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the Leader’s Edge
in Work and Life.




Every businesses owner negotiates critical relationships on which the success of the businesses may depend.  The negotiation of the lease for the land and building you occupy can lay a foundation for a profitable businesses or prevent the businesses from really succeeding.  Every year there are other critical negotiations for insurance, real estate taxes, salaries, equipment, renovations and strategic partnerships.  Do these well and it makes running the businesses well much easier; do the3se negotiations poorly or even modestly and it can lay the foundation for endless struggle through out the rest of the year.

For your professional development, learn to negotiate.  The best way is to actually practice under the eyes of a skilled coach.  Reading or listening about negotiation is a start.  But reading about golf NEVER made a great golfer.  Until you get a negotiation coach, here are some guidelines.

BEGIN BY STATING:

The Over Arching Purpose Of This Negotiation is
GUIDELINE:  Refer back to this Statement of Purpose when debriefing after each negotiating session to insure you are on purpose and have not been distracted off it by the negotiating process.

GENERAL PRINCIPLES

For Your Behavior


-Never  lie


-Be ethical; walk the moral high ground.


-Be respectful, no matter what.  No matter how insulting the other side is, stay positive.

-Be non adversarial; non confrontational; forget retribution and crusades.

-Never let your emotions take over and replace reason.


-No matter what they do or say, don’t take it personally.

For Our Strategy


-Patience.  


-Persistence


-Prepared for each session:  Prepared to ask your desires and to answer their questions.
  


-Do not be arbitrary or arrogant; present a rationale for every part of your 
  position.


-Pain and discomfort (ability to withstand)


-Process: negotiating is a journey from an opening position to a final end.


-For really tough negotiations take a partner


-Debrief as a team after each session.  Do it within 24 hours.


-Move forward from past problems and history; Focus on the future.

What Are YOur Expectations?
Distinguish your aspirations from realistic expectations.

Temper your expectations with their feasibility.

What are the dollar benefits  if you achieve all of your expectations?

70% of your expectations?

Which 20% of your expectations will achieve 80% of your PURPOSE?

Establish What's Truly Non-Negotiable


You need not automatically concede non-negotiable points. To passively accept a point as non-negotiable is, in itself, a concession. Instead, you can trade one of your counterpart's
non- negotiable items against one of your own. The form is: "If you have to have that, then I have to have this." You effectively agree not to challenge that term or condition.
Never accept a point as being non-negotiable without asking for a reciprocal non-negotiable concession.

Even items that may appear to be non-negotiable may prove to be negotiable in the end. Almost all of the terms of the deal, including the terms of the negotiation process itself, are
open to negotiation.

Change the Rules

If the company policy is to never negotiate price, consider making an exception, making up the lost margin on accessories, service, or training. Look for a compelling reason to do things
differently.

Wait for a Change of Guard

Twenty percent of Americans change jobs every year, so odds are one- in-five that the person who's blocking you now will be replaced next year. The next election will change the
board. Patience is a guerrilla virtue.

Try Again with Someone Else

When you need to change an airline ticket, and the customer service agent says, "We'll have to charge you a $100 change fee." Hang up and talk to a different agent. Keep trying until
you find a CSR who will waive the fee.

Move Up the Chain of Command

They'll see a bigger picture from higher up. Ask the frontline people, "I don't want to get you into trouble, but who could do this for me?" Or, "Under what circumstance could we do this?"

Trade One of Your Non-negotiable Items

Perhaps there's something on your list of "must have's" that  you really could live without, assuming you could trade it for something really important. Rethink your own position.

GUIDELINE:  Reassess your expectations as the negotiation progresses.

DEFINE YOUR BATANA (Best Alternative To A Negotiated Agreement)
In some cases the other side may refuse to budge, refuse to seriously negotiate.  This can be their real position or a bluff.  In either case, if you have your BATANA  in mind or in hand, it gives you great power.  It helps you to not cave in accept the un negotiated terms because you have an alternative--your BATANA.  A BATANA may not be your choice or your preferred outcome, but it will enable you to move ahead with a sense that you have control. 
Your BATANA is what you can do if they refuse to budge or to negotiate.  What is it?
OPTIONS

Some would say the basis of all negotiation is creating, presenting and exploring options.

Options give the other party a choice.  Having a choice means they have control.  They can choose.  Choosing gives them the ability to WIN.

WHAT vs. HOW vs.. WHO vs.. WHEN Options.  

Most negations will have several components.  WHAT result is to occur (I get the black Jaguar and your get paid $5,000).  HOW the result is achieved ( You hold the Jag, until I pay you the total).  WHO is involved ( I'll take the Jag and your brother will pay you the money he owes me ).  WHEN different parts occur (I'll take the Jag today and pay you next month.)
THEIR NEEDS

Only when you understand the other person’s needs can you create the best options.  For instance in buying a house, does the seller need the cash to purchase another house or is their need to have a stream  of monthly cash as they retire into a rental condominium?

Your preparation before the first contact can include exploring and learning about their needs.  For instance at the end of the quarter many vendors simply want to get the most number of sales and are less concerned about the margin or profit of the sale.

During your initial contact (s) with the other person take time to explore and surface their needs so you can consider them in the options you offer them.

BACK GROUND

Write down each important 'fact' or 'belief' that is relevant to this situation. Yours and theirs.
GUIDELINE:  Be sure to update these as you learn more during the process of negotiating.

Leverage Assessment

Necessity:  Which side has more invested in getting the contract or agreement or deal done?  
Who is forced by circumstances to get it done? 
Desire:  Which side wants this settled the most?

Alternatives:  Which side has alternatives for meeting its needs elsewhere?

Time:  Which side is under time pressure?

TOTAL Leverage can be real or apparent.    Which side has the most leverage now?

GUIDELINES: 

If  you have strong leverage, figure out how to let them know it.

If not, do not let them know it.

If the other side falsely believes they have strong leverage, educate them.

If the other side thinks they are weaker, do not mention it; do not rub it in.
Reassess how each sides leverage changes over time.

INFORMATION Assessment

What information are you seeking?

How will you get it?

Always debrief as a team to ferret out and make sense of the information clues from the last negotiating session.

What information are they likely to be seeking?

How will you protect it?

CREDIBILITY
Flexibility

If you are inflexible on all issues, you loose credibility.  You may not be believed.  By being flexible on some, you send the clear message  on where you are inflexible. 

If you are inflexible on all issues, there is no negotiation.  If there is negotiation, you will not win on all issues.  If you never give, the union is less likely to give.

Where are you inflexible?

Where are you staunch but movable?

Where are you malleable?

Where are you easy?
Do not take your credibility for granted, support it.   How can you do this?
Patience and Persistence on your inflexibilities builds credibility.

Bluffing


-Save your bluff for later in the process.  If you bluff early and are exposed,


  it is hard to bluff successfully again.


-Bluff on something important; don’t waste it.


-When bluffing inflexibly on “X”, be flexible on “Y”.


-Set up your bluff so that you have a way and a rationale for backing down if the other 
side does not go along with the bluff.


-What useful bluff comes to mind?


-Bluffing is not lying; it is like a basket ball 'fake'.

If the other side  is bluffing:


-And you suspect a bluff, be firm, and convey openness to compromise.


-If they really are not bluffing, will you give in?  If not , call the bluff.  If  'yes', be 
prepared to compromise; otherwise not compromising and bluffing back lead to losing 
a lot.

The Game Plan

Where do you start?  

This position should always be defensible.  Do not start too close to your realistic expectation or you have no room to move; do not start too far or you discourage realistic negotiation.

When choosing a starting point on money, start within 15-25 % of your realistic expectation.

Always explain your rationale for the money issues, before presenting the figures.  As soon as the union hears the numbers, they listen less to what follows.

Should you divide the negotiating into money issues and other issues?

If so which comes first?  Why?

When negotiating, go first when you want the issue to come your way and you have a realistic expectation.

Be prepared to respond to the other side’s opening positions without having to wait a week to discuss it.  Your responses loose power and spontaneity when delayed.  Do not squander the opportunity to “send a message” right then and there.  But make sure it is the “right “message.  This response can accomplish several things:

-sets up the range within which the negotiation will occur.

-sends a message to shape future responses.

-sets the stage for a constructive counter proposal by the other side
When do you make concessions?  

Do not automatically split the difference or creep in minuscule increments.  Think.

Every concession should convey:


-it is a meaningful concession for you.


-there may not be many/any more concessions


-particularly if they make no concessions.

No Deal

Be clear under what circumstances you will accept No Deal.


-What happens to you in this case?  



-Costs? 


-Benefits? 


-Next steps?


-Your BATANA?

-What happens for the other side? 



-Costs? 


-Benefits? 


-Next steps?

Getting Unstuck

Tease Apart The Issues

Break them into pieces and negotiate the pieces separately.  Bundling issues may prevent their resolution.

Expand the Pie

Add some new factor or element so that the union can gain something, thus allowing them to give on something else.

Be Patient

Be Persistent

Be Nice

Threaten


-be sure the threat really rattles them

-make sure they believe you can carry out the threat


-make sure they think you intend to carry the threat out.


-do not threaten unless you are prepared to carry it out!

If threatened by the other side

-if it’s subtle decide whether to  ignore it or call attention to it or ask the other side to be 
explicit.


-if it’s a clear, overt threat



respond by telling how you will counter the threat



and suggest it’s more productive to continue negotiating.

Playing Hard Ball

From the start put continuous pressure on the other’s time and workload 
and thinking by being demanding of them and responsive and fast on your 
part.


Never, never break a sweat.  


Do not be impatient.


Do not act as if there is any pressure on you--ever.


Explore and plan for alternatives if the negotiation does not go your way.


Make sure the union knows all of this.


Do not  get out of character outside of the negotiating room.  The union 
will find out 
its all a bluff.


Choose a big bluff.


Choose a big threat.


Be fast and tough and legal on every union employee who slips on 
anything.


Monitor any potential sabotage or neglect (intentional or not) to prevent it 
impacting customers.

THE NEGOTIATING TEAM

Who leads the negotiations?

Who has the authority to decide on what?

What is the role of others present ?

Negotiate as a team.  If needed, call for a caucus, where our team can discuss a matter to get on the same wavelength.

RESOURCES
Getting To Yes by Roger Fischer and William Ury, now a classic.  It has been on the Business Week Best Business books for decades.  It outlines the principles of tough, non manipulative negotiation.  These principles form the foundation of much of the negotiation training from hostage situations to the corporate world.
Negotiation-A Newsletter: Harvard Business School, $100-$200 a year

1-800-668-67056

www.negotiationonline.org/d5

Innovative Negotiation Strategies with William Ury; 2 day seminar; 866-711-4476; www.hsm-us/ury;  Ury is the co author of 'Getting To Yes'

How to Negotiate "Non-Negotiable" Items or Terms
By MU Professor Orvel Ray Wilson, CSP and Mark S.A. Smith
http://www.mentoru.com/Wilson



Guerrilla Negotiating: Unconventional Weapons and Advanced Tactics to Get What You Want:  by Conrad Levinson, Mark S. A. Smith
WORKSHOPS

Effective Negotiating® Two-Day Seminar www.Karrass.com Successful people don't take "no" for an answer. Get what you want through successful negotiation. Let KARRASS help you strengthen the key skills you need in business and in life. 

Both Harvard and Wharton offer workshops

Also see the American Management Association
Negotiation Guidelines





By Will Phillips








� Excerpted from "Guerrilla Negotiating: Unconventional�Weapons and Advanced Tactics to Get What You Want." 
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