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Urs Altmannsberger practices what he teaches – the reader will sense this in this entertaining and practical textbook and reference work.


In fact, some of the strategies and tools shown are so ingeniously simple that they can be implemented and executed right away and will lead to ideal negotiation results. Are you familiar with the feeling of not knowing whether there would have been room for further movement in a negotiation? If you implement the approaches outlined here, this unwelcome thought will belong in the past. The numerous seminar participants from our company are delighted that Urs Altmannsberger is now making his priceless wealth of experience available in book form.


Stefan Stark,


Innovation Manager Mobility Services, BMW Group


“There’s always room for at least 1 percent!” – this is the memorable slogan and “battle cry” of Urs Altmannsberger. With this statement, he has been advising my teams for several years. I have met multiple negotiating trainers in my more than 15 years of work as a purchasing manager and managing director. While many have tried to copy his approach to negotiating, nobody is as structured and goal-oriented as he is in working toward success. Put to practice, the negotiations demonstrate the outstanding results his methods deliver.


In this easy-to-read and practical book, the author uses memorable examples to show procurement professionals how to structure negotiations in ways that will lead them to their goals faster and much more easily. The book serves as a manual, guide and preparation tool for all buyers who want to get more out of their budget.


Jens Dunkel,


holder of executive positions in food and non-food purchasing


for several years for private labels and FMCG,


currently CMO of coop eG


Wellness for negotiation! From now on, the drops of sweat will be forming on the foreheads of salespeople – and not on your forehead as a reader and buyer. That is the promise Urs Altmannsberger makes – and keeps! – in this book. This statement can only be made credibly by someone who has experienced all conceivable negotiation situations himself and in the end has asked himself the question: How can I conduct a negotiation that will make me successful without stress?


Urs Altmannsberger is an excellent negotiating professional who, fortunately, is willing to share his wealth of experience. And he does so in this style: from the practical world, for the practical world. He has studied negotiations from different sectors and companies in search of specific features and similarities. It turned out that since the main parameters are the same in all negotiations, they can be used to derive a general negotiation strategy.


There is one element of his negotiating strategy in particular that I vividly recall: the launch pad. The launch pad is a short and sweet illustration of your position in a negotiation. This is where it is decided whether a negotiation will begin with a faulty lift-off, or whether the right flying altitude can be reached.


This book is the launch pad for lasting success in negotiations! Drawing on a wealth of practical examples, it offers statements and methods that can be incorporated directly into successful negotiations. This makes the next negotiation an enactment, not a lottery.


Roger Ganzert, Head of Purchasing Europe, Lapp Group


Finally, a technical book that addresses the topic of purchasing in comprehensive and practical terms; a genuine “lifelong companion” for all buyers. Perfectly suited for professional buyers and beginners alike; it is also written in a refreshingly lively style, which strongly enhances the “efficiency” of the content.


Andreas Heimann, Managing Director/CEO Sales WÜNSCHE


WERDEN REISE, DER Deutsches Reisebüro GmbH & Co. OHG


You are holding the leading tool for negotiators in your hands. I am delighted that Urs Altmannsberger’s methods are now appearing in book form! Urs Altmannsberger has assisted our team of negotiators for several years and in the process became a trusted and competent coach for each and every of our buyers. As a person, he radiates the full competence of the “negotiator gene” and comes across as a confident role model in every circumstance and negotiation situation.


The goal of negotiation training with Urs Altmannsberger as coach was to make the purchasing team the best team of negotiators in German wholesale electronics. The training methods used were systematically implemented in a practical, application-oriented way with an eye to meeting purchasing goals and objectives. Regardless of their skills at the outset, each individual participant was able to place additional tools in his or her personal “negotiation kit.”


In a word: We demonstrably achieved the above goal – and created the best team of buyers.


Peter Becker,


in his capacity as then-Managing Director for Supply Chain


at Hagemeyer Deutschland GmbH


We were looking for a proven expert in purchasing and negotiation training, as the main supply of trainers on the market were sales trainers. Already after the first training, we knew that we had made the right choice in Urs Altmannsberger. We wanted a “tool kit” to help our employees work in a controlled and concentrated manner in various negotiation situations and to be one to two steps ahead of the interlocutor at all times.


Then we discovered the “System Altmannsberger” with all its potential for us and worked with him to train and develop our entire purchasing organization based on the system. Today, our teams work with the same logic, tools and way of thinking, and cross-team preparation, work and implementation has been perfected. The biggest compliment you can make to Urs Altmannsberger (besides proven negotiation successes) is that concepts and statements have also been incorporated into our vocabulary even beyond negotiations. Our buyers use them almost like a “secret code” when they communicate with one another – with a smile on the face.


Jürgen Lindner,


President, Amplifi Germany, Dentsu Aegis Network


Urs Altmannsberger is a buyer with heart and soul. In his training sessions, you can feel the energy and fun he has at work. He is very successful in conveying this empathy, tenacity and joy of negotiation in his book!


Along with tips on successful preparation and opening the negotiation with a launch pad, Mr. Altmannsberger designs a modular system with a wide variety of elements, comparable to dresser drawers that can easily be opened depending on the negotiation situation. The questioning technique he has virtually perfected keeps us in a position of leadership at all times, even in difficult negotiation situations; we can use it to collect information and contribute to the success of our negotiation.


In this very useful book, Urs Altmannsberger provides the tools for successful and predictable negotiations – so open the dresser drawers and “lead” your negotiations!


Peer Grabowski,


Team Leader in Central Purchasing Europe, LAPP GROUP


Actually, this book shouldn’t exist! Because all the negotiating strategies and tricks are divulged here – making you independent in purchasing.


The buyer per se has no friends. One cannot be in league with the supplier – code of conduct. Management expects ever-better contracts. Controlling expects better prices. Logistics expects faster deliveries, and sales can negotiate better anyway, since they have direct contact with (and money from) the customer.


The pressure in purchasing is growing – no matter what the industry. Now you can buy books from former COOs and buyers who have written their memoirs (i.e. the past). That does not help the buyer in his or her situation – which is always individual.


This book is different. It is written by a 100% successful practitioner and trainer (the order is important). Urs Altmannsberger spent more than two decades as a buyer himself in various companies and corporate groups. He has been a consultant and trainer now since 2002. The experience of all these years is brought to bear in the book – not as a monument to Urs Altmannsberger, but as a manual, as a guide, as user instructions! I have a negotiation coming up tomorrow ... then I’ll read, for example, Chapter 6, “The first price is never the last price,” and try that out. Every buyer has his or her own tried and true recipes for successful negotiations and (annual) supplier meetings. The tips in this book will make them even better.


Any negotiation can be even better, and Urs Altmannsberger shows how. No academic equations or treatises. This book shows how a negotiation works and what you need to pay attention to. What tricks does my supplier have “up his sleeve,” and how do I deal with them? Always respectful and at eye level. I can use this book to help shape the negotiation and the underlying relationship with the supplier, no matter what level! Based on working relationships – and that’s also what Altmannsberger’s fair concept works to promote – you can conclude successful long-term transactions and agreements that create a unique selling point for purchasing. So this is a book for directors and managers involved in negotiations or purchasing, too.


Peter Tschötschel,


Senior Consultant,


T-Systems International GmbH


As a man with practical experience in the field, Urs Altmannsberger shows us what really matters. Specifically, a guide to go along with the concepts for purchasing professionals – and for people who want to join them – to help prepare for and carry out important negotiations.


Based on my own expertise, I recommend this remarkable work as standard reading for every well-run purchasing group!


Frank Elsen,


CEO Fidelio Capital and the last 5 years CEO


in a global Pharmaceutical Service Company


Lots of older books on “negotiation” fail to provide a clearly understandable framework that people can use in purchasing negotiations. After I got to know Urs Altmannsberger in-depth through training and coaching and heard he wanted to publish a genuine, practical manual on negotiating, I thought: “If anyone can do it, HE can” – and I’ve had the privilege of reading the book.


This is an extremely successful, clear, straightforward, understandable book you can apply right away. With an easy-to-use guide, the reader can save lots of time in daily preparations for negotiations – and significantly improve negotiation outcomes at the same time. Readers will be familiar with the excellent everyday examples drawn from a wide range of sectors and situations; the advice and tips in this book are easy and effective to apply.


In a word: I absolutely recommend it.


Martin Lachner,


Head of Purchasing,


PROFIL Verbindungstechnik GmbH & Co. KG




Foreword by Tim Taxis


“Did I really get the best deal, or was there room for more?” Is this something you’ve asked yourself after a negotiation? If you have, then what you have before you is the best book for negotiating prices.


I’ve never experienced a purchasing negotiator like Urs Altmannsberger. His methods are more creative and much more effective than anything I have ever seen before. If you think you already know all the tricks and strategies there are for price negotiations, then read this book!


I always hear buyers say things such as, “Salespeople are better trained than buyers,” or “If the supplier has already spoken with the department, I can hardly get any movement on price in purchasing talks.” In “Profitable Purchasing,” Urs Altmannsberger does more than eliminate lots of false assumptions. He also provides outstanding new negotiating tools for anyone regularly involved in negotiating prices and terms in purchasing.


When it comes to negotiating prices, everything speaks for the buyer – and against the salesperson. Unfortunately, that fact is lost on most buyers.


As a sales expert and trainer, I can tell you from experience: Salespeople think, “It’s far easier to sign something than it is to get someone else’s signature.” They also worry that negotiations might break down over pricing. Salespeople always view their own bargaining power as significantly weaker than purchasers’ powers. What’s amazing about this is: The same miscalculation usually happens on the buyer’s side of the table, too.


Whether you’re a beginner or an experienced buyer: if you use the methods in this book, you will definitely get even better conditions in price negotiations! If you use the tools you’ll find on the next pages, you’ll always be better-prepared than the other party to the negotiation. I almost want to say your “opponent” doesn’t stand a chance.


So be careful when you use this new power and always remember: the person sitting across from you is a human being. And sympathy means savings!


So enjoy this inspiring book!


Tim Taxis


Sales expert & best-selling author




Introduction:


What this book helps you


accomplish, and how


“As a professional negotiator, you send out signs that point toward cooperation. If your interlocutor decides to fight, however, then you will need to respond in the same way!”


I found this paragraph or something close it in a textbook on negotiating. My first reaction when I read it was: “I’m supposed to do WHAT?” And my second reaction: “HOW am I supposed to do that?” Even as a professional negotiator, I did not understand what I should be doing, in the author’s opinion.


At that point in time, my career had just taken a turn in which I had decided against a permanent position as a purchasing manager and for self-employment as a “negotiator 4 rent,” trainer and coach. Full focus on negotiation in all industries and all its facets – that was my goal. Reason enough to supplement my own experience as a purchasing negotiator and purchasing manager with some well-researched expertise from books.


Reading book after book, I was amazed to discover there was no guide anywhere that provides us buyers with specific patterns of action and language for our negotiations, patterns we can put straight to use in practice. There is no compendium of alternative statements out there to help us polish up our negotiating vocabulary. But that’s exactly what matters most in our jobs. In the hot phase of the negotiation, we have to keep a cool head as we locate the right avenues and the right words to use. What we lack is the peace of mind it takes to spontaneously conjure up an ingenious statement of the situation with a simple abracadabra.


Not any more! In this book you will find the best solutions, strategies, tactics and statements to use for all of your typical purchasing negotiations. My motivation is to offer you relief in your everyday negotiations. And that begins by not beating around the bush and instead jumping right into this exciting topic. It begins by showing you how you can achieve ideal negotiating results all the time.


And to make sure you’re certain to achieve this, I provide you, the reader of this book, with a large number of pointers, sample statements and tools for free download.


In the following dialog, I offer you the patent remedy you can administer right away for most of your purchasing negotiations. The other chapters present variations and alternatives on these themes; feel free to use these to derive your own personal negotiation plan using statements that provide an authentic fit for your particular situation. Let’s get started!


The perfect negotiation discussion


A buyer from the fictitious automotive supplier “Altmannsberger Automotive” meets with a supplier for office furniture. The buyer uses methods he has learned from the book you are now reading. I have included references to the respective chapters in their dialog for you. The challenge: The department has already decided to work with this supplier, and the color of the office furniture – blue – has also already been decided. Since the supplier is not aware of this, the buyer can act as though there are competitors still in the running. His goal: to achieve the best possible price for the selected product, with top-notch terms.


Buyer: Hi, Mr. Supplier! Welcome to Altmannsberger Automotive! Please take a seat. What can I offer you? (points to soft drinks and coffee)


Salesman: A water would be great! Thanks a lot.


Buyer: How was your business trip to Budapest? (pours drink in the glass)


Salesman: Oh, yeah, very nice, we saw a lot. I particularly liked the Old Quarter …


Buyer: If it’s okay with you, I’d like to briefly describe the current situation, as I did with the other suppliers, too. Would that be all right with you? (see Chapter 5, Leadership, Staging the competition; Chapter 3, Launch pad, Module 3)


Salesman: Sure!


Buyer: (see Chapter 3, Launch pad) There are several departments that could be outfitted with new chairs in the near future. At the moment, the departments are all fully equipped with chairs. Some of them urgently need to be replaced, but others are still okay. Depending on the price, we’re either only going to replace what we absolutely have to or, ideally, all the chairs. That means the best supplier has the chance to sell between 100 and 1,200 chairs, depending on the price. (see Chapter 2, Reason for the demand, Quantity as a negotiable element, Depicting an attractant as an opportunity; Chapter 3, Launch pad, Module 4)




The departments have taken a closer look at different chair models by various manufacturers (see Chapter 2, Performance factors optimized) and selected the relevant ones. Chair B 12 in your portfolio is one of the candidates under consideration. Our comparison takes performance differences in the chairs into account – the differences that matter to us. So we don‘t need to spend our time discussing quality, technology or features. (drawing on the flipchart for emphasis and checking off each of the topics as completed: “Technology” done, “Quality” done…) (see Chapter 3, Launch pad, Prevent typical objections, Module 6)





The buyer continues: We are conducting negotiations with supplier candidates this week and next. We’re going to visit with each supplier exactly once. The price fixed at that time will then be tossed into the hat. Then, next Friday, we’ll make the final decision based on what we’ve learned. As of right now, you would definitely be out of the running with your price. (see Chapter 3, Launch pad, Attractant and consequences, Module 4) But because we know that the first offer is rarely the last, what we want to know now is how far you’re willing to come down in price. (writes the euro symbol and an empty box on the flipchart) (see Chapter 5, Leadership and questioning technique) How low of a price are you prepared to charge?


Salesman: Well, I actually have brought a little something along, but sooooo much won’t work!


Buyer: Specifically, what is your offer? (see Chapter 6, Concessions without offering anything in return)


Salesman: Well, I can definitely offer you 3 percent!


Buyer: (looks slightly disappointed) 3 percent won’t move you to the head of the competition. What would a realistic price be?


Salesman: That is a realistic price! But all right, I‘m ready to go up to a 6-percent discount.


Buyer: You started at 3 percent and now you say 6 percent. (gazes thoughtfully, takes a breath and continues) I see you want to accommodate us. These steps aren’t enough, though. What is your actual price limit?


Salesman: (moans and calculates) In the extreme case, I’m prepared to offer you 7.3 percent.


Buyer: (shaking his head slightly)


Salesman: Then tell me what the competition is offering! Maybe then I can add a bit more!


Buyer: You know, I could tell you what your competitors are currently offering. But ultimately that’s still in flux and subject to significant change. That’s not going to help you any. (see Chapter 6, Countering for the budget question; Chapter 5, Holding onto leadership) – What circumstances might get you to take it down another step? (see Chapter 7, Concessions while offering something in return)


Salesman: When would you take delivery of the goods?


Buyer: Oh, I see. If I understand you correctly, you’re saying the date of purchase would affect the price? (see Chapter 5, Identify a question as a factor that influences price; Chapter 5, Holding onto leadership, not answering)


Salesman: Well, if you purchase before quarter’s end, I can accommodate you further!


Buyer: (moans and bluffs) Phew, I have to check if I can move the date up that far. (looks for further price influencers) (see Chapter 5, Phew technique) What would positively influence the price, besides the purchase date? (see Chapter 7, Do not jump on the first horse to come along, collect all the price influencers)


Salesman: What color do you want? (see Chapter 5, The seller asks another question, Danger of losing leadership)


Buyer: What would the cheapest option be? (see Chapter 5, Collect decisive information through counterquestions and hold onto leadership, questioning technology)


Salesman: Black.


Buyer: Phew – actually black wasn’t exactly what we had in mind. But I’ll write it down. (See Chapter 7, Know the value of a concession first, before deciding whether the color choice is fixed)


The buyer continues: If we were to buy this quarter, in black – what else would affect the price?


Salesman: Obviously the quantity, too.


Buyer: Well, that depends on the price offered by the respective provider. But what would nevertheless lead to a price reduction? (see Chapter 7, Collect all price influencers)


Salesman: Actually nothing else. At the most, if you were willing to place the order with me right away today.


Buyer: Today? The only way I could do that is if your price was so good that I can foresee that no supplier will beat it. (see Chapter 7, First recognize the value, then make the decision)


Buyer: Let’s assume we were to do that (consciously uses the subjunctive!) and actually take the chairs in black, with the maximum number of 1,200. And we were to purchase all of it before the end of the quarter and actually hand you the order today – how much more would you accommodate us? (see Chapter 7, Learn the best-case price)


Salesman: Then I can give an additional 12 percent.


Buyer: 12 + 7.3 … (considers), then you’re at around 20 percent. (makes a weighing gesture and rounds the value up in his favor) So then we’ve just reached the level of the competition (see Chapters 6 and 7, Reaction to price quoting), which made no special requests at this price, such as color or purchase date. How far can you drop the price if the color is blue and we order on Friday? (This is how the buyer redirects the discussion back to the desired product, see Chapter 5, Leadership)


Salesman: Well, the 20 percent were actually for black and an immediate order. But all right, I say 22 percent, but that’s as far as I can go!


Buyer: 22 percent? What else besides price can you offer us to make your offer more appealing? (see Chapter 7, Change to negotiable elements)


Salesman: There is no more room at all. The most I can do is see to it that one of my employees helps set up the chairs. Buyer: An employee for setup. What else could there be? (see Chapter 7, Do not jump on the first horse to come along)


Salesman: Nope, there’s really no room for anything else.


Buyer: (summarizes) If I understand you correctly, your offer is: 22 percent if ordered on Friday of next week, chairs in blue, delivered this quarter. (face still unsatisfied, shaking head in regretful, sympathetic manner) (takes a deep breath and then continues with momentum) 22 percent aren‘t going to be enough! Do YOU really want it to fail now because of that? (see Chapter 8, Battering ram)


Salesman: (hesitates) Well … I wouldn’t let it fail now because of that. But all I can do at the very most is something cosmetic.


Buyer: How much is that specifically in figures?


Salesman: One percent at the very most.


Buyer: Phew, 25 percent? (miscalculates intentionally to gauge the salesman’s response)


Salesman: No, 23 percent! Not a cent more!


Buyer: Then I’ll log in the price minus 23 percent for you now. Assuming you’re off by just a bit in the end – should I call you again? (see Chapter 8, Break through rubber walls)


Salesman: Yeah, call me again.


Buyer: Up to what value would that make sense?


Salesman: Up to 24 percent.


Buyer: And at 25 percent?


Salesman: No, 24 percent is my final word. If that’s not enough, I’ll forgo the order.


Buyer: (shrugging) All right, then I‘ll write down your final offer: 24 percent discount, blue chairs, purchase this quarter, quantity 100 to ideally 1,200 chairs, setup assistance ... (possibly have confirmed in writing)


The buyer continues: I can let you know if that was enough on Friday of next week. I’d personally be delighted if I could give you the order. You’re a likable guy. Ultimately, however, it’s the price that decides. (see Chapter 8, Closed end with commitment or rejection)


Salesman: I’ll be curious to hear how it turns out. I’d be pleased if it works out. With 24 percent, you really have the very best terms. You’ll be impressed with the quality of the chairs.


Both say good-bye.


Your start: Develop a systematic


structure


What do you think of the result of this buyer’s negotiations? Would you like to achieve results like these in your own negotiations? Then of course you can immediately read the chapters and passages mentioned in the dialog – but I recommend starting with a close reading of the first chapter. That’s where you will learn that developing a systematic structure is the first step toward negotiation results as ideal as the dialog has just shown.


But allow me to make two observations first. First of all: The basic assumption throughout the book is that the price is the element that is under negotiation. This makes the work easier to read. If the focus is not on the price, then all it takes is a small additional step:




	Replace the price with the element you are negotiating in the specific case.


	This turns “How far can you come down in price?” into “How far can you optimize the delivery time?”





Viewed in this way, all the strategies and steps of a successful negotiation are essentially the same.


Naturally, you can also contact me directly by sending an e-mail to ua@altmannsberger-verhandlungstraining.de.






Your flowchart –


here‘s how to systematically


and methodically


reach your ideal


negotiation result
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What you’ll learn in this chapter









	Learn to stay sweat-free during negotiations – and make your negotiating partner sweat instead.


	Acquaint yourself with a flowchart for your negotiation discussion – one you can apply to future negotiation discussions, too.


	Realize how systematic structure will help minimize your preparation work while maximizing the success of the negotiation.








1.1 A systematic approach to success –


that’s what a good negotiation plan


provides


Your everyday negotiations would be much easier if all you had to do is prepare for them just once – and then maximize all your negotiation outcomes from that point on. The good news: it’s actually possible!


Let me circle in on this good news with a metaphor you’re probably familiar with: I assume you drive a car? Then you must have taken the path that led you to a driver’s license. It takes a greater amount of effort at first – but then it pays for itself for a lifetime. The same kinds of situations crop up in a driver’s life: you walk to a parked car, unlock it, get in, buckle your seatbelt, start the engine, etc. Sometimes there are special situations, too: traffic jams on Monday mornings, taking longer to get somewhere in winter snow, the fact that a car won’t run without gas, and the very rare flat tire. When we drive, we always have to master the same processes without thinking. Buckle, start, steer, brake. When it comes to special situations, at least we need to be prepared. By setting out earlier on Mondays to avoid traffic, checking the fuel gauge regularly to keep from running out of gas, and keeping a spare tire on board just in case we have a flat.


Now apply this to your negotiation situations: you know you’ve got a negotiation coming up? Then make sure you’ve got enough gas in your negotiating tank by always keeping your quiver of arguments well-stocked. You should also be prepared for the salesman’s objection: “There’s no room left.” But you can’t just rely on your intuition and experience – though of course they also play a role. What’s crucial is this: you have a set flowchart in mind and consistently follow it. This plan you peace of mind. It also offers you enough freedom and space to respond to unusual developments with with unusual steps of your own.


To help make this succeed, this first chapter provides an overview of all the methods and the ways they interact. This is important! Because in the same way an ignition key can only help you if you’ve got gas in the tank, this negotiation technique will only help you if the supplier hasn’t already gotten a commitment from the department. The only way to make the most of things is through the interaction of all the building blocks. The second chapter contains concrete modular systems and step-by-step instructions for each of the modules mentioned below.


First, though, you need to acquaint yourself with the way things are structured if you want to fill your negotiation dresser drawers with top-flight methods and instructions from the other chapters. This sophisticated flowchart and negotiating framework will give you clear orientation as you step into the heat of future negotiations. The consequence: in the future, you will reach your negotiating goals more directly, quicker and more conveniently.


1.2 The flowchart is your repeatable


patent remedy


Save precious time in the future. You can reuse the flowchart over and over and over again. Once you’ve developed your own personal flowchart with the aid of this book, you can run through it in any number of negotiations. I personally use it in all negotiations – you should use it all the time, too: in the tiniest negotiations, where you’re just an unimportant customer, or where there are millions of dollars at stake and where you are being courted as the main and leading customer.


The plan works in the personal and business settings. In my experience, all you have to make is minor adjustments – or none at all. Still, you may be wondering: How can you profit by repeating the same plan over and over?
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Up until now, you’ve probably had to work hard before every negotiation to be as well-prepared as possible. Now you have methods and statements you can lay out and apply to every negotiation.





This also means: You don’t have to rely on spontaneity and inspiration to respond. Finally, you can rely on a foreseeable plan. That frees your mind! It gives you certainty and confidence and frees up your own resources for other important thoughts and observations.


A quick-access chest of drawers


Another benefit: This clear structure gives you quicker access to recurring methods in recurring situations. I like to compare the negotiation structure I am suggesting here with a dresser with several drawers: the drawer labels indicate the different milestones and outstanding features of a negotiation.


Here’s an example: Soon you’ll have a drawer labeled “There’s no room left!” Is this a situation you’ve experienced before? Of course it is! Or at least: presumably! Now that you are preparing for this in-depth with the help of this book, it will be easier to cope with this situation and get better negotiation results. From now on, all you have to do is open this drawer the moment the salesman calls up the “There’s no room left!” situation. The drawer contains the methods that have worked well for you in the past. In an instant, you decide which of the methods to use and apply it. Result: situation solved, stress-free.


Where do the findings come from?


The flowchart I suggest here is built on my experience of countless negotiations across a wide variety of industries and companies over the course of my career. As a reader, you have the direct benefit of expertise compiled across a wide variety of negotiation situations. I have constantly optimized and refined the plan. I have constantly developed new methods based on experience, testing them against the rigors of everyday application – rejecting those that weren’t up to the task and further improving on others. Everything you will see here represents the best material available for business negotiations by professional purchasers, conducted in a spirit of partnership.


This finally eliminates an imbalance that up until now has made it hard for purchasers to conduct negotiations systematically. As a look at your bookcase (at home, at Amazon or elsewhere) will reveal: the literature on the subject offers are all kinds of tips and tricks on the sales side. But on the buyer side, no one has taken the trouble yet to describe this profitable path to the optimal negotiation result. That’s the end of that.


For one thing, the methods were developed on the basis of live negotiations. Negotiations that happened in a real business setting. Simulated negotiations contributed, too – negotiations conducted in my training and coaching. One big difference from the usual practice in companies: each of these negotiations was analyzed in detail – the practical negotiations and the simulated ones, too. We critically examined every negotiation:




	What’ll works in the field, and what won’t?


	Where are the risks, where are the opportunities?





The strategies and methods that have made good on their promise in the field and in the training room have fused to create a systematic concept


1.3 The flowchart at a glance


Using the flowchart will carry you straight to a successful negotiation. First we ensure a smooth start. This is often neglected, but it is crucial to your outcome. Then, the plan carries you from one sales honey pot to the next – in a structured, planned way.


The four areas of the flowchart


The plan is broken down into four major areas. The areas, in turn, are divided up into individual activities. The four major areas differ in terms of the clearly defined nature of the activities they involve:




	Preparation phase (planning )


	Say phase


	Question phase


	Decision phase





Preparation phase: You prepare yourself, the situation, all the stakeholders and the company for the upcoming negotiation. This is about planning of your strategy and tactics in advance.


Say phase: The supplier’s representatives are sitting across the table. You make carefully articulated and selected statements. This puts the supplier in the right position and casts the negotiation in the right light


Question phase: You ask about the paths to your destination. In the process, you collect information and reactions. And you move straight toward the optimal result.


My observations in the field show: don’t make any ill-considered statements. Stick to your prepared questions! You’ll have a relaxed trip to your destination. Promise!


Decision phase: You are now familiar with the field of conditions in which your supplier is prepared to conclude a deal: prices, payment terms, extras. Is a deal with this supplier the best way, or are there better alternatives available? This is a decision you will make once all the cards are on the table.
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Figure 1: The four phases of the flowchart
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I have one more question, Mr. Altmannsberger!


Do you have fixed times for the phases? In other words, is it clear how long each phase lasts?


Urs Altmannsberger: There’s no specification expressed in minutes. Generally speaking, all negotiations are tossed into a kettle and stirred: the preparation phase will take a bit longer for you in the future. Lots of negotiations suffer from lax preparation. It’s important and worthwhile to get the department on the same page in your negotiation, but you’ll need to invest some time beforehand. But it will have a big impact on the outcome.


You probably never drew a very clear line between the two phases that follow. The structure of the flowchart will make the negotiation much faster than before. That’s something we see every day in training. There are 14 minutes available, and participants make better and better use of them from one exercise to the next. This is especially true in the last phase if we want to know whether an optimum result could be reached. You will save a lot of time there in the future.





In the future, this will be part of your


preparation phase


The preparation phase, and hence the strategy as well, involves fine-tuning the influencing factors to gain an edge for the negotiation. Ask yourself these questions:




	What prevents me from reaching a better result?


	What’s standing in the way?


	How can I improve that?
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Figure 2: Elements of the preparation phase





This preliminary work makes it easy to derive the reason for the demand you’ll be using later on, when you get to the launch pad (Chapter 3). The salesman wants to know: “What is the justification for the buyer’s demand?” before he accommodates that demand. The right justification will make your destination easier to reach.


The launch pad is a say phase


You could compare the launch pad to an opening statement you use to succinctly clarify your position to the salesman and lay the groundwork for a successful negotiation. Use the launch pad to gather the momentum you need to achieve your negotiation goals.
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Figure 3: The say phase





You can see here how successful your preliminary work was in the preparation phase. If presented correctly, your subsequent negotiation will appear in a completely different light. Let’s use two dialogs to illustrate the difference




	
Launch pad unprepared: Purchasing: “We’ve taken a look at your offer. We like what it contains very much. But my boss says you’re going to have to come down in price. So what I wanted to know from you now – before I order – is what else you can do there, and when you will deliver.”

The analysis: “The boss says,” but the buyer doesn’t? This weakens the initial position. The clause “before I order” shows the salesman: I’ve already got the order in the bag.




	
Launch pad prepared: Purchasing: “You’re one of several suppliers that we’re considering in terms of content. You wouldn’t be successful at the current price, though. But before we turn you down, I want to give you another chance to lower the price significantly. Experience has shown that the first offer is not the final one.” – This is just a short version, by the way. The third chapter will introduce you to more detailed variations that take into account your interlocutor’s mentality, the negotiation situation and the topic of the negotiation itself.

The analysis: This launch pad improves the buyer’s initial position. Existing competition and the consequence.


“You wouldn’t be successful at the current price” creates tension for the salesman.
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With a systematic conversation opener, you will crown yourself the winner right from the start





Do you like going to the theater? If you do, then you know: in the theater, the set creates the right mood for each scene. The launch pad gives your negotiations the coat of paint you want. Use the launch pad to indicate that the set looks more like “competition” than “I’m at your mercy.” Placing the right accent here will make things considerably easier for you in the subsequent negotiation phase.


The launch pad is the perfect place for arguments. The seller should find the transaction under negotiation particularly appealing. Encourage his willingness to grant particularly high discounts that will bring down the price.


If they are well-thought-out and well-articulated, your arguments will meet the goal. You can use the launch pad to seize this opportunity. Remember: you’re free to choose the first moves of a chess game. At this moment, you still have a lot of creative latitude. More and more of this latitude will gradually be taken from you during as the negotiation progresses. The way purchasing and sales interact will then strike out on an incalculable way all its own, and that makes it more difficult to place your arguments as planned. And that’s why you should take advantage of all the ways to direct the airstream of negotiations in your favor and for your benefit during this say phase.


The core aspects of the question phase


Now we come to the question phase. The focus here is on your negotiation technique: the strategies, methods and approaches we will deploy in the following four areas.


Let’s walk through the four segments of the question phase:
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