as a positive value for consistency with SAP. BudgetlFiScal Year: 2011

Accounting Unit Change

Line| Fund Fund | Program | Func. | Internal ‘Cost Cost Current Revised Increase/
No.| Center | Code # Area Order Center WBS Element Element | Amount Amount (Decrease) Subtotal Description

15-10 | 1000 | 15008 50 DA Chop 60000 - 38,250 38,250 permanent

15-10 | 1000 | 15008 50 DA Chop ] 60130 12,427 12,427 salary related
15-10 | 1000 | 15008 50 DA Chop 60140 9323| - 9323 insurance

15-10 | 1000 | 15008 50 DA Chop 50200 (60,000)]  (60,000) local revenue
72-10 | 3500 20 705210 50316 (9,323)]  (9,323)} ins. Revenue
72-10 | 3500 20 | 705210 60330 9,323 9,323 ' ins. Expense
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0 0 | Total - Page 1 '
0 0 | GRAND TOTAL
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Budget Modification:

DA 2011-01

ANNUALIZED PERSONNEL CHANGE .
Change on a full year basis even though this action affects only a part of the fiscal year (FY).

Position v

Fund | Job# | HR Org | CC/WBS/IO Position Title Number FTE BASE PAY FRINGE INSUR | TOTAL
1000 | 6252 | 60178 | DA Chop |Deputy DA 2 . 712848 0.50 ~ 38,250 12,427 9,323 | 60,000
0

0

0

0

0

0

0

0

0

0

0

0

0

0

TOTAL ANNUALIZED CHANGES 0.50 12,427 9,323 | 60,000

38,250 |

CURRENT YEAR PERSONNEL DOLLAR CHANGE

Calculate costs/savings that will take place in this FY; these should explain the actual dollar amounts being changed by this Bud Mod.

Position

Fund | Job# | HR Org | CC/WBS/O Position Title Number FTE BASE PAY FRINGE INSUR | TOTAL
1000 | 6252 | 60178 | DA Chop {Deputy DA 2 712848 0.50 . 38,250 12,427 9,323 60,000
0
0
0
0
0
0
0
0
0
0
0
0
0
0
TOTAL CURRENT FY CHANGES 0.50 38,250 || 12,427 60,000

9,323 |

fiadmin\fiscalbudget\00-01\budmods\DA 2011-01
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1/5/2011 Multnomah County Mail - McKeel Absence

. A multco.us Marina BAKER <marina.baker@muitco.us>

McKeel Absence

Sean FILES <sean.files@multco.us> Wed, Jan 5, 2011 at 12:14 PM
To: Marina BAKER <marina.baker@multco.us> '
Cc: Lynda Grow <lynda.grow@multco.us>

She will be calling in and participating via telephone. | am not sure if she will use her phone or a different cell so
Il get you the cell# as soon as we determine that (i.e. very soon).

On Wed, Jan 5, 2011 at 11:42 AM, Marina BAKER <marina.baker@multco.us> wrote:
Hi Sean,

I checked my inbox and didn't see an excuse memo for Comm|SS|oner McKeel. Lynda doesn' t seem to have one

either. #;
Could you please send it to us so we have it for the W (}j/(/ Z 2 <1 S O
Thanks! O

Marin ' :
arina D mbl

. | oY
Marina Baker, Assistant Board Clerk % Z W Z O O 7

Multnomah County Commissioners — /b 7

501 SE Hawthorne Blvd., Ste. 600 & 5,
Portiand, OR 97214-3587 ML (- 50
Phone & Voice Mail: 503-988-3277 : .7 (g

View our Agenda and Board Packets at: W % CZ

http:/ / www.co.multhomah.or.us/ cc/agenda.shtml . 6

Sean Files

Policy Analyst & Constituent Relations Liaison
Commissioner Diane McKeel, District 4
503-988-5213

503-988-5262 (fax)

sean.files@multco.us

www.multco.us.cc.dsA

@ ExcuseMemo.1.11.11.doc
59K

https://mail.google.com/a/multco.us/?ui... : 1/1



