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5分钟摘要



扩大甜蜜区，做大利益饼，满足对手的胃，达成我的目标！　
英文



有人说谈判纯粹是一门艺术，其实不尽然。事实上，有效谈判是一门科学或一套程序，应有系统地进行，原因如下：


	现今商场交易比以前复杂多了。

	商场上已有愈来愈多专业买者视谈判为一套程序。

	很少公司以长期利益思考谈判策略，这意味商场竞争行为已愈来愈不理性。

	和过去相较，公司内部有愈来愈多的场合要用到谈判。



因此，我们发展出一套包含四大步骤的正式策略性谈判程序，剔除谈判过程中不必要的臆测，帮助大家上谈判桌之前，做好万全准备。这个策略性谈判程序包括四个步骤，及一个常被人忽略，实际上却非常重要的前置作业：
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想要成为一流谈判人才，每一次的谈判都应遵循上表所列步骤进行。



MAIN IDEA





中文



Negotiating effectively isn't really an art. Instead, it is a science or a process that can and should be systemized because:


	Deals these days are becoming far more complex than in earlier times.

	More professional buyers are in the marketplace now and these buyers are trained to see negotiation as a process.

	Few firms think long-term which means their competitive behavior is becoming increasingly irrational.

	There is much more internal negotiation going on now within companies than previously occurred.



As a result, a formal four-step strategic negotiation process has been developed which will take the guesswork out of negotiating and enable you to blueprint every negotiation. This strategic negotiation process consist of four steps and one important but often neglected preliminary activity:
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To become a world-class negotiator, follow this template for each and every negotiation you participate in.



前置作业　设定目标　

英文




主要观念

进行任何谈判前，都应试着确切量化欲达成的目标。换言之，大家应该先思考要达到什么目的，再研究如何进行谈判，如此才能确保大家朝正确的方向前进。

支持概念

许多人一头栽进讨价还价的协商过程，却未事先花一点时间思考这次谈判的重要性。这是因为大家习惯从技术面，而不是从策略面去看待谈判这个课题。大多数人比较关心如何开始谈判，少去关心谈判的结果。

未设定谈判目标的人，将会遭遇以下问题：


	浪费大量时间、气力争取到的条件，最后证明没有什么实质价值。

	迫使对方让步，结果自己不但没有增加任何实质利益，反而破坏了双方的长期关系。

	看不到对自己真正有利的交易机会。



你当然可以套用以下这个句子，作为你所有谈判的目的：

“为双方创造合则双赢的价值，并妥善分配彼此的获益，借以强化及延续双方的友好关系。”

这听起来很不错，却很难实行，甚至根本行不通。道理很简单，除非拿得出对双方都有利的条件，否则你很难让双方产生共识。要求大家努力创造更大价值，使这些价值变成新的谈判目的，再让双方来分配价值，实际上已大大改变了谈判的本质。如果对方知道，你正尝试运用巧思为他们创造更多利益，他们自然会很感动。只要你们确实有过几次成功的谈判经验，能够明确证实你们有诚意在追求利己的同时，也乐于帮助对方达成他们的利益目标，就能大大强化双方的关系。

换句话就是，每一次的谈判目的，与其说是努力争取现有那块饼更大的一份，不如说是促使大家努力共同把饼做大。如下图所示，传统谈判方式着重于如何在双方意见一致的共识区分配经济利益。在谈判过程中，谁比较强势，谁就能争取到比较多的利益。
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然而更聪明的谈判方式，应该是促使双方以整体利益为出发点，努力扩大共识区的规模。如此一来，不管最后如何分配，双方从共识区分得的利益，都会多于原来的利益。买卖双方再以维持原有关系为基础，商量如何就扩大后的共识区分配经济利益。

传统观念一向认为，谈判双方是互相对立的，因此，当有人提出新观点说，双方应携手合作扩大共识区，以创造更有利的结果时，一般人可能一下子还不能接受。大家可能会认为，这种构想可能是很不错的理论，现实世界却行不通。事实上，正因为以下三项原因，你们双方共同扩大共识区而产生的潜在利益，可能大到令人难以想象的地步：


	你们可以创造及协商一笔金额更大的买卖与交易。

	谈判的氛围与调性将因此而改变。以往的谈判，你可能只想不断压迫对方作更多让步，现在，你和对方携手合作，以找出对双方都有利的新机会。当你依照这个方向达成几次成功的谈判，并取得一定的公信力，此后再有任何谈判，协商过程都会变得更顺利，谈判结果也会更有建设性。

	你和对方的关系将会变得更加稳固，未来可望创造更多有利可图的生意机会。
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请注意，想要扩大共识区并圆满完成谈判任务，谈判的重点不能只着重在单一课题上。如果你只想就价格问题和对方谈判，不仅无法促使谈判加速进展，谈判策略也难以发挥作用。谈判涵盖愈多层面的议题，双方愈有机会扩大共识区，因此大多数谈判都涉及不同议题的各式变量，反而有利谈判的进行。

举例来说，客户可能跑来告诉你，他们公司希望压低明年支付给你的顾问咨询费用20%。直觉上，你当然会认为这个条件无法吸引你继续合作，但如此会导致你错失提供该公司国际部门顾问咨询服务的机会。因此，你同意对方删减15%的顾问咨询费用，但前提是，该客户必须同意以下其他条件：


	和你签一纸为期三年由你提供该公司顾问咨询服务的合约。

	将你引介到该公司的国际部门。

	提供你新事业顾问咨询服务的优先权。



当这些新要素被你纳入谈判内容之后，不仅扩大了共识区，更有机会达成一项足以让双方关系更加稳固的共识。如果你只希望单单和对方谈出一个好价钱，是绝对不可能达成的。


关键思维

“一开始弄清楚自己为什么要谈判，是非常重要的；也就是，你希望获得什么结果：谈判的目的。你一定以为自己很清楚为什么要谈判，事实上，你可能会很惊讶地发现，许多人在还没有搞清楚状况，甚至完全不知道自己为什么要谈判的情况下，就直接上了谈判桌。大多数人只晓得专注于谈判过程与谈判技巧，很少关切自己为什么要谈判。你设定的谈判目的，或漏设定了谈判目的，对谈判本身，或对谈判结果，乃至于对你期望和顾客建立的长期关系，都将产生深远的影响。因此，设定目的是谈判过程中非常重要的一部分。”

戴特迈尔及凯普兰

“人们常犯的一个错误是，在还没有决定去哪里之前，就先规划怎要怎么去那里。”

戴特迈尔及凯普兰





Preliminary Establish Goals　

中文




MAIN IDEA

Before you attempt to negotiate anything, stop and quantify exactly what you're attempting to accomplish. Think about what you want to achieve before you start determining how to go about achieving it to stay headed in the right direction.

Supporting Ideas

Most people plunge right into the back-and-forth details of a negotiation without first taking the time to consider why the negotiation is important. This is because people tend to approach negotiations tactically rather than strategically. They are more concerned about getting to where they're going than they are where they actually want to end up.

If you have no negotiation goals:


	You can waste a lot of time and effort bargaining hard for items which later turn out to be of little or no value.

	You can damage your long-term relationship with the other party for a few concessions that turn out to be worthless.

	You won't be able to recognize a good deal when you see it.



Ultimately, your goal in any negotiation will be easily stated:

"To create joint value for both parties and then divide it in such a way that the ongoing relationship is strengthened rather than weakened or diluted."

This may sound good in theory but difficult or even impossible to achieve in practice. The simple fact, however, is that unless there is something in it for both parties, nothing of substance will occur. Making the aim of the negotiation to create more value and split that value both ways also changes the nature of the negotiation substantially. If the other party realizes you're trying to create a smarter deal for them, they will naturally be impressed. Once they you have several successful negotiations behind you which prove definitively that you genuinely want to help them at the same time as you help yourself, an exceptionally strong relationship will emerge.

Put differently, your aim should always be to enlarge the pie rather than argue over who gets the biggest slice of the current pie. As shown on the graphic below, the traditional approach to negotiating has focused on how to divide the economic benefits which are found in the agreement zone between both parties. Whoever had the greatest power in the negotiation could be expected to secure the larger proportion.
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A more astute approach, however, is for both parties to work together to increase the size of the agreement zone as a whole. That way, no matter how the agreement zone ends up being divided, both parties come out ahead. The economic benefits of the enlarged agreement zone can then be divided between the two parties in such a way that it is fair given the ongoing relationship.

The idea that both parties will come out ahead by working together to enlarge the agreement zone may seem counterintuitive at first since it goes against the traditional adversarial approach to negotiation. People may well think the idea sounds good in theory but probably won't work in the real world. The potential benefits, however, are impressive and far reaching:


	You'll be able to create and negotiate larger rather than smaller deals and transactions.

	The atmosphere and tone of your negotiations will change. Instead of trying to grind out every possible concession, you'll be collaborating to come up with new opportunities that benefit both parties. Once you've conducted a few negotiations along these lines and have some credibility, each successive negotiation will become easier and more productive.

	You'll be strengthening your relationship with the other party,—and hopefully creating even more opportunities to do more profitable deals in the future.
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Note that to enlarge the agreement zone and to carry out a success-ful negotiation, you must be looking at more than one item. If you'e just negotiating on price alone, a negotiation process or strategy won't be able to achieve much. The more different items there are in the mix, the greater the opportunities there will be to enlarge the agreement zone. In the vast majority of situations, this won't be a problem as there will be a number of variables included.

For example, your client may come to you with a request that you cut your consulting fees by 20-percent in the following year. While that will obviously be unattractive, you may be aware that you've never been able to sell services to their inter-national division. Therefore, you may agree to a 15-percent cut in your service fee if the client will agree to:


	Enter into a contract to use your service for three years.

	Provide introductions to the company's international division.

	Provide you with a first-right-of-refusal on new business.



By integrating the additional factors into your negotiation, not only are you extending the agreement zone but you're also making it possible for an agreement to be reached which builds the relationship. This would not be possible if price were the sole variable used in your negotiation.


Key Thoughts

"It's important to think about why you're conducting the negotiation in the first place, what you hope to get out of it: the goal. This may seem obvious to you, but you'd be surprised how many people enter into negotiations without giving much—if any—thought to why they're doing it. Most of us focus on what we are doing, the tactics of the negotiation, rather than on the why. The goal you set, or the lack of a goal, can have a significant effect, not only on the negotiation and its outcome, but on any long-term relationship you may hope to establish with your customer. So setting a goal is an extremely important part of the process."

Brian Dietmeyer and Rob Kaplan

"One of the mistakes people make is trying to plan how to get there even before they've determined where they want to go."

Brian Dietmeyer and Rob Kaplan





步骤#1　推算目的及结果　

英文




主要观念

准备谈判时应推算两件事：


	倘若谈判不成，谈判双方各自会承受哪些（正面及负面）后果。

	自己的希望清单——你希望拿什么条件去换取自己认为更重要的条件。



支持概念
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任何谈判之前，应该试着先体会自己与对方下不同赌注，可能有什么不同的感受，并试着推算谁在谈判桌上拥有比较强势的地位。例如，买卖交易达成后，谁获利最多；买卖不成，谁将蒙受最大损失。

借由以下两种方式，推断或推算彼此的得失：


1．倘若谈判破裂，双方各自会承受哪些（正面及负面）后果。任何一次谈判破裂，双方都会承受正面与负面的后果。最低限度，你就做不成这笔生意，结果让生意跑到竞争对手那里去；而对方决定不买你们的产品，也有可能因此错失了一些你们提供的好处。


在推算双方谈判破裂的后果时，应注意以下几点：


	区别有形成本与无形成本的差异。有形成本指直接涉及该项交易的金额，例如会造成营收减少、获利降低、业绩奖金缩水；无形成本可能指自己和买方的交情、公司的信誉，及传递给其他顾客的讯息等。

	推断尽量客观，不要一厢情愿地认为可能产生哪些后果。

	只讨论自己确实知道的部分，不要大略猜测。

	要知道，我们通常会高估我方为谈判破裂可能付出的成本，而低估对方的成本。实际一点的话，你至少要知道，如果对方不买你们的产品，他们可能必须向你的竞争者购买，或自己想办法解决问题，或什么都不做，且不论对方采取哪一项决定，都伴随着一定的成本。试着推算出这些成本，以了解对方最有可能采取的行动，背后必须支付多少成本。

	每一次和对方进行互动时，应设法搜集相关资料，以便帮助自己推算，一旦谈判破裂时，对方必须付出多少成本。每一次见面时，对方不经意提及任何与谈判内容有关的信息，你都应该留意并记录下来。最起码，在推算对方必须支付的实际成本时，你可是有凭据的。



当你推算出谈判破裂双方可能承受的不同后果后，就可以得知谁在谈判桌上拥有比较强势的地位。你也可以知道，共识区大概涵盖哪些范畴——对双方都有利的双赢共识区，又称为甜蜜区。在谈判过程中，你会尝试扩大共识区，努力强化共识区的实质内容，而且从一开始，你就清楚知道自己走对了方向：此次谈判不仅有实用价值，对自己也有利。


2．你对特定交易的希望列表——双方希望借由对特定交易谈判获得各项利益的优先顺位清单。你的谈判目的是要创造更多价值，并适切地分配，因此当你知道可用哪一个较低价值的条件，去换取另一个较高价值的条件，对你当然有好处。


此时，谈判的重点原则有下列几项：


	除非你能量化自己可能得到的有形（或可衡量）利益，否则不要达成此笔交易。以交换无形利益为主要要求的交易，最后结果常常让当事人大失所望。

	切记谈判过程中只能交换，千万不能作无条件的让步。惟有如此，你才能创造价值。

	千万不要一次只谈一件事，最好一次谈两、三件事。

	依重要性排列希望列表中的项目。可能的话，分别给每一个项目一个权值，并写下你对各项目的接受度。这些信息可以强化谈判的力量，而写下自己对各项目的接受度可以增加谈判的弹性。



当你一一推算出上述相关事项，并为将来的谈判建立一套参考架构后，你应当试着从不同角度扩大谈判范畴。这通常意味，你应试着从原有谈判内容以外的方向去思考，例如：


	请对方帮忙介绍及接触其他事业单位的负责人。

	帮助你建立全球性的生意关系。



请注意，就是因为双方希望列表所列的项目有歧异，大家才有大好机会发挥创意创造价值。上谈判桌前，你必须为每一个相关项目设定可接受的最低条件。做不到这一点，生意很难谈成。

另外，分配各项目的权值时要特别注意，不要误把不应列入的条件纳入。例如，你最好不要将“质量”列在希望列表上；很多生意谈不成，都是因为双方在质量方面意见不一致。确认目前被对方视为“免费”的所有项目，把这些项目列入谈判的条件之一，不要白白送给对方。


关键思维

“谈判不是从和对方坐下来商量一笔生意条件开始的。当你看中一名潜在顾客，并决定对此人展开推销时，谈判程序就已经开始了。许多情况都称得上是一种谈判，懂得从谈判角度看事情的人，往往是一流的生意人。”

戴特迈尔及凯普兰

“不论是哪一方提出的构想，只要把饼做大，对买卖双方都有好处。金额再小的生意也不例外，且创造价值并不困难。至于更复杂的商场谈判，由于双方必须协商的事项更多，相对地，创造价值的机会也随之增大。”

戴特迈尔及凯普兰





Step#1　Estimate 

中文




MAIN IDEA

To prepare to negotiate, estimate two factors:


	The consequences (positive and negative) of failing to reach an agreement—for both sides of the negotiation.

	Your wish list—what you'd be prepared to give up to get something better.—and try to think through what the other party's wish list would be as well.



Supporting Ideas
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Before you attempt to negotiate anything, get a feel for the respective stakes. Try and estimate who has the most power at the negotiating table. To do this, look at who has the most to gain if a deal is put together and who has the most to lose if agreement cannot be reached.

You do this by making two calculations or estimations:

1．The consequences (positive and negative) of failing to reach an agreement—for both sides of the negotiation.

There will be both positive and negative aspects of any failure to reach agreement. At a minimum, you will lose the revenue which would have been generated by the sale and that sale may go to one of your competitors. The other side will also lose the benefits of being able to use whatever they decided not to buy, and so forth.

When estimating the consequences of no agreement:


	Differentiate between hard costs—those that actually involve money like lower sales revenues, reduced profitability, loss of a bonus—and soft costs like your friendship with the buyer, your reputation, the message it will send other customers, etc.

	Be objective and tell it like it is, not how you wish it was.

	Concentrate on the specifics you do know and not the generalities you can only guess at.

	Understand there is a natural tendency to overestimate your own consequences of no agreement and underestimate the costs to the other party. Be realistic. At the very least, if the other party doesn't buy from you, they will have to buy from one of your competitors, build the solution themselves or do nothing. Each of these options will have costs involved. Estimate them and include the costs of their most likely alternative course of action.

	Gather data which will help you estimate the other party's cost of no agreement whenever you interact with them. Every time you meet with them, pick up on the little snippets of information they might mention. At best, you'll be trying to make an educated guess of their true costs.



Armed with your estimates of the consequences of no agreement for both sides of the negotiation, you can now determine who has the most power. You can also determine; what the most likely agreement zone will be—the sweet spot where a win-win agreement would provide benefits to both sides. As you move through the negotiation process, you'll be attempting to expand and enhance that agreement zone but knowing where you are right at the outset is highly useful and beneficial.

2．Your wish list of trades—a ranked list of what both parties would like to achieve by negotiating a new deal. Since the aim is to create value and divide it between the parties, it's helpful if you know which items of lower value you would be willing to trade to obtain an item of greater value.

Your standing guidelines in this area should be:


	Don't make a trade unless you can quantify what the hard (or measurable) benefits will be. Trades that deal with soft benefits only rarely, if ever, actually create value.

	Never concede any item during a negotiation. Instead, you should always trade one item for another. This is your only possibility to create value.

	Never negotiate one item at a time, but always negotiate two or three items.

	Rank your wish list items in order of importance. If possible, assign a weighting to each and the range of acceptability. All of this information will enhance your negotiations. Creating a range also enhances your flexibility.



As you go through and make these estimations to build a frame of reference for the negotiation, watch out for ideas you can use to broaden the negotiation. These will be items that typically fall outside the scope of the agreement you negotiate. It may include things like:


	Being provided with introductions and access to the leaders of their other business units.

	Expanding your relationship globally.



Note that it is in the gap between these wish lists for both sides that the most creative opportunities for trade exist. To be able to trade, you have to come up with a metric for everything. If you can't measure it, you won't be able to trade it.

Also be careful where you assign different factors. For example, "quality" will be a consequences of no agreement issue much more than something that can be placed on the wish list. Determine the value of all items the other party currently sees as being "free" so you can trade them as part of the overall agreement rather than just giving them away.


Key Thoughts

"Negotiation doesn't start when you sit down with someone to work out the terms of a deal. It starts as soon as you select an account and start selling. It's all negotiation, and redefining it as a process is what leads to world-class deal making."

Brian Dietmeyer and Rob Kaplan

"Both sides benefit when value is created, regardless of whether it's the seller or the buyer who comes up with the trade. Even in a very simple business deal, it's actually very easy to find ways to create value. In more complex business negotiations, when there are more things that can be discussed between the two sides, there are even more opportunities to create value."

Brian Dietmeyer and Rob Kaplan





步骤#2　确认推算是否正确　

英文




主要观念

此时，你必须从四种不同信息来源，确认先前推算的事项是否正确：


	自己掌握的第一手资料。

	组织其他成员拥有的数据。

	公开取得的信息。

	在确认会议中从对方取得的信息。



支持概念
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在推算出相关事项，建立了谈判的参考架构之后，此时就应检视各种信息是否正确，好拉近双方意见的歧异。为此，你应从三个不同来源尽量搜集正确的信息：

1．组织内部信息来源——包括从你自己，及其他因为提供支持及后勤之类服务，而与对方有过第一手接触的人员，所获得的信息。寻求外部情报之前，最好先从组织内部着手，看看组织内是不是能提供你所需的知识与经验。从个别角度看，组织成员提供的片段信息或许很有限，可能不具多大意义，但把这些信息拼凑起来，再从整体角度去分析，就可以提供很大的参考价值。

在搜集这类资料时，应尽量保持客观，不要只听信认同你观点的人，而忽略了不同观点的人。请记住，不管同事是否赞同你的意见，你的目的是要搜集各种真实资料，以深入了解谈判对手的想法与动向。

2．定期公布的信息——这类信息来源通常包括：


	产业刊物及商业杂志

	产业公会发行的刊物

	独立第三者所做的分析及提出的白皮书

	年报

	利用Lexis/Nexus在线数据库搜集的数据

	营销手册、研究报告及企划书



当然，你也可以上网利用搜索引擎或其他工具，尽可能去寻找各种相关信息。借由在网络上的搜寻，你可以从谈判对手的竞争者在商场上的作为，分析谈判对手目前承受何种竞争压力。这些从网络取得且未经修饰的事实，可以帮助你将来在谈判时更加客观。

搜集的信息愈多愈好。谁的信息愈多，谁就能在谈判桌上取得主导地位。只要手中握有够多正确的信息，一旦遇上对方宣称：“我们可以在别处用更便宜的价钱、更快买到相同的产品”时，你就知道对方是不是在讲真话。如果握有充分的信息，就能辨别对方有没有唬你的意图。

3．和谈判对手面对面的确认会议——从谈判桌上取得一切和谈判对手有关的信息。一般来说，谈判对手都很愿意讨论他们的希望清单，却逃避谈判破裂的后果。知道这一点后，你应当让确认会议成为一个使双方都有机会互相学习的经历。

为应付确认会议的挑战，你应当做好以下相关的准备工作：


	万一谈判破裂，设法推算出对方最可能的后果。

	设计问题，直接询问对方自己需要的信息。

	试着将自己可能无法直接提问的事项纳入考虑，利用几个迂回的问题旁敲侧击。

	在问问题时试着推算对手的意图，如此可以让对手知道你有充分的准备，并让对手考虑所有现实条件。



准备就绪之后，即可与对手会面，一一询问经过缜密思考的各式问题。仔细倾听对手的声音。你通常可以从对手答复问题及提问的内容，逐渐摸索出他们思考的脉络，这很难只从单一问题得到答案。

和谈判对手进行的确认会议，可以让自己获得更多信息，从而找到可为后续谈判定调的“锚”。我方一开始的提案，对后续谈判的进行有很大的影响。如果一开始提出的条件就远低于谈判对手的预期，那么极有可能大幅降低对手对于谈判结果的预期。想要让最初提出的条件获得谈判对手的信任，关键在于不要把讨论重心放在单一项目上（例如价格）。你应该让提案尽可能包含更多额外项目，例如商品保固、服务支持、合约时间等。在确认会议期间，你应当尽量搜集相关信息，以便设计出对双方都有利的初始提议。

值得注意的是，双方进行确认会议时，可不是推销商品或服务的好时机。会议一开始，你就应该把这点明白告诉对方。具体言之，你应当明确说明召开会议的目的：多问一些问题，以深入了解对方，并量身定制出符合对方需求的初始提案，而不是一般常见的提案；跟着你所有的后续讨论，都依循这项提案进行。

总而言之，确认会议是让你有机会和对手分享信息，并建立互信关系。你想要知道对手的希望清单，但理想上，你也可以透露自己的希望清单，让对手了解你为什么要谈判。会议中，双方谈判破裂可能面临的种种后果，也未尝不是个可以讨论的话题。诚实检视谈判可能为双方带来哪些正面与负面的影响，其实是很健康的，如此做有助大家从现实角度设计出双赢的提案。



Step#2　Validate　

中文




MAIN IDEA

In this step, you determine the accuracy of the estimates made previously from four different sources:


	Your own first-hand knowledge.

	The knowledge of others in your organization.

	Publicly available data.

	From the other party themselves in a validation meeting.



Supporting Ideas
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Now you've completed your estimates and established a frame of reference for the negotiation, it's time to get a reality check and to fill in any gaps. You do this by gathering as much accurate data as possible from three different sources:

1．Your in-house sources of information—which would include you, others who have dealt first-hand with the other party, those who have provided support and back-up, etc. Before looking further field, make certain you include the knowledge and experience the people within your organization can provide. Many of these people will have one little piece of information that may not mean much in and of itself but can be quite illuminating when combined together.

Be careful to be objective in gathering this data. Don't just listen to the people who agree with your viewpoint and ignore those who don't. It's important that you gather the real facts about the other party whether you agree with what you're hearing or not.

2．Publicly available information—which will usually come from sources like:


	Industry journals and trade magazines

	Publications of the industry trade association

	Independent third-party analyses and white papers

	Annual reports

	Searches of online databases like Lexis/Nexus

	Marketing brochures, studies and proposals



Obviously, you would also go to the Internet and look at whatever information was available from a search engine or similar source. This would most probably be able to provide you with information about what the other party's closest competitors are doing, which will give you some insights into the competitive pressures they feel.Your Web search will help you become more objective about your negotiation because it will generate factual information uncolored by your current negotiation.

The more information you have, the better. This is a case where the party with the most information is in the driver's seat. With the right information at your fingertips, you'll know whether or not the other party is sincere when they state: "We can get the same thing you're offering elsewhere cheaper and faster。" You can identify those statements as an attempt to bluff if you have enough information.

3．In a face-to-face validation meeting with the other party—where you sit down and get everything on the table. Generally speaking, the other party will be happy to talk about their wish list but reluctant to discuss their consequences of no action. Anticipate that and prepare accordingly with the objective that the validation meeting should serve as a learning experience for both you and the other party.

To prepare for a worthwhile validation meeting:


	Come up with your best estimate of the most likely consequences of no agreement for the other party.

	For each piece of information you need, formulate an obvious and direct question.

	Taking into account the fact you probably won't be able to ask the direct question, come up with two or three ways to restate the question in a less obvious way.

	Try and embed your estimations into your questions. This will show that you've done your homework and help them consider all the factors.



Once you've prepared, you can then meet with the other party and ask them your multiple, well thought out questions. Listen carefully to what they say. Often, there will be a pattern in their thinking which will come through from their answers to a series of questions rather than in one answer in and of itself.

The validation meeting with the other party is an opportunity to learn more and to provide the negotiations with an "anchor" which will set the tone for subsequent negotiations. An opening offer can have an enormous impact on the ongoing negotiations. If the opening offer is well below what the other party was anticipating, their expectations of what they hope to achieve out of the negotiation can be substantially lowered. The key to being credible with an opening offer, however, is not to focus on just one element (like price) but to make an offer that includes as many additional elements (like warranties, service support, length of contract) as possible. It is during the validation meeting that you gather the information needed to be able to come up with an opening offer which works to your mutual advantage.

Note that the validation meeting is not an opportunity to sell your product or service. This needs to be made explicit when the meeting is set up. Explain the purpose of the meeting is for you to ask questions and find out more about their needs so you can formulate an offer which will be customized rather than generic. Then follow through and do precisely that.

Ultimately, your validation meeting should be an opportunity to share information and build trust. You want to find out what's on their wish list. Ideally, you also want to have the opportunity to share your wish list so they know where you're coming from. It's appropriate to also use this meeting as a venue to discuss candidly what the consequences will be for both sides of the negotiation if no mutual agreement can be molded. Examining both the potential positive and negative aspects of the negotiation is important because it will inject a healthy dose of reality into your attempts to craft what will ultimately be a win-win proposal.



步骤#3　创造价值　

英文




主要观念

到了步骤3，你们将坐下来仔细商量，以寻求可能的方案，让双方从此次谈判创造可衡量的商业价值。要达成这一步，必须建构某种交易过程，可以让双方在朝共同利益推进的同时，扩大各自的利益，这绝对会比你什么都不努力尝试，要来得有收获。你们得到的，是值得双方努力追求的双赢结果。

支持概念
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此刻，谈判才算是真正上路了。双方先前投入的各种努力，将在这个步骤开花结果。以下是正式进入谈判的前提：


	做成交易后，买卖双方都能获得实质利益；

	结合双方希望列表中新增的项目，可以创造出附加的利益，有效扩大谈判范畴，把饼做得更大。



理想情况是提出三项提案，且这三项提案的价值对你是相同的，但对谈判对手却不同。这些提议必须纳入你搜集到的所有信息，尤其是对手希望清单的内容，以及一旦谈判破裂对手可能面临的后果。

想要设计出数个价值均等的可行提案，最好能符合以下条件：


	找出只出现在单方希望列表上的项目——这类项目最有可能刺激另一方产生交易欲望。谈判不是要和对方交换自己已有的事物，因此，你应该设计更有弹性的谈判内容。

	找出各项目在双方希望列表上不同的优先顺位——亦即，一方对某项目重视的程度，可能远大于另一方对同样项目的重视程度。了解这些差异，可以有效帮助你设计出双赢提案：你可以就某些我方认为重要的项目，和谈判对手认为重要的项目之间，设法找到折衷的方案。

	找出可从某个提案中剔除的项目——用其他项目代换，因为新找到的条件对我方或谈判对手更有价值。

	发挥创意——设法找出一些目前不在谈判桌上的项目。例如，你可能希望和对手互换顾客信息，以便未来能和对手联合营销开发新营收来源。像这样有创意的构想，可以大大增加提案的吸引力。

	了解谈判对手的需要，倘若他们改向你的竞争者采买，或自己想办法解决问题，这些不同做法之间对双方会有什么影响——让他们知道，你的提案可以让他们节省时间、金钱、转换成本，减少风险及各种的不便。除非对方对这些选择确实会产生困扰，而且你还能计算出因为这些困扰而引发的成本，否则对方就没有和你做生意的意愿。如果这些成本很明显，你先前在推算时就会发现了，也十分清楚谈判破裂对方会有什么后果。一般来说，如果对方有长期生意往来的顾客，且顾客也满意对方提供的服务及产品，一旦对方采取不同做法，势必引发显著的成本。处于这类有利的情况，就应该善用这个优势，建构多个价值均等的提议。



为建构价值均等的提议，这里有几种方法可供参考：


	涵盖所有范围——提供三种不同的套装备选方案：
	高价位、高价值的量身定制提案。

	低价位现成的提案。

	介于两者之间的提案。





	针对三种合作关系设计不同提案组合——以不同价格、不同供应合约期限、不同售后服务与付款条件，组合成数种套装提案：
	长期策略伙伴关系。

	中期策略伙伴关系。

	短期弹性协议。





	运用我方希望列表和谈判对手的希望清单——设计出三种不同的提案：
	偏重我方最重要条件项目的提案。

	偏重对方最关切条件项目的提案。

	介乎这两者之间的提案。







必须注意的是，你所设计的几个提案，彼此间的价值差距最好不要太大。因此，你应该掌握以下原则：


	征询他人意见——和组织内部的人讨论这些提案，尤其是法务人员及财务专家，确定应该考虑的要素。不要忘记征询生产部门的意见，确保组织有能力供应你承诺谈判对手的产品数量。

	事先演练如何表现各提议的不同特色——将来进行谈判时，你才能确切说明不同提案的差异。牢记不同提案之间的三组差异数据，并确信三个方案都是有价值的提案，不是随便凑两个配角，以衬托你个人偏好的某个提案。

	为个别提案命名——让对手在谈判前即可闻其名而知其内容。适当的命名，是为了让参与者对所有提案产生好印象，至少他们会认为你准备充分。你要想办法让谈判对手知道，你用了很多他们提供的信息，才设计出各项提案内容。如此做将可以增加提案被接受的机会。

	化繁为简——亦即，设计出三个提案，就可以进行谈判。提案多于三项，只会模糊了谈判焦点；只有两个提案的谈判又缺乏弹性。三个选项最恰好。




关键思维

“提出多个价值相等的提案，似乎有些类似‘搭售’的做法，但事实上这两者是不同的。第一，搭售通常指利用货架上现成的商品组合，而不是针对特定交易量身设计的提案。其次，搭售商品通常是卖方为了推销高毛利或滞销产品而设计的组合，只对卖方有利，并非对双方都有利。最后，搭售通常只提供买者一种选择，不像多重均等提案有二到四种选择。”

戴特迈尔及凯普兰

“现在就去找出谈判桌上没有讨论的项目。你将在确认会议中发现，顾客非常希望从你这里得到某些条件，而此一发现特别有助于达成最后协议。”

戴特迈尔及凯普兰





Step#3　Create Value　

中文




MAIN IDEA

In step#3, you sit down and look at options that will create measurable business value for those on both sides of the current negotiation. This will involve structuring a deal so both you and the other party gain more by moving forward with making a deal than you would by doing nothing. You go beyond win-win to come up with something worthwhile.

Supporting Ideas
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This is where the rubber figuratively meets the road. All of the hard work done in the previous steps was designed to bring you to the point where you can actually begin to create value by:


	Putting together a deal which genuinely leaves both sides better off if they move forward; or

	Creating added value by integrating new items from both side's wish lists into an agreement to effectively broaden its scope and accomplish more.



Ideally, you want to be able to make three different offers which are of equal value to you but which will be of varying value for the other party. These offers should integrate all the information you've gathered, especially about the other party's wish list and their consequences of no agreement.

To develop viable multiple equal offers:


	Look for items which crop up on one side's wish list but not the other's—because these are the areas where the most trading can occur. Since you're not trading like for like, you can structure a deal which is much more flexible.

	Look for differences in relative ranking—that is, where one side values something much more highly than the other party. Again, these differences create significant opportunities to trade as you balance something in the offer that's important to you against something that's important to the other party.

	Look for items you can take out of an offer—which can be substituted with items that are of greater value to yourself or the other party.

	Be creative—and look beyond the items which are currently on the table. For example, you may want to swap customer information so you can do some joint marketing in the future to create additional revenue streams. A creative idea like this can lift your offer's attractiveness substantially.

	Exploit the gap between what the other party needs and what they would get by going to one of your competitors or by doing it themselves—and show them that using what you offer would save them time, money, switching costs, risk, inconvenience, etc. Unless this gap exists in some form and you can quantify it, the other party's motivation to do a deal may be quite low. If this gap is substantial, you'll know it as a result of having already estimated and validated their consequences of no action. More often than not, incumbents with established business relationships will have quite a sizable gap if they've been servicing their; clients well. If you're in this favored position, be sure you take full advantage of it in structuring multiple equal offers.



So how do you actually structure multiple equal offers? There are several approaches you could take:


	You can cover the entire spectrum—by offering three different package options:
	A high-priced, high-value customized solution.

	A very low-priced package using off-the-shelf items.

	Something in between.





	You can structure three relationship offers—by putting together packages that vary the unit price, length of supply contract, support level and payment terms in terms of forming a:
	Long-term strategic alliance.

	Medium-term strategic partnership.

	Short-term flexible arrangement.





	You can use your wish list and the other party's wish list—and come up with three different offers:
	One that is centered around your most important item.

	One centered around the other party's key item.

	Something in between.







Note that in developing these multiple offers, the ideal is to come up with offers that are roughly equivalent in value. Keep the following suggestions in mind as you do this:


	Consult with others as you develop your multiple offers—discuss them with others in your organization, especially your legal and finance people. Make certain you have incorporated everything that needs to be included. And don't forget to talk with your production people to make certain you can deliver the volume you've promised.

	Try rehearsing presenting your offers beforehand—that is, get some experience explaining the difference between your offers before you get into the negotiation itself. Get all the differences between the three offers crystal clear in your mind first. Have no question that all three offers are worthwhile rather than just being a superficial attempt to influence the other party to accept your preferred option.

	Name each alternative—so you can provide an overview of all the offers before going into detail. Aim to give the other party a good feel for all the alternatives you've come up with. They will be impressed with the thoroughness of your preparation at least. Make certain the other party sees how you've used the information they provided you to come up with the options. This will enhance their receptiveness.

	Keep it simple—that is, develop three alternatives and run with that. Any more options than three will probably only cloud the negotiation. With only two options, there won't be enough flexibility. Three options is the ideal balance.




Key Thoughts

"Although multiple equal offers may sound somewhat like 'bundles', they're actually different for several reasons. Bundles are typically ordered 'off the shelf'rather than customized for a particular deal. They are also typically not packaged to benefit both sides but rather to benefit the seller by loading in high-margin or slow-moving items or services. And, finally, when a bundle is offered, there's usually only one rather than two to four, as is the case with multiple equal offers."

Brian Dietmeyer and Rob Kaplan

"Look for trades beyond what's on the table now. Suggesting such items can be particularly helpful when you learn from your validation that the customer is looking for something very aggressive from you."

Brian Dietmeyer and Rob Kaplan





步骤#4　分配价值　

英文




主要观念

到了最后一个步骤，你提出三个我方能够接受的选项，这三个选项同时也能够为对手创造价值。此时，你和对手面对面商谈，由对手选择接受其中某个选项，并讨论各项条件细节。

支持概念
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在最后一个步骤，你提出多重价值均等的提案，请对手决定接受哪一个提案，以达成最后协议。基本上，这个步骤的关键在于，强调谈成交易能创造多少新价值，对手又可以获得多少价值。

执行这个步骤必须注意以下几点：


	审慎考虑邀集哪些人参与提案简报会议——包括曾参与确认会议的所有人员，及必须在合约上签字的主管。

	先简要介绍三项提案——再从低价位开始，一一详细说明这些提案的内容。

	请对方按他们接受的意愿，为三项提案排出优先级。

	试着分析，可以考虑纳入哪些对方最喜欢的选项——目的是为了增加该选项的可行性。最常见的情形是，三个选项中都有对方喜欢的项目。试着从对方角度思考，看看你能否将三个选项中受对方青睐的所有项目都纳入提案，成为一个新组合。在这个过程中，应确保自己不作无谓的让步，对方必须拿其他条件作交换。如果对方有不理性的行为，你也要教育他们，甚至运用一些外交手腕。

	当对方同意接受某种组合后，仍须从整体角度再度检视这项新组合——试着从整体角度重新为该组合订定一个价格，但不能只是把个别项目的价格累加就算了。花一点时间做这件事（或许需要花一个整夜），以确保自己没有算错。一旦对方接受你所提出最好的条件，就会停止谈判议程，此时对手可能提出一些不理性的要求，看看你愿意有多少让步，因此你不应以个别项目价格的加总，作为最后的价格。

	不断提醒自己，谈判游戏的目的，就是要尽可能创造最好的结局。也就是说，对手希望从此次交易中用最低价格得到最大好处。因此，如果对方提出过分的要求，不要认为自己非响应不可，也不必动怒。谈判本来就是一种攻防的互动，对双方都有益。让对方知道你的大门是敞开的，你很愿意按不同要素组合提供不同的价格。



请注意，在调整各提案的组合时，必须理性而深思熟虑地创造及分配价值。在和对方谈条件时，必须让对方觉得这是一次“公平的”交易，而不是在迫使他们做出不理性或没有建设性的回应。

为确保谈判能够成功，你应该做到以下几点：


	明确表达意愿，即便谈判已经结束，将来如有需要，自己随时可重启谈判之门——未来如有新信息，你甚至会提出更好的提案。

	准备好第四个价值均等的提案——如果前三项都未能让谈判对手接受，而且谈判似乎进行不下去时，便可拿出这个备用提案。第四个提案可能有一些其他人未曾想到过的创意。提出此一提案，或许会激发大家的想象力而打破僵局。

	在协议内容中加入一些附有但书的条款——这意味各提案的价值是依据某种推测而设定的。这也表示，如果事实证明原始推测有错误，你是有权修正协议内容的。

	请记住，对方要求得到什么是一回事，他们为什么提出这些要求又是另一回事——试着为交易加入一些新成分，让这两回事变成一件事。其实凭着想象力，谈判之路是无限的宽广。

	花时间教育对方——告诉对方谈判破裂时，他们最可能面临的后果是什么。




关键思维

“顾客运用交易谈判战术时，你只须记住两项规则：‘不作任何让步——所有条件都必须透过交易进行’，及‘千万不要以单项条件作为谈判的唯一目标’。”

戴特迈尔及凯普兰

“请记住，顾客提出任何要求，不表示你一定要响应。买者经常会提出不合理的要求，你没有理由要求公司非办到不可。切记，不管对方提出的要求多么不合理，都不要让自己的情绪随着起舞。相反地，你可以要求对方提出其他条件作为交换。最后顾客将发现，条件交换对双方都有利。双方讨价还价的空间实在很有限，但创造价值的空间却无限宽广，就看你们有没有足够时间，能不能发挥创造力。”

戴特迈尔及凯普兰





Step#4　Divide Value　

中文




MAIN IDEA

In this final step, you've come up with three alternatives, all of which are acceptable to you and all of which create value for the other party. You then meet face-to-face with the other party and let them decide which option they would like to move forward with and agree to terms.
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Supporting Ideas

His the final step, you present your multiple equal offers and get the other side to decide which offer they want to run with. In essence, the key in this step is to highlight how much new value will be created by moving forward with an agreement and how much of that additional value will accrue to the other side.

To achieve this in practice:


	Give careful thought to whom you should have attend the offer presentation meeting—include all the individuals with whom you have conducted validation meetings as well as the executives who will need to sign off on the deal.

	Start the meeting by giving an overview of all three offers—and review each in detail starting at the lowest price option.

	Ask the other party to rank the three offers in order of preference.

	Start looking for items which can be traded into or out of their most attractive option—in order to further enhance its viability. Most often, there will be features in all three options the other party likes. See whether you can come up with a hybrid offer which incorporates the best features of all three offers from their perspective. As you do this trading, make certain you never concede anything without getting something from them in return. You may also have to educate them a little and diplomatically point out when they are being irrational during this process.

	Once you settle on a package that is attractive to the other party, take another look at the overall package they want—and reprice it as a whole rather than on an item-by-item basis. Take some time to do this (perhaps overnight) so you can make certain you haven't made any errors in your calculations. By not pricing each item individually, you cut off those negotiations where the other party takes your best offer and then tries to lower it by making outrageous demands just to see how far you'll go.

	Keep reminding yourself the name of the game is to make the best deal possible. That is, the other party is trying to get the most expensive deal possible at the lest expensive price. Accordingly, if they make outrageous demands, don't feel obligated to respond. Don't get emotional. See it as a healthy back-and-forth interaction which is good for both sides. Tell them you're always willing to vary the elements of the package for a different price.



Note that what you're doing by fine-tuning your package options is creating and dividing value rationally and deliberately. You're trying to be "fair" by negotiating a deal which makes sense for the other side rather than forcing them to do something irrational or counterproductive.

To further enhance your chances of success, you might:


	Express a willingness to go back to the negotiating table even after a deal is done—if new information comes to hand which would allow you to put together an even better deal.

	Keep one multiple equal offer up your sleeve as a fourth option—which could be put forward if all else fails and it looks like you're not going to be able to agree to a deal. This fourth offer might incorporate some creative elements nobody else has thought of, with the result that it may stimulate fresh thinking and break an impasse.

	Embed some contingent clauses into your agreement—which spell out that you have divided the value on the basis of specific projections. If, in fact, these projections turn out to be incorrect, you should have the right to amend your agreement correspondingly.

	Watch for differences between what the other party is asking for and why they're asking for those items—and attempt to find some new items that can be injected into the deal to close the gap. The options here are limitless.

	Take the time to educate the other party—about their most likely consequences of not being able to agree to a deal.




Key Thoughts

"When a customer uses a trading tactic, all you have to do is remember two rules: 'Never concede—always trade 'and' Never negotiate one thing by itself'."

Brian Dietmeyer and Rob Kaplan

"Bear in mind that just because a customer asks for something doesn't mean you have to respond. Buyers sometimes make truly outrageous demands, but there's no reason for you to go back to headquarters to ask for whatever it is they're demanding. The important thing to remember, regardless of how outrageous the request may be, is to not get emotional about it. What you should do, instead, is simply to ask for a trade in return. Eventually, your customer will begin to understand that trading is good for both sides. The number of margin-reducing concessions two people can make may be small, but the number of value-creating trades they can make is limited only by time and their creativity."

Brian Dietmeyer and Rob Kaplan





整体考虑　整体组织谈判策略　

英文




主要观念

组织所有成员都熟悉同样一套谈判程序，都懂得设计及进行谈判，当然是最理想的情况。大家对谈判都有同样程度的认识，自然可节省许多时间。因此，管理阶层应致力于让组织所有成员认识正确的谈判过程与技巧，这样可以帮助大家专注在真正重要的课题，不受其他细节干扰。

支持概念

很显然的，组织拥有愈多谈判高手，他们愈有可能为组织争取到更有利的谈判结果。你的组织将因此处于有利地位，能够快速、有效地响应组织面临的环境变迁。一旦所有成员能够一致地运用相同的谈判原则，整体组织在谈判的表现就会愈成熟专业，大家在谈判时不会各唱各的调、相互掣肘。

以下五个步骤可以帮助读者设计及实行一套整体组织谈判策略：

1．找出组织内部主要利害关系人——不仅包括业务代表，也包括法务部门、生产部门相关人员，及资深管理阶层人员。这些人都有特定需要与要求，除非大家都采用一致的谈判方法，否则一定会产生混淆。

2．训练上述利害关系人学习策略性谈判技巧——如此一来，大家都懂得运用相同方法，了解为何要谈判，也知道该追求什么目标。想要让大家像个团队一样携手合作的话，每一个成员都应该跟上脚步。

3．记录拟定的谈判策略——好让大家知道为何需要一套谈判策略，该如何评量及评估谈判进度，该遵循哪些指导方针。这个步骤同样可以避免组织某一部门，做出有害其他部门的决定。这个既定的谈判策略也将设立门坎，要求各级管理阶层必须拟出明确及简单易懂的谈判策略。

简单易懂的谈判策略可能包含以下各项特性：

我们为何需要一套谈判策略？


	某些竞争对手采取非理性的产品定价。

	我们有赚取一定毛利的压力。

	买者企图把我们的产品/服务定位成日常用品。

	我们要销售解决方案，结果大家却将谈判焦点放在价格上面。

	组织内部存在太多不同势力在相互角力。



谈判策略应包含哪些指导方针？


	每一笔金额超过＄50,000的销售都应填报一份电子表格。

	电子表格必须在交易前经过上级审核。

	除非对方用某种条件交换，否则我们绝不降价。

	每一次谈判都会将我们提供的新服务纳入相关提案。

	我们将训练所有利害关系人学习策略性谈判技巧。



我们如何衡量谈判策略的成果？


	除非与竞争对手达成协议，否则我们绝不降价。

	我们只接受创造价值的交易，不作无谓的让步。

	折价幅度不得高于5%。

	不得提供任何免费的授权协议。

	顾客满意度将从60%提升为80%。



4．让更多组织成员学会上述谈判策略——让更多组织成员懂得运用一套相同的谈判技巧。不妨试着从最重要的交易开始，练习运用这项谈判策略。一旦大家发现该策略的效果之后，管理阶层即可将该策略应用在其他更多场合。当然，你必须随时检视谈判过程，并随时提供必要的指导。

5．衡量成果达成度——让大家知道谈判是否达成了组织目标。衡量成果达成度有助于组织拉近和预定目标的距离，也能确保持续加强及改进谈判策略。某些组织甚至建立谈判数据图书馆，搜集整理每次谈判拟定的策略大纲及相关资料，未来只要有员工准备投入任何新谈判时，就可以善用这项宝贵资源。你也可以建立谈判信息库，方便所有员工可以取得所需资料。这类数据库可以列出顾客最常提出的要求，并建议创意的做法，帮助员工响应顾客要求。


关键思维

“建立成功谈判策略的关键，是邀请利害关系人共同参与设计过程。因此，有效谈判的第一步，就是要决定设计公司内部谈判机制时，哪些人应该参与这项讨论。不是只有业务代表应参与讨论，也包括法务人员、产品部门人员及资深主管等。最重要的原因是，在谈判过程中，上述人员都扮演了特定角色，可能会运用各自的方法，因不同利益、追求不同谈判结果。例如业务代表追求达成业绩目标，法务人员则希望降低风险，销售经理期望创造最大营收，产品经理关心特定产品的毛利，资深主管可能会把股东价值摆在第一位。除了追求各自特殊的利益之外，这些站在不同角度、承受不同压力的人，同样有可能运用不同的谈判策略与技巧，在谈判桌上冲锋陷阵。除非事先有充分的协调讨论，否则内部一定会产生意见分歧，想法混淆的情况。只要能够在组织内部建立前后一致的谈判策略，即可避免发生这种情形。邀请相关人员参与的额外好处是，若因为协调讨论过程而衍生出其他策略时，大家的接受度将相对提高。”

戴特迈尔及凯普兰



次页为一份适用于整体组织的策略性谈判电子表格标准格式，供大家参考使用。这个电子表格可以引导大家使用同一套谈判方法，帮助大家按照谈判蓝图进行标准化的交易谈判。
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Putting It All Together An Organization-Wide Negotiation Strategy　

中文




MAIN IDEA

Ideally, it's helpful if everyone in the organization is familiar with the same process for structuring and conducting negotiations. If everyone is on the same page, a lot of time can be saved. Work hard to develop an enterprise-wide consensus on how negotiations are to be conducted. This will get everyone focused on the key issues rather than struggling to understand what's going on.

Supporting Ideas

Obviously the more good negotiators you have in the organization, the better the results you're likely to achieve. Doing this also positions your organization so it can respond to changes in the business environment quickly and efficiently. By utilizing a consistent negotiation strategy, the organization will also come across as more professional than if everyone adopts an ad-hoc approach to negotiation.

To design and implement an organization-wide negotiation strategy, there are five distinct steps involved:

1．Identify all your organization's key stakeholders—not only the salespeople in the field but also all those who work in the legal department, the product department and the senior management. All of these groups will have specific needs and requirements and unless there is alignment in the approach to negotiating used, confusion can result.

2．Train all these stakeholders how to negotiate strategically—so everyone is on the same page and that everyone understands what needs to happen and why. If you want people to work together as a group, everyone needs to be up to speed.

3．Write down your negotiation strategy—so everyone knows why a negotiation strategy is needed, how the results will be measured and evaluated and what guidelines need to be followed. Once again this has the effect of ensuring one part of the organization isn't doing something that will impact negatively elsewhere in the same organization. Your negotiation strategy will also set the thresholds at which varying levels of management input is required with clarity and simplicity.

A sample negotiation strategy would look something like this:

Why do we need a negotiation strategy?


	Some of our competitors price their offerings irrationally.

	We have margin pressure.

	Buyers are trying to commoditize our products/services.

	We sell solutions but end up negotiating solely on price.

	There is too much internal wrangling going on.



What guidelines are included in our negotiating strategy?


	A worksheet must be completed for each sale over $ 50,000.

	We will review each worksheet before deal approval.

	We will not decrease prices without trading for other items.

	We will include our new services in every negotiation.

	All stakeholders will be trained on strategic negotiation.



How will we measure the results of our negotiation strategy?


	We won't match a competitor's pricing without negotiating.

	We will make value-creating trades, not concessions.

	Less than 5-percent of our deals will offer discounts.

	Free licenses will be eliminated.

	Customer satisfaction will increase from 60% to 80%.



4．Distribute and implement your negotiation strategy—by expanding the number of people who are skilled in strategic negotiation techniques. You may start by using the strategic negotiation process on your most important deals. Once everyone sees the effectiveness of this approach, it can then be extended to a wider range of negotiations. You'll also need to audit how people are doing and provide ongoing coaching.

5．Measure the results achieved—and show whether or not your organizational goals are being achieved. Measuring results closes the loop and ensures that your negotiation strategy continues to be enhanced and improved over time. Some organizations have even found that by centralizing their negotiation outlines and other materials, a library can be created which will serve as a great resource when new negotiations are undertaken in the future. You may also be able to create a database of information for everyone to access. This database could list the most likely customer demands you're likely to encounter and multiple, creative ways to address those demands.


Key Thoughts

"The key to establishing a successful negotiation strategy is stakeholder involvement. That's why the first step is determining all the members of the company's internal negotiation system. This does not mean only the field sales force but all those in the legal department as well as its sales, product and senior management who are involved in negotiations. It's essential to include these groups for several reasons, perhaps the most important of which is that they all have their own particular roles in the process, their own methods, and their own interests in the outcome. Salespeople, for example, are looking to make their quotas, while legal types are primarily interested in lowering risk. Sales managers are concerned with generating top-line revenues, while product managers are typically interested in margins for their particular products. And senior management's most important priority is shareholder value. In addition to these unique concerns, these individuals are likely to have equally unique negotiation strategies and tactics. And unless those strategies and tactics are coordinated, the inevitable result is a great deal of internal misalignment and external confusion. All of this can be avoided, however, by involving them in the process. Involving them also has an additional benefit—it ultimately leads to a higher probability of adopting whatever strategy evolves from the process."

Brian Dietmeyer and Rob Kaplan



The strategic negotiation worksheet found on the next page pro-vides a standardized structure for an organization-wide negotiation strategy. It allows everyone to follow the same strategy and use the same methodologies in negotiating agreements. It also allows negotiations to be recorded in written form which will be helpful in blueprinting and standardizing deals for any organization.
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在地观点

互利，是谈判最大的空间

提到谈判，最令人耳熟能详的一句话就是：“谈判是一门艺术！”而一讲到艺术，就让人不由得肃然起敬，觉得是一门很高深的学问，甚至有人将谈判当成一门科学，须经由固定程序，有系统地进行。事实上，谈判并不难，而且我们无时无刻都在进行，小到买菜的讨价还价，大到合资创业的工作协商，甚或上百亿的企业购并行为，其间都牵涉到谈判的行为，只是因为买菜、购物等行为，对生活的影响性不大，因此很少人把心用在这些范围，研究该如何与对方协商、谈判。谈判最常运用的场合还是在商场。

不过，商场诡谲万变，在环境愈趋复杂下，为在险象中求生，商场上已有愈来愈多专家为谈判写出一本又一本的教科书，教导业者如何在谈判的矛盾中求生存，甚至获利。但我对谈判的看法却不然，我认为谈判是一种解决问题的方式，所以不应该站在对立的立场去挑对方的毛病，如此一来，当大家各有立场时，难免会碰到利益相冲突的时候，在这种状况下，很难寻求扩大共同利益，因为只要立足点放在透过谈判增加自己的筹码，一旦失焦，大家都会将精力放在挑别人的毛病。如此一来，你攻我防，难免会耗费心力、金钱和时间。

建立伙伴关系

所以说到谈判，我喜欢站在互利的角度上思考，给自己空间，也给对方空间！就拿最近我们公司推行很成功的驻厂生产（In-House）模式当例子，所谓驻厂生产模式指的是，将我们家生产饮料的设备搬到客户家中去生产，这么一来，就可以巩固彼此长期的合作关系，再加上拉近生产排程，客户也可以节省不少不必要的成本。

提起这种全新的生产模式，当初宏全大股东刚跨入大陆投资时，也是辛苦备尝，基于风险控管起见，宏全在大陆初期仅生产塑盖及卷标等产品，不做投资成本较高的饮料充填。尽管如此，仍免不了大陆收帐风险偏高的危险，在收帐不易下，部分帐款甚至只能收回六成，被迫打销的帐款为数仍不少，大陆厂初期经营面临的瓶颈可想而知。为解决这个问题，宏全改与大厂合作，在一段时间的磨合之后，现在可口可乐每在大陆兴建一座厂，宏全都会就近与其联机配合，彼此的默契可见一斑。即使宏全与大厂的合作关系已令不少同业欣羡，但是我们还是觉得有许多改善的空间，我自己没事就常在思考，什么才是企业长久经营之道？在苦思多日后，得到一个结论，就是要找到值得长期合作的伙伴，成为策略伙伴，长期相互扶持。基于这个考虑，宏全开始思考，客户想要的是什么，自己做得不够好的是什么？

驻厂生产模式

结果发现，在现今竞争激烈的商场环境下，就连客户规模大到如可口可乐、统一之流，都无法置身于严酷的价格战之外。这些客户厂商最关心的课题不外是成本，为了降低客户的成本，以及提升与客户的关系，宏全于是想到了驻厂生产模式，直接将前段或后段的制程设在客户工厂内，生产线架设好之后，客户可以选择由宏全代为训练既有员工，或是由宏全派驻员工进厂服务，一切端视客户的需求而定。

这个想法刚提出来时，很多人不以为然，认为客户可能会以为其中有诈，担心宏全从中谋取更多利益。为化解客户的疑虑，宏全在挑选客户时，也是经过精挑细选，其中对宏全最重要的指标就是公司一定要健全。这里指的健全可不是一般的财务健全而已，还包括财务、市场营销、公司体质、管理都要健全，毕竟要将上亿元的生产设备“无料”（免费）地放在对方厂房中，彼此没有相当的信赖，或是对对方的财力没有相当的信心，是不行的。因此截至目前为止，宏全驻厂生产合作的厂商也都仅限于大厂。

为了让驻厂生产模式可以一炮而红，宏全除了细挑合作对象外，也将谈判细节一一细考，尽量列出对客户有利的部分说服客户。经过整理，宏全发现，最有力的要求是可以帮客户省下成本。为更进一步取信客户，宏全更演算出中间的价差，将生产线直接拉到客户端后，光是效率就可以提升五成。以热充填为例，热瓶在宏全每小时生产量为750支，但由于在宏全生产后，至少须等一个月才会排单送货至客户处，此时热承受度可能即由95度下滑至80至85度，在结晶度明显下滑下，750支的产量已是极致，但如果将生产线直接接到客户端，每小时的生产量就可望提升至1，200支，以成本论，在宏全生产一支约3元，但是到客户端生产可能只要2.4元，光是这部分，就能节省二至三成；此外还不包括运输、包装以及仓储费用的节省。

数字会说话

由于数据非常明确，效率的提升数值可以简单换算，现在有意与宏全合作的厂商家数与日俱增，截至目前为止，台湾部分共计有杨梅、瑞芳、高雄燕巢等三座In House厂启动，至于大陆，明年也将于上海申美以及东莞兴建In House厂，其中与统一合作的杨梅二条生产茶饮料的无菌线及瑞芳一条矿泉水线，已于今年六月投产；另与可口可乐合作，位于高雄燕巢的一条热充填线，也于今年八月投产，明年四条In House生产线可望全能生产。至于全年如夏的东南亚市场，由于饮料消耗量相当可观，宏全也十分看重这块市场，有意与老合作伙伴统一一起前往开拓市场，目前已签约将共赴印度尼西亚投资；至于进军泰国市场的事宜，由于宏全尚在和客户洽商中，且洽商中的合作伙伴家数不只一家。

在有大厂帮助下，宏全的驻厂生产模式算是走出了成功的第一步，这项策略成功对宏全意义重大，其中最被宏全看重的是，可以与客户发展稳定且长期的合作关系。另一项重大意义则是，可以让原料报价透明化，减少来自原料波动的价格伤害。第三，当然也很重要，就是可以在有限的资本支出下，快速扩大市场规模，同时降低成本，提升竞争力。宏全明年仍将持续在两岸以及东南亚推行IN HOUSE生产模式，在驻厂生产的机器设备全数由宏全提供下，资本支出也很可观。宏全初估，明年在资本支出的金额仍将达到8至10亿元新台币，不过与自行设新厂相较，这种资本支出金额已算是很低的了。

面对问题，创造共同利益

今年原料报价快速走扬，确实给宏全上了很重要的一课。经过初步估算，今年塑化原料成本大约上扬了四至五成，其他包括石油、煤等燃料费，甚至出现成本倍数成长。在成本急遽拉高下，可以将成本合理转嫁给客户的驻厂生产模式，就愈形重要。有鉴于此，宏全今年对于推行驻厂生产可谓是卯足了劲；也因为这个因素，宏全今年受到原料价格飙涨的杀伤力并不大，在驻厂模式的加持以及经营体质改善下，宏全前三季毛利率仅下滑一至二个百分点。

很多人说“危机就是转机！”人在碰到困境时，往往陷于问题之中，很难了解其中的况味，唯有亲身走过之后，就会了解个中滋味。宏全也是如此，今年遭逢塑化原料飙涨的变量，对生产宝特瓶的宏全而言，可谓是有始以来最大的考验，当时令宏全深感其苦。但是走过原料波动期，宏全不仅从中思考出全新的方向，同时也透过原料波动期的环境变动，让客户了解到携手共度危机的可行性。

如果要说宏全驻厂生产模式推展很成功，谈判模式有何值得可取之处，除了天时、地利、人和搭配得宜外，买卖双方都可以站在共度难关的基础上进行谈判，应该是另一个重点。尤其当一方提出一个方案，对方是站在解决问题的考虑点上，而不是站在为对方制造问题的立场，如此一来才得以瞬间凝聚共识，并快速扩大对彼此有益的公共利益区块，使得谈判可以顺利达到一加一大于二的终极目标。


本文作者简介

现任宏全公司总裁，及盘石会会长，曹世忠1969年创立宏全后，即努力致力于本业耕耘，目前宏全已为国内第一大塑盖及饮料瓶制造厂。
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