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Introduction


You Can Negotiate Anything: Learn It for Life




(Don’t Skip This)







We negotiate our whole life.
 From the time we are a small baby, we recognize our needs and wants, and we move to get them. We negotiate with our family, friends, and in business. If you want to fine tune your skills and become a better negotiator, this book is for you. You already have the basics. If you are alive, you have been negotiating. I have negotiated labor contracts, employment contracts, and business contracts and, more importantly, have been studying the subject for years. I formally teach and train negotiation skills. In this book, I will share with you what I feel is most important for you to understand about the process, so you can be the best negotiator in every type of negotiation.



In life, most negotiations are repeated.
 We deal with the same family members, friends, customers, clients, and business associates. We go to the same stores or markets. On the other hand, there are one-time occurrences and occasional opportunities, so it is important for us to consider the context in which a negotiation is taking place; if it is within an ongoing relationship, the significance of that relationship must be considered.



To start, you have negotiated with your siblings, your parents, and your kids. Negotiation is a dynamic set of processes that requires being prepared and understanding human nature as it pertains to accomplishing certain goals. For a child, there are no boundaries or unfair territory to enter when it concerns their negotiating. They will use the fact that you love them, the fact you value quiet, and the fact that you tire easily. They will be persistent and continue to ask or push the envelope. You have to admire their audacity. You need to learn from it. In this book, you will.



What is the definition of Negotiations?



In its simplest terms, negotiation means to meet, communicate, or confer with another to arrive at the settlement of some matter or some agreement or compromise about something. Let’s make it really simple- to come to terms.



Let’s dispel one myth before you get into the book. You hear the term the “art" of negotiating. Nothing could be further from the truth.
 “Negotiations” is not an art.
 It is more like a science concerning communications and human behavior. You never heard of a negotiation artist. You may have heard of a B.S. artist, but that is something completely different.



(Note: Throughout this book I will use a lot of expressions you hear as slang or colloquialisms that are the language of the negotiator- Splitting the baby, giving away the store, bottom line, etc. I can't help it; after all, I have been doing it for life.)


















Legal Disclaimer








This publication was prepared for people to make them aware of the issues and processes that will be helpful in making them a better negotiator. This book is presented solely for educational purposes. The author and publisher are not offering it as legal or any other form professional services advice. While best efforts have been used in preparing this book, the author and publisher make no representations or warranties of any kind and assume no liabilities of any kind with respect to the accuracy or completeness of the contents and specifically disclaim any implied warranties of merchantability or fitness of use for a particular purpose. Neither the author nor the publisher shall be held liable or responsible to any person or entity with respect to any loss or incidental or consequential damages caused, or alleged to have been caused, directly or indirectly, by the information or processes contained herein. No warranty may be created or extended by any sales representatives or by written promotional sales materials. Every organization is different and the advice and strategies contained herein may not be suitable for your situation. Readers are cautioned to seek out current legal advice as it pertains to laws, regulations, and standards pertaining to the topics discussed in this publication. These may differ from state to state or country to country; each organization is subject to its own state and local laws.


















Chapter 1


The Ten Commandments of Negotiations








Everyone thinks they can make a deal.
 They buy things every day. They bargain over the price, so they believe they are a negotiator. Let’s put it this way. They have used the process, and they have had varying degrees of success. If you treat a cut on your hand, it doesn’t make you a doctor. Maybe they bought a car, rented an office, bought a home, or sold a business.
 What separates the successful negotiators and the pretenders?
 We have to look at people who are successful in business and deal making and see what they think makes the difference.
 Let’s look at those common elements. I call them the Ten Commandments of Negotiations.



Don’t Wander Through the Desert Anymore



I.Thou shalt remember thy goal and keep it ever present in mind.



The purpose of negotiations is to represent your wants and needs and accomplish securing them in whole or part.
 If you negotiate and do not represent yourself properly, you do not achieve your goal. If you represent others in negotiations, they expect you will remember the concerns that are critical to them.



Throughout your negotiations, revisit why you are there. What are you trying to accomplish? And what is your bottom line? What is the least you need to come away with from these negotiations to make it worthwhile? If you are working as a team, revisit those questions periodically to keep everyone on track.



When people get swept into the process and become too enthusiastic, they often lose sight of their goal and the surrounding limits that accompany that goal.
 They fall in love with a house, and they get moved off the price they can afford to pay. If you are involved with bidders, this is a common occurrence. There, in front of you, are others showing interest in what you want. You exceed the limit you want to spend. Part of you gets swept up in the moment; part of you just doesn’t want those other people to buy it. That is the whole point of auctions. The people running the auction are hoping this will happen. They hope the human condition will bring emotions into play, and people will ultimately purchase the item at a much higher price.
 People forget their ceiling or “bottom line” when their emotions come into play.



In any negotiations, set a ceiling or bail-out position. Know your "bottom line" and don't forget it. Car dealers play to your liking a vehicle to get you to spend more than you planned. Not exceeding your “bottom line” is critical to you securing your interests. It is also critical to you feeling comfortable with a deal or regretting you ever made it.



II.Thou shalt remember that information is power.



Preparation, Preparation, Preparation.
 These are the three most important words in negotiating, and you can’t disregard them.
 Information is power, and you cannot have too much of it.
 Whether it is a product, people, processes, your competition, the market you are in, competitive pricing, or what your competition wants, you need information. Whatever you are negotiating for requires a backdrop of good information.



If you are a parent, you want to know where your kid is, what she is doing, what is going on in her life, and a hundred other questions. So, what do you do? You have conversations, you check the footage on the security cameras, spy on her through Facebook, check her phone, the GPS you installed in her car, or ask her friends. Only kidding about the last sentence, but you get the idea. We need information for most things we do. When is the store open? How much should I pay for that? How was that product rated? You are acquiring information all the time, and you hardly think about it.



You need all the information that is prudent for you to have before you attempt your negotiations. In business, we deal with a lot of product data and comparables in price and quality. In labor relations, we deal with salary and benefit comparisons and comparative contract article data. Your information will be specific for what you are attempting to do. If I am buying a vacuum, negotiating a labor agreement, or buying a toy for my grandkid, I need information. The information will be specific to the task.



If I don’t take the time and effort to get the information I need, I buy the wrong product, pay too much, get poorer quality, or misunderstand the situation.
 In a digital age, information is just a mouse click or voice command away. You know how you feel when you mess up. We all shop, we look for bargains, and we realize the power of information.
 The person with the information has the power and usually gets the better deal.



Part of that information may also include finding out about those you are negotiating against. What is their situation? What data can I get that will give me an edge or better prepare me for negotiating with them? How badly do they need to make this deal? In business, when preparing for a negotiation, or after it has begun, you need to know "What do they want?" and "Why do they want it?"



III.Thou shalt build on agreements and never assume or adopt absolute positions.



In negotiations, finding common ground usually is the basis for agreements to be built upon.
 Complex negotiations usually start with those items not in dispute and work towards the last issues, where there are greater differences. In labor negotiations, the non-economic issues are almost always discussed first, leaving the economic issues for last. Experienced negotiators will package proposals, starting with a package where there is almost no disagreement between parties. This gets the ball rolling by building trust and showing the parties they can agree.



Equally important to building on agreements is avoiding taking absolute positions.
 In negotiations, things can change quickly, and changing the variables in the deal will also make a huge difference. An absolute position is simply the position you have today. Tomorrow, it may be different. Don’t take absolute questions, such as, “This is my last and final offer.” People do that to force people to move off their last position. Unless this is your last offer and you are discontinuing discussions, immediately, those become empty words and erode your credibility. How will you appear when you make another offer if, previously, you said you wouldn’t budge? The other party will simply come to the conclusion: Why should I believe you now?



IV.Thou shalt possess the power to negotiate and recognize there is another party in the negotiations.



You must have it and the party you are negotiating with must have it if a deal is to be made.
  The problem you will often face in negotiating deals is not dealing directly with the one who has the power to bless the deal. This leaves it open for the “11” hour run to change the deal. Nobody wants to negotiate with a puppet or a messenger. If every proposal must be reviewed by someone else, why don’t I talk to that person directly? In life, you cannot avoid this, unless you use determination and refuse to deal with those who use "shuttle" negotiations. Remember that the larger organization will have boards and even stockholders to vote on certain deals. Labor negotiations end with ratification votes from both parties.



Businesses, like car dealerships, use salespeople to work a deal starting high and seeing where the customer will finally agree.
 The salesperson has two purposes for a car dealership. First, wear the person down and gather information. Second is to get an agreement on a price substantially higher than what the dealership would have finally accepted. If there is a stalemate and the customer is ready to walk, then you see the sales manager, who is the deal maker. The salesperson fills in the manager on the information gathered.
 A tired customer is more malleable.
 They have invested a lot of time in seeing and driving the car, filling out preliminary paperwork, having their trade-in evaluated. The dealership bets they will not walk out now. In Chapter 9, I’ll give you a way to deal with buying a car, negotiating the deal, and never leaving the comfort of your home.
 The above, while true for the car salesman, is not true of every salesperson. If they are salaried or if they work off of commission makes a big difference in how you should view them.
 If they are salaried, they are more like a customer service representative, and you will get to the deal quickly. If they are commissioned at some point, you will be dealing with a “closer.”



Any time you are dissatisfied with the one you are negotiating, because that person is not the deal maker, you have options. One way to get to the decision maker is to demand to deal directly with that person. Your time is valuable. Just state you will not deal with your contact, and if the organization is serious about closing a deal, you must speak to that deal maker now. You can say to your contact, "You seem very nice, but you are not the person in charge. If you can get me that person, I would appreciate it or I'm leaving." If the owner or manager is not available, and I believe I can get a better deal from this person, I leave my name and number and a short message about the deal I am looking to make. I ask the person to please relay my message and have the owner call me back. The deal maker calls you back or someone who has already had the deal blessed does; either way, you save time.



Always remember there is another party to the negotiations. They have a right to push for their interests, even though that may frustrate you. The question why can’t you be reasonable is balanced by the interests of each party. Each party wants to get their interests met in the negotiations. You are not the other party, so what is reasonable to you may not be reasonable or possible for them.



V.Thou shalt remember that one who plans shall control the process and have serenity of mind.



This goes hand in hand with gathering information.
 Do all your research, including research about those with whom you will negotiate, before you attempt to negotiate.
 Structure your deal and what will be your “walk away” point.
 What will be your “bottom line”? What are items you must get in this deal? What are your limits on price, quality, and terms? Play out in your mind where will your position start and how quickly you will move through your proposals as compromises are being suggested.



If you want to, write it out. For every article I negotiate in a labor contract, I have such a plan. I even write out the contract language for each of those steps. I keep it hidden. If I need it, I use it. A plan does not mean you don't have flexibility. Bundling (expanding the deal) may be preferable in lowering per unit costs. Working payment plans and credit may work for you. Only your imagination limits your ability to structure and restructure a deal.



Let me tell you a flea market story.
 I have a local flea market that is open Weds, Sat., and Sun. of every week.
 I like to walk the flea market for exercise and the deals. I won’t lie to you. I love the deals.
 When I am not on the road doing consulting, I am at the flea market in the morning on these days. I often give away pens to my seminar participants, so I am always on the lookout for pens. Vendors will get over-runs and pens from many places. They will pack them in small bags or leave them loose in boxes.
 They price them from 7-20 pens for a dollar.
 My research tells me that pens are slow sellers in flea markets, when packaged individually or in small packs. It also tells me that many of these vendors picked up these excess pens for pennies. Many were bought as part of a larger deal, so their per unit cost is minuscule. I also know flea market vendors hate to load and re-load merchandise into their vehicles when they don't sell. I have a good idea of which pens are worth more and would cost more. In other words, I am current with the knowledge I need to know if I am purchasing pens at the flea market.



Let’s get back to the pens.
 I never make an offer on a dollar purchase.
 I first check to see if the pens write and how they write. I then inquire on the whole box. The vendor who wants to count how many pens or packs are in the box doesn’t get my business. I know approximately how many pens or bags are in the box. I have eyeballed that.
 I want a great deal. My unit cost is the same if I buy one pack or multiple packs at the same amount per pack. I bet one of these vendors will sell me these pens at a bulk price.
 This way, my per unit cost is much less than when they are sold in a pack. The one who says give me ten or twenty dollars for the whole box will get my business. Here is my attitude, “If not today, then maybe tomorrow.” If you are ever at one of my seminars, I’ll give you a pen. If you are wondering why I would give out pens, without my name or number on it, I’ll do the math for you. I learned early in my consulting career that the participants of my seminars didn’t hire me; their bosses did. Second, the last pen batch I bought was 500 neat looking pens for $10 (50 pens for a $1.) An imprinted pen is over a dollar per pen. There is a big difference between two cents and over a buck. Need I say more?



VI. Thou shalt curb any emotional responses and remember thy own ego.



Try to take emotions out of the proceedings. Avoid trigger words. The goal is reaching an agreement, not showing who can be “rattled” easiest or bullying the other party.
  In team negotiations, often, inexperienced team members will chastise an experienced negotiator for not seizing an opportunity to respond to a “zinger” when thrown. The seasoned negotiator understands, sometimes, the other party is acting out for their members. If your goal is ever present in your mind, you don’t allow yourself to become derailed by over reacting. Another reason you want to keep your cool is emotions can hinder our better judgment. It takes you off your game. We miss an opportunity to suggest an option, because we are still fuming about something that was said. Maybe we throw away the possibility of doing business with this person again, and that really isn’t in our best interest.



You need to analyze each situation in the face of feelings of anger, disappointment, frustration, and confusion as the events unfold.
 View it from a negotiation strategy standpoint. How can I use this to my advantage? How can I play this? Can I play it as the wounded party?



If reaching an agreement is most important, then winning a meaningless argument, over a remark, is counterproductive.
  Insulting the other parties is just throwing away any “goodwill” you have built. If members of the other side feel insulted, they will get angry, and it will be harder to get them to say “yes" to anything. And the biggest problem is that it won't matter if you intended to insult them. So, when your worldview differs greatly from another party's view, be careful that what seems obvious to you is not perceived as insulting by the other party. If you are doing business negotiations during this election year, it just makes good business sense that, unless you know the other person’s feelings about the candidates, this might be a good topic to avoid.



Make your mark as a negotiator by getting your deal, not by embarrassing the other side.
 The only time theatrics are good is if it is part of a plan. You better be a good actor to convince the other party you are mad if you are not.



Years ago, I was negotiating a contract with a bargaining unit being represented by a new union. We were two sessions into the bargaining, with two other sessions scheduled, when their new business agent called me and introduced himself before the next bargaining session. He told me that, in the next session, he would scream at me, and they would walk out of the session. “Please don’t take this personally, but I’ve got to show my members they made the right choice. Danish is on me for the session after that.” You might wonder, was that necessary? He obviously thought it was necessary. By letting me know ahead of time, he showed he was smart enough to recognize that you don’t jeopardize relationships you will need to make your deal. If my memory serves me right, we agreed to a contract in six sessions.



VII.Thou shalt define problems and seek solutions.



Key in brokering business deals and negotiating any kind of contract is separating the people from the problem.
 In negotiation training, we have been teaching this for years. Steer clear of condemning the other party, when you know they are simply representing their interests. If we view the problem as that which needs to be resolved, rather than viewing someone holding a contrary viewpoint as the villain, we increase our odds of a successful collaboration.



In negotiations, we also understand the value of distinguishing between interests and positions.
 What you want is your position. Why you want it is called your interest.
 Other positions may also satisfy a particular interest. I may be able to suggest numerous options to address a specific interest. That is what makes a collaborative style valuable in negotiations. It allows you to problem solve. When you think of all of your negotiations, personal and business, they mostly surround trying to come up with a way of accommodating a specific interest. It doesn’t matter if you are negotiating with a child when to go to sleep or a company about a bedroom suite.



VIII. Thou shalt listen and mind the idle clattering of thy teeth.



We always hear such expressions as read between the lines. Negotiation success is greatly enhanced when negotiators can learn to actively listen.
  Often, what is not being said is more critical than what is being said! Listen, so you can ask questions that will help you in leveraging arguments and responding to their inquiries.



It is easy to say too much in any negotiation.
 Talking too much gives the other party information they probably shouldn’t have.
 It can tell them how much you want to spend, how much you like the product, or why you have to do this now. When you share information about “urgency,” you play into the hands of the other negotiator. Even communicating with your body language sends messages to the other party that may compromise your negotiation position.



Sometimes, people will tell you information, and you are dumbfounded why they would do this. A few years ago, I inquired about a stand for my first flat screen television and the sales person said this. “You’d have to be crazy to buy a stand from us. Our cheapest stand is over $250.00.” I appreciated his honesty, but he shouldn’t have volunteered that opinion. Even if I wanted to buy that stand, I couldn’t for fear I would be labeled crazy.



How often have you heard this advice: “When we get in there, don’t look excited and don’t say anything. Put on your poker face.”
 Maybe you heard it because you were the one saying it. We can give away information, verbally and with a facial expression, that is not in our best interest to divulge. Don’t give anybody that advantage.



IX. Thou shalt stand up for thy interests.



This, you would think, does not even need to be said. Unfortunately, it does. If not you, who? Do not waiver from those issues that are critical to meeting your needs.
 Price and quality are two such points. Do not be bullied by those who will insist they know what is better for you and try to embarrass you, forcing you into another proposal. If you made a reasonable, fair offer, have patience and stick with it. Never let the other part “browbeat you” into changing your offer. Some negotiators will sense a counterpart is unsure of themselves. They will use that to their advantage. Don’t let their condescending language or threat of losing the deal force you to negotiate with yourself.



Crafty negotiators will tell you your deal is not good enough. They will urge you to sweeten it before they seriously consider it. They never give you a counter proposal. You become the only one coming up with proposals or offers. In essence, you are negotiating against yourself.



When people remark your deal or proposal is insulting or ridiculous and you know it is decent, call them on it.
 Ask them to explain how it is insulting. Negotiators learn when they have to “push back,” or else the other party will dismiss everything they have to say. In team negotiations, ‘you can’t have your own team members start to wonder if their proposals are less legitimate’ since their head negotiator fails to defend their position or fails to make the other party prove their allegations.



X. Thou shalt remember that timing is everything.



Lack of patience on your part can make you look like an amateur and kill a deal.
 Showing you’re anxious, like jumping at a first offer, is almost always disastrous.
 Most people will tell you that rushing negotiations is a bad strategy, unless both parties equally feel the pressure to do so. Negotiators embrace the “everything in good time” adage. They may slow the negotiations to ensure they are not making concessions too quickly. Some company executives, knowing I have done negotiations for many years, have confided in me how they view making a “deal.” There seems to be a common thread to what they all tell me. They view the deal that was really worth making was the one that was hard fought. Each side focused on their interests and did not let go throughout the procedures. Only when they believed the deal was a win for both parties did they agree. These negotiators are suspicious of deals that come too easy. If it came too easy, they believe they probably could have done better if they hadn’t moved so quickly.



One rule that works for me is: The bigger the deal, the more time I take to reflect. More is at stake, and these deals are more complex. I rarely ever accept anybody’s first proposal if the stakes are high.



Some days, emotions are high, and nothing will be agreed. Some days, one party has less motivation or interest in making a deal. Times of the year, time of day, and the day of the month all affect sales and deals. When does the sales period end? Sales people concerned with their rankings are more motivated as the date approaches. Owners pushing product to make room for the new stock are more motivated to sell present inventory. Timing matters. At the end of the day, vendors at the flea market look to unload product. You may not have the best choice of stuff, but the stuff is often cheaper. If they are tired of dragging their stock around, you can make some outrageous deals if you bundle a deal. If the wares are perishable, there is, even more, the motivation to sell it, rather than cart it back home.


















Chapter 2


Classic Theories of Negotiations




(From the 1970’s-Now)







In the 1970’s, many publications discussed a variety of theories of negotiation. Within a decade, three popular theories were discussed as classic theories of negotiation.



The Win-Lose Theory.
 If the object of negotiations was to win what you want, there was a good chance the other party lost. When negotiations produce a winner and a loser, one side goes away feeling they’ve been taken advantage of and lost. Win-lose strategies are those where there is a clear winner and a clear loser. One has dominated and accomplished their goals.
 This theory embraces an adversarial role.
 The other party has not accomplished their goals or only has had partial success.



I get what I want and you don’t. I get a product for a great buy, and you got much less than the product is worth or you had hoped you would get.



The structure of the win-lose process maneuvers one party to accept something they didn’t want or shouldn’t have agreed to, and one party dominates. This is what, for years, gave negotiating the connection to playing a game. This theory gives you a clear winner and loser.



Why would anyone accept something they didn’t want?
 Some people get beaten up in the negotiations process, and just to get out, they take what is offered. They might have been up against a deadline or just tired of the process. Some might not have known they did so poorly. How could that be, you may ask? It gets back to Commandment II, in Chapter 1. They didn't have the right information, and they didn't realize it. I have watched companies agree to multi-year deals with Wal-Mart with minuscule profit margins the first year, only to lose money with increased production costs in the second to the fifth year. They knew there was no protection written into the contract for increases in their costs. They agreed anyway, because they were overjoyed at the fact their products were in Wal-Mart. They were brought to near bankruptcy.



The Lose-Lose Theory.
 You would not think that, in a set of negotiations, both parties could lose. This result is more common than you might think.
 Both parties settle for less than they want, because they believe it's the best they can get.
 It usually occurs with two sides using an Accommodation style. It can occur when they compromise items, making the parts they get on each item not worth getting or unworkable.
 A compromise like "splitting the difference," often gives neither party what they want.
 I consulted on a set of labor negotiations many years ago. My client and the union were at odds on almost every issue and made compromises in each article. Neither got enough in any one article to make it meaningful to their constituencies. The union took the contract back to their membership, and it was defeated. On the agenda, just two days later, the City voted the contract down. I came in to facilitate a new attempt at coming to an agreement. Both union and management agreed to bring me in. I listened to why each thought their people voted the contract down. I suggested forgetting the compromise on each article and doing some trade-offs. Let the city and union have a few items where they could each sell it as a win. Do some trade-offs; don't compromise on each area of contention. They reached a new contract, and three weeks later, it was ratified by both parties.



The Win-Win Theory.



The win-win theory has both sides focusing on a non-competitive problem-solving approach; both sides accept that each party has needs and goals. This theory challenged participants to use brainstorming, critical thinking, problem-solving, options, and flexibility of thought to allow both parties to forge an agreement that both could call a win.



This works best, simply because both sides pursue solutions that satisfy everyone's needs.
 It starts with the mindset that, by working together, both parties can achieve their goals without compromise. Win-win situations aren't always possible. When the situation won't yield to problem-solving techniques, you must resort to compromise. Nevertheless, your efforts haven't been wasted. Honest attempts to learn what the other person wants and to satisfy those wants are bound to create a climate of goodwill and a strong bridge to future negotiations.



Okay, this chapter isn’t the sexiest chapter in the book. We just reviewed three classic negotiation theories and some of you may be wondering why should you care?
 The importance of the three classic theories is to understand that two theories have serious consequences for those who employ them with potential negotiation partners of the future. The consequences can last for years or eliminate the possibility of ever doing business with this party again.
 If you were reading this thinking, there are certain times you would be perfectly fine with you winning and another party losing, you are correct.
 In negotiation scenarios where there is a high probability of never seeing this person again, there is little negative consequence to you. All you have to deal with is your own ethics. Remember what they say about karma?


















Chapter 3


Classic Styles of Negotiation








Here is another chapter recollecting the classics, this time, with negotiation styles. Negotiators can exhibit a variety of negotiating styles. Usually, the style they choose seems to reflect their basic personality. The accomplished negotiators can vary their styles. These "situational" negotiators view the arena and then choose an appropriate style for their circumstance. If that style is not working, they choose another.



The best style depends on the context of the negotiation.
 As I review four common styles, think of an appropriate set of circumstances where this style would work best.



The Dominator-The Dictator



You will have no problem identifying this style. This is a style of control and domination. They will control the conversation and the agenda. They usually are loud and challenging. They make you feel uncomfortable from the very beginning. Dominators demand and take assertiveness to a new level.



This style will “bowl you over.” It is almost a verbal attack of “shock and awe.” The dominator may have a good reason for their approach.
 If they are trying to make an impression for the people they represent, they may feel this is a way of showing who is in control.



Dominators are on a roll, and often, they have to be in the company of much less assertive types. Their team is usually people who take a “back seat” and let the dominator do their thing.



Although this style can be effective with people who are weaker and not sure of themselves, their style is a poor choice for ongoing relationships. They speak in a very matter-of-fact way and push quickly to closure. They will intimidate and use challenging speech to “turn” their opposition to the deal.



One of the tactics of a Dominator is to challenge you on whether you were serious about the deal or impugn your intelligence.
 They can be very smug. If their opponent walks away from the deal, the Dominator "chalks" it up to the fact they really weren't serious to begin with.



Dominators can be stopped in their tracks. A simple, “Are you finished?” Or “I am glad you are impressing yourself, but you do not impress me. Let’s get back to why we are here.”



The Retreater-The Avoider



The Retreater wants no confrontation or strong disagreement. They are not comfortable with a lot of verbal problem solving.
 Passing proposals between parties and giving the paper to the other party is preferable. They avoid the development of a relationship with the other party, and their discomfort is recognizable.
 If they are dominated by a boss or a superior, they may adopt this style, since it protects them from looking weak or being ineffective in the bargaining. While this style is hard to deal with, it is less objectionable than the Dominator. I like to use three strategies with this style. I move quickly to the “bottom line.” What is your best offer? What is the least you will take for it? What do you have to get out of this? This gets me closer to the area where we can get an agreement. The other two strategies I use are, either “expand” or “contract” the scope of the negotiations.



If I expand the scope, I move into a new territory not expected by the Retreater. Since this wasn’t expected, I move the negotiations off of my proposal and paper. If possible, you always want people working off of your proposal. But since this was not anticipated, I don’t get the objection that I am only willing to consider my proposal. Contracting the scope works the same way.



You begin to solidify agreement by getting small concessions agreed to and expanding on their willingness to agree.
 These types usually stick to less innovation and more traditional structures for agreement. They are less adventurous and are more likely to be scared by “out of the box” thinking.



I always speak softly and in very conciliatory tones. When they reject my proposals, I say, “I am sorry that wasn’t acceptable; let’s see if we can come up with something that will work for both of us.”



If the Retreater does not really have the power to negotiate and is a messenger for someone else, you can get frustrated.
 Don’t hate the player; avoid the game.
 Let’s use the car dealership as an example. Some dealerships structure their sales force with a strong, intimidating sales manager and a troop of retreater salespeople. The retreater is there to wear you out. Properly tired, you are then turned over to the deal maker. Called a “closer,” this sales manager tells you how the sales person bargained with him to give you this sweetener to the deal. You would be a fool not to take it. Nobody will give you a deal like this. Even when I am writing this, I am getting sick.



The Accommodator-The Compromiser



The Accommodator can be a pleasure to deal with under a certain set of circumstances.
 Accommodators want to please and are all about making tradeoffs and concessions.
 They value building relationships. You would look at that and say, well, that is great. Unfortunately, some circumstances cannot be resolved with compromises. Some negotiations shouldn't be approached with this style, since it may be too easy to give away concessions for the purpose of goodwill that are against your self-interest.
 Accommodators love the concept that, if we can't agree, why don’t we split the difference? Splitting the difference sounds fair, but often, it is not a choice you should make.
 I’ll speak to that later in the book.



Accommodators will count the number of concessions and rarely realize that every concession is not of equal value. If this is a style you often use, then let me give you this warning.
 Don’t get hung up on building the relationship and being liked over making the deal you need.
 That has always been my concern with clients of mine, who gravitate towards this style. They are liked and work well with their negotiating partners, but they often make terrible agreements.



The Collaborator-The Problem Solver



The Collaborator style is a problem-solving style that focuses on making a deal that works for all concerned.
 They are results-oriented by virtue of their problem-solving pre-disposition. Because this style works on a problem-solving format, this style can build rapport and respect quickly.
 It is a good style for negotiations with partners. This works in business and in labor relations.
 If the solutions agreed to are one-sided, this will haunt the participants in the future. This style uses the win-win theory of negotiations, because the participants are tied together for the future.



The collaborator will often use brainstorming and problem solving, where the participants are viewing themselves on the same side. They often will break up into groups made up of both organizations to come up with proposals that are viable to both. The negotiations table, for them, may not have one team on each side of the table, but a blend, sitting around a round table.







Each of the above styles can bring home a positive negotiation. Let’s look at what set of circumstances are best for which style.







The Dominator- In business, this will work with a weak opponent, who can be intimidated into an agreement.
 It would work best if you didn't have to do business with this person again. In our personal lives, this style is the style of the authoritarian. It is all about power and control.



The longer you deal with this type, the greater the resentment will build. If I am dealing with an organization or person I will never deal with again, this style might work for me. I’m buying a home. I want a killer deal for me. I win, they lose-I’m OK with that. You go to buy a car. You won’t be buying on this lot or from this individual again. This may work for you.



If you are the Dominator, it is all about you. You rationalize your actions that, if the deal works for me, I’m good. If it doesn’t work for the other party, that is not my problem.



This won’t work well if you deal with these people or this business all the time.



The Retreater
 -The Retreater doesn't want confrontation or strong disagreement, but also doesn't want to build a relationship.
 They stick to their rules, procedures, and past practices. If we agreed with this in the past, why can’t we do it again? It is hard to get them to venture out of their comfort zone.
 If you need to do the “safe” thing, if you can’t take many risks and get out of your comfort zone, this style could work for you. Retreaters like deals that resemble their former deals.



It might hurt you in the long run, and it will be hard to develop loyalty from another party, but in a specific case, it can work fine. The loyalty issue is a big issue. Let's play this out. I never related to you or your company, because there has been little personal interaction throughout the years. Another vendor comes along, with a deal just a little better than the deal we have had with you. It is a better deal. They seem very likable. You get the picture. I jump to the new vendor.



Because of my personality, I find this style the hardest for me to relate to, even on a situational basis.
 I can be dominant, I can accommodate, and most of the time, I am collaborative. These three styles I use often. In my life, I am rarely retreating. My outgoing personality makes that an almost impossibility.



The Accommodator
 -The Accommodator loves harmony.
 To get harmony, they are always willing to make concessions and “meet in the middle.”
 For many things in your personal and business life, this style will work well. Accommodators value people and relationships. What can you say negative about that? The only issue I concern myself with accommodators is they can get “lost in the deal.” They can forget their “bottom line,” trying to please the other side. They forget what they must get out of these negotiations. I fear they will “give away the store.” They will entertain a compromise in all areas of the agreement. If there is an objection, they will look to see what compromise they can make. When you have to get something very specific out of the negotiations, you may not be able to afford an accommodating style.







The Collaborator
 - The Collaborator succeeds by working out a deal that works for both parties.
 This style focuses on acknowledging the needs and wants of the other party.
 Collaborators are results-oriented by virtue of their problem-solving pre-disposition. Because this style works on a problem-solving format, this style can build rapport and respect quickly. So, why not use this style at all times?
 Remember the style you employ is in direct relationship to the style you are facing.
 You may not want to use a collaborative style if you can "roll" the other side, if you need a quick deal and are facing a weak negotiation opponent. Experienced negotiators will tell you all is fair in war and negotiations. If you are facing a Dominator with a win-lose philosophy, how long will you attempt to convince the other party to come over to a collaborative approach? As a situational negotiator, you will vary your style to the circumstance.


















Chapter 4


The Face of the Successful Negotiator








Negotiators come with all the diversity you can imagine. They come in all races, ages, genders, shapes, and sizes. They come in every personality type and represent every generation. The successful ones have some common characteristics. These are the “ties that bind.”



a.
 Knows Who They Are:
 Ability to know own strengths and weaknesses. Knows how far they are willing to go. Understands limits and bottom line. Looks at options-What do they see is the best-case scenario, worst-case scenario? The area between is called your settlement range. Can you go? Are you prepared to make a final deal, now?



b.
 Always Prepared:
  Does the background information gathering for the negotiations. Recognizes the primary variables of cost, quality, and terms and researches all, accordingly. May research products, companies, and people, when anticipating upcoming negotiations.



c.
 Deals from Agreement:
  Builds on agreements to create even greater agreements. Finds issues to agree on and then builds on these. Will use packaging or bundling of items to create the deal. Finds common ground to agree. May break up the deal into smaller agreements.



d.
 Controls Emotions:
 Analyzes each situation in the face of feelings, like anger and frustration. Is willing to avoid allowing emotions from hindering interests. Can control enthusiasm and disappointment. Views controlling emotions as part of a strategy to be more successful.



e.
 Knows Their BATNA
 - If you don’t get an agreement, what is your best alternative, the one you will pursue when the deal is off? Over decades, negotiators have discussed the importance of this alternative in deciding what is the worst option offered to you that you would be willing to accept and sign. If your alternative to doing a deal with the other party is better than any offer given to you, don’t make the deal. Your agreement should always be better than this alternative. This concept was named BATNA and mentioned in the 1981 book,
 Getting to Yes: Negotiating Without Giving In
 by Roger Fisher and William Ury. Most people who negotiate either don’t focus on their BATNA or overestimate it. This can result in rejecting a decent option for a real deal and expecting way too much of their alternative. If you can understand their BATNA, it enables you to take them to the mat and relent, just before they say they are not accepting any deal.



f.
 Separates Personalities from Interests:
 Keeps personality of negotiations partner separate from pursuing interests and goals. Does not let ego get in the way of making a deal in their best interest. Recognizes some things are said as part of a strategy in negotiating a deal. Does not make judgments about those remarks. Can ignore remarks meant to elicit a reaction.



g.
 Shows Communication Abilities:
 Exhibits active listening skills. Uses body language to reinforce active listening skills. Asks appropriate questions to secure information. Expands knowledge through asking probing questions. Has mastered the timing of responses and how to say "no" without offending. Always take the time to reflect and defer responses, until the issue can be researched.



h.
 Stands Up for Interests:
  Is willing to support actions and can stick to an offer. Has a good grasp of limits and thresholds throughout the negotiation process. Will not be touted off what they need to get from the negotiations. Is not afraid to speak up when their position or proposal is attached or under scrutiny. Will call out people to explain why they object to or criticize their position.



i.
 Willing to Change Strategy:
 Has the flexibility to change the direction of the negotiations if it is not moving positively. Willing to change momentum and strategy. Won't be bullied to respond in the same emotional climate as the other negotiator. As a strategist, a negotiator counters strategy with another strategy and climate with another climate. Your ability to keep changing what you are doing and how you are responding, until you get a momentum that will produce results, speaks to your skill as a negotiator.



j.
 Moves to Problem-Solving Mode:
  Even when facing absolute positions, moves the negotiations to force the parties into a discussion of interests and possible options. Has learned to de-emotionalize anything that was said before and reset discussions.



k.
 Ability to Build Trust and Comfort:
  Has ability to be seen as trustworthy and fair. Individual is seen as honoring commitments and giving truthful information. Is willing to explain their position clearly and is not secretive over details.



l. Has Good Anticipation and Instincts: Possesses ability to anticipate what the other party wants and what they may suggest. The successful negotiator anticipates issues and has been working on them from the time the negotiations began.



As you make your way through the negotiations process, it is always important to separate the person from the issue. Keep the interests of the other party in mind; brainstorm the options and maintain creativity. Never be shy about discussing a strategy or tactic being employed and always remember to avoid becoming a victim because of your desire to obtain an agreement. Getting an agreement or deal is secondary to having a deal that doesn’t meet your needs.



Closing Thoughts



In negotiations, you often will be asked to spend more or accept less. Know your limits and don't be frustrated or beaten down into accepting something that is not in your best interest.



What is your best-case scenario? What is your worst-case scenario? The area between is called your settlement range. If you can reach an agreement within your settlement range, that’s a move towards a win!



Negotiation is a process, not an event. As you do more of it, you gain comfort.
  There are predictable steps in preparation, creating the climate, identifying interests, and selecting outcomes you will go through in most negotiations. With practice, you will gain skill at facilitating each step of the process. Your comfort zone will expand. As your skill increases, you'll discover that negotiating may be enjoyable. The larger the negotiations, the more details and, consequently, more anxiety and stress. The more your preparation and resolve, the more comfortable you will become with the process.



Profile of a Successful Negotiator



The ability to:



- Gain credibility by listening, not speaking-Absorbs what is happening



- Think and act under pressure-Quick thinking



- Present proposals-Understands what is necessary for a proposal



- Take prudent risks-Weighs pros and cons effectively



- Maintain flexibility-Willing to consider alternatives



- Be prepared for the obvious and the unforeseen



- Avoid letting ego and emotions standing in the way of the bargaining strategy



- Make accurate assessments of any politics surrounding the deal



- Develop a tough skin when you hear things you don’t want to hear



- Maintain a sense of humor



- Say “no” effectively


















Chapter 5


Basic Negotiations Strategies








A Few Simple Strategy Points- Let’s start with a basic personal strategy and then branch out from there. Here are seven simple strategy points:



Strategy One:
 Focus on Your Strength.



● Your belief that the deal you're offering is the best available.



● Your expertise as a problem solver.



● Your preparation. The better your preparation and knowledge, the more you know about the other side's needs.



Strategy Two:
 Be Patient.



● Act as if you have all the time in the world, but watch for clues that the other side's time is running out.



● Never rush a deal. It is better to “slow play” your bargaining than “jump in.”



Strategy Three:
 Explore Options and Make Tradeoffs.



● When both sides examine ideas that seem to conflict, they tend to move closer to a satisfying solution.



● Value a tradeoff by (1) how it affects other issues you'll be working with and (2) what you'll get in exchange from the other side. Aim for a "quid pro quo" --something for something -- and don't be quick to trade off an item, just because it seems cheap or unimportant to you. If you're going to give, be sure you get.



● Remember you evaluate your trades by value, not by the number of trade-offs. You don’t have to have an equal number of trade-offs, but you don’t want to be the one on the short end of the stick of the total value of trade-offs in the deal.



Strategy Four:
 Personalize Yourself.



●
 Make the people on the other side see you as a person.
 Let them know you have feelings, problems, and needs, just like they have. This bonding makes it harder for them to take advantage of you in the deliberations. Add to this, creating yourself as a likable figure, and you increase your odds for better treatment throughout the process. It is harder to mistreat or take advantage of someone you like. This is not a guarantee. Remember this lovely business phrase. “It’s nothing personal; it’s just business.” This one phrase has been the justification for the most disgusting, non-ethical business behavior.



Strategy Five:
 Build Bridges.



● If you anticipate ongoing contact, you need to build a sense of continuity and assure the other party you'll be there to serve its needs, even after this deal is done



● Build bridges by keeping your promise to follow up, delivering what you say you will, and not promising things beyond your authority



Strategy Six:
 Consider Compromise If It Won’t Cripple The Deal.



● Although I don’t always advocate compromise, it may provide the best alternative.



●
 Only consider a compromise if you've exhausted every effort to produce a win-win, collaborative solution that satisfies both sides' needs, without either having to settle for less.
 If you hear yourself saying, “It’s not really what we wanted, but it was all we could get,” you definitely compromised.



Strategy Seven:
 Recognize Dominators and Collaborators.



● There are four classic styles of negotiations, but two general types of negotiators you're likely to meet. Knowing which category your opponent fits helps you select an effective set of strategies to deal with that person or team.



● Dominators need to control people, the agenda, and the flow of the negotiations. They're determined to gain the upper hand in all relationships, because they see others as threats to their security or position. You work to neutralize this type or to force them to adopt a more conciliatory approach.



● Collaborators try to figure out the needs of both sides, and they prefer to minimize conflict. Unlike Dominators, Collaborators enjoy developing close personal relationships. They work to find solutions. Remember, even if you are facing a Collaborator, your interests are your primary concern. They will be mindful of the interests you present, but they are not representing you.



Your Strategy Requires You to Ask Yourself These Questions First.



Is this something I want to negotiate? Is there an advantage to negotiating this, or can I better acquire this another way?



Just about everything is negotiable, though people rarely choose that route. You can negotiate many goods and services that many never consider.
 You can negotiate at retail stores for goods or medical offices for medical care.
 I have friends, who will see something listed on the internet and call that company and ask if they will meet a competitor’s price or if they will reduce the price if they buy more than one. Even on Amazon, vendors will list their goods and say that, if you are buying multiple items from them, you can call for an additional discount or use a code to reduce your price. Many don’t push the negotiation angle, because they don’t believe the additional savings would be worth the trouble.



If the price is low enough, is it worth negotiating?
 Every set of circumstances is different. I’ll negotiate for a case of an item, but I will not negotiate down a single item that they quoted me the price of a dollar.
 I took my seven year old granddaughter to the flea market.
 I was trying to give her some basic lessons on negotiations. I asked her this. “If they tell you the item is one dollar, and you know it is worth much more than that, will you ask them to take fifty cents?” She thought for a few moments and said she would not, because that would be insulting. A girl after my own heart, I thought. “If they tell you the item is five dollars, and you know it is worth much more than that, will you ask them if they would take less?” This time, she did not hesitate. “I would ask them if they would take three dollars.” I was impressed. She would counter with three and maybe get them to accept that or counter with four dollars. “What made you say three?” I asked. I expected to hear an analysis that would make me proud. “Well. I only brought five dollars with me, so I wouldn’t have any money left if I didn’t get the item for less.” Not the rationale I expected, but clearly she has genius potential. We are definitely keeping her.



Your Strategy Must Embrace The Three "Ps"



Negotiations Fail If the Three "Ps" Pre-Requisites Are Not Embraced By Both Parties



Some beliefs can disrupt negotiations before they even begin.



Perception: If participants do not believe the “playing field” is level, it is hard to have success in the process.
 An agreement will not be reached, because participants in the process believe it is inherently unfair. If I believe the deck is stacked against me, why will I agree to terms?



Preparation:
 An outcome cannot be reached if people are unprepared or are unsure of their status and position.
 If participants do not believe they have the required information to make a deal, they act tentative and fear making any agreements.
 It will be hard for them to have success in the process, because they will be tentative about any terms.



People: An outcome cannot be reached if there is not an atmosphere of trust and cooperation.
 If the negotiation partners mistrust each other, every proposal becomes suspect. No information is accepted as truthful. Motives are constantly being questioned. Explanations are not considered as truthful.



Your Strategy Must Consider Time Related Issues



In all of my years of negotiating labor contracts, time sensitive issues made up much of the bargaining. Working conditions, salary, and benefits are filled with time-sensitive language that requires bargaining. Check out the words to Kenny Roger's song, The Gambler:



“You've got to know when to hold 'em



Know when to fold 'em



Know when to walk away



And know when to run



You never count your money



When you're sittin' at the table



There'll be time enough for countin'



When the dealin's done."







Much of negotiating has time sensitive issues surrounding the negotiation.
 When is it best to sell or buy a product? What day, week, month, or season? We shop sales that are time-bound. Our returns and warranties are all time-bound. The shelf life of products is time-bound. When should I buy that washing machine? When should I purchase that product at the flea market? Business negotiations are focused on time for delivery, time for payment, time for warranty, time with credit, and the list goes on.



Time constraints in negotiations, as in other activities, are subject to a form of the 80/20 rule: 80 percent of concessions tend to be made during the last 20 percent of the negotiating time.
 This is why good negotiators hold onto their concessions until late in the process. They also hold onto “throw away” items. These are items that are meaningless to one party, but have value to the other. A concession that might mean little to the other side early in the process may become a “sweetener" that closes the deal at the end.







The Time to Negotiate.
 Your choice of when to begin dealing can have a material effect on your success. When you buy or sell something, you may capitalize on the market or seasonal trends that will drive prices down or up. You might save a considerable amount if you buy on the downside of a supplier's business cycle. Delay purchases, such as automobiles, until the end of a model year, when salespeople are eager to make a quota and factory incentives are in place. This requires research on your part.
 Time can be your ally or enemy if you figure it in your negotiating strategy.







When Time Is Short, deadlines are inevitable, and a common deadline (which can be a bigger enemy than the other negotiator) spurs both parties to generate solutions.
 Hide your own deadlines, while looking for the following clues that the other side's deadline is near:



● A new person suddenly enters the negotiation.



● They soften a hard line position.



● They concede an issue.



● They pick up the pace of discussion.



● They become preoccupied with how much time has passed.



● Federal or state incentives are ending.



When it serves your purpose, you can create time pressure to accelerate discussion or resolve a deadlock by:



● Making a limited-time offer.



● Making an offer contingent on a quick decision.



● Referring to impending price increases or some impending local event they may fear. Sometimes, it is the organization’s announced budget or a company’s quarterly or annual report.



● Emphasizing your supply of what the other side needs is limited and may soon be exhausted.



Your Strategy Must Include Your Ability to Control Your Emotions



Some negotiators will try to embarrass you into a deal, shake you up by swearing, screaming, or pounding the table.
 Some may try to guilt you into agreeing to a deal, where they play the part of the victim. Most of these tactics only work if there is a disparity of perceived power; one party feels inferior to the other. The stronger party senses this and moves in to bully the other into a deal. The bully wants to control, but you can wrest control away. How do you weather the storm, when you see this occurring?
 You need to be in control of YOU! There are a few tactics you can use.



1.
 My favorite is to wait until they are finished. Stay perfectly calm and then restate your position as if they hadn't spoken.
 This is fair, since their attack was meant to scare you into a quick agreement, thusly avoiding any further confrontation. This is the cool, calm, collected response to someone trying to rattle you.



2. Another calm response is to go right into a problem-solving mode by saying this: “Raising voices isn't going to solve anything. If we are going to have a deal, both our interests have to be addressed. Let's look at options that will address both.”



3. You can fight fire with fire! You can get right back in their face "Are you finished? I'm not impressed by your behavior or your proposal. If you want to get serious about making a deal, change your attitude and your ability to listen. I propose that we...." The admonishment for their bad behavior is followed by a short reset of how to proceed with another proposal or whatever you might suggest.



4.
 Only use emotional responses on your part if it is planned as part of your strategy.
 How convincing are you at faking hurt feelings or outrage? This can be done effectively, but not everyone succeeds at using this as part of a strategy. You also can’t use it often with the same people, so even if you are good at it, pick your spots carefully. I have used this successfully in contract negotiations a handful of times in my 35 years of negotiating labor contracts. You know you have done well, when your own team didn’t realize you were faking it.







Remember that, if you allow the emotionalism to escalate, eventually, the negotiations will break down and the breach becomes irreparable.
 You will walk away from the deal with extreme prejudice. You will never want to do business with this person or organization again.



Your Strategy Must Be Built on Preparation, Preparation, Preparation



In a digital age, information acquisition is easier than it ever has been. The internet is a repository of information on people, places, industries, and markets. The more information you have, the greater your ability to feel confident when you negotiate. If information is power, then information gathering is a constant before the negotiations and during the negotiations.



Before you start any negotiations, you need to gather information on the specific deal you are about to work:



Pre-Negotiation



1)The variables on this deal,



2)The organization you are dealing with,



3)The people you are dealing with,



4)Alternative construction or options for this deal,



5)"If not this, then what?" Be sure you have an answer before you begin to negotiate.



During Negotiations



Gaining information during the negotiation is even more critical and hinges on your ability to ask questions that delve into what the other side really wants, beyond what they are openly willing to admit. Ask what, where, when, how, why, who, and to what extent to uncover hidden agendas and secret needs.



You might answer these questions by talking with the other side's competitors or customers, reading trade reports or recent articles about the other party, or consulting standard business information references. Information also comes by questioning insiders. You may think this is "as seen on TV." Dramas on television portray this kind of business intelligence gathering all the time. For business deals, this does happen. I have been in meetings, where the purpose was to find out who has contacts that can get us information on a client or supplier. The key is to be sure your inquiries are comprehensive. If you are going to do this correctly, ask the same questions of people at all levels and at different locations to get a comprehensive picture of the other party’s real interests.


















Chapter 6


Sixteen Manipulative Strategies You Will See




You can see some very interesting behavior in negotiations. You can see attempts to forge an agreement through empathy, pity, guilt, and any of the other human emotions.
 Of all the underlying factors of manipulative behaviors, trading what you don’t have is my favorite. If you don’t own it or have it, you shouldn’t be able to trade it.
 That concept is not understood by many who negotiate. Kids, initially, don’t get it, and labor unions are not far behind. If that sounds harsh, it isn’t. It is not in their interests to embrace the concept. People will start with a position that is high and be willing to cut their demands. They will look for an in-kind response from you. Their proposal surrounds what you will do for them. It does not address what they will do for you. I’ll explain more of this in the Advanced Tactics Chapter. Those who try to trade what they don’t own change their tune when the other party asks for specific items in exchange. It is the simplest way to get the crazy proposals off the table. Here are sixteen common manipulative behaviors I have seen throughout my life. I am sure you have seen quite a few of these:



1.Good Timing



Allowing time to work in your favor is often necessary in effective negotiating. Knowing when to seize the moment is critical. By laying issues to the side or ignoring them until the “proper” moment, a negotiator may seal an agreement when previously unable to do so.



2. Mutt and Jeff



Known as “good guy/bad guy,” this tactic can be effective in negotiating. There are several variations of this technique. One variation positions one side with one conciliatory member and one very dogmatic individual. The conciliatory member implores you to accept what he offers, while he still can influence the other party, who is being unreasonable. Another variation of this technique is where one negotiator espouses a ridiculous position vociferously, while a fellow team member disagrees with this position, trying to lull the other side into giving more compromises than would normally be acceptable, using the ridiculous position of his teammate as a backdrop.



3. Low-balling



Announcing a low offer to reduce the expectations of the other party is characteristic of the low-ball technique. Low-balling attempts to heighten the other team’s anxiety and demoralize them. This tactic is used by individuals who do not anticipate future negotiations.



4. The Fake-out or Feint



It is apparent in which direction negotiations are moving, until one party springs a hidden agenda. This tactic is meant to be intentionally misleading by taking the focus away from the real issues under consideration.



5.Fishing



Using this method, a series of inquiries are thrown out to see which has the least resistance. The inquiries often concern items not even desired. These will be used as leverage for later negotiations. Fishing is a common strategy used by sales people in negotiating a sale.



6. Fait Accompli



Acting first and negotiating afterward is the essence of this tactic. Buying a house with an appliance package and, after the deal is closed, discussing the make and model desired, is an example of this type of process. Details are left out until after the deal is made.



7. The Big, Bad Wolf



This strategy capitalizes on the story of how unreasonable a superior can be and how lucky you are to be negotiating with them, a reasonable person. High costs, tough terms, and other unacceptable proposals and concepts are always attributed to the big, bad wolf. Almost always, the big, bad wolf is never seen. The big bad wolf is the power broker, who is not on the premises.



8. Chicken or Nuclear Disaster



This tactic pushes two opposing positions against each other, until one party backs down. Regardless of whether or not one backs off, the consequences of this strategy are long lasting. One may get a great deal at the expense of the other. Usually, both parties lose, because the deal blows up in their faces. Regardless, there is such bad blood between the participants that future negotiations may not be possible.



9. Big Squeeze/Limited Authority Game



This tactic is used to wear down an individual. Regardless of the agreed-upon terms, one individual announces it is a deal, but he has to get the boss’ approval. Invariably, the boss does not agree, and a new set of negotiations begins. This tactic attempts to “squeeze” out a little more from one party. It is very common in sales negotiations. This method surfaces through statements like, “It's not up to me," or “The decision will be made upstairs."



10. Wimpy Burgers



“Assist me today, and the reward will come tomorrow” is the focus of this strategy. Neither the reward nor the time frame is ever specified or discussed. Dissatisfaction is usually the result for one party if they fall prey to this strategy.



11. Splitting the Baby



Splitting the difference is often used in compromising positions and drawing them to a final agreement. In understanding this tactic, it is critical to realize that from where you start "splitting" is the key in determining whether you have been treated fairly or have been "had."



12. I Can Get It For You Wholesale



This strategy employs the concept of skewing information, concerning the “competition.” The emphasis of this strategy is to impart the message to the other side that they are lucky you are even talking to them. This “Have I got a deal for you” approach is filled with large gaps and limited truths or outright lies about the existing competition.



13. Catch Me If You Can



This strategy employs the ability to change approach or arguments on the same topic repeatedly. The use of this strategy exacts a quick agreement by capitalizing on the new direction having not been thought through by the other party. Quick agreements are desired by those who employ the “catch me if you can” strategy.



14. The Impossible Deal



Some negotiators will take an unreasonable opening position, hoping to force you to lower your expectations. The sheer unreasonableness panics the opposing negotiator. This pushes the unprepared to make concessions never initially considered. The use of this strategy exacts a quick agreement by capitalizing on the new direction having not been thought through by the other party.



15. Acting Out



Some negotiators will try to play their opponent with theatrics that are meant to make them uncomfortable and willing to make a quick agreement. It can be guilt, anger, or fear. Some sales people will try to increase the urgency to make the deal by saying there are people, who want the deal off the table. It is a manipulation to put the opponent out of their comfort zone.



16. The New Deal



Some negotiators will bring up a new buyer or a better deal that has just come available. They will pick a time, critical in the negotiations, to leverage their proposal. There are several variations to this gambit. Sometimes, it is new information that makes the existing negotiations not that desirable. This is also designed to get the other party to concede to seal the deal quickly.


















Chapter 7


Building Relationships








Focus First On You (Building a Relationship Starts with You)



When we talk about building relationships, we are talking about creating a comfort level for those who negotiate deals with you. To build a relationship, you have to build trust. Why would those you negotiate with trust you? Since trust is built on actions, that brings us to the question, “What have you done in your dealings to show you are trustworthy?”



In negotiating with people for the first time, they will want to know your reputation.
 They will ask people you dealt with before to give them an opinion. They will then proceed carefully with you, evaluating how you are behaving during the negotiations. How do you approach making concessions, and are you forthcoming with information?



I always approached any negotiation with a focus on myself, first.
 If I might be dealing with these parties in the future, here is what I thought. Do I believe the other party has a right to have their own interests in this transaction? Do I understand what those interests are, and am I prepared to work towards a lasting quality resolve that will have long-term benefits for both parties? If I am only focused on short-term solutions or gaining a win in these deliberations, you can bet, if we meet again, there will be future problems and conflicts.



If I am satisfied that my head is focused on those things that will give long-term success, I am ready to negotiate.
 I have negotiated labor contracts with many unions, insurance coverage’s and plans, and several lesser business deals in my life. This is above and beyond the normal negotiations of buying products, homes, automobiles, and appliances. Here are tips that make a difference in building a relationship with your negotiation partner:



1.
 Never lie or give false information.
 If you mention something that is not true or correct, be upfront about letting them know as soon as possible. This is a key component in building your reputation. I always prided myself with my negotiating partners that we may not always agree, but I will never knowingly lie or mislead you. Be honest.



2.
 Fully explain your position or demands.
 You will know why I want or need this concession. You will not have to wonder, because I will tell you. You can't build trust if your demand is a "Trojan horse." If the other side doesn't understand the impact of that demand and agrees to it, only to regret it later, they will bear resentment.



3.
 Sometimes, you have to make a "trust gesture."
  It can be as simple as a unilateral concession. You ask nothing in return, because you realize this is something they value. The concession may come at little cost or risk to you, the provider, but it is seen as a trusting gesture by the recipient. Besides establishing trust, carefully crafted unilateral concessions give credence to a reputation of embracing a win-win philosophy in dealing with each other. Be advised, I didn't say any concession. You pick the one they value and you can afford to give. Not a basket full of concessions, one!



4.
 Negotiations is a give and take proposition.
 You have to give some to get some in return. Sometimes, the deals we negotiate with vendors and suppliers will favor one party over the other. The next deal may go the other way. Partners who like doing business with each other recognize it can't always be an exact 50/50 proposition.



5.
 Communicate openly and freely.
 Don't appear that you are hiding information. Discuss and explain points as they come up in the negotiation. If you know they have the wrong impression of something, correct it. Even if the correction does not work in your favor, it was the right thing to do.



6.
 Give access to information.
 Those who are willing to share information build trust and develop a positive working relationship. If you are working off of different data, you get into the argument of which data is correct and your motive for using the data you have.



7.
 This tip has always been difficult for me.
  Mirroring and matching is a concept that states people like people who are similar to themselves. Conversely, when people are not similar, it is more difficult to have a comfort zone with that person. To develop that comfort zone, research tells us to match body language, communication style, and voice intonation. Then, focus on personalizing yourself and finding areas of common interest. Mirroring and matching allow you to create that comfort zone and build that relationship. Sounds reasonable, but for me, this presented a challenge. I was fine with those who were more outgoing and verbal. Those who were quiet, reserved, and private presented the problem. I have an outgoing personality. I can tone it down for a while, but not always as long as the negotiations would take. I leaned more heavily on the personalization aspect. I showed the other party I was a family man, had hobbies, etc., and even though our personalities were different, we had other things in common.



8.
 Remember what behaviors make a win-win scenario.
 If you can remember these behaviors, you can build a relationship. First, there is a recognition that we are focused on long-term goals, not short -term fixes. Second, we recognize and respect individual goals and interests. Third, we recognize there may be many future opportunities to work together, so our behavior matters, and fourth, our deliberations must include trust and respect for each other.


















Chapter 8


Critical Errors in Negotiations








Be prepared for anything. Evaluate how you achieved success and what caused failure. Over the years, I have seen successful and unsuccessful negotiations. I have made plenty of mistakes, and I have watched others make mistakes. Evaluating mistakes and why certain deals failed allows you to fine-tune your skills. Here are a baker’s dozen of common errors you can learn from.



CRITICAL ERRORS IN NEGOTIATING: Tip Sheet



Tip 1. Unprepared.
 - Preparation, preparation, preparation! Being prepared in the knowledge of your product or service and understanding the needs of your negotiating partner are just the start. How prepared are you in listening skills, structuring the build of your proposals, and thinking through your "bottom line" on individual items. Break down the skills you need to succeed and take a personal assessment. Those areas you know you need improvement in become your action items that must be worked on. Preparation builds confidence, and confidence is contagious. Negotiators who prepare can control the movement of the negotiations. Control is power.



Tip 2. Talks Too Much.
 - Don’t waste time discussing issues that are not a concern for the other party or even of interest. Personal information and side conversations on sports often can be over-done and may limit the time for in-depth discussion of the terms and conditions. When we were a young couple, this used to drive me crazy with my wife. I would try to maneuver the discussions a certain way, and she would talk about items unrelated to what we were buying. I would have a hard time keeping the negotiations on track. Over the years, she has learned you don’t expose your interests, so now, she limits her discussions at critical times in the negotiations. But I need to be honest, here. I have learned one critical thing about negotiations from her. You can’t underestimate the power of building a relationship. That is her strength, and she knows it. She can get things done and expedited faster than any person I know. She can develop a relationship over the phone and in person in a few minutes, and you would think she knew them for years. What is magic is her ability to keep up that relationship. By emails, calls, sharing and sending recipes (she is a great cook), baking, and sending banana breads, she knows exactly how to “grease the wheels.”



Tip 3. Over Thinking.
 - How often can you analyze why a negotiation is not going well? Sometimes, by "overthinking," you sabotage your own confidence, becoming less effective in your ability to present your position. Reflect about when the negotiation started to bog down and lose momentum. What could you have done to avoid getting to that point? Sometimes, you just need to ask the other party why things are not going well. What are our "sticking points," and how can we get over these?



Tip 4. Not Connecting-Bad Personal Communication
 . - Maybe it was the sarcastic remark or the lack of eye contact that caused the negotiations to stumble to a halt. Perhaps, you did all the talking and no listening and the other party had enough of that. Or maybe, you failed to acknowledge any of the other party’s interests as they explained their proposal. Negotiations are about making a people connection. Failing to focus on any relationship behavior will hurt any attempt at making a good deal. How do you know you have created that people connection? You can tell by the way they respond to you. Do they appear to trust your information and your word? Do they seem relaxed when you speak?
 If you are still unsure, simply ask. How are we doing in our relationship? What do I need to do to make you and your organization feel comfortable in doing business with me?



Tip 5. Fails To Demonstrate An Advantage
 . - Not every proposal, product, or service will meet your negotiating partner’s needs. While that is true, if you never focus the other party on the advantage of your proposal, you can lose an opportunity for an agreement. This is true in sales. Failing to show the benefits of your deal, product, or service can lose that sale. Passing proposals on paper, back and forth, with little discussion, is not advised. Periodically restate the advantages of your proposal, so they stay focused on the advantage of your product or service, even if you know they want changes before a final deal can be made.



Tip 6. Lacks Confidence To Close the Deal.
 - So close, yet so far, and the only thing stopping the agreement is the confidence of the negotiator. This happens when a negotiator doesn't see the timing or opportunity to settle this is now. The negotiator waits too long. More issues seem to come from nowhere, and the negotiations start to reverse direction. I have watched this with negotiators, who were so tentative they were waiting for the other party to suggest the deal. Don't let procrastination "steal the deal."



Tip 7. Complacency.
 - This goes hand in hand with being a focused listener. Be careful of letting critical information slip by you in the negotiations. You should have picked up on the fact that an issue was a major concern of the other party. You didn’t and squandered an opportunity to seal the deal. Don’t let that happen to you. You can always say to the other party, “Am I missing something that is important to you in this deal? Let’s go over what you need to have to make this work for you.”



Tip 8. The Desire to Win at Any Cost.
 - Some are not suitable to be a negotiator, because their view is too short-sighted. They feel they must vanquish their opponent, so it is clear they won. Lopsided victories are the only things that work for this style of negotiator. Those who negotiate with this individual do not want to do it again and never forget how they were treated.



Tip 9. Hanging On To The Initial Proposal.
 - If you hold onto the initial proposal through negotiating, never willing to make concessions or change your position, you make it impossible to negotiate a deal or agreement. The essence of negotiating is "give and take," and refusing to leave your initial position shows you are not willing to do that. In negotiations, there is a give/get principle that negotiators understand. When you fail to get off your initial proposal, you show no ability to get an agreement. Experienced negotiators will tell you, if you start with your "last-best offer" as your first offer, you are a fool. Very few negotiations can be exacted, where the negotiating parties have such trust that they can get down to their "bottom line" immediately and close a deal.



Tip 10. Exhibits Bad Boy Behavior.
 - There are several unacceptable behaviors that make getting an agreement or deal contentious. If you lose your temper and intimidate people, it is hard to develop an atmosphere conducive to an agreement. Lying and failing to honor your word create issues surrounding any negotiations that are hard to overlook. “Bad Boy” behavior makes parties retreat to their positions. The mindset becomes, “If I have to deal with that kind of behavior, I’m darn well getting what I want.”



Tip 11. Superiority Complex-I am Smarter, So I Should Win.
 - If you enter the negotiations with a goal of a devastating victory over the other party, because you believe you are smarter, you may be surprised at the result. Since negotiations require both parties to agree, if the other party senses you believe they are stupid or inferior, they may not want to agree for that. Sometimes, people will take deals to avoid catastrophic results. These are very specific situations, where there is usually an economic reason to abandon their interests. Remember, negotiations are all about human behavior. What are my expected actions if I believe you have a low opinion of me? How likely is it that I will be interested in a deal with you?



Tip 12. The 11th Hour Revelation.
 - Nothing is more frustrating to a negotiator than to think everything is wrapped up, only to hear, at the last minute, a new demand has come forward. To hold onto this issue and dump it out at the last minute is very bad form. Will you let the deal go because of this or will you accommodate this last minute sneak attack? How much will you let your ego get in the way? Will this be the last change, or is there going to be still another? Do you believe this was just an oversight? Make your evaluation of what you will do. Is the deal important enough for you to accommodate this last minute proposal? What will be the effect of this on the long-term relationship of the two parties?



You will have this happen to you in many negotiations you encounter. You will also be the one bringing up the last minute change. Sometimes, the circumstances are unavoidable. You thought something was included, and just before signing on the dotted line, you realized it wasn’t. Just remember, if you are doing this to others, apologize and expect they will be miffed. If it is being done to you, it may require you to say this changes everything.



Tip 13. Failure To Use The Power of Questions.
 - You have heard the expression, “You don’t have to know all the answers, just the right questions to ask.” That is true in negotiations. Questions get you more than just information. Questioning can focus the other party on examining their interests. Questions can set up a trade-off or your next proposal. “What if…” questions are used frequently in many negotiations. We use it with our families, friends, and business associates. These questions are great, but use them carefully.



What if questions open the other party to a possible position you are willing to embrace. If your answer to them is contingent on you receiving a huge trade-off first, avoid the "What if…" start. Instead, start the inquiry with their trade-off first. "If you would agree to give me …I would be willing to entertain other possible trade-offs." Their attention is focused immediately on whether they can give what you requested. If it is not possible, you will know immediately from their response. At that point, you don't mention what you were going to suggest at this point in the negotiations. You hold that back until another time. Maybe, further, in the negotiations, they will be more interested. If they seem willing to discuss what you requested, then you can proceed.



Limited-option questions are gold in negotiations.
 Whether you are negotiating with your kid at bedtime, the spouse on a vacation, your teenager on a curfew, limited-option questions put you in charge. A limited-option question sets out a few options that are all acceptable to you. Since you are selecting the options that are “on the table” for consideration, any one that is selected is a win for you. You have moved the discussion to an acceptable conclusion to you.



Limited-option questions give the other party power.
 Since they are picking, they feel they are in control. “You can stay up ten minutes more and play, watch the Disney channel for fifteen minutes, or I’ll read to you, The Little Engine That Could before going to bed. Which would you like?” If I can live with those three options, it is far better than having an argument or listening to the whining. It doesn’t matter that the three alternatives may not have equal value. The only thing that matters is the child selects one.



This year, I was visiting my daughter and grandkids in New Jersey.
 We were around the dinner table, and my daughter was having the usual argument with her then, four-year-old. "Eat your grilled cheese; if you don't eat it, you can't have the ice cream that Bubbie (Grandmother) bought for dessert." Sookie, the four-year-old, kept playing, and my daughter kept getting louder, and more idle threats ensued. The atmosphere around the dinner table grew tense as voices got louder. "I'll take care of this," I said to my daughter. I turned to my granddaughter, and here was my conversation. "Sookie, I am going to tell you two stories, and you tell me which story you like. Story One, Sookie doesn't eat her delicious grilled cheese sandwich and Mommy keeps getting annoyed. She then calls Daddy in to speak to Sookie. Daddy tells Sookie if she doesn't eat her grilled cheese, she won't get dessert, and she will have her Paw Patrol stuffed animals taken away. Sookie cries and is sent to her room. Bubbie is so upset, she and I have to go back to the hotel. Story Two. Sookie eats her grilled cheese. Bubbie and Mommy tell Sookie how proud they are of her. Bubbie kisses and hugs Sookie and gives Sookie an extra big bowl of ice cream. Everybody is smiling and enjoying the dessert. Which story do you like?" Sookie looked at me and picks up the grilled cheese and takes a bite. "I like the second story much better." My wife looked at me and smiled. “Still works,” she said. My daughter, standing behind her child, mouthed these words, “I hate you.” I am still amazed our kids haven’t accepted the fact we know more than them. Don’t forget the power of using limited-option questions.


















Chapter 9


Advanced Tactics

 







This is a "meat and potatoes" chapter. Go over these concepts slowly. I included the car buying scenario at the very end of this chapter. I have been negotiating deals for friends and relatives for years. With the internet and social media, it is so much easier to get a better deal today and not exhaust yourself in the process.



●
 When the other party says, “let’s split the difference,” don’t automatically agree.
 Sure, it sounds fair, but is that in your best interest? Is it better to split the difference or construct a different solution-a trade-off? You get exactly what you want in this area, and I get exactly what I want in another area.



●
 "You can't trade what you don't own."
 If I start at a price that is ridiculous, and I give up on it to a lower price that is still ridiculous, what have I given you? Nothing? I never got that price before, and I won't even get this new price. In labor negotiations, unions use this tactic consistently. They start at a demand from a 12% raise, and over months, they reduce it to 8%. "We have given you a fifty percent reduction," they say. "What else do you want from us?" They never had the 12% raise, so they are not giving us anything. To give something in trade (a concession), you have to have it. Don’t fall prey to this thinking.



●
 If you feel you are compromising more than the other party or being pressured more, try the "buddy" approach.
 Try being very friendly and mentioning the close working relationship you have. People are less likely to pressure a friend. Sometimes, you may just want to point out that you feel you have conceded more in the deal than your counterpart, and you are waiting to see your interests met. You then follow up with, “Now that we have your part of the deal structured, let’s get my part squared way.”



●
 I will put this point in every chapter, because it is one of the critical parts of negotiations that get compromised.
 Do you have thresholds on how far you will go on each item in the negotiations? Do you know, beforehand, exactly how far you will concede on each issue? How much will you concede overall, and whether, if you concede to your limit on one point, would you be prepared to go to your limit on other important points?



●
 If you are negotiating with another partner, your other half or partner can take a position opposite to you, and that may complement your overall strategy.
 This “good cop”, “bad cop” strategy is common in many types of negotiations. One is usually aggressive, and one is conciliatory. When the aggressive person has pushed so hard the other party wants to leave the room, the conciliatory person can take over.



●
 Team negotiations require discipline and communication.
 Each team member must understand their role and must be active in fulfilling their responsibility. One of their responsibilities is to "read" the other team. On the flip-side, they need to focus on not being "read." Team members should only speak for the team when they have been specifically designated and should defer to the chief spokesperson if addressed a question. When I negotiate with a team, there is one head and one mouth representing our side at the table.



The chief spokesperson must communicate with all team members; hand signals or word cues should be discussed by the team, so you can communicate when the negotiations are taking place. Even in small business negotiations and negotiations for the family, these rules should apply. If you allow the other side to work your team members, you are feeding into the "divide and conquer" strategy of your opponent. Sales people will quickly see who is more passionate about the sale and work that partner.



●
 You decide what you want to talk about. If you don’t like the agenda of a negotiation meeting, change it
 - even after the meeting starts. Refuse to allow points you consider non-negotiable on the agenda. This is true, even in a sales situation. They want to talk about what you can afford? What are you willing to pay? If you don’t want to talk about that now, don’t. Let them know you want to talk about your concerns. Don't be shy about telling someone, I'm not discussing that now. That is not on my agenda.



● Since there are different types of negotiations, there are common terms and constructions of deals specific to certain industries. Come prepared with the knowledge of what they are, prior to the negotiations. Do you know the lingo? What are the differences in materials? Sales situations provide the worst scenarios for buyers, who are ill prepared. Customers can easily be taken advantage of, and they won’t even know the questions to ask. If you are unsure what to ask, go to the internet. If I was going to buy a stove, I put in my browser search bar, What should I ask before purchasing a stove? You will get more information than you know what to do with.



●
 Try to get the other party to reveal all their demands, first
 . If it is a sales situation, then you want to know all the costs and fees. Don’t start debating each point, until you know their full set of demands or costs. You may find costs are reasonable on the front end of the deal, but the maintenance costs are prohibitive. Shipping and delivery charges are often not brought up by the seller, until the very end, when the deal is already done.



●
 If you don’t know whether you are dealing with the decision maker, you need to find out.
 Find out early if the other party has authority to make the decision. One tactful way to do this is to ask them how long it takes to get approval. If their answer is not “immediately”, ask them, what are the steps to get final approval? This way, you find out who has the final say.



●
 Be leery of questions concerning what you are willing to spend
 . If you are the buyer, the issue for you is getting a value in your purchase. I may have plenty of money to spend, but that doesn’t mean your product or service is worth it.



●
 Can you achieve an optimum situation?
 I want to know everything I can get in a deal with you, before I start negotiations. I want to jealously guard what I want from you in the negotiations. I only want to reveal my interest slowly as the concessions are being made. I don’t want you to see my cards before you need to see them.



●
 Even when frustrated or stressed, do not try to humiliate or destroy the other side.
 Avoid any cheap shot about their company, products, or employees. You can’t be a bully and build a relationship. You can’t expect repeat business from people who don’t like the way you do business.



●
 Sometimes, playing dumb pays off in exposing things conveniently unsaid or left out.
 Asking questions on whether something is included in the deal will give you more information. The “dumb as a fox,” line, when said about a negotiator, describes one who uses questioning to disarm the other party. It is also used for a negotiator, who “slow plays” making the deal and finds the impatience of the other party allows him to get more concessions.



●
 “I’m losing money on it. This is below wholesale.”
  People who negotiate with these lines are taking you for a fool. Nobody stays in business by losing money. Some sales contain tight margins and rebates, and other incentives may make the difference between making any profit. If you are purchasing large quantities of stock and inventory, it is possible your seller is losing money on some of the merchandise. Only in liquidation and bankruptcy sales do we truly see merchandise being sold for a fraction of their cost.



●
 Keep notes of concessions or points made by both sides.
 You don’t want to forget what they offered, nor have them later claim you offered something you didn’t.



●
 When the other party concedes a major point, don’t automatically make an equal concession - or any concessions.
 Move away from the notion you have to trade concessions. I thank the person for moving us closer to wrapping up the deal. Then, I move to another item under contention.



●
 In negotiation training, we normally tell students not to be the first to make a major concession.
 First to concede is at a disadvantage and usually concedes the most. There is truth to that. I would tell you, if you feel you must give up a concession first, give up a minor one. See how that will be responded to by the other side. If you do, make them know this is a “good faith” gesture.



●
 Normally, whenever you make a concession, try to get some concession in return. Don’t make all your concessions at once.
 Experienced negotiators use bundling or packaging. They take the items that both parties will have no disagreement with and bundle it. It gets immediately agreed. Then, they move on to a bundle of items, where there are simple changes and minor trade-offs. With a little discussion and some changes, this gets agreed. They now have most of the deal done; they have shown good faith in dealing with each other and are ready for the major items.



● If negotiations are breaking down, try to change the way points under contention are expressed. With money, focus on the issue differently, suggesting a different payment schedule or terms.



●
 You never let the other party take liberties with the truth and get away with it.
 If they intentionally misrepresent your proposal or facts about an item, correct them immediately. The first time could have been a mistake, but if it repeats, it is part of their strategy. Let them know you are not buying their information or their “spin” on the issues left open for negotiation.



●
 Silence is golden, and who doesn’t like gold?
 When I have recognized that we have talked enough about an issue or set of issues and need time to reflect, I’ll say, “Think about what we just said and whether it work for you; let’s move on to another issue.” Sometimes, thinking about a proposal is all that is necessary to get the other party to come around. You can always take a break from discussions or schedule a next session, soon.



●
 Always have a list of concessions you are willing to make.
 I would put it on paper, not leave it to your memory. Assess how important any concession is to the other party. If it’s not important to you, but is important to them, you can use this to trade. If you want to upgrade the value of that concession, appear to hold value in it. If they believe it is a bigger give on your part, you can exact larger concessions. I caution you in this area; your verbally giving greater value to the concession better appear legitimate. If it doesn't, it just appears you're a bad actor.



●
 If the other party demands an extra concession, not part of the discussion, or adds a new cost or condition, say “this changes everything.
 We now have to reassess how we will look at the last few items we discussed.” Don’t allow a deal to be made and then extra changes piled on, where there are no corresponding concessions.



● You can rotate negotiators and designate different people negotiating different parts of a deal. It becomes more difficult if you are dealing with a handful of corporate owners or elected officials. Sometimes, groups change their negotiators because of a stalemate or personality clashes. If you can change, it may make sense. You don't change negotiators because the other party wants somebody who is less talented, so they can take advantage. Unfortunately, some organizations buy the whining from the other side and put in someone who is conciliatory, but a lousy negotiator. They wind up paying the price with a lop-sided contract or a bad deal.



●
 If a new negotiator is appointed or a higher authority joins the negotiations and will not recognize the concessions they have made previously, threaten to withdraw all of your concessions.
 When someone goes back on their word, after sessions of bargaining, this is “bad faith” bargaining. In labor negotiations, under federal and state bargaining laws, this would be addressed with specific sanctions. In a regular business deal, this is literally killing the deal. Why would someone do this? They may feel the other side is weak or so needy of a deal they can dictate terms. There may have been a change of leadership, and now, the group you were dealing with is no longer in charge. A change in a state or federal law. A new set of federal guidelines and both parties may be forced to restructure the deal. I have seen this in both government and corporate sectors. Only under unusual circumstances should you let that go, without strong objections.



The Car Deal-Why Many People Hate To Go Car Shopping



●
 Avoid being pressured into a deal. Avoid being pressured into a deal. Avoid being pressured into a deal.
  There, I have said it three times. Business is highly competitive, and businesses invariably want to know what they need to do to make a deal with you, today! If you can’t deal with that pressure, stay home. Shop on the internet and see what is the best deal you can get there. It may be great, and you say to yourself, “I don’t need to worry about making a deal. I’ll just buy it here.” If that works for you, I’m 100% supportive. Not everything has to be a complicated negotiation. Sometimes, we just make a purchase. If you are going into the battlefield (the store), go armed with your information, so you can make your best deal. Without it, you are at their mercy. Car dealerships are the number one sales group that lives by this tactic. Let me tell you about negotiating for a car purchase.



If you have done your homework on the model and make with all the accessories you want, have all the comparative data, the lowest prices that the model you are looking at has sold for in your area, and what financing is available to you through your credit union or bank, you may feel you are ready to purchase a car.
 You believe you have done all the legwork necessary. You still will be there for hours, where the dealership will try to wear you out and agree on a deal hugely in their favor. Not your fault, it is the way they like to do business. They want to get you at the highest price you will pay for the car, financed by one of their recommended banks, with an extended warranty. Here is an approach I use, and lately, I don’t even leave my house and go to the dealership.



You have to know exactly what you want and have driven the car. You have researched the accessory packages and everything I have stipulated above:



You call the dealership and ask to speak to a senior salesperson, 10 years or more with that dealership.
 You tell them you are very busy and you will buy a car in the next week. You personalize yourself, and you attempt to build a little relationship with this salesperson. State the color, model, and accessory package you wish to buy, how you will pay for it, and who will finance it if you are not buying it cash. If you have a trade, this complicates the deal, because if it is a high-value trade, they will want to see the condition. A car they will send to auction, the condition, mileage etc. is it enough? They have a base value they are giving you on that car, and it isn't that much. You state the price you will pay for the car, and if they can do it for that, let you know. You will then come in.



If you have done your homework, they will call you back with a slightly higher number, telling you the deal is almost there.
 They just need to see your car. You stall them and say I’ll get back to you. You know they will be working up to higher price than you thought you needed to pay for the vehicle. If you gave too high a price and sold yourself short, they will say they gladly will sell you that car; they will have it waiting for you. You stall them and say you will get back to them. You now have a price to beat! You then call another dealership. I have an offer from so and so for this car. Can you beat it? Some dealerships will ask you many questions to make sure it is a legitimate offer; others will refuse to deal with you like this, because they want the opportunity to wear you down at their dealership. If you believe you can do almost as well in buying the car through a car buying service or a dealer who puts the exact price on the car as it sits in the lot, that’s great. I have friends who tell me if they pay five hundred dollars more for a car and they can avoid all this hassle, they will gladly pay it.



Here is a play-by-play of my 2016 Kia Sorrento purchase.
 I did all the background research. I went to dealerships and just looked to see what SUVs I liked. I checked out KIA and Hyundai. I drove several models. I selected the model and accessory package I wanted and went on the internet. I had a 2014 Sorrento (paid for) for trade, so I was focused on how much money “out the door” (tax and tag) they would want from me for that 2016 model. I entered that information in a Kia website. They alerted dealers in my area. I received phone calls within hours, and I recapped the deal I was looking for, this time stating what I would pay cash.
 This is the deal, my car and cash for your car.
 I will pay $9,000.00. I underbid what I thought was a reasonable offer by a thousand dollars. Now, I just waited for the first real offer. I got some who tried to get me up to their dealership, telling me they couldn't give me their best price, unless they saw my car. It had low mileage, in perfect shape, and under warranty. I wasn't falling for their ploy. "Make me an offer and let's see if you are even in or close to my ballpark," I replied. I finally got two offers. One was four thousand dollars higher than the other. I took the lower offer, which was $1450 higher than my original lowball offer. I called three dealerships, leaving the closest dealership to last.



The first dealership said they would not give me any number, unless I came in. That was their policy.
 The second dealership said they would have to think about selling it for that price, but they would get back to me. They never did. The closest dealership to my house said they would beat my lowest bid by $500 and include throw-ins, like tinting for the side windows, nitrogen for the tires, upholstery and undercarriage weatherproofing. To those dealership items they ascribe a ridiculous value and add that supplemental sticker, raising the price of the vehicle significantly. I have no interest in paying for these add-ons, but they are nice to have if you are throwing those in the deal. They had hit my price almost on the nose of what I considered reasonable, so I told them my offer is contingent on two things. First, I have to drive that vehicle first and give my OK, and second that the Bluetooth system will work with my phone.
 You may laugh at that, but I am on the road too much not to have my blue tooth work with my phone.
 A few years ago, I put that clause into a contract for a Subaru I was purchasing. They never could get my phone to work with the blue tooth system. They could get none of their phones to work on that car or any other car in that model. That year, there was an issue with several radios in Subaru models, and the internet was loaded with complaints from their customers. They wanted me to accept an after- market radio, which wouldn't work with the controls on the steering wheel, as their solution. Good luck with that idea. I never took receipt of that car and wound up buying my first Kia.



Back to the 2016 Sorrento purchase.
 Unfortunately, this dealership said they didn't have the black-on-black color combination I wanted with the right accessory packages. They would have to trade for it with another dealer. They did, with that dealership that never called me back. Here's Karma, they weren't willing to sell me the car for that price when I called, but I got the car from them, anyway, in the end. The dealership got the vehicle, and the only time I went there was when I was picking up the car. The paperwork was partially done, before I even got there. I was in and out in an hour. Most of that time was making sure the blue tooth synced with my phone.



You can go on-line and use some of the internet services, go through Sam's Club, or any of a hundred other on-line ways that tell you they will save you money. Many are preferable to going to the dealership and being passed between salesman and sales manager. No matter which you choose, use the concepts I have shared in the book.
 Do your homework, stay cool, let timing work in your favor, and don’t jump at the first offer.


















Chapter 10


Negotiations Tips and Tidbits








This is the closing Chapter for this book. I thought of doing a summary, and as I was structuring it, I kept thinking of different isolated thoughts. Some were on issues I thought I didn’t explain fully in other chapters, and others, I knew I didn’t mention at all. Hence the title, Negotiations Tips and Tidbits.



●
 The first one for this section is a question I have been asked over the years. Do men or women make the best negotiators?
 Or do I notice a difference between men and women in the strategies they employ? Here are my reflections. I see no difference in one being more successful than the other. I have met good and bad in both genders.



I have noticed that I have seen less “dominators” in the women's ranks. I have only known one woman, where that was her style of preference for every type of negotiations. She was bright, but had no trouble making herself unlikeable. When you are that “dominator,” it doesn’t take long for people not to like you. I have seen women act in the role of the dominator style to combat another dominator. From a societal perspective, I believe we still value program our female children to be less assertive than males. It has changed greatly in my lifetime. The gap is not as big as it was in years past. Today, jobs and careers are not labeled as male or female careers, as they once were. Years ago, you didn't see women, in any numbers, in many occupations labeled "traditional" male jobs. Today, the lines are rapidly vanishing.



●
 I was once asked this at a training session. “What can you tell me that will help me with negotiating with my relatives?
 We are in related businesses, and we are often are presenting deals to one another.” I thought for a while. “Do you like these people?” I asked. “Yes, I like them,” he said. “Our family is very large and very close.” “Then don’t,” I replied. You are tied to these people forever. Do you really want to have a deal where there are misgivings? I think it is universal; don’t do business with relatives if you can avoid it.



● There are many negotiations, where you don’t know when or if you will see these people again. There is a saying negotiators use- “no deal or negotiation is ever one time.” That means, never burn a bridge. Your reputation is your badge. Be honorable and look for the long-term in all dealings.



● Anytime there is a stalemate, uncover the true objection or obstacle. By listening, questioning, and qualifying, you can ferret out the real stumbling block. Focus on both parties’ interests and go into a problem-solving (collaborative) mode.



●
 Always be willing to admit a mistake. This is for two reasons.
 First, it is the honorable thing to do, and it helps build relationships. Second, it is the pragmatic thing to do. I don’t care if I take the blame and win the point.



● I don’t know about you, but I can’t remember everything. I take notes, and I require, in any team negotiations, my team members take notes. It is your record of the discussions. It also allows me not to forget to ask a question later on something that might be critical to making the deal.



●
 Timing is everything.
 Don’t play your best hand too early in the negotiations. Wait for the right opportunity to mention that piece of information that will help you seal the deal. This may be harder than you think. Some people can’t hold onto that card. They play that card early, and it doesn’t give them the push they expected it had.



●
 Why can’t both parties just “lay their cards” on the table immediately?
 Why can’t both parties get to their best and last offer and move the negotiations quickly? You could have this if both parties did that, and their constituencies had no problem with giving up items they had hoped to get, but weren’t essential to the deal. The reason this doesn’t happen is both parties must trust the other to do that. They don’t. They don’t because neither party wants to look foolish. If both announced this was their best and last offer and accepted the proposals of the other, they have an agreement. What happens if one or both can’t accept the deal? Technically, they should walk away, since that was their best and last offer. If discussions take place after this point, they admit they didn’t honor giving their best and last offer, since they are still talking.



●
 There are several questions you can ask that will restart a dialogue when negotiations cease.
 Here are a few: Let’s look at what we both need to make this work for both of us. Let’s see if we can work some terms, so we can agree. What would you like to do to make this acceptable to you? Let’s focus on the few items still in contention and see if we can make some trade-offs that can close the deal.



●
 Sometimes, when there is a stalemate, asking a person to put themselves in your place will focus them on your concerns and restart the discussions.
 "What would you do if you were me?" or “Walk in my shoes, would you make this deal, why?



●
 Be careful with people who tell you this is a limited offer, or the sale is ending today.
 Sales people are told to create artificial urgency to get their customers to make the deal today. Car dealerships run sales every week. Factory incentives do have time limits, and you need to arm yourself with the information of when they really end. The salesman will often lie or tell you something vague, like "soon." They don't want you to "comparison shop." They want you to buy right now. One of the keys to selling is to create “urgency.” If you are negotiating a deal, this can be a tool in your strategy. Can you use it with the other party to create an advantage? If it is being used on you as a customer, sidestep the whole issue. Make it clear you are not in a rush.



●
 Know your negotiating opponent.
 Learn about the company or organization you are dealing with to get a better sense of comfort in the process. Who are their people and how are they viewed? I like to deal with experienced people who represent their organization. They have more influence on their superiors and can explain my deal more effectively.



●
 If there is an argument over the bottom line or your objective, do not proceed with the negotiations.
 This is true in dealing with your family or representing a business, where the ownership is divided over what is accomplished. You can't do your best, unless it is clear on what we are trying to accomplish. Every item we buy as a family, I need to know that my wife and I are on the same page. If you negotiate, only to find the objective has changed, it negates your effectiveness.



● I have negotiated with attorneys, businessman, and average people. I have negotiated with people of all ages and levels of education. You can never be in awe of your negotiating opponent. If you are, you will accept things they say as truth and not verify the information. In the early 80s, when the mortgage rate was 20%, I looked for a house. I couldn't afford the house I wanted, since a 20% interest rate limited me to a much lower price bracket.



A realtor I had met said he had just the answer and took me to a gorgeous house in an upscale neighborhood.
 He introduced me to a real estate attorney, who owned the house. The owner was also the professor at a local university. He exclaimed how I could afford this house with a “contract for deed.” He would maintain the existing mortgage, paying it at his low rate, and I would pay him. I would get the title after we had paid up the contract. I won’t go into all the concerns you should have if this is ever offered to you. I was amazed. I could afford to live in this house in this community.



The first question, was this legal?
 Of course it was, I was told. A real estate attorney wouldn’t sell you a property if it wasn’t legal. Well, I’m not in awe of anybody. I researched the issue. What would the bank that had the mortgage think about this arrangement? The mortgage company would never know, the seller told me. All the information I gathered told me this arrangement was highly risky and had little protection to the buyer. Years later, most states legislated very specific guidelines, and banks and lenders made it clear these types of arrangements were not permissible with their mortgages.



●
 For the most part, everything is negotiable. Everything is for sale. All prices and terms have latitude (or room to move) if you have the right approach or make the offer/concession.
 What do they want to get out of the transaction? People often tell me I need to remember that basic retail doesn’t work that way. There is a price tag, and there aren't any negotiations. There is some truth to that, but find a damaged item, and there is a good chance you can make an offer. You need a case of something or want to make a bulk purchase. You can negotiate that case or bulk price, even in retail. You can negotiate more items than you would think if you get to the right person in that store. The sales floor staff is not that person.



●
 Beat or match this price-It is a way of life for retailers, today
 . Don't let this strategy for instant savings pass you by; all you have to do is ask. For appliances and other items, the savings can be considerable. If you are looking to save on gas and only shop in one area, this can work for you. Many retailers will not match or beat a price from an internet seller.



●
 One of the biggest downfalls of effective negotiations is focusing only on price.
 If the other party is focusing on price, you need to discuss the value-added services available with the proposal you have presented for consideration. What are the tangible and intangible benefits you are willing to offer? What are the hard and soft savings to be realized with your proposal? What are the short-term and long-term benefits of your proposal?



●
 Volume and multiple sales are deal makers.
 You can save money if you are negotiating for more than one item. Even if you wanted only one of the items, you can lower the per unit cost significantly by buying two or three items and selling the others. If you can sell the other items easily, what is your discount for the one you kept? I have bought multiple items in deals, only to sell the other items and get mine free. What a deal!



●
 Backing out of a deal always stresses people
 . Sometimes, you can’t help it. Sometimes, you realize you made a mistake or new information has come to your attention, which makes the deal not advisable. When negotiating contracts and deals with people you will do business with again, your reputation is your bond. You have to withdraw your offer with tact. How can you withdraw tactfully? For one, you can retreat to a previous position, explaining the offer is not available, because you made a mistake or because higher authority intervened.



●
 Misdirection toward an item under negotiation is often a ploy to keep you from focusing on another issue.
 It is holding onto an issue they have every attention of giving up or making a concession. This is done to avoid any scrutiny of another more important issue you are about to agree to that is more critical to their deal. In complex negotiations, always hold onto some giveaway items for the end, so you can sweeten the deal on the items you want.



●
 Today is not the day, and this is not the deal. Some deals you can’t make, some deals you shouldn’t make, and some deals you won’t make.
 Sometimes, you have to walk away. Your interests have not been met, your needs not satisfied. If your “bottom line” has been exceeded, you need to walk away. That is not a mark of failure. Every experienced negotiator has faced deals they couldn’t make. If you have exhausted the options, tried a collaborative approach, and still failed to secure a deal, it wasn’t meant to be. Maybe the other party wasn’t being realistic or the timing just didn’t work for both parties. Maybe some sort of politics precluded a deal from being consummated.



A few years ago, I agreed to take on a labor negotiation between a city and a fire union. The issues made this set of negotiations definitely contentious. I told the client that, within a few sessions, I would know whether an agreement was possible. I was brought in to facilitate an agreement; that was all. If an agreement was possible, I would help them craft it. If there was no possibility of an agreement, they would turn the negotiations over to an attorney. After a few sessions, I told them there was no possibility of an agreement. "Why not," they asked. I told them that the union believes it controls the politicians. They believe they can hold out and get everything they want. I was right; they bargained for years, elected more pro-union council members, and got everything they wanted. I don't blame myself for the failure of reaching an agreement. Some deals you can't make, some deals you shouldn't make, and some deals you won’t make.



●
 Read as much as you can in the categories of negotiating, deal making, closing a deal, and bargaining.
 Sales books will often have chapters dedicated to the negotiating process. There are hundreds of books that will help you. If I gave you a bibliography, we would have to go back to the 1970’s, where I read great books. That bibliography would be at least twenty pages- Herb Cohen, Roger Dawson, Roger Fisher, William Ury, Gerard Nierenberg, and Chester Karrass are just among a few authors, who have published some great books on negotiations.

















I hope you liked this book. It is the second in a series of books in the Consultant in a Box Series.
  All of my management and supervision titles contain information you can use in your jobs, today. They are practical books that focus on strategies that work. Check out these books. They are all available, now:



Ambassador Customer Service: Moving The Chess Pieces (Consultant in a Box Series) (2016)



You Can Negotiate Anything: Learn It For Life (Consultant in a Box Series) (2016)



Leadervision: Anyone Can Be A Leader (2016)



The Ten Commandments of Supervision (2016)



SimplySmart Management I (2016)



SimplySmart Management II (2016)



SimplySmart Management III (2016)



SimplySmart Management I-III Box Set Omnibus Edition (2016)



The Supervisory Minibook Series (2016)



● Critical Thinking Is Critical



● Put a CAP on Conflict



● Why You Need An Orientation



● Brainstorming: The Power of the Many



● Common Sense Team Building







If you enjoyed reading this book or found it useful, I'd be very grateful if you'd post a short review on Amazon. Your support really makes a difference, and I read all the reviews, personally, so I can get your feedback and make this and future books even better. I want to reach as many people as possible with this book, and more reviews will help me accomplish that. Thank you again and best of luck!



To leave a review, just click the review link or leave your review on the Amazon review page.
 
https://www.amazon.com/author/stevenrosenthal


















Steven P. Rosenthal
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