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MANAGING EWC IN PRACTICE
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What do 

I do 

now?
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Managing EWC’s in practice

1. Negotiating a EWC agreement

2. Building positive relationships

3. How to encourage involvement
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How to approach the EWC …

Mutual Gains
➢ Create & claim value

➢ Parties better off

➢ Is strategic

➢ Value creation

➢ Fair distribution of  value

Emphasis on being trustworthy

The Clock Face model

Positional
➢ Parties are opponents

➢ Aim: win most 

➢ Power based

➢ Focus on ‘winning’

No concern for the relationship

Win-Win
➢ There is a common goal

➢ All trying to get as much of  

what they need

➢ Consensus based

Little concern for the relationship



Classified - Confidential

Co-operate?

➢ Take the first step

➢ Show one’s cards

➢ Trust the other party

➢ Be respectfull

Compete?

➢ Say nothing

➢ Offer few suggestions

➢ Take as much as possible from the other
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Party “A”

Party “B”
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Substance Relationship
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Prospect Predict Power Plot Position

5Ps of Planning

Gather 

information

• What 

information do 

we require? 

• Where can we get 

it from? 

• What questions 

do we need to 

ask? Who do we 

need to ask?

What will be their 

strategy?

• What questions 

will they be 

asking? 

• What will be their 

strategy?

• Where will they 

open?

• How will they 

react to our 

opening position?

Where is the 

balance of power?

• How much do we 

need them and 

how much do 

they need us? 

• Who has what 

BATNA? 

• What time 

pressures are 

involved?

what is our/their 

Break Point?

• What are the 

main trading 

variables?

• What are the 

most important 

ones for us and 

them? 

• Where will we 

open? 

• What are our 

moves?

how we shift 

power?

• What positioning 

information can 

we give to shift 

power to help us 

later? 

• How can we 

manage their 

expectations?

• What should be 

our behavioural 

strategy?
8
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Define risks and probabilities

9

Think about what could cause you to change tactics

Tactics they may employ Probability Seriousness
Preventative 

Actions

Contingency 

Actions

Extreme positions with no 

movement
Med Low

Re-affirm company 

position

Trigger; move to 

flex power to break 

deadlock

Strong reference to legal 

position 
High Low Acknowledge

Repeat if  Required;

try to remain in 

win/win

Express anger and refusal to 

collaborate
Med Med

Re-affirm the 

company position

Trigger; move to 

putting on the 

pressure

Threaten to and/or walk out 

of  meeting in protest
Med Low

Listen Re-affirm 

caution position

Trigger; consider 

move to flex power
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Know who you are negotiating with

UNDER PREPARED

Only prepared to 

discuss certain 

subjects, on their own 

terms.  No give on 

any subject but also 

not give any 

indication of  what is 

most important to 

them

ANXIOUS

Concerned that 

they wont get the 

deal their local 

body has asked for.  

Worried about 

making decisions 

without taking it 

back

DOMINEERING

Like talking and 
taking over the 

discussions. 
May give away 

too much or 
not enough

ONE SIDED UNDER REHEARSED

Not really sure 
why they are 
there.  Not really 
sure what they 
are looking to gain

Unable to work 
with the rest of 
the team as 
haven’t worked 
out in advance 
who is to be 
looking at what

10
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Define your bargaining range for each variable

Opening

position

Opening

position
Break Point

Break Point

SELLER

BUYER

Bargaining Range
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TRADE STORMING

list of all variables, not linked to one another

Use negotiation tools

what value/cost of all variables for them and for you
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14

Move planner : defines initial 

specific conditional details : IF 

YOU (takes) THEN WE (gives).

The links can change during the 

negs.

Plan the moves in ever 

decreasing size: from opening 

position to BP.

Use negotiation tools
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Record of offers:

Record and tracts proposals

throughout the negotiation

process - in XLS file – restate

where we are ‘here is our

proposal’. Be careful not to

agree anything, ‘we seem to be

aligned’

Use negotiation tools
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RAG Proposals:

Record all clauses where you are

aligned:

Red – Discussed and far apart,

Amber – Discussions ongoing

Green – Aligned

Section Description Comments Action Aligned

1.1 Introduction Concern about the impact of Brexit

Inclusion of Switzerland and UK 

employee reps at the EWC level Yes

1.2 Introduction

Will the agreement work under UK law if 

the UK leaves the European Union

None - we will not consider alternatives at 

this stage

2.1 Aim and scope of agreement

Remove the word permanent from 

employee Done Yes

2.2 Aim and scope of agreement N/A N/A Yes

2.3 Aim and scope of agreement

EWC will work concurrently with 

national consultation N/A Yes

2.4 Aim and scope of agreement change article 6.1  and 8.1 to 6 and 8 to change

3.1 Definition of Information

First contact will be verbal, with written 

information to follow.  Flexibility needed 

on the topic and time given to be notified 

depending on sensitivity N/A Yes

3.2 Definition of Consultation

SNB believed last sentence to be 

contentious

SNB have asked for 21 calendar days, 

however, management will not be able to 

give more than 10 working days (BH exc)

3.3 Definition of Transnational N/A N/A Yes

3.4 Definition of Employee Representative Inclusion of SNB term for first reps term Agreed Yes

3.5 Definition of Employee  

SNB happy with changes, would like 

confirmation from Edward

FTC to include those who will have 

contract extended Yes

3.6 Definition of Central Management N/A

wording changed as agreed to and/or 

other appropriate managers Yes

Use negotiation tools
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Managing deadlocks

17

- Summarise progress and common areas of agreement to date

- Take time out

- Ask for an off-the-record meeting

- Introduce new options which offer mutual gain

- Trade conditional concessions

- Change the shape of the package

- Change negotiator, location, 1/3 party facilitator

- Point out the consequences of no deal

- Use time pressure

- Restate your offer, shut up and wait

- Consider walking away



Classified - Confidential

COMMUNICATION: Listen before speaking
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HUMAN BIASES IN COMMUNICATION
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IF YOU accept this, THEN WE will give you that

Protect your information

Decide on your objectives and stick with them

Never give something away unless you get something in 

return

Avoid soft language Build an adequate timeline

Know your alternatives

Keep the talk in your ball park

Drop an anchor early on

There are no problems, only solutions

Open up on extreme

Flinch

Make the offer and SHUT UP

Keep notes

TAKE CHARGE 

Nothing is agreed until everything is agreed

Nothing personal, just business

Ask questions, read their head
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What about: 

➢ Translation services

➢ Travel arangements

➢ Travel time

➢ Timing of  the meeting: start-middle-end of  the 

week

➢ Joint statement after the meeting

➢ Keeping national issues out of  the EWC
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Managing EWC’s in practice

1. Negotiating a EWC agreement

2. Building positive relationships
1. Power of  an EWC 

2. Importance of  “Framing”

3. How to approach the EWC

4. Information & Consultation in different 

cultures

3. How to encourage involvement
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SOFT 
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EWC
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‘FRAME’ 

APPROACH

BEHAVIOURS

OUTCOMES

1. The starting point of  a journey, determines how the journey ànd the end result look like

2. Understanding the other parties’ “frame”, helps to understand their behaviour
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Hill-Rom’s EWC priority aim is to help everyone in the

company to understand the need for change. 

In order to reach this goal, the EWC prefers to have 

meaningful discussions and to work in an open and 

transparent manner to better understand HillRom’s European 

business and its culture. The outcome and the learnings of  

these discussions should be communicated to all European 

Hill-Rom staff.

The output of  this on-going process should be an increased 

level of  trust between EWC and management, thus ensuring a 

mature exchange of  ideas, also in times when difficult 

discussions need to take place.
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High score Low score

Power distance  
(How society handles inequality among people)

Individualism
(“I” or “we”)

Femininity- Masculinity 
(Tender vs Tough)

Uncertainty Avoidance  
(Dealing with uncertainty)

Long term planning

Indulgence 

https://hi.hofstede-insights.com/national-culture



Classified - Confidential

Power Individualism Femininity vs 

Masculinity

Uncertainty

avoidance

Consequences for 

EWC I&C 

process

-I&C process must 

correspond to legitimate

criteria.

-Emplolyees should be 

treated in some way as 

equals

- People think for 

themselves. 

-Relationship easy to 

establish

--Succes & Status symbols  

prevail (f.e being the EWC 

chair).

-Preference for permanence, 

harmony & stable rules.

- Change is a threat
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Power Individualism Femininity vs 

Masculinity

Uncertainty

avoidance

Consequences for

EWC I&C process

-Unbalanced agreements

are generally accepted.

-The negotiatior has no 

authority and deals within

his mandate

-Direct confrontation is accepted.

-Little attention to the long term 

-Focus on individual, not on the

group

-Preference for cooperation 

and harmony.

- Societal aspirations on 

relationships & quality of  

social dialogue

-Preference for 

permanence, harmony 

& stable rules.

- Change is a threat
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Time is perceived as lineair

Impact on I&C:

• Punctuality is mark of  respect.

• Optimise time to discuss 

• Concentrate on 1 thing at the time.

Time is perceived as elastic

Impact on I&C:

• OK to be late or to postpone

• Relationship building is key
• Take time to discuss

• Deal with many issues at a time
• Open for many forms of disruptions

• Agenda is not key at all

• A wholistic process

Source: 

Edward T. Hall
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Caveat
➢ Many countries have webs of  influence that are 

more important than the actual parties making 

the agreement

Source: Erin Meyer

professor INSEAD

Consensus based 
➢ It may not be at all apparent who has 

authority to actually take a decision

Delegated decision making 
➢ A delegate is authorized to speak on behalf  of  a 

figure who has ultimate power & authority

Top-Down decision making
➢ Often driven by the power of  a 

“supreme leader”
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http://www.worker-participation.eu/National-Industrial-Relations/Map-of-European-Industrial-Relations

….SIMPLIFIED

Olive Belt

Northern

European

Voluntarist

Voluntarist

Nordic

http://www.worker-participation.eu/National-Industrial-Relations/Map-of-European-Industrial-Relations
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FACTFILE OLIVE BELT NORTHERN EUROPEAN VOLUNTARIST NORDIC

Countries France, Greece,

Italy, Portugal, 

Spain

◄ Belgium►

◄ Romania

Austria, Germany, 

Liechtenstein, 

Netherlands, 

Slovenia, 

Luxembourg

◄ Czech Republic ►

◄Slovakia ►

◄ Hungary► Bulgaria, Cyprus, 

Estonia, Latvia,

Lithuania, Malta,

Poland, Ireland, 

United Kingdom

Denmark, Finland, Iceland, Norway, 

Sweden

Trade union density LOW (<20%) except Belgium (c50%) 

and Italy (35%)

MEDIUM (20% - 40%) MEDIUM (20% - 40%)

LOW (<20%) Estonia, Latvia, 

Lithuania

HIGH (50%) Malta and Cyprus 

HIGH (>60%)

Union profile Ideological/religious Industry based General “catch-all” Blue/white collar

Collective Bargaining level Mixed sectoral and enterprise Sectoral Enterprise Sectoral

Collective Bargaining 

coverage

HIGH (>80%)

Through state extensions of 

bargained outcomes 

HIGH (>80%) LOW (<30%)

Malta and Cyprus c50%

HIGH (.80%)

Incidence of works councils  

or enterprise union bodies

MIXED (France very high – Greece 

very low)

HIGH LOW HIGH

Nature of employee relations ADVERSARIAL CONSENSUAL POWER BASED 

Membership and support

MATURE

Role of the state in labor 

relations

INTERVENTIONIST “MEDIATOR OF LAST RESORT” NON INTERVENTION (manager of 

transition in Eastern Europe)

LOW INVOLVEMENT

Incidence of strike action HIGH LOW LOW but can be volatile LOW

Employee relations “”power 

balance”

ALTERNATING BALANCED EMPLOYER WORKERS

Strength of works council VARIES – can be high based union 

influence and militancy

HIGH LOW – unless combined with high 

union membership and support

HIGH

Ease of introducing change DIFFICULT DIFFICULT EASY EASY

Employment flexibility – internal 

and external change

(EUROPEAN COMMISSION)

HIGH                                                                                                                         LOW

UK      HU    PO    SE   DK   IE   FI           CZ                              AT  SK  NL   BE                 IT  DE                        FR   ES      EL      PT38

Uncertainty

Avoidance Uncertainty acceptance
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Managing EWC’s in practice

1. Negotiating a EWC agreement

2. Building positive relationships

3. How to encourage involvement
1. The people  

2. The process 

3. The Problem
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PEOPLE before…

PROCESS before…

PROBLEM

Start with understanding people issues first 
EWC representatives are people first

Emotions

Perception & Trust

How the mind plays tricks with us

Encountering dominant behaviour
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➢ They have ego’s that might feel threatened

➢ They have “a” point of  view

➢ They interpret what you say 
➢ you have no idea how that looks like

➢ Misunderstanding can reïnforce prejudice

➢ A situation has more influence on one’s behaviour than 

personality does
➢ Know what drives him/her, in order to predict behaviour

➢ Knowing his/her alternatives is a strong predictor

➢ What are his/her’s targets?



Classified - Confidential



Classified - Confidential



Classified - Confidential

Feelings are FACTS 

People issues
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Competent
• Rational element

Integrity
• Emotional aspect

Interest in Other
• Emotional aspect
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Court cases

Trust comes on foot, but may leave on horseback



Classified - Confidential

Action:

Authrocratic behaviour

Reaction:

Authocratic behaviour

OR

Avoiding 
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Action: 

Charismatic

Reaction: 

Charismatic 

OR

Democratic
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Autocratic / avoiding 

behaviour will never result in 

a intuïtive positive reaction

Handling an autocratic/ 

avoiding counterpart: 

• Behave in the green 

fields

• Over & over again

Your Reaction: 

Charismatic 

OR

Democratic
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Process before problem solving 
Importance of  process

Logistical aspects

PEOPLE before…

PROCESS before…

PROBLEM
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LOGISTICS OF THE EWC MEETINGS
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LOGISTICS OF THE EWC MEETINGS

Information to be provided Location of  the EWC meeting
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Finding alternatives before presenting an issue 
The issue with management proposals

Look for mutual gains

The power of  justifications

PEOPLE before…

PROCESS before…

PROBLEM
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➢Presented as the single answer 

✓ cutting off  other options 

➢The assumption of  a fixed pie 

✓ the “either/or” attitude
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Helps to anchor an acceptable position / opinion

Provides legitimacy beyond parties’control

Examples are:
➢ Principles, reasoning and calculations that are accepted unanimously

➢ Benchmarks, measurements and evidence

➢ Law

➢ Professional standards

➢ Standard contracts

➢ Precendents, past examples, customs



Classified - Confidential



Classified - Confidential

61

Key tools for downsizing as agreed with EWC: 

• Stop replacing employees who are leaving

• Where new recruits are required, train and 
develop internal candidates to grow into the 
position 

• Insource relevant work where applicable  

• Release employees who wish to leave where 
possible

• Use pre-retirement where applicable

• Search for alternative position in the Company –
locally or elsewhere

• Further education or development to qualify for 
another position inside or outside of  the 
Company

• Offer outplacement and look for alternative 
position outside the Company

• Sign mutual release agreements including 
severance and flexibility during notice period 
where appropriate

• If  nothing else works, termination is final option


