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INTRODUCTION


Mediators, negotiators, and problem solvers build a process to create and exchange information, generate decisions, and then implement what was decided.  This process could be based on their interests, allowing the parties to smoothly reach a conclusion that satisfies mutual goals, objectives, and concerns.  Just the same, the process could be positional and divisive, with each of the parties looking to defeat the other side.


Often, when parties identify differences in goals and objectives, they instinctively go on the offensive, consumed with claiming turf before it is taken away from them.  They argue about solutions and whose will predominate.  This kind of claiming behavior is seen by some as the only way to negotiate, and they seek to do it better in order to get more for themselves or their constituents.   Nonetheless, in many of these situations, there could be advantages in reframing the negotiation into an interest-based opportunity for mutual gain, especially when interdependent work is being negotiated.  What could be done to encourage the parties toward the interest-based side of the spectrum?


Make the process clear and easy to understand.  Attend to and engage in a progression of exchanges that generates solutions responsive to the range of their interests.


People often think of negotiation in terms of outcomes, not process.  The question is, “How much did you get the car for?” refers to the outcome.  There is much less attention on how the outcome was achieved.  To encourage an option that is different from the usual positional approaches, there must be an inherent understanding of process: what it is, how it works, and what it can achieve.  By clearly delineating the steps that can take parties from problem toward solution, the participants discover a new found faith in the process that gives them faith in the fairness of the potential outcome.  It is a reframing and a new found confidence that encourages a willingness to engage in interest-based negotiation. 


The Walk in the Woods is just such a delineation of process.  It guides parties in a step-by-step fashion through interest-based negotiation in order to achieve mutual gain outcomes. 

Background

The Walk in the Woods is named after the classic problem-solving saga of two nuclear arms reduction negotiators.  Facing a desperate impediment in their talks, the head of the U.S. delegation and head of the Soviet delegation left the retreat center where they were meeting for, literally, a walk in the woods on their own.  During the walk, they discussed mutual concerns, interests, and objectives and achieved a genuine human-to-human understanding.  The two returned to the retreat center with the very agreement that beforehand had been so elusive.

The Walk in the Woods is a structured exercise – a momentary diversion - from the normal course of events intended to focus attention on interests and objectives shared by people working together.  Its purpose is to improve the effectiveness and efficiency and then ultimately the satisfaction that participants derive from their efforts.  When adversarial interactions have found parties in conflict with one another, this structured, four-part process of renegotiating working relationships can help to constructively incorporate the ideas, ambitions, and concerns of the many parties who have a stake in both the process and outcome of change.     

The dimensions of negotiation


The Walk in the Woods is a process for multi-dimensional problem solving.  It is a method for thinking about and conducting negotiation that can be applied to many of the perplexing organizational problems facing health care today.


What does “multi-dimensional problem solving” refer to?  “Dimension” refers to what you are negotiating about: the tangibles and intangibles, the issues, concerns, intentions, and the  pieces of the negotiation.  Each person who participates in a negotiation adds a different set of dimensions.  There are three approaches to dimensional problem solving: uni-dimensional, two-dimensional, and multi-dimensional.

The uni-dimensional perspective considers a problem simply as a matter of satisfying “my own” wants and desires.  A uni-dimensional negotiator expects self-satisfaction, irrespective of the needs of others.  

The uni-dimensional negotiator, on the topic of diminishing reimbursement, likely would say “This is what I expect to get, and I don’t really care what others get.  It is the job of the reimbursement agent to get me my money.  You do your job.  I’ll do mine.  End of case.”  In the days of cost-plus reimbursement, physicians had the expectation that the insurer would pay the bill, no matter what.  They were not compelled to actively deal with the insurer or the marketplace under this system.  

The uni-dimensional – “selfish” – perspective on negotiation often sparks resistance from others who are loath to accommodate to uni-dimensional expectations.  The resistance manifests itself into a “fight” response.

The two-dimensional perspective sees the problem as “us versus them.”   The contending parties line up as adversaries, and they each know what they want to get. Other parties are obstacles to be circumvented.  Two-dimensional problem solvers are singularly concerned with defeat of their opponents as a means to achieve their objectives.  They use positional and confrontational approaches in order to get their way.  On the problem of diminishing reimbursement, the two dimensional negotiator would say, “The managed care organization is the enemy.  They are to be defeated.  What can we do to minimize support for that organization and maximize support for us?”  On the other side of the table, doctors are perceived as cost centers that need to be controlled.  Each side sees the other as the adversary.

By contrast, multi-dimensional problem solving accounts for the differences in perspective, ambition, and desires of the many parties whose combined efforts ultimately will determine whether they are a success or failure.  If success is a function of their ability to work together, then working on the process of working together is time and attention well spent.

As with much of life, developing a balance of perspective is the best formula for achieving your objectives.  There are times to be uni-dimensional.  After all, you have to take care of yourself.  There are also times to be two-dimensional.  Principles that must be upheld and supported sometimes demand that people have the courage and capability to rise into battle.  However, especially during times of change, the advantages of multi-dimensional approaches should not be missed.  These approaches help negotiating parties to build solutions that reflect the legitimate needs of key constituencies and develop buy-in and support to make them work.

How does one put the multi-dimensional approach into action?  That is the purpose of The Walk in the Woods.

The Steps of the Walk in the Woods
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As structured, The Walk offers parties a step-by-step process to help them discover and implement solutions to multi-dimensional problems.  A multi-dimensional problem typically involves a number of constituents who each bring to the table their own unique hopes, concerns, demands, and desires.  Getting them to somehow fit together is the problem, especially if these are people intended to work together in some form of partnership.  


In practice, The Walk in the Woods serves as a detour from the normal course of discussion.  Its focused attention on a problem of shared concern and its creative approach to problem solving generate a fertile ground for shaping breakthrough opportunities.  It prompts a whole new level and method of communication.


The first of the four steps is self-interests.  Each party describes what he or she needs to gain or achieve in the negotiation, and in the process, all parties are encouraged to actively listen to one another in a non-adversarial manner.  They understand that “just because you disagree with me, it does not mean that your ideas are bad or counterproductive to mine.”  

In the second phase, enlarged interests, the parties discover what are their shared interests, now with a much broader view for their common problems, options, and objectives.  They appreciate that in many ways, they are on the same boat headed toward the same objective, seeing that “we might get there faster and more efficiently if we are all rowing in the same direction.”  

In the third phase, enlightened interests, the parties craft new ideas and options together that they would otherwise have been unlikely to even contemplate.  They discover that “working together to bake a larger pie allows each of us to have a bigger slice of the action.”  

The final phase, aligned interests, is the bargaining phase when the parties finalize arrangements of the deal they have been negotiating.  The bottom line here is “If I succeed, you succeed, and if you succeed, then I succeed.”  Each side is working toward their own advancement by enhancing the accomplishments of their collaborators. This is the formula for a satisfying partnership.

In the following section, each of the steps is individually discussed.  
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Self-interest

Negotiations reach an impasse when each party pursues his or her own agenda with little attention to the objectives or concerns of others.  That agenda, when it becomes selfish, focuses attention on a narrow set of objectives: “mine.”  This uni-dimensional perspective is where the conflict and the obstacles emerge.  

By contrast, the multi-dimensional purview applauds both the differences and the legitimacy of the many viewpoints that need to be balanced if the outcome is to succeed.

How can you craft the expression of self-interests in order to gain an appreciation for the multi-dimensional aspects of your alliance, change, or common problems?


Interest-based negotiation intends to address and realize the interests – mutual or different – that the parties bring to the table.  Interests include the goals, objectives, ideas, concerns and hopes that we hope will be satisfied through the negotiation.  Positional negotiation, by contrast, intends to establish winners and losers.  The premise of positional bargaining is that one’s objectives are best met by attaining victory, control, or dominance.  Though difficult, it is possible to reframe a negotiation, inducing a shift from contentious to collaborative problem solving.  

For people intending to work together, interest-based negotiation implicitly reduces the effort invested in battling one another and increases the efforts directed toward achieving mutual gain.  The question is how to bring and keep the negotiations in an interest-based framework?


It is natural to negotiate based on self-interests. These interests define what it is that you want to accomplish – your financial and practice objectives - and what it is you want to avoid – the disruption of your clinical effectiveness.  

Often, parties in a complex health care organization negotiation recognize that they can best achieve their self-interests by achieving them in concert with others, in the process creating “mutual benefit.”  This interest-based negotiation approach offers the most likely trajectory for generating and discovering opportunities that would not have been available had the parties not been working together.

Self-interest is distinct from “selfish interest.”  

Selfish interest seeks advantage at the expense of others.  It creates an atmosphere in which parties feel that if they do not achieve a clear triumph, then all will be lost.  It is no surprise what results in such an atmosphere: one’s workplace becomes a battle zone.

The purpose of The Walk in the Woods is to help parties restore and build trust and confidence in one another.   The process helps them recognize that those on the other side of the table are not necessarily the “enemy,” incarnation of evil.  It begins to identify the advantages and the results that could derive from truly working together: simultaneously uncovering both motive and incentive for those participating.

Beginning the Walk in the Woods: describing self-interest


Parties often come to the table in a positional frame of mind.  They do not trust the other side.  They are convinced that the other side has deceitful, if not selfish intentions.  They come in a protective mode, seeking at least to hold their ground and at best to conquer their opponents.

What does it take for people who implicitly do not trust one another to begin talking and even listening to one another?  Asking people to abruptly establish trust is asking for the almost impossible.  The word “trust” is often too charged and too personal.

We have tried another approach.  In place of trust, we focus attention on “confidence.”  “What would it take for you to have the confidence that the other side will in fact do what they have agreed to do?”   “What could you do to give the other side confidence that you will carry out what you have agreed to do?”  These questions place emphasis on the present and the immediate future rather than on the past.  Whereas “trust” refers to deep-seated matters of relationships and beliefs, confidence building refers to specific actions and behaviors.  It could take years to repair the suspicions of the past, though nothing could do more to speed the process of interest-based negotiation than some successes and confidence building now and into the future.

Having established what it would take to build confidence, we can then ask each of the parties to discuss their self-interests.  What do you hope to accomplish?  What resources do you need in order to meet those objectives?  What obstacles do you face?  What resources can you bring to the table?  How do you view others at the table?

Parties are encouraged to answer these questions in a straightforward, non-adversarial way.  We have a “no-zinger” rule.  The purpose is to educate others at the table in a way that makes it as easy as possible to listen, hear, and understand.  Obviously, if these comments are made with interspersed jabs at others, the discussion will soon deteriorate into name-calling and accusations.

The most important aspect of the process is listening.  We encourage the participants to listen “actively.”  Hear and understand what is being said.  Make it clear to others that you are paying attention, that you care about what they are saying, and that you are trying to understand.  It is remarkable how often listening is lacking at a negotiation table.  The most important information out of which the most resourceful solutions could emerge is simply lost because people are not paying attention.  

Listening does not cost a lot.  And yet, it can generate a load of new value and confidence at the table.  Most importantly, there is nothing lost in giving it a try.

Allow all the people to gain a new appreciation for the hopes, objectives, problems, and constraints facing everyone at the table.  This is what we have.  This is what we want.  This is what we could accomplish together.  It is a process of discovery.

Building solutions to generate buy-in

Contrast the autocratic model of management with participative styles.  Managers characteristically are independent thinkers: we don’t like being told what to do.  And yet, many new management enterprises believe that they can maximize profits by merely directing the players.  

In the long run, those organizations most likely to succeed will be the ones that recognize that we are most likely to contribute productively to the outcome when we have actively been part of the process. That is the point of The Walk in the Woods.  

Get the key players genuinely involved in charting the course of organizational direction.   Get them listening to one another.  Have them recognize and solve problems together.  Generate new ideas and actions based on positive incentives that are real motivators.  

What do you create in the process?  Buy-in.  A mutual investment in the success of the partnership you have created. 

The next step


Simply put, once the parties really begin to hear, understand, and exchange with one another, they discover all sorts of opportunities to “expand the pie,” create a set of options that they had not yet even considered or discovered.  


We call this next step “enlarged interests”.
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Enlarged interests

Consider two groups endeavoring to work together, such as a clinical staff and a health system’s management.  Many interests - in particular those pertaining to their success and good fortune in a competitive marketplace - are shared.  Yet they have become so combative that their primary focus is on what divides them.  

Finding their “enlarged interests” is a step in identifying both the commonalties and the differences that they bring to the table.  It is not unusual to uncover in this process that there is more shared than is opposed.  It is a discovery process because, in most cases, the parties did not recognize their mutuality of concerns, obstacles, and objectives.  

In the course of less confrontational dialogue - as they actively listen to one another – the parties often find that there are new and innovative solutions to their shared problems.  These solutions were obscured by their preoccupation with what divides them, rather than with what could in fact unite them.  

Putting enlarged interests into action


The most potent tool of an effective negotiator is a good question.  What questions could parties use to advance this process of mutual discovery?  How can they turn what they learn into pragmatic action and progress toward shared goals and objectives?  Following is a selection of useful questions to ponder:

· In very concrete terms, what is each of us individually trying to achieve?

· What obstacles are impeding progress toward our objectives? 

· In what ways do our objectives overlap?  What are the differences?

· In what ways have we been obstacles for one another, exasperating each of our problems?

· What could we do for one another to further shared interests and objectives?

· We have had confrontational and damaging interactions with one another.  What could we each do that would build confidence from one side to the other?

· What is each of us trying to achieve in the marketplace?  How could we generate a synergy of new income and better-managed expenses in order to help our linked bottom lines?

· To the extent that we have to share the “pain,” how can we do it in such a way that is fair and constructive?  What might we do in the process to reduce the impact of the pain on our day to day work, staff, and plans for the future?  What could we do together to expand the pie -  creating more resources through the synergy of collaborative effort – to reduce the amount of pain that must be managed?

What you achieve by articulating enlarged interests


The constructive dialogue that is at the center of this phase of The Walk in the Woods encourages the parties to see their own situation, and the circumstances that they share, from a new and different angle.  They better understand not only their own side of the problem.  They also appreciate the problems from the perspective of others - its many dimensions.  It is this broadened view that is at the essence of multi-dimensional problem solving.

The parties recognize in this process that their shared problems are not a simple matter of good guys and bad guys.  Such a simplistic view of the problem is replaced by a real appreciation for the issues that all sides of the problem are grappling with – what they each need in order to meet their legitimate objectives.  

There is also the fresh recognition that together they might actually even be able to help solve each other’s problems.  They could build options that neither could have considered if they were only working alone. 

What is the outcome of this phase of the process?  Each side has generated a bigger picture of the work they are doing.  They have reframed the problem.  They see themselves as part of something larger: an interdependent system of people whose successes and failures directly affect the fate of others in their surroundings.  It puts everything they do - the problems they confront and the potential they face – into a whole new perspective.    

From enlarged to enlightened interests

It is the change in the mood of negotiations and the new possibilities that are opened that propel them into the next phase of The Walk in the Woods.  This next step, the enlightened interests, represents the “ah-ha” moment of the process, during which new ideas, creative options, and innovative solutions are generated.  Stage three builds upon the widened perspectives and new confidence that the sides are establishing with one another.  
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ENLIGHTENED INTERESTS

Negotiation is in part a process for finding and taking advantage of opportunities.  You never really know what you are going to discover when you begin your bargaining.  The most creative of negotiators – opportunists -  search for potential advantages and devise ways to make them happen.  

Opportunism need not have a bad connotation.  Taken at face value, we all are looking to forge and exploit opportunities in order to reach our goals.  In a system of interdependence, one never can meet one’s objectives without doing it in concert with many others.   Opportunism at the expense of your cohorts is reprehensible.  Opportunism generated in concert with them is synergistic.

Turning conflict into opportunity offers an exciting prospect.  It is why we call enlightened interests the “ah-ha” moment of the negotiation process.  It is the point when negotiating parties recognize the untapped and valuable benefits that could accrue from a working partnership.

This recognition itself engenders new-found confidence and motivation, a far cry from the fear and resistance with which they began the process.  In moving forward, how can they reap the mutual benefits of creative problem solving?

Generating new opportunities

In our younger days, we were encouraged to imagine.  With time, that gift fades into familiar patterns, safe solutions, and the securities of the known and tested.  We accumulate a great deal of baggage as our career progresses: biases, sour experiences, resistance to change, and downright stubbornness.  Time constraints and pressure may force us to take a path of least resistance and accept interim or less desirable solutions.  These obstacles get in the way of creative problem solving.

Imagine that you are working with other members of your team, participants in your organizational network, or partners in your alliance.  What sort of new ideas could you generate to improve your operation?  Think openly about operational procedures, modes of communication, or incentive mechanisms and remove all barriers.  You and those with whom you are working become more productive, more effective, and ultimately more satisfied.  

The imaginative dialogue that occurs during the enlightenment is reflective, responsive, and invigorating.  The creative exchange eschews hope and new confidence that workable solutions can be found.  Just as it opens doors to new opportunities, the discussion allows participants to discover doors they never knew existed.  Intuitive, inventive insight shares its place with the pragmatic sides of linear thinking.  The necessary risk taking, flexibility and openness to innovative ideas is buttressed by the new confidence found in the first steps of The Walk in the Woods.


How do you get it going?

Instigating enlightened interests


We said earlier that the most important tool of a talented negotiator is a good question.  What questions could you pose to further the creative process central to enlightened interests?

· What if we tried …?

· What is the potential value we could accomplish if we resolve the problem?  

· What do you think would be the response to …?

· Among all the possible solutions to this problem are …?

· Among the great/lousy possibilities are …?

· Do you think it would be possible to remove obstacles to progress, including …?

· What will it cost us and what could we get in return?”

During brainstorming, put as many ideas on the table as possible.  Do not comment, edit, or disagree with what is being said.  Let new and imaginative ideas flow so that they can stimulate even more advantageous possibilities.  Then categorize these ideas.  Place them into the probable, the possible, and the unlikely.  Prioritize them to top, middle, and low. Place them into a time context: what will be done in month one, year one, and over a three year period. Identify ideas according to whom they are preferable, acceptable, or unsatisfactory.

By creating themes: ideas that forge common ground; you also create trade-offs.  “If we can get one item preferable to us, we will accept another provision preferable to you that is unsatisfactory for us.”  You also gain agreement on provisions that both sides find to their mutual worst interest.  For example, “If we cannot work out an agreement, what will happen to both our sides?”   And most importantly, you reinforce the anticipation and hope that was developed in the first two phases of the process.

Enlightened interests in practice

The Walk in the Woods has a number of problem-solving applications, among them the creation of new and innovative health care partnerships and alliances.  

The new partnerships that will be most market responsive will be those born out of a process that accounts for the many perspectives necessary to make them work.  How can you take the best of the expertise, practices, and methods and put them together to create a synthesis that is truly better than each of the parts separately?  Is that not the very motivation for creating this new working relationship?  Yet how can you invent something new if you use the same old methods to create it?  

The Walk in the Woods generates a fresh synthesis of ideas, contributions, and commitment.  And just as much as it opens new possibilities and enthusiasm, it can leaven the expectations of those who are involved, providing a reality test for that which is in the realm of the reasonable and that which is not.  This realization need not derive from an adversarial process.  It can just as readily, and certainly more convincingly, derive from the lessons learned during this process.

Building momentum


Each of the four steps of The Walk in the Woods generates its own momentum.  

 Self interests forges the confidence that the parties find in one another and in the process.  During enlarged interests parties evoke motivation as they recognize the benefits that could accrue from joint problem solving.  It is during the enlightened phase that they formulate incentives, tangible though yet only potential consequences that could result from their working together.


It is during the final phase of the process, the aligned interests, that they achieve the rewards of the process, coming to agreement, generating buy-in and developing a new working partnership. The key to aligned interests is “If you succeed, I succeed, and if I succeed, you succeed.  Therefore, we are working together to create a shared success.” 
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Aligned interests


The enhanced understanding of self and enlarged interests and the optimism of enlightened interests must eventually translate into firm commitments and agreements if the process is to reap its intended rewards.  The aligned interests embody the “so what” of the process.  If you cannot make a commitment to one another, if you don’t accomplish anything in your negotiation, and if nothing has improved in the process, then what’s the point?  These are the questions you ask in this concluding phase of the process.


Parties are encouraged in the enlightened interests phase to spawn as many new ideas as possible.  In this process of brainstorming, they spew out wild proposals without concern for their practicality.  These thoughts are then categorized for their acceptability and feasibility.  The new confidence and hope engendered by the experience of going through the process translates creative thinking into plausible inspiration and even into workable plans.


Good questions are the most important tools of productive negotiation.  They can form the basis for exploring the bounds of the “so what” of aligned interests.  The following questions can guide you through this process:

· To what would you be willing to commit?

· What timeline is feasible from your perspective?

· What is unacceptable to you?

· What do you expect in exchange for your concession on key points?

· What can we hope to achieve together through this agreement?

· Step-by-step, how can we best move forward?


The answers reveal much about what is in the realm of the feasible and what is not.  They outline a plan for making progress.  And most importantly, the answers inform you whether this is a working relationship worth its investment: the cost of buying in and the rewards you likely will reap from the process.

Assessing the agreement


Ultimately, each party to the negotiation must “get” something.  What they each get certainly need not be the same and it need not even be of equal monetary value.  Its value – whether it is tangible such as money or intangible such as recognition - is gauged by the importance it has for each recipient.  


The arrangement must meet several tests if it is to succeed.  It must be acceptable to each of the constituents.  It should be conspicuously clear what each person has to gain, just as it should be fully understood what the agreement costs each person.  As each side examines the deal, it must meet - in its balance - the test of fairness.  If it does, it likely will fulfill its long-term challenge: the test of time.


The intent here is to find common ground.  This is not the moment to inflate your desires or to exaggerate what you need.  Rather, this is the time to seek a just balance, pledge to work together, and begin to anticipate the rewards of collaboration.  You get more because you conceived more.  Your are just as concerned about the others’ satisfaction as you are about your own and that of your constituents.  The deal you are accepting is based on a synergy of intent and outcome.  If it achieves its potential, it will spawn its own new successes.


The process is punctuated by a handshake, a contract, publicity, and renewed confidence.  You have accomplished something worth the time and effort, not only for what it clarifies about the past, but more importantly, for what it promises for the future.

[image: image6.wmf]Walk in the Woods:

Generating an Integrated Agreement

A

Process

C

SELF

-

ALIGNED

INTEREST                                                   INTER

ESTS

ENLARGED

ENLIGHTENED

INTERESTS

INTERESTS


The Walk in the Woods in practice


How can the walk facilitate problem solving among parts of a large health care organization, such as a medical staff and its management?  Through this process, they recognize that like a yardstick, some decisions – clinical judgements for example - belong exclusively to one side, while others - nitty gritty administrative concerns - belong to solely to the other.  Many decisions belong in the middle as a shared responsibility.  When these important distinctions are not crystal clear, the breakdown in communication might lead parties to protest a move by the other side - not for its value but rather for its process.


Strategic decisions over resources are facilitated when there is a clear understanding of what your system has by way of assets, what you are trying to accomplish together, and what it will take to get there.  Without that understanding, spending becomes less a process of intended purpose and more a matter of influence and whim, a luxury that few large organizations can afford today.  Multi-dimensional problem solving, by contrast, has the parties methodically sharing information for the purpose of productively making decisions.


Finally, by taking the hyperbole and posturing out of the negotiation process and replacing it with candor mixed with flexibility, the parties are more likely to acknowledge the pain that current constraints are placing on everyone at table.  And they are more likely, at that point, to redirect their collective energies toward generating gains that would otherwise elude them.  Simple formula: more gain, less pain.


Given the interdependent nature of our work in health care, we ultimately do need one another if we aspire to achieve the enhanced marketabilities of clinical and administrative excellence.  If we can fashion the right fit of work, values, and goals amongst ourselves, we recognize that just as our failures can be linked, so too can our successes.  It is a change of attitude inextricably tied to a change in outcome. 

The time dimension


There is an important time dimension fundamental to the negotiation process.  

What we do in today’s transaction is based on our experiences and knowledge gained from the past.  And yet, the negotiation takes us into the future when the outcomes of the accord itself will come to fruition.


“Multi-dimensional problem solving” and the Walk in the Woods serve as guides to decision making among people who share a common purpose and a shared fate.  These methods systematically help them appreciate that today’s negotiation itself is a step in an iterative evolution from past to future.  And as is the case with each step we take, it is a stride by which we shape our destiny.


Happy travels.
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