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In the last several years, autocratic 
management structures across the na-
tion have fallen like dominos, a trend 
welcomed—and exacerbated—by many 
human resource development practi-
t ioners. But management productivity 
dropped precipitously in the same 
period, fueling speculation that the cure 
for dictatorial executive power pro-
duced side effects which now threaten 
organizational competi t iveness. T h i s 
may be so, although, even in such a 
well-publicized case as People Express 
Airlines, drawing a direct connection 
between modern , non-autocratic man-
agement me thods and business failure 
proves difficult, if not impossible. T h e 
complex operations of large organiza-
tions resist airtight conclusions. Exam-
ining the competi t iveness of a nation 
full of big companies in an era of rapid 
change becomes almost hopelessly 
speculative. 

But the problem for managers in any 
era is not a question of why things 
work the way they do but of how to get 
things done. In this regard, attention 
should be paid to two recent books 
because they accept the new business 
me thods rather than waste precious 
t ime in the vale of abstract corporate 
physics: Managing by Influence, by Ken-
neth Schatz and Linda Schatz, and The 
Mediation Process, by Christopher W. 
Moore. Both books may also help man-
agers hold onto their jobs in an era of 
corporate downsizing. ( T h e Conference 
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Board predicts that American business' 
already thinning management ranks will 
be cut an additional 7.2 percent by the 
year 2000.) 

Managers who rely only on the 
strength of their authority usually en-
counter resistance and end up on the 
road to frustration. How to avoid 
creating resistance without hurting pro-
ductivity is the quest ion the Schatzes's 
management-by-influence (MBI) seeks 
to answer. T h e principle behind MBI 
was well articulated in an article 
management consultant Kenneth M. 
Schatz recently wrote for Training 
magazine. In it, Schatz identified evok-
ing commi tment f rom employees as a 
manager's primary role: "The secret 
competi t ive advantage these days is 
human resources, and authoritarian 
management styles don't make the 
mos t of them. 

"In fact, with the growing competi-
tion for good people, particularly 
creative people who will 'own their 
work, management must not leave 
commi tmen t to chance." 

MBI, then, is a method "to evoke the 
commi tmen t that already lives" in a 
manager's people. 

Case studies of corporations where 
the Schatzes see MBI working, the 
"real world" heart of t he book, illustrate 
that big companies aren't automatically 
impersonal places to work. T h e y also 
demonst ra te that the benevolent pater-
nalism practiced by those companies ' 
founders and their heirs does not equal 
authoritarianism. Giant Food, J.W. Mar-
riott, and Hughes Aircraft, among 
others the Schatzes cite, all successfully 
encourage a "family" a tmosphere among 
their employees without sacrificing 
profits. Clearly, that kind of climate 
does not come easy and cannot be 
created overnight in a company merely 
by employing MBI. But it's not hard to 
see how an individual manager could 
improve his or her depar tment by in-
creasing employee commi tment . 

O n e of the most interesting points 
the Schatzes make is that "you can 
never not lead." Everything a manager 
does and everything a manager doesn't 
do makes an impact. "You lead by acts 
of commission, and you lead by acts of 
omission. 

"In fact, your best acts of commission 

may be completely undone by your acts 
of omission." 

T h e Schatzes recommend a simple 
self-assessment for managers to deter-
mine the kind of influence they have 
with their subordinates. "Ask yourself: 
• After I've delegated authority, do I 
often feel that I've lost control over the 
work? 
• While I understand in principle that 
the small things I do may have a big ef-
fect, am I uncertain how this works in 
specific cases? 
• If a situation can't be resolved 
without heavy use of authority, do I just 
let it go and tolerate it?" 

MBI probably won't work for man-
agers unaccustomed to or unwilling to 
practice a little self-reflection—the peo-
ple who may need it most . 

Conflicts biting the bullet 
If MBI is the preferred m o d e of 

managing in today's non-authoritarian 
organizations, does this mean we have 
seen an end to conflict? A quick look at 
the newspaper should provide the 
answer: conflict remains an inevitable, 
if distasteful, part of all human interac-
tion. But, although conflict is a natural 
part of our relationships, whether on 
the personal level, within organizations, 
between communit ies or even societies, 
few possess the skill to solve conflicts 
consistently. 

O n e expert unmystified by the con-
flict resolution process is Chr is topher 
W. Moore. A skilled mediator, says 
Moore, can bring people together even 
when strong emotions are involved, 
communicat ion is poor, hidden in-
terests sidetrack negotiations, and 
negative behavior creates barriers. 

The Mediation Process, accurately 
described as a practical guide to settling 
disputes, reflects the hands-on ex-
perience of the author. A partner in the 
Cen te r for Dispute Resolution in 
Denver, Moore primarily has worked in 
the resolution of community, domestic , 
housing, criminal, business, organiza-
tional, and environmental disputes. In 
addition, he has developed training pro-
grams in mediation and run seminars in 
national resource conflict management . 

A lot has been written about the 
mediation process, but few, if any, 
books provide the kind of how-to infor- 19 



mation found in Moore's. According to 
him, there are several reasons for the 

dearth of practical advice: 
• "Many mediators believe that their 
practice is closer to an art form and 
have been reluctant to encourage, or 
have actively resisted, systemic study of 

what they do." 
• Many mediators consider their skills 
or moves to be "secrets, that if revealed 
to the public, would render t hem less 

effective." 

• T h e confidentiality "of the subject 
matter that the people in conflict 
discuss and the confidentiality of the 
mediation process i tself both inhibit 
careful analysis. 
• Researchers have trouble inserting 
themselves "into highly polarized, 
multiple-party disputes where the ac-
ceptability and presence of 'neutral' 
third parties is itself controversial." 
• Negotiat ion—not mediation—has 
been the traditional focus of conflict 

studies. 
• T h e mediation "process encom-
passes a variety of skills and is prac-
ticed in so many different ways that 
researchers have encountered dif-
ficulties in focusing on such a com-
prehensive process." 

T h e clue to what the mediation pro-
cess actually does is contained above. 
Moore describes it as "the intervention 
into a dispute or negotiation by an ac-
ceptable, impartial, and neutral third 
party who has no authoritative 
decision-making power to assist 
disputing parties in voluntarily reaching 
their own mutually acceptable settle-
ment of issues in dispute." Qui te a 
mouthful , but , then , practicing media-
tion itself requires a lot of chewing. 

Just getting to the point where a 
mediator is called into a dispute means 
the contending parties have talked 
themselves blue in the face without 
reaching agreement . Moore quotes 
labor mediator T h e o d o r e Kheel's 
description of the difficulty of one party 
to a dispute even asking for a mediator: 
"If you've reached an impasse, it can be 
assumed that both sides have put forth 
what they claim will be their final 

offers. 
"In that situation a proposal by One 

side or the other to bring in a mediator 
is obviously a signal that that side is 
willing to go still further." 

O n e study showed that people en-
gaged in interpersonal or communi ty 
disputes actually refuse mediation ser-
vices at a rate of 48 percent . Moore 
and other researchers attribute such re-
jection to "(1) unfamiliarity with the 
process, (2) rigid adherence to a win-
lose approach to dispute resolution, (3) 
intense emot ions that block com-
munication, and (4) habitual attach-
ment to judicial means of dispute set-

tlement." 
Successful mediators are people who 

enjoy s tepping into mine-laden territory. 
But, writes Moore, "Regardless of how 
a mediator enters a dispute, he or she 
must accomplish certain specific in-
tervention tasks. 

"These include (1) building personal, 
institutional, and procedural credibility; 
(2) establishing rapport with the 
disputants; (3) educat ing participants 
about the negotiation process, the role 
of the mediator, and the function of 
mediation; and (4) gaining a commit-
ment to begin mediating." 
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It should be obvious that Moore's 

writing style can be characterized as 
"textbook." But mediators have never 
been accused of being glamorous, and 
their work doesn't lend itself to an 
entertaining t reatment . Exciting ac-
counts of major negotiations invariably 
focus on the disputants, the personality 
of the mediator rarely making for good 
copy. And this is as it should be, since 
the mediator, whose primary character-
istic is neutrality, has been called to 
deflate the situation's passions and 
speed resolution. Negotiations break 
down when the mediator takes center 
stage. 

Perhaps lack of public interest in 
mediation can be attributed to the anti-
dramatic nature of the process. Moore 
suggests that "for mediation to achieve 
widespread application as a means of 
dispute resolution, several changes 
need to occur. First, the public needs 
to be educated about the viability of 
mediation. 

"Second, more research needs to be 
conducted on mediation formats, pro-
cedures, strategies, and tactics, and 
more information is needed about what 
mediators do that enables parties to 
manage intense emotional multi-party 
conflicts, imbalances of power, and 
communicat ions problems. 

"Third, participants in conflicts, 
mediators, and other professionals need 
to search for new types of conflicts in 
which mediation can be applied. 

"Finally, mediation must become in-
stitutionalized. Mediation has for too 
long been conducted on an ad hoc 
basis." 

Moore's text, in itself, begins the 
educational process on sound footing. 

Managing by Influence. 252 pp. $19.95. 
Prent i ce -Hal l , Inc. , Englewood Cliffs, 

N J 0 7 6 3 2 . 

The Mediation Process: Practical Strategies 
for Resolving Conflict. 400 pp. $4.95. 
Jossey-Bass , Inc., 433 California St. , 
San Francisco, CA 94104. 

"Bookshelf' is written by Robert Hove. Send 
inquiries and books for consideration to: 
Bookshelf, Training Si Development 
Journal, 1630 Duke St., Box 1443, Alexan-
dria, VA 22313. 
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Ninth Annual 
Canadian Training 
and Development 
Conference 
April 27-30, 1987 
Toronto, Ontario 
Featuring an outstanding list of speakers 
that include Ken Blanchard and Ben 
Tregoe, a comprehensive selection of 
concurrent workshops and ski l lshops, the 
exci tement of one of Canada's most 
sophist icated cities, plus f i lm festival and 
trade exhibi t ion. 
For complete details, contact : 

Christ ine DeWolfe 
Conference Registrar 
Advanced Management Centre 
Dalhousie University 
Halifax, Nova Scotia B3H 3J5 
(902) 424-2410/2526 
Tol l Free wi th in Canada 1-800-565-1268 
Tol l Free wi th in USA 1-800-821-5332 
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