ANNEX D, EXAMPLE OF A NEGOTIATION AAR, TO S5 SOP FOR KFOR 2B


EXAMPLE OF A NEGOTIATION AAR

Klokot School Project

Here are the major points of the Klokot School Project.  Again, there are many intricacies to these negotiations, and what I outline here is just an overview.  

Background:

Klokot is a 100% Serbian town with a population of about 1200 people.  The people in this village believe that Klokot is in Republic of Serbia, and are very anti-independent Kosovo.  Because of this, USKFOR has isolated Klokot, and due to their lack of cooperation with USKFOR, projects for Klokot have been slow going.  In the villagers minds, the last thing that KFOR has done for them, is to assist UNMIK in kicking out all the Serbs that were working in their Health Spa/Bottling company, and putting in all Albanians in there.  In an effort to gain support and regain Klokot as a cooperative community, about $48,000 was approved by KFOR as a humanitarian assistance project to improve the school facility.  The roof on the elementary school was deteriorating, and is in need of urgent repair.  There were difficulties in identifying a contractor to fix this roof, but after a long search an Albanian contractor agreed to work in Klokot.  The name of the contractor is Njazi Ahmeti.  Because the project was approved after the school year had begun, it was also necessary to coordinate with UNICEF to donate the use of two large tents, to allow the students a place to go to school while the repairs to the roof were being made.

Negotiations:

Getting the contractors:  When this project was first submitted and approved, the original contractor disappeared and in order for us to keep the money we had to find a contractor who was willing to work in Klokot.  There are no known Serbian contractors, most of the Serbians are unskilled or farmers.  So, we knew that we had to get an Albanian contractor.  To balance this, it was decided that the Albanian contractor would have to hire at least a 50% work force in order to at least bring jobs to the Serbs in Klokot.  This was not an easy task.  After a long search, we found a desperate enough contractor who not only was going to allow Serbs to work with him, he was willing to hire 10 Serbs and 3 Albanians.  So we quickly had him sign the contract.  Our next step was getting the people of Klokot to allow the Albanians to work on their school.

Convincing the Serbians of Klokot:  Using what was learned in Mogila (where we could not get the K-Albanians to allow K-Serbs to work in their part of the town), we surveyed the villagers of Klokot to see their attitudes on working with Albanians.  Most of them agreed, that as long as the school was getting fixed, it didn’t matter who built the school.  And it was genuinely a good thing by bring jobs to Klokot.  We then approached the town leader, Trajan Trajkovic, and he was quick to object to the Albanians working on their school.  He wanted a 100% Serb work force.  When we applied what we learned in Mogila, we knew that it was only the village leaders who were opposed to the Albanians, and it would be tough to change their attitudes.  Decidedly, convincing the people to tell their leaders what they wanted was the way to go.  Trajan arranged for a town hall meeting, and in this meeting we would hear the “voice of the people.”

The Town Hall Meeting:  We knew that the leaders were going to get everyone who was opposed to the Albanians working on the school, and try to stack the room against us, as they did in Mogila.  We saw it coming.  So, in an effort to prevent this, using information to our advantage, we went to the villagers, house to house, and told them about the meeting, and ensured that they would voice their tolerance of the Albanians, just as long as the school was repaired.  We talked to many other people, to include an UNMIK representative who has been working closely with the people of Klokot to see what our best angle would be to approach the town hall meeting.  And she said that Klokot was not ready for cooperation, any cooperation would acknowledge an autonomous Kosovo, and the people of Klokot will not agree on this principle.  So, with this information, we knew that we had to keep cooperation with Albanians out of it, and we stressed the fixing of the roof, and in order to fix the roof quickly we had to hire an Albanian contractor.  Fortunately we were able to scrimmage for about an hour prior to the town hall meeting.  We knew what points to talk, and where to focus, which was the fixing of the school and jobs for the people.  When we walked in, we briefly described how important this project was to their children and grandchildren and then we quickly went to the question, “Who wants to start work tomorrow?”  Our efforts worked, the people at the 

town hall meeting were obviously split.  The hard-liners who were against the Albanians working on the school were at odds with the people who wanted the school fixed and those who wanted jobs.  They tried, through other issues, to complicate matters (such as, freedom of movement, lack of Serbian schools in area) but, as we scrimmaged, we quickly and decisively discounted any issue not dealing with the fixing of this school and jobs for the people.  We also rehearsed that once there was an “air of indecision”, we all would stand up and walk out, and let them make the decision.  We would leave the room instead of staying in the town hall meeting and arguing with them.  We knew they would try to provoke us, and try to continue with other issues that were not related to working on the school roof.  And we did just that.  Their final side comment mentioned was that KFOR should work on their freedom of movement instead of the school, and they all applauded.  On that note, we all stood up and said, “If you still want this school to be fixed, we will be at the CP, just give us a list of people who want to work.”   And we left, and the people begged us to stay to talk, but we still walked out.  

Outcome:  The next day, Trajan asked us if we could wait to begin the project.  The town's solution at the end of the town hall meeting was to establish a pool of workers.  And the contractor would have to hire from within this pool, generally hiring 10 Serbians a week for 4 weeks.  This was a viable solution.  The Albanian contractor accepted this, upon the condition that one of the workers be established to guard the materials since the materials would be left outside the school and not locked up.  The Klokot community agreed, and the work on the school began.  The director of the school, Milosh Spasic, was very pleased that we were able get the community to agree to allow the Albanian contractor to work in Klokot.  Milosh has been very cooperative with KFOR and he is genuinely concerned for the outcome of the school and the children.  Njazi, the Albanian contractor also was concerned for the school, and took personal pride and interest in working on the roof.  He began to spend his own money on materials and equipment that would speed the process up, since the winter was approaching and to make the school look better overall.  We had no incidents with Klokot, and the cooperation with the Serbians and Albanians was outstanding, until this one day. 

Miscommunication and Restoring Relationships:  On 3 November 2000, Njazi approached the S5 and stated that there was an issue with the director of the Klokot school.  After first insisting that we drink coffee with him, he described what had happened.  At 0700 that morning all of the Serbian workers arrived at the school and began to work under Njazi's direction.  A few minutes after 0700, the director Milosh arrived and was in a seemingly disturbed mood.  The workers were working on a portion of the roof, which was not in the contract, but it was decided amongst the workers and contractor that it was a good idea to do.  The portion of the roof that was being worked on was basically aesthetic, but the contractor wanted to make an impression with this project and he was going well beyond what the contract was asking for.  In fact, at this point, one week until the contract was complete, Njazi had estimated spending over 10,000DM over the original estimate.  We stressed to the contractor that he would not be compensated for this, and he was willing to do so anyway.  He took it as personal pride, and he didn't want any of the Serbians in Klokot to say, "Look at that Albanian, what a crappy job he did, he just took the money and ran."  So, he wanted to make sure the school project completely satisfied the director and all of the people of Klokot.  So, that morning when Milosh arrived, he wondered what the workers were working on, since that portion of the roof was not in the contract.  Milosh told the workers to stop, and Njazi and the director began to argue.  After speaking with Njazi, he told us that he didn't know what was wrong with Milosh and throughout the entire project, Milosh was more than cooperative, and they were just laughing and joking yesterday.  So, it seemed confusing to hear that this was the case that morning.  As Njazi continued, we had several ideas why Milosh acted the way he did.  One reason would be:  Milosh being the school director and always wanting the best for his school, had also indicated that the school needed new windows and doors, since the ones they had were deteriorating.  This could be a reason why he was upset at the building of the roof extension, since he would rather have that money spent on new windows and doors.  But this idea was discounted when Njazi told us that they were using scrap wood and leftover materials to build this portion of the roof, therefore, it virtually cost nothing more than what was already bought.  Our next reason for Milosh's behavior was that he had been talking to some Serbian Leaders and they put ideas in his head.  Njazi told us that he had purchased some joint compound to cover the joints where the new roof and old walls met, and these materials were on site.  The joint compound was also not in the original contract, and was extra, in addition to what Njazi had spent.  So we could assume that Milosh had been talking to leaders from Serbia, trying to discourage cooperation with Albanians, and Milosh thinking that he had all the materials needed to finish the project, he would now attempt to get rid of the Albanian contractor and finish the project himself.  This was our worst-case scenario.  Either case, we knew that we had to talk to Milosh in order to get his side of the story.  And we knew that Njazi could not be there while we were getting this information.  Njazi insisted that he be there as we talked to Milosh, but we convinced him that wouldn't be a good idea, and coordinated that he link up with us in 2 hours.  We figured that it would take us at least that long to talk to Milosh, and then come up with a strategy on how to fix the relationship.  Before we left for Klokot, Njazi asked us to do two things for him.  The first thing was to tell the workers to get back to work.  And the second, was to tell Milosh that he would not complete the extra work he was going to do out of his own pocket, and that was to complete the joint compound and to paint the entire structure.  

So we adjusted our schedule and went to Klokot to talk to Milosh.  The first thing we noticed was that the workers were working.  That was the first request by Njazi, and luckily that had been resolved.  Next was to figure out what happened and how we were going to get the two men to cooperate again.  We sat down for coffee, and began to ask Milosh what had happened.  Milosh was very understanding and informed us that yes, he was disturbed by what he saw this morning, but it was because he thought that the scrap material that they were using didn't look right and he did not approve of that.  But, after Njazi had left, the workers explained to him that they had to use scrap material, and it would all be covered and you would not see it.  Milosh agreed that there was a misunderstanding, and after a long talk with him, we got him to say that he would apologize to Njazi if we wanted him to.  Of course we knew that an apology would be in order, but we were not sure if Milosh would say it.  After talking with Milosh, we understood that it was probably an "ego" matter, and when Milosh was disgruntled with the use of scrap material, he quickly told the workers to stop working.  This hurt Njazi's ego, because he is the contractor, and he is the only one to tell workers what to do and what not to do.  We focused on this aspect of the conversation, and told Milosh, that, "He wouldn't want Njazi to come in here and tell him how to run the school, why would you tell him how to build the school roof."  With this angle of negotiations we were able to appeal to Milosh's ego, bolster him up while at the same time, getting him to admit that there was a miscommunication and he voluntarily would apologize.  

Njazi arrived, 30 minutes earlier than expected, but it was a good thing since we had already decided on which way to steer their conversation.  What we were going to do was to appeal to both of their egos and ultimately lead into Milosh's apology.  We believed that the relationship could be mended.  The plan worked, Milosh apologized to Njazi, face-to-face.  Njazi, at first, didn't accept but decided to complete the project as planned.  Immediately after the apology, Njazi pulled the S5 aside, and wanted confirmation that he should complete the joint compound and painting.  The S5 told him that he couldn't ask him to do anything that wasn't in the contract, but, he told him that it would show "how big of a man" he was if he would tell Milosh, that after all this miscommunication, he was still going to spend his own money and complete the project to a higher standard.  Njazi admitted that he did not think that Milosh's apology was sincere, but he was going to go through with the additions, so that the school would look outstanding.  Njazi had a lot of pride in his work.  He was willing to spend personal money to ensure its success.  Although, we believe that Njazi was making out very good with this contract, and his efforts would increase his chances for obtaining another KFOR contract, his good will was very evident, and noticed.  We believe when Milosh told the workers to stop, Njazi was genuinely offended, but the apology did help.  We also believe that Njazi would have eventually finished the project, because he was interested in getting another KFOR contract.  

Milosh was very cooperative, and he gave us exactly what we needed to expedite resolving this miscommunication, and that was his apology.  Although he wasn't willing to apologize, after explaining to him what had happened and putting in the context of egos, we appealed to Milosh and he did help the situation he started to degrade.  We believe that if we didn't get that apology, the completion of the project may have been delayed, until time healed their relationship.  We felt successful with this negotiation and believe that obtaining both sides independently was an important factor.  If we would have brought Njazi with us, to talk to Milosh, we believe we wouldn't have gotten the apology so quickly.  Ensuring that we knew both sides of the story was very important in this negotiation.

Conclusion:  

On Thursday, 16 November 2000, the school was completed.  Njazi the Albanian contractor paid the Serbian workers on 18 November 2000 and MAJ Busher inspected the project on 22 November 2000.  The roof extension was completed.  The joint compound was completed, but the painting was not completed due to the weather.  Njazi did purchase the paint, and stored the paint with Milosh, so that the people of Klokot could paint the school once the weather was warmer.  There was no mention of the miscommunication ever again.  There were no violent acts in Klokot while this project was under construction.  But before and after this project, bombings had occurred.  Whether or not this project attributed to the decrease of incidents in Klokot is undetermined.
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