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FEDERAL LABOR RELATIONS AUTHORITY

COLLABORATION AND ALTERNATIVE DISPUTE RESOLUTION OFFICE (CADRO) 
INTEREST-BASED PROCESS

SUGGESTED GROUND RULES:

Ground rules are rules that determine the actions and behavior of group members.  Effective ground rules will allow the group to function more effectively in order improve interaction between group members.  Ground rules will also govern how 1) members treat one another, manage conflict and solve problems to make decisions.  Examples of ground rules are:
 Everyone participates.

 Respect.  Every contribution is valuable.

 Listening is important - one person speaks at a time.

 Speak for yourself (I Statements) - unless representing

 others.
  No Personal Attacks. 

 No criticism during brainstorming.

 Open disagreement on issues is okay.
 No idea is bad.

 Share all relevant information.

 Make decisions by consensus.

 Maintain confidentiality.

 No Side Bars.
 Be on time.
 Fun.  It’s okay to enjoy the process.
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THE INTEREST-BASED PROCESS
WHAT IS THE


INTEREST-BASED PROCESS?

A problem-solving process conducted in a principled way that creates effective solutions through consensus decision-making while improving the relationship
THE PROCESS IS


CHARACTERIZED BY:


-supporting principles








-steps


 
-techniques

OUTCOMES TO BE



- creative solutions that benefit 

ACHIEVED





the whole organization

- durable solutions that everyone will support

- an improved relationship

    
between the parties








- savings in cost and time 

INTEREST-BASED NEGOTIATIONS ARE NOT:

 a tactic for one party to get what they want at other’s expense 

 a method for getting the largest imaginable settlement

 new language to describe the way things have always been done

 last minute concessions to get a settlement

 giving in-seeking agreement
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DEFINITIONS

ISSUE:




a subject under discussion; the WHAT. 






The problem to be solved.
INTEREST:



one party’s concern, need, or desire, behind an issue; why the issue is being raised.  The WHY 
MUTUAL INTEREST:


an interest both parties hold in common.

SEPARATE INTEREST:

an interest only one party holds, but not necessarily one that interferes with or precludes an interest of the other party.

POSITION:




one party’s proposed solution to an issue.
OPTION:




a potential, often partial, solution that can meet one or more interests.  The HOW
SOLUTION:



an agreement reached voluntarily by the parties using consensus, after the evaluation of the options.
BRAINSTORMING:


a process used by the parties to create as many ideas as possible in a short period of  time; a process to generate innovative and creative ideas.
CONSENSUS

DECISION-MAKING:


the parties reach consensus when all members agree upon a single alternative, and each group member can honestly say:  “It may not be my first or most preferred option, but I can accept and support it adequately satisfies my interests.”
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CHANGING

APPROACHES



TRADITIONAL


INTEREST-BASED
Starting

positions



interests

Strategy

make gradual 

Adjustments to positions
jointly develop options

Solution

defer to the more


identify an acceptable 

 


powerful, or trade

solution and decide by 









consensus
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CHANGING

STRATEGIES

TRADITIONAL




Attack individuals;

discredit them to discredit their positions.

Present your position and your information supporting it.

Insist on your position.


Act in just your own best interest.

Use power; pressure to get desired “solution”.

FfFff

INTERESTED-BASED

Attack the problem;

focus on the issue, not on persons or the past.

First explore all interests to define the issue clearly.

Be open to possibilities and opportunities.

Help satisfy all interests.

Mutually define an acceptable solution.
FEDERAL LABOR RELATIONS AUTHORITY 

(CADRO)



[image: image6.png]






INTEREST-BASED PRINCIPLES
FOCUS ON THE ISSUE

EXPLORE ALL INTERESTS UNDERLYING THE ISSUE

BE OPEN TO POSSIBILITIES AND OPPORTUNITIES

SATISFY OTHERS’ INTERESTS AS WELL AS YOUR OWN

USE CONSENSUS TO REACH AN ACCEPTABLE SOLUTION
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USING

THE INTEREST-BASED

PROCESS
The following five-step problem solving cycle is repeated for each issue under discussion.

1.
SELECTS AND FRAME ISSUE. (WHAT)
· State the issue clearly.

· Ensure that ALL participants understand the problem to be solved.
2.
IDENTIFY  AND DISCUSS ALL INTERESTS BEHIND THE ISSUE. (WHY)

· Post and review the charted lists of interests.

· Discuss and clarify each interest.  

· Inspect the list for position statements.  Convert each to an interest by exploring the concern, need, or problem the position is trying to resolve. Ask why.

· Identify mutual interests.

· Recognize the legitimacy of ALL interests and the full scope of the issue - mutual as well as separate interests.

· Ensure the interests related to issue.  Restate issue if necessary. 

3.
SUGGEST OPTIONS 
· Use brainstorming to develop as many options as you can to meet the expressed interests.  

· Record every idea on chart as stated. Do not paraphrase.  Could change meaning of option.
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· (Brainstorming rules -no judging, aim for quantity not quality, and piggyback on the ideas of others.)

· Suggest options that:



-satisfy as many interests as possible 



-satisfy interests other than your own

· Options are not commitments.  Clarify and ready the options for evaluation.  Eliminate duplicates; combine pieces of options to form complete options.

4.
DEVELOP CRITERIA FOR EVALUATION OF OPTIONS

· Workable, affordable, acceptable.

· Define each criteria.

· Discuss each option.  Various evaluation techniques are available to assist the parties in reaching consensus on the best option or solution, e.g., mutually developed criteria or multi-voting.

· Amend the options, narrow, combine or eliminate them, or think of new ones as the evaluation proceeds.

5.
DEVELOP THE SOLUTION AND CAPTURE IT IN WRITING.

· Combine options, or elements of options, to create the solution that meets as many interests as possible.

· Jointly draft solution. 

· Check for consensus on the written solution.
· Reach consensus on solution. 
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STEP 1

SELECT AND FRAME THE ISSUE 

The issue is the subject under discussion.  It is the problem to be solved.  It is the first, and most important step, in the interest-based process.  The group must select and frame the issue in such a way so EVERY GROUP MEMBER understands the problem they must solve.  The group cannot move to the next step of the process WITHOUT clearly defining the problem that is to be solved. 
STEP 2

IDENTIFYING INTERESTS

INTERESTS REVEAL THE FULL DIMENSIONS OF THE ISSUE

An interest is a party’s concern or need behind the issue.  Interests express why you care about the issue.  These represent the reasons an issue is raised for discussion or negotiation.  When all the interests of the parties are brought forward, they often provide the full scope and dimension of the problem that needs to be solved.


When union and management interests are brought forward, they may discover they have several interests in common.  These are mutual interests.    Mutual interests are often used to help the parties suggest options that could lead to resolution.


Some interests are often held only by one party or one individual.  These are separate interests.  Separate interests are not always opposing interests.  Parties can meet separate interests without interfering with the other party’s interests.  

CONVERTING POSITION STATEMENTS TO INTEREST STATEMENTS. 


A position is one party’s proposed solution to an issue.  Stated up front, it expresses 

FEDERAL LABOR RELATIONS AUTHORITY (CADRO)

 [image: image10.png]



what one party wants.  Positions are often definite and specific, provide for a particular solution (usually unacceptable to the other party) and often establish the basis for confrontation or an argument.

Interest statements are more flexible, less specific, do not call for a particular solution, articulate a range of needs or concerns and they establish a climate for discussion.

Position statements can be converted to interests by asking “WHY”

“Why is that a concern to you?”

“Why do you feel that is important?”
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COLLABORATION AND ALTERNATIVE DISPUTE RESOLUTION PROGRAM (CADR)
GUIDELINES FOR FOCUSING ON INTERESTS

Members satisfy their respective interests and help others to satisfy their interests through flexible and informal approaches to problem solving, including inventive brainstorming.  Attention to the following will aid in accomplishment of this stage:

1.  Systematize Problem Solving


-Define problems accurately


-Break large problems into manageable parts


-Agree on the process to use

2. Invent Before Deciding


-Clarify joint interests


-Solve problems together


-Suspend judgment in brainstorming


-Generate imaginative solutions

3.  Keep the Process Fluid


-Limit the role of formality


-Work on ideas in joint subgroups


-Identify and group ideas that seem workable


-Formulate oral agreements before reducing to writing

4.  Create Solutions


-Meet other side’s interest as well as your own


-Tailor solutions to those interests


-Rank alternative solutions


-Make rational choices

Adapted from the work of Sterling & Selesnick
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Step 3

SUGGESTING OPTIONS THROUGH BRAINSTORMING 
Definition


Brainstorming is a powerful tool used by groups to generate ideas that may resolve their problem. All team members contribute ideas and a recorder captures each idea exactly as stated.  Brainstorming requires participation by all group members, it allows for new and unusual ideas to surface, produces many possible choices, encourages synergy, and discourages judgment. 

Benefits


Brainstorming helps:
Involve everyone in the negotiation process






Develop creative and innovative ideas






Generate options that satisfy multiple interests






Enlarge the pool of options 

EFFECTIVE BRAINSTORMING TECHNIQUES

1.  Offer options, freely without editing
2.  Do not allow criticism, judgment or evaluation of options
Do not criticize, ridicule or give negative comments during brainstorming.    Participants who hear criticism of their option may become defensive and withdraw from process.   Criticism interrupts the creative flow of ideas.  Also, you will have the opportunity to evaluate options later in the process. 
3.  Avoid “killer phrases” Examples:
It’s illegal


That’s stupid


That will never work


We have never done it that way before

4.  Build on other’s ideas


Listen and combine, adapt, hitchhike, piggyback
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5.  Aim for quantity
Put out as many options as possible.  Don’t worry about similarities and duplications or about completion or fine-tuning ideas.  Get the options out first. 

6.  Record every idea without edit

Editing or paraphrasing could change meaning of idea

7.  Ignore Precedent
Don’t worry about tradition, precedent, budget, time, staff or other outside constraints.  Think “outside the box”

8. Suggest options that meet all interests, not just your own  
Best options are those that satisfy multiple interests. 

AFTER BRAINSTORMING
1.  Clarify options

2.  Eliminate Duplicates

3.  Combine to form integrated options 
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STEP 4

DEVELOPING CRITERIA TO EVALUATE OPTIONS 
WORKABLE  

Doable

Manageable 

Understandable 

Flexible

Easy to Implement
ACCEPTABLE

Group

Constituents

Legal 
AFFORDABLE  (COST-EFFICIENT)

Money

Time

Logistics

Facilities

Manpower
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STEP 5

CONSENSUS DECISION MAKING 
Consensus is reached when ALL members feel they have been heard and understood, can support the decision being made and commit to the implementation of the decision. 

1.  Consensus is a process, not an outcome.

2.  Consensus does not imply a lack of conflict or tension. 

3.  Consensus is not 100% agreement with your first choice.

GUIDELINES FOR REACHING CONSENSUS 

1.   LISTEN: PAY ATTENTION TO OTHERS


Active listening is essential to reaching consensus.  You can’t learn while you are talking.

2.  ENCOURAGE PARTICIPATION; BUT DO NOT EMBARRASS ANYONE

Silence does NOT mean agreement.  All viewpoints must be heard before consensus is reached.   NO ONE, however, will be forced to participate. Group members should be encouraged by recognizing their importance to the process and their ideas are necessary.

3.  SHARE INFORMATION

Withholding relevant information from the group results in a less effective decision.  Group members NEED to contribute their experiences and share any relevant information that will help the team reach a consensus decision.

4.  DON’T AGREE TOO QUICKLY

Carefully discuss ALL concerns before reaching consensus.  Don’t agree too quickly merely to keep harmony or change mind to reach agreement.  Ask questions.  Yield to reason, not pressure.
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5.  DON’T TRADE SUPPORT

Each issue is separate and has its own interests.  Compromising for support on other issues is not conducive to finding the best possible solution.

6.  DON’T VOTE

Voting processes will ensure that members will be unhappy and not support the decision.  When reaching consensus, conflict may be necessary.  Discuss and resolve differences.  Objective is to get best solution for ALL. 

7.  TREAT DIFFERENCES AS STRENGTHS


All participants must feel safe to disagree with anyone in the room, including members of your own team.  Members “afraid” to disagree with “teammates” because this is viewed, as “disunity” may not get their concerns/needs heard.  Differences of opinion are important because they can become avenues to gather information, clarify issues and help reach better solutions.

8.  AVOID ARGUING BLINDLY FOR YOUR OWN VIEW


Present your viewpoint clearly and logically, but don’t argue just to get your way.  Those busy arguing their own views are NOT listening to other points of view.  Listening and understanding all viewpoints is vital to reach a consensus resolution.

9.  LEARN FROM PROBLEMS; DON’T POINT FINGERS


View problems apart from personalities; analyze problems logically and objectively.

10.  ASSIGN RESPONSIBILITIES TO “BLOCKERS”

Ask those who disagree “what is it about the solution you can’t support” and then ask, “what would you change to make you support the solution.”

11.  CREATE A SOLUTION THAT CAN BE SUPPORTED BY EVERYONE

When each member feels his or her concerns have been listened too, understood and addressed, he or she will feel more comfortable reaching and supporting a solution.  The solution should NOT have “winners” and “losers”.   Look for the solution that everyone can support.  
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