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Objectives of the Program

We assume that you are already experienced negotiators. Within the Ministry of Health and Population
you need to create value, gain compliance, and implement critical health initiatives. Informed by our
experience and your input from the pre-workshop questionnaire we have designed a workshop that
will help you diagnose challenges, create strategies, and take goal-oriented action.

Our goals - generally, we have three main goals for the NHD workshop.

1. Increase your awareness and understanding of (a) the negotiation process in general, and (b)
your negotiation tendencies, as well as those of your colleagues. We’ll also examine some of the key
assumptions that drive various approaches to your negotiations and the working relationships.

2. Share pragmatic frameworks, tools, and drills for preparing, conducting, reviewing, and
improving your negotiations and your negotiated results. Much of our theory originated with seminal
works at the Harvard Negotiation Project. We’ve developed and honed these tools and techniques
during years of practice in real world, high-stakes negotiations.

3. Help you to improve your real-time negotiation skills, both during the workshop and in your work
at the Ministry of Health and Population.
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Awareness






The Seven Element Framework
The Seven Elements

1. Interests: The concerns, wants, needs, hopes and fears that underlie and motivate our
positions, demands, and contentions

2. Options: All possibilities on which we might reach agreement; an agreement is best if it
explores all potential solutions for mutual gain

3. Legitimacy: The fairness of an agreement as measured by criteria, benchmarks, principles,
laws, regulations, standards, practices

4. Alternatives: Available walk-away possibilities in case we do not reach an agreement;
neither party should agree to a deal that is worse than its Best Alternative to a Negotiated
Agreement (BATNA)

5. Commitments: Statements about what we will or won’t do; good agreements are well
planned and crafted to be practical, durable, easily understood, and verifiable

6. Communication: The message and media through which we convey information; we
understand each other even if we disagree, and we minimize resources spent in coming to
agreement

7. Relationship: The overall pattern of interaction among the other parties within and
outside the negotiation and us; interactions should improve, not damage, our relationships
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“Checklist” for a Good Outcome

We reach no agreement, or our agreement:
— Satisfies INTERESTS
— Ours, well
— Theirs, at least acceptably
— Others, at least tolerably
— Is better than your ALTERNATIVES (BATNA)
— Is an elegant, no waste solution: among the best of many OPTIONS
— Has LEGITIMACY, is viewed as fair, considers what “ought” to be done
— Contains COMMITMENTS that are operational, well-planned and mutually
understood
— Reached efficiently, with effective COMMUNICATION
— Build a good (working) RELATIONSHIP
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A Systematic Approach
Strategic Preparation

Through effective preparation, we avoid the pitfalls of typical preparation and we optimize the
prospects to achieve our desired results. A systematic approach in negotiation involves:

1. Identifying the particular relationships and issues involved in a negotiation
We define the “Container” or the environment in which we will be conducting our negotiation. This
includes the people, issues, places, meetings, objectives, etc.

2. Analyzing the situation by using the Seven Elements strategic guidelines
We use the 7 Elements as a checklist to help us diagnose and prepare for an upcoming negotiation.
By preparing through analysis of each element, we anticipate and plan for a broad spectrum of
situations and set the stage for a good outcome.

The Seven Elements Overview:

— Clarify Interests

— Consider Options with no commitments
— Test Legitimacy

— Consider walk-away Alternatives

— Sequence Commitment

— Plan Communication

— Develop a Relationship strategy
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Some Guidelines for Negotiating

Rather than react to positions, probe for INTERESTS

— Ask “Why?”, “What else?”, “In what order”

— Share some of your interests

— Share your understanding of theirs; ask for feedback

— Ask for criticisms, not concessions

Rather than focus on what concessions to make, generate OPTIONS for mutual gain

— Jointly brainstorm multiple options

— Separate inventing from deciding

— Consider informal processes for brainstorming

Use LEGITIMACY to “build a golden bridge”

— Explain your reasoning, inquire into theirs

— Consider how they will explain results to their constituents

—» Focus on why an option is “fair” or “appropriate”

Acknowledge ALTERNATIVES/BATNA as a choice

— Reality test theirs—how well does it satisfy their interests?

— Use discussions about BATNA as an opportunity to learn about interests and to invite
options that exceed all BATNAs

— If useful, explain yours
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Some Guidelines for Negotiating (cont’d)

Make COMMITMENTS with care, after learning all you can
— Commit early to process, late on substance
— Break-up “decision making”
— Inventing options
— Evaluating options
— Refining options
— Committing to options
— Design appropriate interim products
— at different stages
— Verify parties know exactly what they are committing to
Deal separately with the RELATIONSHIP and the substance—each on its own merits
— Be friendly on relationship, firm on substance
— Use people techniques to deal with people problems
— Don’t try to threaten or buy the relationship
Facilitate two-way COMMUNICATION
— Explicitly discuss/negotiate the process
— Communicate meeting purpose/products/process
— Listen actively and inquire
— Frame what we say in light of what they will hear
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Using the Elements

Communication

) HEI T

Interests

If “No”
“rHEHT” HUHT

Alternatives
I IATIE®
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Legitimacy

AR Teagebl TN

Relationship

If “Yes”
‘A’ ATHT

Commitment
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Balance Advocacy & Inquiry

In leading a learning conversation, our objective is to understand first and persuade later by
balancing inquiry and advocacy for mutual understanding.

Skilled Inquiry

Cultivate curiosity

— The less we agree the more we must
understand

— Demonstrate interest and respect for them
when we do not accept their arguments

— Inquire into the impact of our own actions

Practice strategic listening

— Focus our internal voice

— Listen with mind and heart (for feelings)
— Listen strategically; aim to learn

Earn the right to inquire

— Express and test our understanding
— Build on shared views

— Be ready to do what we ask of them

sssssssssssss

Skilled Advocacy

Invite discussion

— Use “testable” advocacy

— When speaking span our ladder

— Test their understanding of our words

Refer to impacts

— Avoid inventing their intentions;
inquire/clarify our own intentions

— Share the impact of their actions on us

— When helpful, describe alternative shared
behaviors and their mutual benefits

Probe complexity

— Use “AND”, not “but” to link different or
conflicting thoughts

— Shift from certainty and blame to curiosity
and responsibility
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Partisan Perceptions: Causes

»
»
»
»
»
»
»
»

We experience and observe different data

We are interested in different things

We collect evidence to support prior views
We ignore or dismiss non-conforming data

We selectively filter incoming data

We selectively remember what we want

We selectively recall what we remember

We revise our memories to fit our preferences
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Partisan Perceptions: Guidelines

— Adopt a frame of mind for understanding
— Assume partisan perceptions exist—ours as well as theirs
— Seek to understand, and show understanding, before seeking to be
understood
— Make “understanding” a collaborative effort
— Consider discussing partisan perceptions early and explicitly
~— Make mutual understanding the goal, consider carefully whether
agreement is necessary
— Dig for the data, reveal the reasoning
— Be explicit about the data you see; ask what data are important to
them
— Discuss how each of you interprets the data and reaches conclusions
— Create new perceptions, rather than battle over old ones
— Seek nonconforming data, for both their view and yours
— Avoid conforming data




e\ ~C

T ¥hTS © AL

— AT IR a7 THHSRIH AT {7+ FHewHT e faerd
— JTATY: BTHT T Ah] GREHIUHT (AT 8w Wl T (Saeplard |
—  HTRAT FIT AT JeTol IR T e AT IHeedrs g TATE THEE ¥ AThRHA]
IHRTSdls J=qd e |
— FHRARATS U AHEd TAHH &I faw THa4 |
—  HTHT T AT &bl =T SRCRIe®EdT JeAT EAT § TACEIHT GAR THEI |
= AT FHRANATS ATHRAT A& TAT3erd ¥ GeAid ATaeded WT THUH SHT [q=R Tl |
— JATFH! (AT T PR T4 AR |
—  ATHAT IUA TATGHFT AH] T AR T IAE%hl AN H-H&dl TATSH
HEaqUul / ATATF Bl A AeTerd |
—» TUEEEH g JUAS TRTSHN (9T HE<l Mg ¥ TGH! (AhY FaL el
H IAT AR Tl |

— QRTAT ATIRUTHT ARAT foag THH=T AT ATIRUMEE 1 AT |
— T AT AEHT GBIV ATNT (AT TTFHI @Il THEI |
— YT 3fEHuATs Gt T @TAdT TRTSH AT @il e |




Recognize Joint Contribution

This is my fault (or) This is their fault.
Accepting responsibility is admitting I’'m
wrong. | make myself look weak.

| see things as they are.

| know all | need to know.

How they see the situation is their problem.
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We have each contributed to the current
situation.

Accepting appropriate responsibility is
empowering. | have some power to change
things.

We all have partisan perceptions. We see

different data, interpret data
differently, and reach different conclusions

| need to be open to learning

How we each see the situation is the problem.
Understanding how we each see it is our

problem.
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The 3 Key Factors
Common Aims

Every challenging interaction involves three key factors, each shaping the other,
each having an inherent (and often unconscious) aim.

1. The Facts Factor: The information, Aim: To be right
data, reasoning and aims we use, and
how we use them

2. The Face Factor: How we see Aim: To protect and enhance our sense
ourselves, and how we think others of self (status, credibility, dignity,
see us, while we deal with the issues integrity)

3. The Feelings Factor: What we Aim: To feel good

experience personally
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Problem-solving Tools
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A Systematic Approach to Influence

Understand Why They are Saying “No”

— Focus on the decision-maker(s) whom we are trying to influence

~— Understand their perceptions

Frame possible new choices

— INTERESTS: What interests would have to be satisfied in order to get a “yes”

— OPTIONS: are there other ways to satisfy their key interests?
—Instead of an “all or nothing” choice, can we craft a more incremental series of steps?
—Are there other interests we could satisfy?

— ALTERNATIVES:
—Can we lessen their BATNA? Can we present them with a fading opportunity?
—Can we improve our BATNA? Are there other decision makers we can deal with?

~—» COMMITMENTS: Craft Promising Options into a “Yesable Proposition”
—What proposal would provide them with a choice they can accept?
—Assess their viability of any new proposal; how could they announce the decision?
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Frame Better Choices

Options

Can we lower the stakes of any decision by:

— Developing new options?

~* Using different frames for old options?

— Different means of communication?

~ Incremental steps?

~” Process options? (e.g. an agreement to talk informally)

Alternatives
For them to say “yes”, how would they have to perceive their BATNA relative to a any
new agreement with us?

E.G.

. This agreement is a fading opportunity
— | will not get a better deal later

— | will be criticized for saying “no”

Can we worsen their BATNA accordingly?
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Continued

Frame Better Choices

Commitments
Can we make their choice easier by giving them a “yesable” proposition?
— A proposition is “yesable” if the single word “yes” is:
~ 7 Sufficient (no other information is required)
— Operational (it leads to action)
., Realistic (there is a 20% chance or better)
— Restraints on Choice
~— How could they justify their “yes”?
~— What might their worst critic say?
— How might they best respond to that critic?
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The 4 Quadrant Circle

Organized Thinking

WHAT IS WRONG Diagnose

the problem

Sort symptoms into

In Theory categories

Observe what is lacking
Suggest causes

Note barriers to resolving problem

f Step I

Diagnosis

What are
Possible

strategies
or prescriptions?

WHAT MIGHT BE DONE

What are some
theoretical cures?

Generate broad ideas about
what might be done

Step IlI
Approaches

Step |
Problem

What is wrong?

What are the current
symptoms?

What is the
preferred

In The Real World situation?

Step IV
Action Ideas

-

What might be done?

What specific steps might
be taken to deal with the
problem?
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Facilitator Bios

Elizabeth McClintock is a Managing Partner with CMPartners. In her work, Ms.
McClintock offers consulting services to and designs and implements training programs
for public sector organizations in the United States, Europe, Canada, Asia, Australia, and
Africa. Currently, Ms. McClintock is the manager of a leadership-training program in
Timor-Leste. Prior to this, she acted as the lead facilitator and program designer for the
Burundi Leadership Training Program, financed by the Department for International
Development (United Kingdom). In addition to this work, she has trained and managed a
cadre of Burundian conflict management facilitators in their work with local leaders in
Burundi under the auspices of the USAID-OTI sponsored Community-based Peace and
Reconciliation Initiative. Ms. McClintock has designed and implemented training in
negotiation and joint problem-solving skills for rural women and youth in Rwanda. She
has also developed and implemented courses with the World Health Organization,
focused on improving the ability of WHO member states to better manage the global
health diplomacy process. Other recent projects include advising the government of

Sri Lanka’s negotiation team, leadership training for the newly elected government and civil
society members in Liberia and RD Congo, and facilitating training for the World Bank’s
Nile Basin Initiative. Ms. McClintock is currently a PhD candidate at the Fletcher School
at Tufts University. She holds a Master of Arts in Law and Diplomacy from the Fletcher
School and an AB from Dartmouth College.
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Facilitator Bios

Gardner Heaton is a Senior Consultant at CMPartners. He has advised and trained global
corporate clients on internal and external relationship management practices,

negotiation and communication skills. Selected clients include Alcatel-Lucent, Barry
Callebaut, The Boeing Company, Capital One, General Mills, IBM, JP Morgan, and

Land O’ Lakes. Mr. Heaton also facilitates workshops in Nepal intended to help the country
through political and social change. He coordinated CMPartner’s Kashmir Initiative,

a long-term endeavor devoted to strengthening Kashmiri communication, negotiation

and collaborative problem-solving skills. Mr. Heaton has facilitated training at Kellogg’s
School of Management, Dukece, The International Institute for Management Development
(IMD) in Lausanne, and The National University of Singapore’s Lee Kwan Yu School of

Public Policy. Other public sector projects include developing customized remote learning
solutions for The World Bank and facilitating negotiation training for The World Health
Organization. Before entering the field of negotiation and conflict management, Mr.
Heaton honed his leadership, crisis management and decision-making skills as a professional
mountain guide in the Teton Range of Wyoming. He received his BA, cum laude, from Cornell
University, and is a candidate for the Master of Law and Diplomacy at the Fletcher School,
Tufts University.

[q m Part n e rS Copyright © 2008 CMPartners. All rights reserved




About the translation

Gabriele Mallapaty the Country Lead of the Ministerial Leadership Initiative for Global

Health (MLI) oversaw the translation of this table reference booklet. The MLI is a program
funded by the Bill & Melinda Gates Foundation and seeks to strengthen the capacity of
ministries of health to provide leadership in three policy areas: health financing for equity,
donor harmonization in heath, and reproductive health. MLI focuses on the critical importance
of political leadership, ministerial knowledge and decision-making skills to address major health
challenges faced by specific countries.

This table reference booklet was a key resource for the MLI sponsored “Negotiating Health

Development” leadership training being held in Kathmandu, Nepal during 21 to 23
September 2009.

Mr. Bal Ram Adhikari translated and edited the table reference booklet .
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Ministerial Leadership Initiative
for GLOBAL HEALTH

One Dupont Circle NW, Suite 700
Washington, DC 20036 USA
phone: +1 (202) 736-2504

Government of Nepal
Ministry of Health and Population
Ramshahpath, Kathmandu, Nepal

[®V.Partners

THOUGHT - -ACTION -RESULTS

50 Church St., 3" Floor
Cambridge, MA 02138 USA
phone: +1 (617) 868-2416
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