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Background

Development actors must be ready to share power
to achieve effective multistakeholder engagement.
This means (i) being willing to listen to voices of
dissent as well as of agreement, (ii) providing space
to review the design and implementation of change
interventions, and (iii) replacing incentives and
institutional processes that perpetuate the status
quo with mechanisms that promote transparency
and reduce asymmetric information. These actions
will allow multistakeholder groups to articulate their
needs and help shape change processes.

Engaging stakeholders in the process of
change is critical to the success of interventions.

In development programs, change agents must
consult people affected by reform.

There have been successes in mobilizing broad
support for difficult reform. For example, the Kinerja
project in Indonesia secured public participation in
multistakeholder forums to reform district health
and education service delivery in six provinces.?

organizations across sectors.

2 ADB. 2017. Unlocking Innovation for Development: Consolidating and Replicating Innovative Service Delivery Practices in Districts in
Indonesia. Technical Assistance Consultant’s Report. Manila (TA 9017-REG). https://www.adb.org/projects/documents/ino-
49242-001-tacr; and United States Agency for International Development and Indonesia Local Governance Service Improvement
Program. Kinerja Expansion: Health System Strengthening and Basic Education in Papua. Final Report. March 2012-March 2017.
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The forums provided input to local government on
the services provided to the community and helped
gain commitment to improve facilities and services.
These forums were granted legal status through
government decrees, which gave the community
access to government funds to maintain the quality
of services and facilities in the community.

Strive, a nonprofit subsidiary of KnowledgeWorks
Foundation, worked with nine communities in
Cincinnati, Ohio, in the Unites States.3 This led to the
development of the “Collective Impact Initiative”
approach promoting community ownership of
change initiatives. Five elements contributing to
the success of this approach were (i) a common
agenda, (i) shared measurement systems,

(i) mutually reinforcing activities, (iv) continuous
communication, and (v) a backbone support
organization (footnote 3).
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Multistakeholder
engagement demands
rigorous approaches
that redress the
asymmetry of power
relationships among
stakeholders and
recognize the nuances
of stakeholder
perceptions and goals.

Act. This took three years to implement—led

by three presidents and enacted through two
sessions of Congress. Strategic communication
held the coalition together as they navigated the
change process.*

In Bangladesh, political economy analysis
revealed incentives that supported the status quo.
The result was inferior, inefficient, and unsafe urban
bus transport for citizens in Dhaka. Reformers
addressed many fronts and built a multistakeholder
coalition to confront powerful stakeholder groups
that benefited from the existing situation.®

The World Public Sector Report 2018
underscored the importance of stakeholder
engagement in the implementation of the 2030
Agenda for Sustainable Development.® It recognized
the positive effects of public engagement
on development outcomes. The report also
highlighted challenges to achieving effective
stakeholder engagement. One major issue is the
weak capacity of government officials to engage
stakeholders meaningfully in policy formulation
and implementation. Stakeholder engagement
is ineffective when the asymmetry of power and
information among stakeholders is not recognized,
when engagement mechanisms fail to target the most
relevant actors, when government officials exclude
actors whose perspectives differ from mainstream
thinking, or when marginalized sectors are not
allowed to participate in forums and discussions.
Further, multistakeholder engagement must address
the concerns of various actors—the private sector,
academia, political allies and opponents, civil society,
and nongovernmental organizations.

Today’s development challenges are complex,
therefore multistakeholder engagement demands
rigorous approaches that redress the asymmetry
of power relationships among stakeholders and
recognize the nuances of stakeholder perceptions
and goals.

Multistakeholder engagement approaches
are often piecemeal and disjointed. Efforts have
focused on: stakeholder analysis and consultation;
deciphering adaptive leadership challenges that
require novel approaches as stakeholders have
no formal authority, expert sources, or ready
solutions; and recognizing patterns in actor

interactions arising from political economy issues
that constrain collective action. While these efforts
provide information to change agents, there is
often weak staff capacity in project teams and little
time available for these activities. Consequently,
stakeholder engagement may not be harmonized
with project implementation processes. It is often
sacrificed to meet the demand for more rapid
project development and implementation.

Where project teams are constrained by
lack of financial resources and time before full-
scale implementation, a framework of concepts,
approaches, and tools that can be used for decision-
making is useful.

Negotiating Strategic Change

The Framework

The proposed framework “Negotiating Strategic
Change” has been developed over time, tested in
various cultures and organizational systems, and
adapted to specific team needs. It has provided
reform teams with a set of easy-to-use concepts
and practical tools.

“Negotiating Strategic Change” is a framework
for multistakeholder engagement anchored in two
disciplines: strategic communication and conflict
management and negotiation techniques.

The negotiation techniques included in
the framework emphasize key concepts often
overlooked in more traditional, “deal-based”
negotiation training. They complement the
mobilization and coalition-building framework
central to strategic communication in three
significant aspects. First, negotiation focuses on
the three-step process of inviting, convening, and
facilitating. This helps stakeholders who are affected
by the development issue to use the negotiation
process both “away from the negotiation table”
as well as “at the table” to secure a durable
agreement. This means actors are most likely to
fulfill their responsibilities because the agreement
reflects their interests adequately and the process
respected their cultural norms. The approach
recognizes that culture drives these processes,
especially invitation and convening. Second, the

4 J.E. Campos and J. L. Syquia. 2006. Managing the Politics of Reform: Overhauling the Legal Infrastructure of Public Procurement in
the Philippines. World Bank Working Paper 70. Washington, DC: World Bank.

> World Bank. 2008. Political Economy Analysis of Two Key Industry Sectors in Dhaka, Part A: Urban Bus Operations. Report for the
South Asia Social, Environment, and Water Resources Department. Washington, DC: World Bank.

5 United Nations. 2018. Integration, Institutions and the Sustainable Development Goals: World Public Sector Report. Geneva:

United Nations.
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approach recognizes that there are many sources
of social power. Therefore, negotiation is not a
zero-sum game, where if someone wins, another
person loses. Rather, the negotiation process is
creative—discovering hidden interests of individual
stakeholders while recognizing underlying common
interests. Third, actors interact at different levels.

A negotiation can take place between individuals,
individuals and groups, or organizations.

An understanding of stakeholder motivations,
attitudes, and perceptions embedded in social
norms and political economy is essential to the
framework. When these stakeholder motivations
lead to behaviors that undermine the public good,
reformers within government, the private sector,
and civil society must work together to champion
change. These interventions succeed when those
affected recognize that the benefits of change
outweigh the costs of adopting new attitudes and
behaviors. Stakeholders are analyzed at a lower,
actor-centric level. Actors and their behaviors are
analyzed in the context of a specific situation.

Combining these two disciplines—strategic
communication and negotiation—deepens the
change agent’s understanding of the motivations
of actors and/or stakeholders. It helps them to
cocreate options that can lead to agreement. The
inevitable conflict among stakeholders is considered
normal, positive, and constructive. This contrasts
with traditional approaches where conflict is

considered to be negative. Thus, in workshops on An understanding
the framework “Negotiating Strategic Change”
negotiation techniques focus on practical steps to of stakeholder
manage conflict. motivations, attitudes,
Conflict management and negotiation skills .
are critical to reform in developing countries. Here, and Perceptlons
there is room for practices and methodologies to embedded in social
evolve to develop the capacity of change agents .
from government, civil society, and the private norms and pOhtlcaI
sector to address conflict. economy is essential
Engaging multiple stakeholders with different L.
perspectives on reform is an iterative process. to the “NegOtlatmg
It utilizes information gained to determine the Strategic Change”
next steps (see Figure). The process focuses on
framework.

the stakeholder’s perspective rather than that of
the reformer.

First, define stakeholders and their positions on
reform (whether they are for, against, or neutral).
Then, probe for underlying reasons. Investigate
the person’s interests, going beyond their stated
position on reform. Analyze relevant political
economy issues to determine whether the behavior
of an individual or group is incentivized by the status
quo. Assess the relative power of an individual or
group to influence the reform process, whether
positively or negatively. Observe, when feasible, or
investigate using key informants, the social network
of key influencers—who talks to whom and who
can influence whom. Adaptive leadership capacity
may surface and some influencers may be willing to

Figure: Steps to Engagement

Source: Authors.
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Detailed stakeholder
analysis seeks

to understand
underlying interests
beyond articulated
positions on reform.

take action to address a given problem and mobilize
people to support change.

Second, invite multistakeholder groups to a
negotiation convened to reach a durable agreement
on reform. For example, the negotiation may be
focused on identifying priorities. Alternatively,
the negotiation may seek to discover a solution to
the problem that the stakeholders are willing to
implement. The manner in which multistakeholder
groups are invited, and the physical and
psychological space for the negotiation should be
culturally defined. Stakeholders must be convinced
that their cultural beliefs and practices are honored
in the negotiation process.

Third, messages before, during, and after
the negotiation should be framed to underscore
the value of collective action. The problem to be
addressed during the negotiation is defined as a
problem that necessitates collective action and the
benefits of reform are equated with the public good.

Fourth, the goal of the negotiation is to reach
a durable agreement. The negotiation process
begins with an exchange of information on each
stakeholder’s perception of the problem and their
position on the reform. Throughout the negotiation,
stakeholders will be challenged to define the
underlying interests that drive their position and
explain their current actions relevant to reform.
Ideally, a neutral party will be present to ensure
all voices are heard and hidden issues brought
into the discussion. Through the open exchange
of interests, the group may recognize that there
are common goals they can pursue. At that stage,
the neutral party can encourage stakeholders to
identify options. In the final phase of the negotiation
process, stakeholders commit to specific actions
that they will each carry out.

In most instances, strategic change will be
negotiated face-to-face. Stakeholders are invited
to alocation and a neutral party facilitates the
negotiation. These negotiations can be conducted
using mediated channels of communication and the
neutral party can facilitate the negotiation process
using online platforms that enable several parties to
participate at the same time.

In summary, this framework provides a
stakeholder-centric methodology for negotiating
strategic change. Detailed stakeholder analysis
seeks to understand underlying interests beyond
articulated positions on reform. It explores the
external environment in which actors operate
within a given set of rules that may have hampered
reform in the past. It values the capacity for
adaptive leadership, where key influencers are

able to mobilize groups to actively explore novel
approaches in the absence of formal authority
and ready solutions. It recognizes the power
relationships among stakeholders and distinguishes
between the individual’s perception of their own
power and the perception of other stakeholders on
the source and level of power of that individual.
The framework uses an interactive process to
negotiate strategic change. It focuses on inviting,
convening, and facilitating negotiation to lead to a
durable agreement. It frames messages to achieve
the public good, embedding message framing
before, during, and after the negotiation.
Instructional Design. The instructional
design is highly interactive so that participants
learn the concept and approach, and attempt to
apply them to their own work. It incorporates the
different learning styles of people through a mix
of instructional methods, including role-plays
and simulations in dyads, triads, and small groups;
quizzes; and assessment tools. This identifies
individual communication and negotiation styles,
and capacity gaps, within teams. A capstone case
that is relevant to the participants’ sectoral interests
encourages the application of the concepts learned.
The blended learning program includes a face-
to-face workshop complemented with online
coaching for individuals on their specific leadership
challenge or webinars for small groups working on a
given project.

Content of Learning Framework on
Negotiating Strategic Change

The framework “Negotiating Strategic

Change” covers: stakeholder analysis, political
economy context, adaptive leadership, strategic
communication, and negotiation.

Stakeholder Analysis. Stakeholder analysis is
done at a granular level to identify the underlying
interests of key stakeholders who have strong
influence on the success of reform. These
interests may be driven by external factors—social
norms, culture, traditions, or rules established by
government, the private sector, academia, and
civil society organizations. They influence how
transactions are dealt with, how resources are
shared (or not), and what information is available to
the public.

Political Economy Analysis. Reforms are
often compromised because stakeholder interests
and rules prevent the collective action needed.
Without the right incentives, individuals tend to
disengage rather than cooperate and support the
change process.
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Adaptive Leadership. Change agents must
change their mindset. Rather than focusing on a single
charismatic leader for answers to problems, they
should appreciate that adaptive problems require
people to take proactive steps to discover solutions
through individual and group action. Adaptive
problems do not have ready-made solutions and
there is no expert knowledge that can be uncovered.
Rather, change agents will need to take action,
mobilize support, and engage key stakeholders whose
lives are affected by this problem.

Strategic Communication. Communication that
fails to focus on behavior change as a goal results in
suboptimal outcomes. New behaviors are adopted
by influencing behaviors and attitudes.

Development objectives cannot be achieved
unless people are willing and able to learn new
information, change long-standing attitudes, and
adopt new practices. Communication needs to
be targeted, strategic, and focused on helping
people change both what they believe in and, more
importantly, what they do.

Negotiation. Conflict is a natural consequence
and indicator of progress, development, and change.
It is neutral in how stakeholders, individually
or collectively, manage their perception of
incompatible goals. This will determine whether
the conflict increases or decreases the prospect
of reaching agreement. Conflict, therefore, can
be a positive or a negative influence in reaching
collective goals.

Political, public, and organizational will is
seldom isolated. There are other political ideas,
public stakeholders, and organizational entities with
wills of their own. When individuals, groups, and
organizations recognize that they cannot reach their
goals through independent action, these perceived
wills collide.

Managing conflict is about increasing the
chances of positive engagement from misaligned
wills, while reducing the risk of hostile interactions,
deadlocked positions, and destructive options.

The Learning Programs

A number of programs have used elements of this
framework in their skills enhancement initiatives.
These include the learning programs of international
development agencies, such as the World Bank, the
United Kingdom’s Department for International
Development, Germany’s Gesellschaft fir
Internationale Zusammenarbeit, the United Nations
Development Program, and the United Nations

Children’s Fund; regional development banks, such as

Managing conflict is
the Asian Development Bank (ADB) and the Inter-

American Development Bank; governments in Asia, about mCl‘easmg the
Africa, Latin America, and the Middle East; private chances of positive
sector companies in collaboration with development
agencies; and governments in various sectors. engagement from

In 2008, a new course course called “People, misa“gned Wi“S, while
Politics and Change: Communication Approaches . .
for Governance Reform” was designed with financial reducmg the risk of

support from the United Kingdom’s Department

for International Development. It was delivered by
the External Affairs Vice-Presidency of the World
Bank in Washington, DC, United States; Cape Town,
South Africa; and Manila, Philippines. It reached

92 senior government officials, reform managers,
and development practitioners from 21 developing
countries between 2008 and 2009.

To provide a sustainable institutional
mechanism for the course, the former World Bank
Institute and the External and Corporate Relations
Vice-Presidency entered into a Memorandum of
Understanding with the Annenberg Schools of
Communication (at the University of Pennsylvania
and the University of Southern California) to
develop and jointly deliver an annual World Bank-
Annenberg Summer Institute on Communication
and Governance Reform. The Summer Institute was
launched in 2012 and is offered each summer at the
University of Southern California.

Communication for reform has been covered
in workshops, and online and distance learning
courses reaching some 7,000 participants
worldwide. This approach effectively addresses
implementation challenges in various sectors,
including health, education, environment and
conservation, infrastructure, urban development,
public—private partnerships, governance, and public
sector reform.

In September 2014, ADB launched a learning
program, Mobilizing Multi-Stakeholder Action
for Reform, and invited groups from government,
development partner agencies, academia, civil
society, and the private sector.

ADB’s learning program aims to enhance
participants’ skills in navigating the reform process.
It illustrated how to mobilize groups by engaging
them in creating pro-reform coalitions. Reforms
often fail when stakeholder interests are not
adequately satisfied and differences in beliefs,
attitudes, and mindsets are not acknowledged.
The workshop, therefore, helps participants
recognize political economy issues, differentiate
technical from adaptive leadership challenges, and
use negotiation techniques that incorporate the

hostile interactions,
deadlocked positions,
and destructive options.
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This lab is very unconventional in that it is loosely structured and really makes us think outside the
box or takes us outside of our comfort zone. That was a new experience for me and | learned a lot from

that process.

Working in ADB, we normally deal with our project-related stakeholders only: ADB staff, government
officials, NGOs [nongovernmental organizations]. But here, it’s a very diverse group of people. | was very
interested in meeting people who we do not normally meet in our day to day operations.

[During the lab] we had this role-playing for a specific case with multiple stakeholders, and this case is
relevant to our operations, too. Each stakeholder has their own interests and their own ideas, so we need to
find a way that is mutually agreeable to all stakeholders. That’s the kind of thing | can also use in my work.

—Norio Saito, Deputy Country Director of the ADB Viet Nam Resident Mission, on the 2016-2017
global leadership and innovation laboratory organized by the Global Leadership Academy and ADB

different perspectives of stakeholders to reach a
durable agreement.

The program has been adapted to various
modes of delivery, with the twin goals of expanding
reach and finding ways to embed engagement
within organizations’ daily business processes.

In September 2015, this approach was further
demonstrated in a workshop developed for
30 senior government officials from Nepal. The
earthquake on 25 April 2015 highlighted a need for
the Government of Nepal to strengthen its capacity
to manage conflict and understand the underlying
interests of multiple stakeholders to provide a rapid
response to crises. Fluid techniques that transcend
political and economic interests are essential for
reducing suffering and loss among the poor and the
powerful alike. The crisis provided an opportunity to
recreate and reengineer systems that could endure
and bring the government into greater harmony
with the needs of its stakeholders.

The workshop was designed to help
government officials apply the principles and tools
of strategic communication and negotiation in the
immediate, medium, and long term.

The framework has been utilized in regional
workshops for country participants and ADB staff
to address implementation issues in several sectors.

These include public sector management and
governance, infrastructure, water and sanitation,
health, education, and social development.

A capstone negotiation case on a controversial
water reform project provided participants with live
negotiation experience among stakeholders with
competing interests.’

In 2016-2017, a joint effort of the Global
Leadership Academy and ADB tested an ambitious
initiative where the skills for engagement were
included in a 10-month leadership development
program offered to private sector chief executive
officers, senior government officials, academics, and
heads of civil society organizations. This capacity
development initiative emphasized the diversity
of participants’ work experience, expertise, and
aspirations. It aimed to hone leadership capacity
to address global issues. The global leadership and
innovation laboratory demonstrated the value
of using a blended approach—10 webinars were
conducted after the second face-to-face leadership
laboratory to prepare for the third face-to-face
leadership laboratory. The webinars and individual
online coaching inspired participants to master
content and process. It provided opportunities
to apply the concepts, tools, and approaches to a
capstone negotiation case.®

7 ADB filmed negotiations of the capstone case Down the Drain. Participant negotiations in regional workshops were held at

ADB’s headquarters in 2014, 2015, and 2016.

ADB and GIZ (Deutsche Gesellschaft fir Internationale Zusammenarbeit GmbH) filmed negotiations of the capstone case,
Negotiating Gender Issues. Participant negotiations conducted during the 3rd Lab Meeting: Transforming Leadership: Women,
Men, Power and Potential on 29-31 August 2017 in Tokyo, Japan. https://youtu.be/gdtr76gxXZ82list=PLTSMWanCqBo1dDwo_
2qbnQ9DN1esNLhiq


https://youtu.be/gdtr76gxXZ8?list=PLTSMWanCqB01dDwo_2qbnQ9DN1e5NLhlq
https://youtu.be/gdtr76gxXZ8?list=PLTSMWanCqB01dDwo_2qbnQ9DN1e5NLhlq

Metrics of Learning. The Kirkpatrick evaluation
methodology describes four levels of evaluation
for training programs: Level 1 Reaction, Level 2
Learning, Level 3 Behavior, and Level 4 Results.’

In the leadership laboratory, participants worked
together for 10 months and had three face-to-face
workshops complemented by a series of webinars
and individual coaching. Changes in knowledge
and attitudes were tracked, as well as changes
in negotiation behavior. The second laboratory
demonstrated collaborative action through group
exercises and individual self-assessment tools.
Following this, there was a marked increase in
collaborative approaches deployed during the
third laboratory and a decrease in the competitive
behavior evident in the second laboratory.

One key metric of learning was the participants’
recognition of the sources of social power within
the group. The third leadership laboratory provided
insight into the similarities and variations in
perceptions within and between negotiation groups.
The mean scores of the four negotiation groups
showed similar perceptions of social power among
the groups. When ranking the seven power sources
from the most used to the least, the ability to identify
and use critical information was the dominant
source of power, followed by legitimate, referent,
and charismatic power. Among the four negotiation
groups, there was little use of threat or buyout, as
coercion and reward power were least dominant.
This demonstrated a marked reduction in the use of
competitive strategies since the second leadership
laboratory held 5 months earlier. Further, it signaled a
change in practice among the participants.

During the second leadership laboratory,
an exercise to test the level of cooperative or
competitive behavior showed participants were
highly competitive. This was evident from the
results of a structured, forced choice, dyadic
bargaining exercise where numerical outcomes
measured the tendency to compete or collaborate.

During the third leadership laboratory,
participants focused more on inquiry and dialogue
to gain a deeper appreciation of the other person’s
perspective and identify areas for potential
collaboration.

The manner in which individual personalities
played the seven roles in each negotiation group
varied (videos of each of the negotiations provide
this information). However, while the role-players’
personalities and skills varied in each of the four
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negotiation groups, there was remarkable similarity One key metric

in the dominant roles played by the Director of .

Public Works and the Mayor, the first and second of |ea|‘“mg was
most powerful roles, respectively, among the four the participants’
groups. The remainder of the roles were assigned ..

a power ranking as follows: third truck owner, reCOgnltlon of the

fourth the director of Women Advancing Through
Education and Research, fifth city engineer,

sixth city treasurer, and seventh Director of
Community Action.

Perhaps the greatest insight into social power
comes from each role-player being able to assess
their own power role in relation to the other six role-
players according to how they perceived the social
power exhibited by each. Of the 26 role-players for
which we have the data, 18 (69%) perceived their
own power to be greater than it was perceived by
the group as a whole. Only six (23%) perceived
their power to be less than perceived by others.
There were two role-players whose self-assessment
matched the other negotiators’ perception of their
roles. Generally, among the four negotiating groups,
those who had an inflated perception of their power
relative to the group’s perception did so by a margin
33% greater than those who had a lesser view of
their power.

There were two main conclusions from the
negotiation experience and role-plays that were
pivotal to the experience during the third laboratory.
The final evaluation described how skills were
progressively strengthened through the various
phases of work by participants. The learning
activities stimulated a heightened awareness and
curiosity regarding the skill-building necessary to
increase their proficiency as leaders negotiating
strategic change. For many, the role-play and
negotiation experience were a high point of the
third laboratory.

sources of social power
within the group.

Scaling Up Institutional Performance

In support of ADB’s integrated approach to public
sector management and institutional performance,
which combines three strands of ADB’s work
(public sector management, governance, and
capacity development), we propose that learning
programs be closely aligned with the country’s
reform challenges.

The intention was to obtain Level 3 results
(a change in behavior) to increase the likelihood

° D. L. Kirkpatrick. 1998. Evaluating Training Programs, 2nd ed. San Francisco, CA: Berrett-Koehler Publishers, Inc.
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Strategic
communication
and negotiation
skills are best
learned in a realistic
environment.

Gender Equity and Diversity 2020

At the end of the third lab meeting, participants refined their project ideas and reformulated their
approaches—merging some ideas that shared similar goals. From the 16 projects, the participants
decided to pursue 7 projects with agreed work plans, timelines, and budgets:

*  K-Lab Connectivity;

*  Leadership Lab Network in Cambodia—Young Leaders “Gender Equity and Diversity 20207
*  Peace-Building, Young People and Inter-Religious Understanding;

*  Summer Camp on Peace-Building 2018;
e Stop Female Genital Mutilation in Africa;

e Support of Gender Equity and Promotion of Women’s Entrepreneurship in Serbia and Cambodia;

*  Teenage Pregnancy: Indonesia.

of achieving Level 4 results (demonstrating an
impact on the organization’s goals). However,
previous learning programs were constrained by
the institutions that financed and supported them.
Generally, learning programs targeted development
practitioners, rather than the government officials
who lead reforms and their partners (including
civil society organizations, the private sector,
and academia). Strategic communication and
negotiation skills for reform are best learned in a
realistic environment, where deep learning will more
readily lead to application in their own programs.
This institutional barrier needs to be addressed
so that ADB can increase its focus on higher-
level results in operational work. In its October
2016 paper on Better Performing Institutions in
ADB Developing Member Countries: Positioning
ADB’s Approach to Public Sector Management and
Institutional Performance, ADB noted that a sharper
focus on institutional performance results is
needed. ADB support aims to enhance the capacity
of developing member country institutions to
deliver better development results to their citizens.
Engagement, coalition-building, and dialogue,
are critical institutional capacities needed by
developing member countries pursuing difficult,
contentious, and challenging reform agendas. ADB
seeks to provide politically smart support that
factors in “political economy and reform readiness
issues in a concrete and practical manner, rather
than relying exclusively on technocratic blueprints
of best practice.”®

The effectiveness of ADB-supported
development projects can be promoted by
integrating engagement mechanisms during project
design and supervision. The Negotiating Strategic
Change learning program has changed behaviors,
created new capacity, and influenced attitude
change. Targeted institutional support will optimize
its utility for operational work.

First, capacity development initiatives and
learning programs need to focus on the learning
needs of groups. These groups are drawn from
organizations that are involved in addressing
real-world reform challenges. Thus, financing
mechanisms for capacity development initiatives
need to be overhauled to create and nurture groups
who work together to also learn together.

Second, institutional capacity needs
to be enhanced in neglected areas, such as
multistakeholder engagement, coalition-building,
strategic communication, and negotiation.
Demand-side approaches to public sector
management, which have been largely neglected,
need to be bolstered.

Third, the content and instructional design of
learning programs should target behavior change.
Instructional designs and facilitation that emphasize
interactivity and participant engagement in role-
plays that focus on issues identified by participants
as critical stumbling blocks to program effectiveness
provide relevant learning experiences."

Organizational systems, particularly leaders and
management, need to create an environment that

1 D. Boothand and S. Unsworth, 2014. Politically Smart, Locally Led Development. Overseas Development Institute Discussion

Paper. London: Overseas Development Institute.

T Evaluation results from workshops on Negotiating Strategic Change in Basic Education held in the Federated States of
Micronesia (17-18 September 2018) and the Marshall Islands (20-21 September 2018).
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Communication

“I was impressed with my group’s openness to speaking about their comfort with conflict. This helped make

it a focal point we could all grow in.”

and information
technology is

“l encouraged the team to embrace their diversity and opinions. Eventually conflict arose, which is natural.

| used my experience from the training... to help facilitate an exchange of ideas (and listening).”

increasing access
to knowledge

“I have advanced my willingness to take on conflict in a way that brings people along...creating relationships

where there was turmoil.”

and learning
opportunities.

—Feedback from engineers 1 year after attending the workshop on “Negotiating Strategic Change”

enables participants to apply what they learn to
their own work.

It is difficult to assess whether reformers apply
the knowledge and skills developed in workshop
exercises to their own work, after attending a
single workshop. The participants’ ability to apply
what they have learnt will be moderated by the
organizational environment. Where supervisors and
organizational leaders provide encouragement and
support, behavior change will more readily translate
into new ways of doing work.

Communication and information technology
is increasing access to knowledge and learning
opportunities. Smartphones and other online
platforms could enhance the cost-effectiveness
of capacity development programs and
dramatically increase access to knowledge and
learning opportunities across all developing
member countries.

As today’s reform leaders commit to implement
the 2030 Sustainable Development Goals, they
face complex challenges to reform. There is much
that can be done to provide these leaders with the
concepts and tools they need to mobilize support.

The article was peer-reviewed by Chimi Thonden,
senior education specialist, ADB, and Nils Boesen,
consultant specializing in institutional development
and governance.
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