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There are many kinds of leadership –

some people lead from the front and are

very visible and others are not so obvious

but are still making essential leadership

decisions. This ‘followership’ is essential as

everyone is both a leader and a follower

at different times. On a recent training

workshop about managing change, it was

very clear as we went through Kotter’s ‘8-

Step Process for Leading Change’,1 that

both leadership and followership were

required - a creative collaboration that will

produce results.  

It is also a necessary leadership skill to

be able to negotiate and feel confident

that you can get to ‘yes’. In our healthcare

environment, the aim of negotiation

should focus on creative collaboration

rather than traditional confrontation or a

‘winner takes all’ result. The ideal aim of

negotiations is for those involved in the

negotiation process to seek and develop

new ways of arriving at better

collaborative outcomes by thinking

creatively and working in cooperation

with the other side. 

Negotiating should develop a

'partnership' approach - not an adversarial

one. As such, negotiating teams and staff

responsible for negotiating should be

encouraged to take a creative and co-

operative approach to finding better

solutions than might first appear possible,

or have historically been achieved in

practice.

Every negotiation, when viewed

creatively, entrepreneurially and

collaboratively, provides an excellent

opportunity to develop, benefit and

improve synergies between both sides

within the negotiated outcome.

That said, it is still important to

understand and to master the traditional

techniques and principles of negotiation,

if only to provide a defence and strategy

where the other side is firmly committed

to an old-style confrontational approach. 
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WOBL       

The techniques indicated above are encapsulated with the WOBL approach:2

Once you have prepared your WOBL, you will need to prepare a WOBL from your opponent’s perspective as well. 
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What is it that we are negotiating about? A deceptively simple question but many negotiations fail as this is
too often assumed,or not thought about.

Outcome. What would we like to get as our most desired result from this negotiation? Cover all the angles e.g.
price, timescale, future deals, payment terms, less medicine wastage.

Bottom Line. What is the least amount that you would settle for and still be prepared to ‘do the deal’? Cover all
the angles.

List of desires. As negotiating is about conceding in areas of lesser importance to gain in areas of greater
importance, list some of the concessions here. Don’t forget to list both what you may have to concede, and
what you might want to get from them in exchange.

How to Start       

• Start with agreement. This can be

as simple as agreeing about the

timing of breaks.

• Start with a smile and be as

welcoming as possible, no matter

how nerve-wracking the

negotiations may seem.

To get the meeting off well, start by

agreeing. First of all, use something to

relax everyone - perhaps just an

agreement about the weather.

On another recent workshop, the use

of ‘Yes Sets’ was explored. If you can

create a situation where the other person

says ‘yes’ three times, then they are more

likely to keep saying yes. The ‘Yes Set

Close’ works by setting up a repetitive

pattern of 'yes' answers that gets the

other person into a habitual response. 

The questions can be quite simple to

start with:

“It’s a lovely day isn’t it?”

“Do you like taking a longer coffee

break?”

“Finding the budget is always a

challenge, isn’t it?”

When the discussion needs to turn to

the matter you need to negotiate, still

start with agreements e.g. the time at

which the negotiation needs to finish,

that both parties wish to resolve the

matter under discussion.

The Power of Questions       

‘I keep six honest serving men.

(They taught me all I knew)

Their names are What and

Why and When

And How and Where and Who.’

Just So Stories for Little Children. 1902. The
Elephant’s Child.

Rudyard Kipling. 1865-1936.

Why ask a lot of questions? At this early

stage you are still researching the WOBL

for you and your colleague. Questions

help you establish things that only your

colleague knows, and asking questions

enables you to control the early flow of

the negotiation.  

Open Questions 

These are questions that start with What

and Why and When and How and

Where and Who. They are designed to

elicit information and give the opponent

a reasonable amount of leeway in the
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answers they give you. They are good for

establishing information.

General Open Questions 

These are questions such as:

• What would you like to get out of

this negotiation?

• How would you like to resolve this

issue?

FOR: These give the other party free rein

to put over their point of view.

AGAINST: You can lose your control of

the process and/or make it look like you

are not prepared.

Leading Open Questions 

These are questions such as:

• Where do you think the best place

to save money would be?

• How do you think this change of

procedure will be accepted?

FOR: These give you more control by

directing the conversation in the way you

want it to go.

AGAINST: You may not get the answer you

want. The other party does not get a free

chance to give you extra information.

Confirming Agreement       

Summarise your understanding of what

has been agreed. Deal in facts only, not

opinions.

It is important to check that the other

party agrees with your summary and all

the conclusions that it contains.

Now is a very good time to ask if the

other party if they are happy with the

deal. Many negotiators would be afraid

of asking that question as it may open up

a ‘can of worms’. An unhappy opponent

who feels bad about the deal may,

however, spend a considerable amount

of time and effort undermining the deal

afterwards. Far better to check what they

are unhappy about now and resolve it -

but don’t give anything away without

getting something in exchange!

Then consider what needs to be put in

writing. It’s probably best for you to do

this. Confirm exactly what you would

summarise, i.e:

• All the salient points

• List them exactly as they were agreed

• No opinions, only facts

• Remember that it may be read by

people who weren’t there. 

What Has to be Done? (WHTBD?)       

So many negotiations fail to complete because everyone agrees, goes away smiling, and then waits for the deal to take place. That

isn’t going to happen unless someone takes some action.

Along with your confirmation of the agreement must come a list of action points and who has to do them. This can be laid out

in a fairly simple format:

Remember – negotiation is not about confrontation. It’s about mutual respect and understanding of each party’s requirements.

Action (WHTBD) Who is Responsible Deadline

“It is important to check that the other party agrees with 

your summary and all the conclusions that it contains.”
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