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Overview 
The Transforming Leadership: Women, Men, Power and Potential is a multi-stakeholder 
dialogue process where we engage everyone in creating a safe learning environment to 
explore one another’s perspectives, to look at leadership challenges in new ways, to reflect, 
and to be inspired. 

The Berlin Lab ( March 28-30, 2017) and the Tokyo Lab (August 29-31, 2017) provide an 
opportunity to delve deeper into the ‘how’ of change processes and explore how the exercise 
of leadership addresses conflicting agendas of multi-stakeholder groups whose support is 
critical to the success of reform.  

‘Negotiating Strategic Change’ is an approach for building capacity of leaders, reformers, 
change agents to proactively engage multi-stakeholder groups in confronting 
constraints to collective action through the use of an integrated methodology:  the 
discipline of strategic communication and the practical application of conflict 
management and negotiation principles and techniques.  

Negotiation techniques emphasize key concepts often overlooked in more traditional, 
‘deal-based’ negotiation training.  It complements the mobilization and coalition-
building framework central to the discipline of strategic communication in two 
significant aspects.  First, negotiation focuses on the three-step process of ‘inviting, 
convening, and facilitating,’ aimed at helping stakeholders who are affected by the 
development problem/issue to use the negotiation process both ‘away from the table’ 
as well as ‘at the table’ to secure a durable agreement.  Second, this negotiation 
approach emphasizes the value of recognizing that actors operate at different levels of 
interaction.  A negotiation can take place between individuals.  Or individuals with 
groups or formal organizations. 

On the other hand, the conceptual framework for mobilization and coalition-building 
underscores the value of having a deep understanding of stakeholder motivations, 
attitudes, perceptions, that are sustained by a set of incentives embedded in social 
norms and the political economy context.  When these stakeholder motivations lead to 
behaviors that undermine the public good, reformers within government, the private 
sector, civil society will need to band together and champion change in what people 
know and do.  Change interventions succeed when people affected by change  recognize 
that the ‘benefits’ of change outweigh the ‘costs’ of adopting new attitudes and 
behaviors.  Stakeholder analysis is done at the more granular, and ‘actor-centric’ level.  
Actors and their behaviors are analyzed, in the context of a specific problem or 
decision-situation.  
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The intertexture of these two disciplines – strategic communication and negotiation 
– deepens the leader’s understanding of the motivations of actors/stakeholders at
the center of the conflict and hones their skill of creating the ‘space’ to co-create
options that can lead to a durable agreement.

The multi-stakeholder dialogue process is highly interactive.  Using short negotiation 
exercises, simulations, role plays, lab participants learn the concepts and apply these 
in real time using real world scenarios.   

The key objectives of the lab are: 

• To engage critically with the challenges of transforming power relations and
leadership

• To enable participants to enrich existing projects and develop new change
projects in their own institution or country

• To enhance personal leadership skills in using strategic communication and
negotiation approaches to build support for change

• To link lessons learned at the lab with the global discourse on gender diversity
in leadership.
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Day 1, Session 1 

Why Engage 
Stakeholders? 

Leaders, reformers and change agents readily agree that they need to engage 
stakeholders to seek their support for change.  However, reformers and change 
agents hardly reflect on the reasons why engaging stakeholders in the change 
process is critical.  A tick-box mentality results in the use of stakeholder 
engagement as a means to disseminate information about the reform, or 
persuade stakeholders that reforms benefit them.  Stakeholder engagement is 
equated with advocacy and information campaigns to increase people’s 
information about the reform.  Such efforts provide sub-optimal results, which 
are often fleeting and non-sustainable.  Effective stakeholder engagement needs 
to be designed to increase understanding of the stakeholder’s perspective on the 
change initiative. The identification of reform goals, change processes, and 
intended results should be the product of dialogue and negotiation between 
change agents and stakeholders.  This implies that the goal of stakeholder 
engagement is to assess the willingness to share power – between change agents 
and the stakeholders these reforms are meant to benefit. 
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Group Work 

Why engage with the stakeholders? 

Benefits 

Negative consequences of not engaging with 
stakeholders 

Difficulties anticipated in engaging with stakeholders 

Plenary Discussion 

Wrap Up 
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Day 1, Session 2 

No multi-stakeholder engagement means weak stakeholder support. Gone are the 
days when change interventions can be designed by a team of technical experts, 
discussed with a close circle of government officials, and donors, and 
implemented without first building broad-based understanding of the need for 
reform and securing support from multiple stakeholders.  

Those whose lives are affected by change, whether positively or negatively, are 
clamoring for information and are eager to participate in the decision-making 
process. When these stakeholder interests are not recognized and addressed, 
stakeholders can organize themselves and align with media, and other 
influencers to question the rationale for reform. When people misunderstand 
why reform is needed or disagree with the proposed solution to a well-
recognized problem, reforms are stalled- sometimes for months or years.  

What can reformers do to engage stakeholders in the reform process? How will 
reformers manage expectations? What will successful stakeholder engagement 
look like? 

Identifying and 
Analyzing 

Stakeholders 
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Task 

 To understand how strategic
communication tools can be used to:

 Identify key clients and stakeholders
 Frame messages that resonate with

stakeholders

Different Perspectives

What is Strategic Communication? 

Strategic Communication is: 
 Knowing your key stakeholders
 Understanding what they want and don’t

want (What’s in it for me? WIIFM?)
 Influencing stakeholders to work together

toward a shared goal
(What’s in it for us? WIIFU?)
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High 

Low 

Low High Power 

In
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“Advocates”:  
High interest, 

Low power 

“Players”:  
High interest, 
High power 

“The Crowd”: 
Low interest, 
Low power 

“Context-setters”: 
Low interest, 
High power 

Power Interest Matrix

Targeting Key Stakeholders 
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Day 1, Session 3 
Why Change is Difficult: 
The Rules of the Game 

Reforms are often ‘stuck’ because stakeholder interests and the ‘rules of the game’ 
prevent collective action needed for reforms to move forward. Without the right 
incentives, individuals tend to opt out and disengage rather than cooperate and 
support the change process.  

Political economy is an academic discipline that studies the intersection between 
politics and economics.  Politics is about who gets what, when, and how (Lasswell 
1936).  Economics deals with the production, consumption and allocation of goods 
and services. (Corduneanu-Huci, Hamilton, and Masses Ferrer 2013). 

Political economy analysis provides deeper insights into the incentives faced by 
political actors and institutions which may hinder or advance reform agendas.   

This short video animation illustrates how constraints to collective action play out 
and leads to difficulties in pursuing the common good. Set in a four-story apartment 
building, the four tenants had to discover a way to fix their shared resource- a little 
red elevator - despite the different interests of each tenant. 
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Task 
 

 Recognize the ‘patterns’ that make it difficult for change 
efforts to succeed.  
 

 Identify which of these constraints to collective action are 
operative in various types of change efforts. 

 

 
 
 

Why do change efforts often fail? 

Political Economy Defined 
 

 The relationship (or intersection) between politics and 
economics. 
 

 Politics – ‘who gets what, where, and how’ (Lasswell, 1936). 
 
 Economics – deals with the production, consumption, 

allocation of goods and services. 
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Collective Action 
 

  A social dilemma – If I can reap the benefits of reform 
without contributing to it, why should I contribute in the first 
place?  

 

Video: The Little Red Elevator 
 
 

https://www.youtube.com/watch?v=0NijIzUkfbU 
 

 The Adventures of Eli: The Red Elevator 
 

http://youtu.be/RtGfmM2PV7Y
http://youtu.be/RtGfmM2PV7Y
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Reviewing Video: The Little Red Elevator 
 
 

https://www.youtube.com/watch?v=0NijIzUkfbU 
 

Constraints to Collective Action 

Constraints to 
Collective Action 

The Free Rider 

Asymmetric 
Information 

Lack of  Agenda Control 

Lack of  Trust 
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    The Adventures of Eli: The Red Elevator 
 

Link: http://youtu.be/RtGfmM2PV7Y 

http://youtu.be/RtGfmM2PV7Y
http://youtu.be/RtGfmM2PV7Y
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I use… 
You pay… 

…but the 
community loses 

 The Free Rider Problem 
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The Free Rider Problem

The Free Rider Problem: Potential Solutions
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Agenda Setting

I 
maneuver… I win! 

Asymmetric Information

I know… 
He doesn't... 

I gain! 

…but the 
community 

loses 
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Trust 
 

“The willingness of a party to be 
vulnerable to the actions of 
another party based on the 
expectations that the other will 
perform a particular action 
important to the trustor, 
irrespective of the ability to 
monitor or control the other 
party.” 
 
Source: Mayer et al , 2006 
 

Lack of Trust 
 

 Context specific 
 

  History based 
 
  Predispositions, 

behavioral expectations 
 

  Increases transactional 
costs 
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Credible Commitment 
 

I break my 
promise…  

I suffer 

Constraints on Collective Action: What can be done? 
 

Constraints to 
Collective Action

The Free Rider

Informal sanctions

Bundling

Asymmetric 
Information

Public interest Lobbying

Mass Awareness 
Campaign

Lack of  Agenda 
Control

Knowing Rules

Preferences

Lack of  Trust

Repeated Meetings

Credible Commitment
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Collective Action Problems 
 

Constraints on Collective Action: What can be done? 
 

Constraints to 
Collective Action

The Free Rider

Informal sanctions

Bundling

Asymmetric 
Information

Public interest Lobbying

Mass Awareness 
Campaign

Lack of  Agenda 
Control

Knowing Rules

Preferences

Lack of  Trust

Repeated Meetings

Credible Commitment
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Plenary Discussion 
 

Wrap Up 
 

 
When problems persist, search for ‘patterns’ - the constraints to 
collective action. 
 
Explore ways to move from WIIFM to WIIFUS.  
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Day 2, Session 4 
Strategic 

Communication 
 Communication for development programs that fail to focus on behavior change as 

its ultimate goal achieve sub-optimal results. Influencing knowledge and attitudes 
in ways that make adoption of new behaviors feasible is the new benchmark. 
Development objectives cannot be achieved unless people are willing, and able, to 
learn new information, change long-standing attitudes, and adopt new practices. In 
the age of ‘information overload’ communication needs to be targeted, strategic 
and more focused on helping people change, not only what they believe in, but 
more importantly, what they do. 
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What Do You See? 
 

Framing Messages 
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  Video: The Blind Man 
 

Link: https://www.youtube.com/watch?v=pzjEzohHmaM  
 

Highlighting aspects of  your change effort that resonate 
with stakeholder interests! 

Framing Messages 
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Framing 

 
 Framing emphasizes some aspects of an issue and de-

emphasizes others. 
 
 Framing helps define issues and influences how 

stakeholders perceive them.  
 

 The alternative framing of issues can influence 
perceptions of responsibility and lead to acceptance of 
new solutions. 

Framing 
 
 Framing emphasizes some aspects of an issue and de-

emphasizes others. 
 
 Framing helps define issues and influences how 

stakeholders perceive them.  
 

 The alternative framing of issues can influence 
perceptions of responsibility and lead to acceptance of 
new solutions. 

Framing Messages 
   
  What is the benefit (loss) for the stakeholder? 
   
  “What’s in it for me?” (WIIFM)   
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Emotional Frame 

Evocative visuals trump verbals; 
depends on objective and audience! 

Problem-Solution Frame 

Economic crisis as national vs. global vs. regional  

National problem                      Domestic solution 
- E.g., erect trade barriers; “domestic jobs frame”                  

    Global problem                      Global solution 
- E.g., lower trade barriers globally; WTO; “global free trade” 

Regional problem                       Regional solution 
- E.g., growth triangles, ASEAN; “free trade areas” 
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Technical Frame 

Mutual Gain Frames, a purposeful shift… 

 from  
“WIIFM?” 

to  
“WIIFU?” 
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  Mutual Gain Frames 
 
Framing messages based on: 

  
 Shared Purpose…  
 
 Rewards… 

 

Mutual Gain Frames 
 
Shared Purpose 
 

 Identity (municipality, professional group, cultural group, 
family) 
 

 Ideology (political party; what people find meaningful) 
 

http://www.youtube.com/v/wrnE5VY3yRM&feature=youtu.be
https://www.youtube.com/v/DKzlk1L3ADs
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  Mutual Gain Frames 
 
Rewards 
 

 Resources for the group, specific project, larger cause 
 

 Efficacy (“I can make a difference!”) 
 

https://www.youtube.com/v/L3yHa8brzNA
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Conflict is a natural consequence and indicator of progress, development, and 
change. It is neutral in how the stakeholders in conflict, individually or 
collectively, choose to manage their perception of incompatible goals. This will 
determine whether the conflict enhances the prospects of concluding a durable 
agreement or corrodes the likelihood any agreement being reached. Conflict, 
therefore, can be a positive or a negative influence in reaching collective goals.  

 
Political, Public, and Organizational will is seldom a singular condition. There are 
other political ideas, public stakeholders, and organizational entities with wills of 
their own. And because we live with an ever increasingly complex set of ideas, 
stakeholders, and organized bodies, each recognizing that they cannot reach their 
goals through independent action alone, these perceived wills collide.  

 
Managing conflict is about increasing the chances of a positive engagement 
arising from misaligned wills while reducing the risks of hostile interactions, 
deadlocked positions and destructive options which lead to negative conflict. 

Day 2, Session 5 
Conflict Management 
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  Negotiation 
 
When two or more individuals, groups, organizations or systems (IGOS) 
test the durability of their perceived mutual agreement, current or 
future, through the: 
 
 Display 
 Discovery 
 Assessment 
 Creation and 
 Exchange of their shared and independent interests. 

 

Why Do We Negotiate? 
 
 
We can’t get what we want or need independently. 
 
 
We value both the outcome and the relationship. 
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  How Do We Negotiate? 
 

The Circle Model 
 Theory

H

What Is 

Reality 

What 
Ought to 

be 

Venting 

Why Options 

What Action 

1 

2 3 

4 

A 

B G 

C F 

D E 

Negotiation success is based on three types of satisfaction: 
   
 Substantive: Did the exchange leave you with what you wanted 

or needed? 
 

 Procedural: Did you feel that the process did not put you at a 
disadvantage? 

 
 Psychological: Did the negotiation threaten your security; social 

status; self-esteem? 
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A Representation of Conflict Strategies 

Avoid Compete

  

compromise
  

VA
LU

E 
  O

F 
  R

EG
U

LA
TI

O
N

S 

 

 

 
  

 

            VALUE OF THE OUTCOME                 

LOW HIGH 

L  
O  
W  

H
I 
G
H

Accommodate Co-promote

The Bali Table 
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 Authentic Arenas for Negotiation 

An authentic arena is a physical and psychological space, embedded in 
a culture(s) that prescribes the process for resolving a dispute and 
defines the conditions for a durable agreement. 
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 Participants fill out a questionnaire designed to define the individual’s 
communication style, or preference, under two conditions:  stressed and 
unstressed.  Understanding individual communication styles helps teams 
recognize the team’s strengths as well as its weaknesses.  In pursuing change 
initiatives, reform teams are confronted with ever-changing situations and team 
members have to make decisions with inadequate, incomplete, or incorrect 
information.  Having a deep appreciation of how team members communicate 
with one another helps the team anticipate potential difficulties in 
communication which can have a negative impact on the team’s ability to get the 
work done.  

Day 2, Session 6 
Communication Styles 
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Day 3, Session 7 
5 Communication 

Management Decisions 
Equipped with granular and actor-centric background information on 
stakeholders described in the case Negotiating Strategic Change—stakeholders’ 
perceptions of the problem of water supply and its gender dimensions; the 
competing positions of various stakeholders on ways to address interlinked 
issues, and the underlying interests of various stakeholders—the Five 
Communication Management Decisions helps reform teams to make decisions on 
how messages are framed to increase the likelihood that stakeholders will work 
together to address a collective action problem. 
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Management Objective: 

Audience Behavior 
Messages 

Channels Evaluation Takeaway 
Messages 

Supporting 
Data 

5 Communication 
Management Decisions
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Day 3, Session 8 
Co-creating the 

Tokyo Lab 
This session focuses on brainstorming ideas, exploring pathways to implementing 
these ideas, challenging assumptions about what refinements are needed to 
enhance the effectiveness, relevance, and sustainability of change interventions. 

The Tokyo Lab signals the end of this nine-month leadership journey, and the 
launch of the next generation of change processes and programs spearheaded by 
the participants of this Leadership and Innovation Lab on Transforming 
Leadership:  Women, Men, Power and Potential. 
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