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Teacher’s manual 

Overview 

This is a four-party negotiation simulation on facilitating agreement in a business 

organization. 

 

Objectives 

Through simulating realistic negotiations, students learn about the negotiation 

process through which parties move from their initially divergent positions to a point 

where agreement may be reached. And in the meantime, getting acquainted to the 

key terms.  

 

Group Size 

The simulation is designed for a group of about 10-20 students, distributed in four 

teams. 

 

Time requirements 

The simulation is played within two hours, including time for negotiation skills 

presentation, team preparation, negotiation, debrief. 

 

Set Up 

Each team should receive their confidential instructions along with the general 

instructions. It is vital that no team could see other teams’ confidential instructions. 
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Procedure 

1) Do a presentation on negotiation key concepts 

2) Distribute the teams and their respective materials 

3) Leave enough time for team preparation 

4) Do the negotiations while taking the role of the moderator (taking notes) – be 

sure to read the confidential instructions for the role. Give strict time deadline. 

5) Make a debrief. 

 

Variations 

Possible variations of the negotiation simulation are: 

 Instead of having just one round of negotiations, give them multiple rounds for 

better in-team coordination. 

 The whole simulation could be done online or in-class. 

 You could make them play the whole simulation multiple times with switching 

the sides, so that the students could see various points of view. 

 

Directions 

It is very suitable to have a lecture/presentation on Negotiation. This lecture should 

just outline a few things on the negotiation process, some key terms such as: 

BATNA, opening bid, target bid, walk away point, etc., and something about 

negotiation strategies (i.e., Cialdini’s six principles or national negotiation process 

specifics, etc.). 
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Debrief 

The debrief could be reflecting particular moments from the negotiations and speak 

about the behavior drivers in such moments. It also must include the final score 

which could be fairly complex if not explained well. The scoring system should 

account for at least the several aspects of the negotiations: 

 incentivize participation and pro-active / constructive proposals 

 incentivize reaching 4-way agreement (or at least 3-way) 

 Incentivize each party to follow their top priorities 

 Incentivize each party to get their preferred options 

Here is the map of the options (should not be shared with the students before the 

simulation) 

Issue Resource 
allocation 

IAS Architecture IAS Org. Structure Time Frame Outcome 

Options 
 
 
 
 
 
 
Negotiators 

A. Director's  
B. Equal 
Assessment  
C. Proportional to 
Budget   

A. Finance 
Orientation  
B. Mfg. 
Orientation  
C. Sales  
D. New 
Architecture   

A. IAS-Supervisor  
B. Divisional 
Supervision  
C. Joint 
Supervision   

A. 2 years  
B. As soon 
as possible  
C. Realistic   

A. 4-way 
agreement 
B. 3-way 
agreement 
C. 2-way 
coalition 
D. No 
agreement 

Manufacturing 
(Chung)   

A. ** 
B. unacceptable 
C. barely 
acceptable   

B. *  
D.  
A. barely 
acceptable  
C. unacceptable   

A. ***  
C.  
B.   

A. ****  
C.  
B.   

A.  
B. 
C. 
D. 

Sales 
(McKenzie)   

B. *** 
C.  
A. barely 
acceptable   

C. ****  
A.  
D.  
B. barely 
acceptable   

B. **  
A. inacceptable  
C. inacceptable   

B. *  
A.  
C. 
unacceptable  

A.  
B. 
C. 
D. 

Finance (Rossi)  C. ***  
A. 
B.   

A. *  
D.  
B. inacceptable  
C. inacceptable   

C. **  
A.  
B.   

A. ****  
B.  
C.   

A.  
B. 
C. 
D. 

IAS (Coles)   A. ****  
B. barely 
acceptable  
C. barely 
acceptable   

A. **  
B. barely 
acceptable  
C. barely 
acceptable  
D. barely 
acceptable   

A. *  
B. unacceptable  
C. barely 
acceptable   

A. ***  
C.  
B. 
unacceptable  

A.  
B. 
C. 
D. 

Priority ranking of issues. Letters in cells indicate preference ordering of each issue. 
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* highest priority 

** second priority 

*** third priority 

**** lowest priority 
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Students’ manual 

General Instructions 

Begin by reading the General Background, which provides a brief history of the 

decision by the Company to develop a new business system, a list of participants in 

the upcoming negotiation, a short outline of the key issues under discussion, and a 

worksheet of issues and options. 

Next, read the separate packet of Confidential Instructions for the particular role you 

have been assigned. These sheets tell you where your role stands on various issues 

and spell out certain options which are acceptable or unacceptable to you. Do not 

show your Confidential Instructions to anyone at any point during the upcoming 

negotiations. Please remember to follow your instructions very carefully. 

During the negotiation, your objective should be to win support for the agreement that 

you, in your role, think is best. A human resource development specialist will be 

assigned to facilitate the process. At the end of the allotted time, you will be asked to 

report on the negotiations that took place. 

 

Background 

The Company is a Chicago-based firm that employs more than 25,000 people in 15 

countries. Its business encompasses a wide array of computer-related activities, 

including manufacturing, R&D, consulting, education, and training. The Company has 

grown steadily since it was founded 30 years ago. Its gross revenues have increased 

an average of 10 percent per year during the past 30 years. Profits as a percentage 

of sales have fluctuated between two and five percent annually. 

Over the past five years, the Company’s costs have increased faster than its 

revenues. Since revenues grew rapidly during this period, however, the Company 

didn’t pay adequate attention to cost containment. The first signs of trouble arose 

four years ago when the Company reported a quarterly loss for the first time. Other 

problems cropped up. Despite careful specification of yearly targets, divisional 
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managers found they were overspending. The Company also missed numerous 

important delivery deadlines for products and services. 

During this same four-year period, the Company moved from a number four ranking 

in its field down to number eight. No one really seemed to know why. 

Part of the problem was made evident when the Company’s Indonesian office was 

destroyed by fire. Putting it back together required the executives in that region to 

utilize information from all the other divisions. They had to prepare and put in motion 

a business plan, but they encountered incredible delays. Costs were extraordinarily 

high because business, especially account information, could not be transferred 

quickly or efficiently. “With all the knowledge and experience the Company has in 

information management,” the Indonesian office director commented, “it is absurd 

and inexcusable that we can’t get the information we need. We must revamp our own 

archaic business practices!” 

The Company lacked a centralized information system; leadership decided that a 

company-wide account and business information system was needed. 

The CEO and top executives proposed an Integrated Account System (IAS) to allow 

companywide monitoring of all aspects of all accounts and to permit comprehensive 

business planning. 

At the same time, senior managers were also told to find every possible way to cut 

expenses. In choosing someone to head up the IAS effort, the CEO realized that the 

job of IAS Director would be a difficult one and that the IAS project would generate a 

lot of friction. The CEO therefore chose J. Coles, a young executive with a reputation 

for getting things done. Coles has been with the Company for 17 years. Coles 

actually started out working the company’s line, but rapidly advanced in responsibility 

and status. For the past several years, Coles has been senior manager in 

Manufacturing. Quick-witted, tough-minded, and very competitive, Coles knew when 

the IAS director job was offered that it would be a tough assignment. But with the full 

support of the CEO and the Board, it looked possible. 
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The Participants 

Coles’ first decision was to hire R. Diaz, a human resource development specialist. 

Diaz has been with the Company for ten years, handling numerous HR assignments. 

Coles also formed a company-wide team to assist with implementation. In addition to 

Coles and Diaz, the team includes: 

H. Chung, Manufacturing Division Representative. H. Chung worked for Coles in 

manufacturing for four years. Chung is the principal architect of the Manufacturing 

Division’s inventory-based computerized account system. Its system is the most 

advanced in the Company. 

M. McKenzie, Sales Division Representative. M. McKenzie has directed the Sales 

Division for 15 years, building the largest division within the Company. Sales employs 

more than 5,000 people worldwide. 

P. Rossi, Finance Division Representative. P. Rossi was an early advocate of 

account system centralization. Finance’s system is the oldest in the Company. 

Mechanics of the Negotiation 

Before the full team’s first meeting, Coles circulated a memo noting four key issues to 

be addressed. Coles invited the rest of the team to suggest other issues, but none 

was noted. Coles proposed a first meeting to address the issues covered in the 

memo. Coles wrote, “I have noted the issues we must address to get the IAS 

development process off the ground. I recommend that we pursue the first option 

listed under each issue.” 

Coles asked the human resource development specialist to help facilitate the first 

meeting. 

Coles’ memo is attached. 

 

Memorandum 

TO: IAS Representatives 
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FROM: J. Coles, IAS Director 

RE: Issues to be discussed at next meeting 

There are four major issues we need to address as we gear up as a team to develop 

an Integrated Account System: 

(A) Budget allocations from each of your divisions 

(B) The computer architecture we will use 

(C) To whom each of us will be accountable for this phase of the project 

(D) Project time frame 

My preliminary thinking is that the first option for each issue would be most 

advantageous for the Company. To invite a broad exchange of views, I have noted 

possible alternatives, though at least some of them may not be either desirable or 

feasible. 

 

(A) Allocation of Resources from Division to IAS Budgets 

To staff and equip the IAS, we must secure resources from the other divisions. Here 

are three resource allocation options: 

 1. Allocation that 

builds on previous 

cost-cutting efforts. 

2. Each division 

contributes an equal 

amount of money: 

3. Each division’s 

allocation is 

proportionate to its 

total annual budget. 

From the Manufacturing 

Division: 5,000,000 9,000,000 8,000,000 

From the Sales Division: 15,000,000 9,000,000 13,000,000 

From the Finance Division: 7,000,000 9,000,000 6,000,000 

Total: 27,000,000 27,000,000 27,000,000 
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(B) IAS Computer Architecture 

Currently, each division has its own computer system. The divisional systems, 

however, are not compatible. The IAS must integrate the separate divisional account 

information systems so that they can be used on a company-wide basis to monitor 

accounts and formulate business strategy. Creating a new centralized computer 

architecture won’t be easy. Everything has to be considered: hardware, software, 

new staffing arrangements, etc. 

The use of one division’s account system as the basic IAS architecture could benefit 

that division enormously. Not only would that division have to make fewer 

adjustments (and thereby suffer less in terms of lost productivity), but it would also 

benefit from substantial prestige within the Company. Of course, it is also possible to 

import a totally new architecture. 

Here are the basic options: 

1. The IAS computer architecture could be based on the Finance Division’s current 

account system. 

2. The IAS computer architecture could be based on the Manufacturing Division’s 

current account system. 

3. The IAS computer architecture could be based on the Sales Division’s current 

account system. 

4. IAS could convene the division representatives to develop entirely new computer 

architecture. 

 

(C) IAS Organizational Structure 

We need to clarify the structure and management of our implementation team. Each 

of you has been officially tasked to the IAS effort, so that the interests and 

experience of the Company’s key divisions are reflected in the decisions we make. I 

am confident that your participation will contribute to the Company’s success and am 

hopeful that it will be personally rewarding to you, as well. I realize that some or all of 

you may wish to return to your respective divisions when the work of designing a new 

IAS is done. With a broader perspective, of course, you may consider other 

opportunities here. While I encourage you to maintain a close relationship with your 

division, efficient functioning of our team requires that each of you now report to me 
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with respect to performance review, salary, and promotion, and coordinating ultimate 

IAS administration. 

As a consequence, I believe the first of the following three options is preferable: 

1. As director, I should have 100 percent supervisory responsibility for the work of the 

team. 

2. Each of your own divisional line managers should retain supervisory responsibility 

for your work. 

3. Each of you should work out a joint supervisory relationship between your line 

manager and me. 

 

(D) Time Frame 

The Company wants the IAS to be implemented quickly. The CEO and the Board 

believe it should take no longer than two years to test, evaluate, and de-bug the 

system. The longer the time frame, the more money the Company loses. Here are 

our options: 

1. Adopt a two-year schedule to complete the project. 

2. Commit to a fast-track schedule to get IAS fully operational in less than two years. 

3. Phase implementation beyond two years, with some components in place at that 

time and others made operational later. Manage corporate expectations accordingly. 
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Confidential Instructions for J. Coles (IAS Director) 

Background 

You’ve been with the Company for 17 years. You’ve worked in three divisions, most 

recently Manufacturing. You’ve developed strong ties to the Company. The CEO 

practically pleaded with you to leave your post as senior manager in Manufacturing to 

take this assignment. Your orders are clear: get IAS operational in eight months, and 

de-bugged in 24. 

You’ve got a lot at stake. If you do a good job, you’ll have a shot at the next senior 

VP slot. While the deadlines are tight, you thrive on challenges. You may need to 

take unpopular stands (firing people, for example), but this isn’t a popularity contest. 

The Company will have a much more serious crisis to deal with if you fail. 

You have selected talented and influential people to be on your team, and you are 

hopeful that despite their different points of view, you can manage them successfully. 

If someone is likely to be a problem, it is better to deal with him or her now. 

Specifically, if someone insists on decisions or policies you have deemed 

unacceptable, you must remove that person from the team. He or she will go back to 

his or her current duties. If at all possible, of course, you would like to avoid such a 

confrontation. It would not reflect well on the individual, to be sure, but it also would 

be an unfortunate way for you to launch this new effort. Short of such a deadlock, 

you are willing to make reasonable accommodations to team members and the 

divisions they represent, but you should not lose sight of your own carefully 

considered priorities. 

In assessing the make-up of your new team, you already know that McKenzie fought 

for your current position and wants to succeed you at the end of your two-year IAS 

development effort. The others are all likely to have split loyalties. Nevertheless, 

you’ve got to build a team to get the job done. 

You asked for a two-year contract to give yourself a reasonable amount of time to 

complete the IAS system. If the process drags on for longer than two years, your own 

opportunities for advancement within the Company will surely diminish. 

You have high concern for all of the four issues noted in your memo, though above 

all else, your top priority is IAS organization. You need full supervisory power to get 

the job done. Your second concern is IAS system architecture. You must end up with 

an integrated system, and you hope to build a team in the process. Almost equally 
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important is how resources will be allocated, followed by how much time to take to 

complete the project. 

 

Issues 

Here are the reasons you take the positions you do: 

A. Resource Allocation 

You believe that shifting resources into IAS will strengthen the Company. You’re 

convinced that centralization will save each division more money overall than the 

amounts they’ll be allocating to IAS. If you get many objections, you are authorized to 

allocate the resources evenly. You’d rather not do this, though. It will make it that 

much harder to win the support of the team. 

Option #1 is your first choice (as outlined in your proposal). After studying all the 

divisional budgets, you decided that Sales has the most to give. Relatively speaking, 

Finance and Manufacturing have done more serious cost-cutting recently. 

Option #3 “allocations proportionate to total divisional budgets” is barely 

acceptable. If you do agree to this option, you want to make sure you get something 

for it. 

Option #2 “equal allocations” is also barely acceptable. Given recent cost cutting, 

equal allocations would let Sales off much too easily, at the expense of 

Manufacturing and Finance. 

 

B. IAS Architecture 

Option #1 is your first choice. Finance’s system has been tested and relied upon for 

many years and will take no more than two years to adapt. Also, it already has some 

centralized features. 

Option #4 “developing an entirely new system” is barely acceptable though 

preferable to Options #2 and #3. Although it would encourage team cooperation and 

meet at least part of each player’s needs, it would take significantly longer than two 

years. The Company needs better information now. Besides, it won’t do your career 

any good to let this project go on too long. You’d risk your chance to transfer back to 

Manufacturing if you stay out longer than two years. 
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Options #2 and #3 are barely acceptable. You’re concerned that using either 

system fundamentally, the divisions they represent. You believe their respective 

systems are not optimal. 

 

C. IAS Organization 

Option #1 is your first choice. You need control to succeed, specifically to insure 

that IAS gets designed and de-bugged on time. If an individual can’t trust your 

management, you may have good reason to doubt his or her loyalty to you and the 

project. 

Option #3 – joint oversight – is barely acceptable. You’d like to avoid this if you can. 

In any event, beware of any ambiguous shared reporting arrangement in which you 

think you are principally in charge, but the individual thinks he or she is still primarily 

responsible to his or her division. Future conflict would almost certainly result. 

Option #2 is unacceptable. This is a working team, not an advisory committee, and 

you’ve been selected to run it. Remember: you’ll have much influence over who is 

chosen to succeed you at the end of the design and development phase. You will be 

making recommendations to the CEO. You might remind the group of this. 

 

D. Time Frame 

Option #1 is your first choice. You know management currently believes that the 

Company can’t afford to wait more than two years. 

Option #3 is your second choice. You’ll stay longer than two years to get the 

system running if you have to, but it will require you to re-negotiate your mandate. 

Option #2 is unacceptable. Every past effort of this sort has taken at least two 

years. Knowing that McKenzie and Chung want your job, you won’t let them pressure 

you into finishing the job earlier for their own professional advancement. You won’t 

risk your own professional future by leaving the job unfinished. 

Your goal in the forthcoming meeting is to get agreement on the four issues identified 

in your memo. While you have some latitude on certain points, you should regard 

your priorities as real and carefully considered. It is important to get buy-in from the 

rest of the team, however, not only so your team can function smoothly, but also to 

gain broader support in the divisions they represent. 
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Therefore, you should give careful thought not only to the substance of the issues, 

but also to the process by which you will decide them. You should give particular 

thought to how you can make good use of the specialist from human resource 

development. In trying to forge consensus, do not lose sight of your own priorities. In 

no instance can you agree to an outcome or position that has been called 

“unacceptable.” 

 

Options 

Issue        Your Ranking 

A. ALLOCATION OF DIVISIONAL RESOURCES  (FOURTH PRIORITY ISSUE) 

1. Director’s proposal 1st choice 

2. Assess each division equally barely acceptable 

3. Allocation proportionate barely acceptable to total annual budget 

 

B. IAS ARCHITECTURE      (SECOND PRIORITY ISSUE) 

1. IAS architecture should reflect 1st choice a Finance orientation 

2. IAS architecture should reflect barely acceptable a Manufacturing orientation (but 

better than #3 or #4) 

3. IAS architecture should reflect barely acceptable a Sales orientation (worse than 

#2, equal to #4) 

4. IAS should convene key players to develop barely acceptable completely new 

computer architecture (worse than #2, equal to #3) 

 

C. IAS ORGANIZATIONAL STRUCTURE   (TOP PRIORITY ISSUE) 

1. The IAS director should have 1st choice all supervisory responsibility 

2. Each representative’s divisional supervisor unacceptable should retain 

supervisory responsibility 

3. Joint supervising arrangements barely acceptable (slightly better than #2) 

 

D. TIME FRAME       (THIRD PRIORITY ISSUE) 

1. Original two-year plan 1st choice 

2. Fast track -- less than two years unacceptable 

3. Phased in over more than two years 2ndchoice 
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Confidential Instructions for M. McKenzie (Sales Division) 

Background 

You have been with the Sales Division for 15 years. Gradually, you’ve built up a team 

that has made the Company a leader. Sales has the largest budget of any division in 

the Company, and rightly so, as sales are the economic engine that drive everything 

else. While you were offered a hefty salary increase and enough additional 

responsibility to justify shifting from Sales to IAS, you were very disappointed at not 

getting Coles’ position. Ever since you joined the Company 19 years ago, you’ve 

dreamed of becoming a senior VP. Now your best hope is to succeed Coles when 

the design stage of the IAS effort is completed and Coles either moves back to 

Manufacturing or someplace else. 

It will not be easy to mark time, however, so your top priority is setting and sticking to 

a short time frame for IAS development, followed closely by IAS organizational 

structure. You do not want to report to Coles because you fear it might affect your 

future. If you are unable to get satisfactory commitments on both these issues -- time 

frame and reporting relationship – you should quit the team and go back to your job 

in Sales. Doing so, however, might gravely harm your reputation and perhaps 

hamper your opportunities for advancement. On the other hand, it might be better to 

run those risks now, as serious as they are, than continue in an impossible situation. 

You must find a way to bargain for your key issues while minimizing the danger of 

getting fired. 

 

Issues 

Here are the reasons you take the positions you do: 

A. Resource Allocation 

Option #2 is your first choice. This way Sales would commit fewer dollars. 

Option #3 is your second choice, because Sales’ allocation under this proposal 

would still be lower than what Coles’ proposal calls for. 

Option #1, Coles’ proposal, is barely acceptable. Coles has proposed that your 

division commit more than twice the level of resources than the other three divisions. 

Such a reallocation, coming just when sales are taking off, would be a terrific blow. It 

upsets you that Sales might be hit so unfairly. Furthermore, it would look bad for you 
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if this were to happen. You believe strongly that fewer resources would sell fewer 

products and ultimately reduce the Company’s competitive edge. 

 

B. IAS Architecture 

Option #3 is your first choice -- IAS would be based on Sales’ architecture. Your 

division has created its own customer-oriented account system especially sensitive to 

the information needs of your clients. It’s unconscionable that Coles not only wants 

Sales to swallow the biggest budget hit, but also wants your division to abandon a 

proven system. 

Option #1 is your second choice. You would rather Finance’s system be used than 

Manufacturing’s because Finance has already incorporated certain desirable features 

that would make it easier for Sales to accept. 

Option #4 is your third choice – you’d do your part as a team, knowing some of 

your division’s features would be included. 

Option #2 is your fourth choice. You don’t want Chung’s system to become the IAS 

standard. Chung comes out of Manufacturing, like Coles, and is a probable rival for 

the position you seek. 

 

C. IAS Organization 

Option #2 is your first choice. With Coles in charge, you’d never get the positive 

evaluation you need. And besides, you suspect that Coles knows you want the job. In 

addition, your loyalty is to Sales. You know and respect the staff, identify with their 

mission, and want to stay involved. You expect your sales supervisor will evaluate 

you very highly. 

Options #1 & 3 – having only Coles supervise you or arranging joint supervision – 

are both unacceptable. Until you get word that you’ll inherit Coles’ position, you don’t 

want Coles having whole or shared supervising responsibility. You don’t think you’d 

be treated fairly. 

 

D. Time Frame 

Option #2 is your first choice: getting the IAS operational as soon as possible. You’re 

nervous that this project won’t be finished on schedule. If so, you lose twice: you 

won’t be moving up the IAS ladder, while at the same time you lose ground in Sales.  



                

20 

Option #1 is your second choice -- that Coles meets the two-year commitment. 

Option #3 is unacceptable. You simply cannot let your career stand still for an 

indefinite period of time. 

In summary, if Coles and the others insist on a phased time frame (likely more than 

two years) or that you report solely to Coles, you must reluctantly quit the IAS team. 

You are still well regarded in Sales. Leaving IAS will be a very serious setback, but 

you will be better off than if you remain on the team. 

 

Options 

Issue        Your Ranking 

A. ALLOCATION OF DIVISIONAL RESOURCES  (THIRD PRIORITY ISSUE) 

1. Director’s proposal barely acceptable 

2. Assess each division equally 1st choice 

3. Allocation proportionate to 2nd choice total annual budget 

 

B. IAS ARCHITECTURE      (FOURTH PRIORITY ISSUE) 

1. IAS architecture should reflect a 2nd choice Finance orientation 

2. IAS architecture should reflect a barely acceptable Manufacturing orientation 

3. IAS architecture should reflect a 1st choice Sales orientation 

4. IAS should convene key players to develop 3rd choice a completely new 

computer architecture 

 

C. IAS ORGANIZATIONAL STRUCTURE   (SECOND PRIORITY ISSUE) 

1. The IAS director should have all unacceptable supervisory responsibility 

2. Each representative’s divisional supervisor 1st choice should retain supervisory 

responsibility 

3. Joint supervising arrangements unacceptable 

 

D. TIME FRAME       (TOP PRIORITY) 

1. Original two-year plan -- no more, no less 2nd choice 

2. Fast track -- less than two years 1st choice 

3. Phased in over more than two years unacceptable 
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Confidential Instructions for H. Chung (Manufacturing Division) 

Background 

You are proud of the fact that, partially due to your ingenuity, your division has made 

dramatic cost savings and increased its service capabilities over the past few years. 

Because of your division’s success, you think the new IAS should accept your 

division’s state-of-the-art account system as the system for the Company. You know 

your division’s system as well as anyone. 

You should argue strongly that it would work well on a company-wide basis. Given 

your personal role in developing Manufacturing’s system, its selection would be a 

visible achievement, one that would be sure to enhance your career within the 

Company. In contrast, if your division’s system isn’t chosen, your staff will have to 

devote endless hours and substantial resources adapting to a new IAS format. 

You know that McKenzie, the Sales Division representative, wants Coles’ job 

(overseeing the IAS system) when the design step is finished, and Coles moves 

ahead in the Company. The truth is, you want it too, so you feel competitive with 

McKenzie. It’s too bad for McKenzie that your mentor Coles is heading this effort. 

While you want to be a good team player, you have to be alert to McKenzie’s 

ambitions and, if the opportunity arises, you should make sure that Coles 

understands them as well. McKenzie is unlikely to be concerned about your interests, 

so you should take care to protect yourself. You do not know much about Rossi’s 

priorities. 

The past four years, you have enjoyed a good working relationship with Coles as 

your supervisor in Manufacturing. You know Coles will treat you well. You are 

pleased with Coles’ proposal that Manufacturing contribute fewer resources to the 

IAS effort than the other divisions, based on previous cost-cutting efforts. You think 

that Coles should take whatever time is needed to do the job well. System redesign 

always takes longer than expected. Your chief concern is the IAS architecture. You 

are almost as concerned about the allocation of divisional resources. 

 

Issues 

Here are the reasons you take the positions you do: 

A. Resource Allocation 
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Option #1 is your first choice (Coles’ proposal). The fewer resources drained from 

Manufacturing the better. Moreover, the bigger the share from Manufacturing, the 

more overall Company productivity will be hurt. 

Option #2 is not acceptable (all divisions assessed equally). After all the effort you 

made to increase your staff and budget to support the new architecture, you won’t 

accept losing that much to IAS. 

Option #3 is barely acceptable (allocations proportionate to total annual budget). 

 

B. IAS Architecture 

Option #2 is your first choice (your top priority). You have both corporate and 

personal reasons for supporting this option. 

Option #4 is your second choice. Some new development which includes the best 

elements of your system would be acceptable, although the Manufacturing Division 

would face some extra delays. You’ve worked too long and hard on the 

Manufacturing system to see it passed over altogether. Your system is superbly 

documented and readily revisable. The people who worked on it are still here, 

committed to the Company. 

Option #3 is unacceptable to you (Sales orientation). The Sales system is not the 

equal of yours. Besides, its choice would seem like a signal that McKenzie is in line 

to succeed Coles, not you. 

Option #1 is barely acceptable (Finance orientation). All that can be said for this 

archaic system is that it has been fully tested. You’d be very disappointed if this 

option were adopted, but at least it wouldn’t help your possible rival, McKenzie. 

C. Organization of IAS 

Option #1 is your first choice. Coles knows how hard you’ve worked in 

Manufacturing, so you should be well regarded and rewarded. 

Option #3 is your second choice. You stand to gain if Coles is involved, even on a 

joint supervisory basis. 

Option #2 is your third choice. 

 

D. Time Frame 
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Option #1 is your first choice. The longer Coles stays in charge, the better you’ll 

look, and you’re highly confident that Coles will evaluate you positively. But ultimately 

you do want Coles’ job -- ideally, in two years. 

Option #3 is your second choice. While you’d rather not wait, you suspect time is 

on your side. McKenzie will probably leave if Coles stays longer than two years. 

Option #2 is your third choice. You want enough time to prove yourself to Coles 

and others in the Company. A rushed job might reflect poorly on everyone. 

You have more to gain by cooperating with the others than by holding out for 

everything. You might wind up as Coles’ successor, so you want to maintain good 

relations with the other team members. Your career is going very well. You are 

excited about this assignment and what it may lead to next. It is important to get off to 

a good start at this first meeting. 

 

Options 

Issue        Your Ranking 

A. ALLOCATION OF DIVISIONAL RESOURCES (SECOND PRIORITY ISSUE) 

1. Director’s proposal 1st choice 

2. Assess each division equally unacceptable 

3. Allocation proportionate to barely acceptable total annual budget 

 

B. IAS ARCHITECTURE     (TOP PRIORITY ISSUE) 

1. IAS architecture should reflect a barely acceptable Finance orientation 

2. IAS architecture should reflect a 1st choice Manufacturing orientation 

3. IAS architecture should reflect an unacceptable Sales orientation 

4. IAS should convene key players to develop 2nd choice completely new computer 

architecture 

 

C. IAS ORGANIZATIONAL STRUCTURE  (THIRD PRIORITY ISSUE) 

1. The IAS director should have all 1st choice supervisory responsibility 

2. Each representative’s divisional supervisor 3rd choice should retain supervisory 

responsibility 

3. Joint supervising arrangements 2nd choice 
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D. TIME FRAME       (LOWEST PRIORITY) 

1. Two-year deadline – no more, no less 1st choice 

2. As soon as possible 3rd choice 

3. Phased in over more than two years 2nd choice 
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Confidential Instructions for P. Rossi (Finance Division) 

Background 

In the 12 years that you’ve been with Finance, you have worked hard and well to 

manage the financial aspects of fast growth in a rapidly developing field. You have 

long been aware of the planning and management hazards of disparate information 

systems in different divisions. You have given close attention to the development of 

the system used by Finance. In short, you’re firmly committed to the IAS initiative, 

and well informed about its implications. 

Your top priority issue is IAS system architecture. Your division’s architecture system 

was the first to be instituted, so it’s been better tested and more heavily relied on than 

any of the others. In addition, your division’s account system is already integrated 

into central headquarters in several ways. Your division has more financial 

information and more experience with financial planning than any other division. An 

information system is a means to an end, and the clear goal here is responsible cost 

management. That is your division’s central function. It is in the Company’s interest, 

therefore, that the new IAS be based on Finance’s system, and you should work 

forcefully to achieve this result. As to other issues, you are almost as concerned 

about the IAS supervisory structure. Budget allocation is also important, though not 

as much as the first two issues. Relative to the other items, the time frame question is 

the least important. 

 

Issues 

Here are the reasons you take the positions you do: 

A. Resource Allocation 

Option #3 is your first choice. You feel budget-based allocations would be the 

fairest, as every division would make the same proportional contribution. As it 

happens, Finance’s budget is the smallest, so you’d be committing the least amount 

of resources. 

Option #1 is your second choice -- the director’s proposal. Finance would be 

assessed relative to the special effort it has made over the past few years to tie your 

divisional account system into headquarters. 
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Option #2 is the least desirable -- equal proportions. Finance would have to provide 

the largest relative share. It’s hardly fair to ask the smallest of the three divisions to 

contribute as much as the largest. 

 

B. IAS Architecture 

Option #1 is your first choice. In addition to the organizational reasons noted 

earlier, having your division’s system become the IAS standard would be a strong 

statement to the Company about your competence. Your hard work for 12 years 

would finally pay off, and you’d be in a good position for a promotion when you leave 

IAS. In addition, this would be the least expensive and time-consuming option. 

Option #4 is your second choice -- that all divisions work together to develop a new 

system. It would take a great deal of effort to adapt to a new system that includes 

only a piece of your own. 

Options #2 and #3 are both unacceptable. It would be ridiculous to abandon a 

functioning finance-based system in favor of an archaic system from another division. 

If Finance has to change, it should only be to something that is state of the art. 

 

C. IAS Organization 

Option #3 is your first choice. You stand to gain if Coles is your direct supervisor. It 

is obvious from Coles’ memo, (which establishes Finance’s system as the preferred 

option), that your division is well respected. Thus, you expect Coles to treat you well. 

On the other hand, the work you’ve done in centralizing your division’s information 

processing system has left you in good standing with your division, so you want to 

maintain a good rapport with your line supervisor. Joint supervision would be ideal. It 

would allow you to capitalize on your excellent ties to Finance. 

Option #1 is your second choice (that Coles supervise you). You can understand 

why Coles might need full control to get things done. 

Option #2 is your third choice -- each representative’s divisional supervisor retains 

supervisory responsibility – doesn’t make much sense to you. 

 

D. Time Frame 

Option #1 is your first choice. You’d like a firm schedule. You don’t want this 

commitment to be open-ended. 
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Option #2 is your second choice. 

Option #3 is your third choice. 

 

Options 

Issue        Your Ranking 

A. ALLOCATION OF DIVISIONAL RESOURCES  (THIRD PRIORITY ISSUE) 

1. Director’s proposal 2nd Choice 

2. Assess each division equally 3rd choice 

3. Allocation proportionate to 1st choice total annual budget 

 

B. IAS ARCHITECTURE      (TOP PRIORITY ISSUE) 

1. IAS architecture should reflect 1st choice a Finance orientation 

2. IAS architecture should reflect unacceptable a Manufacturing orientation 

3. IAS architecture should reflect unacceptable a Sales orientation 

4. IAS should convene key players to develop 2nd choice completely new computer 

architecture 

 

C. IAS ORGANIZATIONAL STRUCTURE   (SECOND PRIORITY ISSUE) 

1. The IAS director should have 2nd choice all supervisory responsibility 

2. Each representative’s divisional supervisor 3rd choice should retain supervisory 

responsibility 

3. Joint supervising arrangements 1st choice 

 

D. TIME FRAME       (LOWEST PRIORITY) 

1. Original two-year plan 1st choice 

2. Fast track -- less than two years 2nd choice 

3. Phased in over more than two years 3rd choice 
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Confidential Instructions for R. Diaz (Human Resource Development Specialist) 

You’ve been with the Company for eight years, working your way up the HRD ladder. 

You worked with J. Coles, the new IAS director, once before. You see Coles as 

tough, decisive, and able to utilize HR constructively in a way that few other senior 

managers do. 

Coles has briefed you on this assignment, emphasizing the fact that Coles has the 

complete confidence and support of the CEO. Your primary task will be to help pull 

the team together, and to facilitate the group discussions so that Coles can play an 

effective leading role. 

You recognize that: 

1. You have a lot of work to do. There are genuine differences of opinion among the 

representatives of the key divisions. There may be some personal issues as well. 

2. Coles has called a meeting, but you two have not had a chance to discuss your 

role in the meeting. You should be proactive in recommending how Coles can best 

use your talents and insights. 

3. Your goal is to facilitate an agreement that will meet everyone’s substantive needs. 

It is also important in this first session that the group learns to work together 

effectively. 

4. You will need to get the participants to express their views as candidly as possible. 

At some point you may wish to meet with one or more members privately to discover 

underlying concerns and suggestions. 

5. Each member of the team has a worksheet that summarizes his/her positions on 

the issues Coles wants to consider at the meeting. While the members may share 

some or all of this information with you, they are not permitted to show you the actual 

sheet. 

Coles will call the meeting to order and summarize the issues and options. After that 

point, however, you must decide how to best facilitate a constructive process. That 

might well include chairing the meeting yourself but might also involve private 

caucuses or other procedures. 

While you may have to be flexible, you should prepare for this meeting carefully by 

thinking through the key steps you will take, as well as the pitfalls you will try to avoid. 

Good luck. 


