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    “Remember: nobody wins unless everybody wins.”
BRUCE SPRINGSTEEN

  


  
    To my parents and my siblings,

    with whom I first negotiated, like all of us.
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    Introduction.
Why I wrote this book


    This book meets the need to provide the general public with a summary and synthesis of the great negotiating theories and techniques, which are usually found in books that are difficult for the general public to access.


    My experience, earned over several years of working in different fields of negotiation, underpins this book. In the last decade, I have formed companies in over 40 countries and have accompanied different types of negotiating processes as a consultant, including mergers, acquisitions, large projects, contracts, collective agreements and more. I have also published articles, given talks and occasionally made media appearances to analyse negotiations under way. My interest in negotiations has made me familiar with the existing literature, led me to meet great academic and practical representatives of negotiations on all six inhabited continents and prompted me to cooperate with leading institutions such as the Paris Institute for Political Studies, the Complutense University of Madrid and even Harvard University’s prestigious Program on Negotiation.


    My professional background has given me enough knowledge to write this book, which aims to be your travelling companion. Because regardless of your profession, what is important is that you learn to negotiate in all areas of your life.


    The book is structured with chapters and subchapters, so that you can read it in separate blocks—not like a novel, but more like a travel guide. Throughout the text, you will find tools and techniques that are not taught in any school or university. Experts call these soft skills, which include active listening, collaboration, improvisation, risk, communication and innovation. These soft skills are very important for any professional and you will also find some of them in this book. There is currently a major revolution under way in the educational sector, which is seriously considering introducing these skills as a compulsory subject in schools in order to train students in them, as they are so important to our lives.


    We are currently experiencing what some experts call the “negotiation revolution”, since we all negotiate every day and at all times, whether in the private or professional spheres. We have always negotiated, but never as much as now. Doing it right allows you not only to manage your own ambitions to improve your quality of life, but also to enrich your personal relationships, fulfil your dreams, achieve harmony and live according to your wishes. Successful negotiations always unleash positive events: they avoid conflict, enhance your communication, help you to get what you want and help you to grow in all aspects of your life. Failed negotiations, however, affect your relationships, your image and your reputation.


    This negotiation revolution is closely linked to the fourth industrial revolution. This revolution is the perfect symbiosis between the Internet and/or computers and biology. Some of the examples that will help us to understand this analogy can be everyday things like driving or sending emails. Driving is something that we will soon no longer have to do and we will soon write emails only by dictating them. Humans can easily be replaced in both cases and in fact, this is what is already happening.


    Yet, amidst this fourth industrial revolution, there is one thing that must be done by humans, and that is negotiate, understood as communication or structured dialogue between two or more people to reach an agreement that will protect our interests. Why can’t negotiations ever be entrusted to a machine? Because when we talk about negotiations, we talk about searching for information, managing emotions, communicating and managing cultural differences. And this, by its very nature, is purely human.


    One of the weapons that has always been used to negotiate, for lack of method, is intuition. We resort to what has been called the sixth sense, because we have not learned to use a correct and reliable system and we have not been trained to do so. Intuition can be positive as long as there is a solid idea and strategy about the business to be conducted. Grounded in rigour, seriousness and arguments, rather than the myths of popular culture, the objective of this book is to provide you with a series of guidelines, models and resources that you can use in the company where you work, your own projects and your personal life. Like almost everything in life, the art of negotiation is mastered with time and work. You may have learned some mechanisms intuitively, but if you want to be a good negotiator, you have to earn them through experience and good training.


    We all negotiate. Everyone is a negotiator (a lawyer, a commercial manager, a politician, a diplomat, a student, a parent), but that does not mean that everyone is a good negotiator. Therefore, this book will teach you how to become a good negotiator, both in your professional and private life. It doesn’t matter if you are a beginner or an experienced entrepreneur: this book will help you regardless of your profession and your personal situation.


    These days, we increasingly negotiate more than ever before. There are many reasons for this, including subjects that were once taboo, but no longer are. For example, before, when we went to the doctor, he would give us a diagnosis and prescribe treatment. Now, it is not uncommon that patients ask other doctors for second opinions and even try to get the most appropriate treatment for their circumstances for whatever reason. Before, doing this was unthinkable.


    Another example to help you to understand this concept better is that of children. Before, children rarely negotiated with parents, but they do so now, and with increasing frequency. Before, customer/supplier negotiations only went in one direction, but now suppliers can negotiate with customers more and more.


    Ultimately, negotiating is about protecting our interests, for a better life, for a better business or for a better agreement. Basically what we want from a negotiation is to improve our lives, our company, etc. We do not negotiate to reach an agreement, because this is relatively easy to achieve. Instead, we negotiate to protect our interests.


    To a certain extent, negotiating is using a series of tools that we may possess. Some are provided by nature because there are people who are already born with talent to use one tool or another, but in the end we can all learn to negotiate.


    Therefore, we can summarise negotiating in three main points:


    •Negotiating is a fundamental skill.


    •Negotiating is part of our lives.


    •Negotiating is an art and a science that can be learned. Anyone can learn to negotiate.


    A good negotiator needs at least two skills. One is to have good communication, a good ability to express himself and to be in contact with people, and the other is to have a facility for analysis. Seldom will a person who likes to talk and communicate a lot enjoy spending a week reviewing a contract, and only rarely will a person who likes spending a week reviewing and analysing a contract enjoy exposing himself by talking. Thus, we can affirm that all good negotiators are not born, but are made.


    Attitude is one of the pillars of negotiation. Sensitivity, empathy and emotions are basic instruments for achieving a good agreement. With your personality, you can knock down the first wall to attain your goal. Accept the cooperation of your team, de-dramatise, learn to listen and always be open, even if the ideas come from the other side. Negotiations are experienced unconsciously, because we have a fast pace of life, and that makes it complicated to make plans. A key to success in your business is to create a structured and orderly system of action.


    This book will show you a wide array of resources to improve your negotiating efficiency. In addition to providing you with tools such as a preparation table and a personality test, and helping you with block management and value creation, it will teach you techniques, processes and methods that will be key factors in improving your ability to negotiate in any situation that you may face. You will also witness several real examples that will show you that you can always push your own limits and improve. In short, this book is the best companion you can have to become a structured negotiator.


    False beliefs and preconceptions


    Different thinkers and philosophers have addressed the issue of negotiations throughout history. Aristotle, Sun Tzu, Richelieu and Machiavelli are undoubtedly the first theoretical leaders in that respect. During the 17th and 18th centuries, there were great figures such as François de Caillières in France and Abraham de Wicquefort in the Netherlands. In the 20th century, a very rich literature appeared with big names such as Roger Fisher, William Ury, Howard Raiffa, David A. Law, James K. Sebenius, Herb Cohen, Aurélien Colson, Alain Lempereur, Bruce Patton, Robert Mnookin, Richard Shell, David Lax, Michael Wheeler, Max Bazerman, Daniel Shapiro and others that have left their mark on the world of negotiations. Though it may seem like a new discipline, “negotiation theory” is informed by hundreds of reference works spanning more than twenty centuries. Perhaps the first misconception is that negotiation is not a true science.


    Before diving into the essence of negotiating, I will review the wide variety of topics attributed to the subject. In the past, issues were easily resolved: two people met face-to-face and negotiated until an agreement was finally reached. End of story. Hence, some false beliefs and preconceptions flow from this. On the one hand, there is a belief that a business with limited profit will trigger selfishness in one of the negotiators, who will do anything he can to defeat his opponent. Another false belief is that negotiating is a competition in which beating the other party is the only thing that matters. And we have all seen scenes in which, when it comes to reaching agreements, the negotiator hides his emotions and is distant and impassive, using all kinds of tricks, from lies to coercion. In general, the interest that negotiators have in a contract is different, which causes tension, mistrust and a lack of transparency. It is assumed that the content of the arrangement will not be shared or compatible, and that each negotiator will be distant from the interests of the other, so they identify themselves as enemies. Thus, there is a preconceived idea that the manager satisfies the other person by renouncing his habitual behaviour, and that if the only possible choice is to adopt the other’s attitude, he will lose his personality and influence in the agreement. Nothing could be further from the truth. The classical “top-down” composition has been shifting towards a much more balanced model in which both parties make decisions based on a more cooperative negotiating process. Today, thanks to technology, the resources used are inexhaustible, either at your company or in the building where your neighbours defend their ideas. Everything is negotiated through a team with various profiles and boundless experience in the art of business (lawyers, managers, bankers, etc.). The world moves forward relentlessly. Now more experts are needed and the economy is increasingly dependent on the actions of other negotiators. The individual ability to manage decreases and team policy inevitably grows.


    In this book you will learn the techniques, tools, processes and methods necessary to manage a personal project at a large company because, as I stress, negotiating is everyone’s responsibility.


    Therefore, we cannot deny the importance of negotiating to our lives. Success or failure can depend on good or bad negotiations. Below, we will explore the importance of this technique applied in business in detail.


    Something that we will repeat frequently is that negotiating is present in all stages of our lives. This is true when we are teenagers, negotiating with our parents for permission to go out for a weekend if we have behaved well, and even when we negotiate with our supervisor about increasing the budget for our communication plan or any other line item.


    In other words, negotiating is a process based on dialogue between two or more parties in which proposals are exchanged, where it is a matter of ensuring that the interested parties are satisfied with the final agreement.


    Companies are currently struggling to capture the public’s attention and achieve their objectives, implementing and working with different strategies to do so. One of the most important such strategies is commercial negotiation. A professional with magnificent negotiating skills will bring greater benefits to the company. Therefore, experts in this subject are increasingly being hired who can be decisive in achieving their operational objectives.


    Your ability to negotiate acts continuously in your daily development, as a more integrated and automatic part of your behaviour. However, sometimes you can stop being aware of it, which is why it is very important that you pay attention to everything that happens when you negotiate. Since you constantly cooperate with other people, partners or rivals, disagreements and discussions are common circumstances that you should accept as a tool for learning and making progress. Even if differences exist, you can overcome them if you learn the basic strategies in this book. And remember the words of the fathers of modern negotiation, Roger Fisher, William Ury and Bruce Patton, in their benchmark book Getting to Yes: “Like it or not, you are a negotiator … Everyone negotiates something every day”.


    

  


  
    CHAPTER ONE
THE THREE DIMENSIONS OF NEGOTIATING

  


  
    1. Subject: What do you negotiate?


    “Only those who will risk going too far

    can possibly find out how far one can go.”


    T.S. ELIOT


    As stated in the introduction, negotiating is divided into three blocks or dimensions:


    1. Subject: What do you negotiate?


    2. Actors: With whom do you negotiate?


    3. Process: How do you negotiate?


    The word negotiation comes from the Latin term negotiari, which means “trade”. However, to speak about negotiating is not just to speak about trade, but also about interpersonal relationships of all kinds: personal and professional.


    In 1981, the authors of the famous book Getting to Yes defined negotiating as “back-and-forth communication designed to reach an agreement when you and the other side have some interests that are shared and others that are opposed”. This concept of interest is essential to modern negotiation theory.


    In any negotiation, there is an initial position (“I want”) that hides interests, ambitions, fears or motivations (“I really want it, because”). Basically, you negotiate to protect these interests. You negotiate a starting position, but what you are trying to do is defend the interests that hide this position. Let’s look at some examples.


    Example 1:


    I want to buy a car (my position), but what is my interest in doing so? Ninety per cent of all people who enter a car dealership want to buy a car. Still, let’s identify four different assumptions from the same position (“I want to buy a car”), but with different interests.


    a) Someone with a large family might be interested in driving their five children to school, so he or she will need a vehicle with a capacity for at least six people.


    b) The commercial manager of a company will be interested in visiting clients, so he or she may need a more utilitarian car that is more comfortable to drive, looks professional and has low fuel consumption.


    c) Someone who wants to buy a car because they live in the mountains or work in the fields, interested in getting around, sometimes in snow and rain and on unpaved roads, would need a 4x4 better adapted to their daily life.


    d) Another person who wants a car just for the pleasure of it would be interested in satisfying their passion for driving and would be more inclined to buy a sports car.


    Interests represent everyone’s needs, and if a seller does not identify them correctly, he or she will never be able to offer the right vehicle to the interested person or reach the right agreement.


    Example 2:


    Someone wants to join a gym, but why? Everyone has different interests:


    a) To get in shape and stay healthy.


    b) To gain volume and muscle mass.


    c) To meet that special someone.


    d) To spend time with their friends who go to the same gym.


    e) To improve their social image.


    Interests are each person’s ambitions and aspirations. These interests can be very diverse depending on each person’s conditions.


    We must be able to discover a negotiator’s true motivation: their true interests, fears and ambitions. We do not negotiate to reach an agreement—we negotiate to protect our interests and preserve the relationship.


    A fundamental part of negotiating is identifying these interests, such as by investigating, asking and anticipating.


    So it is clear that when we negotiate, we have a twofold objective, which at first glance may seem contradictory but is not necessarily the case:


    •Us: the protection of our interests.


    •The other party: the protection of their own interests.


    We have mentioned that this double objective does not have to be contradictory since our interests may be different, but not necessarily poles apart. This is one of the keys to success in negotiation.


    If we ignore the interests of the other party, this can put our relationship at risk, with all the consequences linked to trust, our image and possible future business.


    
      [image: imagen_01]


      Exposing the content of a negotiation is usually complicated, because the sphere in which you manage the process has endless archetypes that are used to negotiate (assemblies, decisions, solutions, etc.). However, there are some aspects that I highlight so that you take them into account: there are interests on both sides, some shared and others different. The objective of your negotiation is to get the agreement to satisfy both parties and to keep the relationship enriching and cordial. It is essential to integrate the coinciding and opposing interests into the scheme so as not to muddle the different types of negotiations.


      If most of the interests are opposed, the agreement can be broken because you and the negotiator will most likely choose different paths. For example, if you want to sell your property and the other party is looking to rent it, your interests are at odds and the deal is unsuccessful. It is also possible that the agreement does not interest you. Then you reject the conditions and criticise, report or try to renegotiate, bringing you closer. However, this is an ineffective exercise, because once you provide all the information to reach an agreement, it can be used against your interests.


      Preserving the relationship in a negotiation is essential, both to secure future agreements and to preserve our reputation and image.


      Professionals may change companies or jobs, but we always end up negotiating with the same people. The “problem” of the long-term approach is that it is very long and you never know what the future has in store.


      You have to take care of your relationship with the other party: listen to it, attend to it, come to its defence, etc. Others may have the solution to your problems and you never know what can happen in life. When nothing is brought to the table, the chances of success shrink. The entrepreneur who is your competitor today may be your partner tomorrow. The most satisfying and influential techniques are those generated by your attitude: trust, persuasion, kindness, etc.


      We have to transform the power of confrontation into the power of persuasion.


      To end this chapter, let’s envision the widely used image of an iceberg. We see that there is a part that stands out, but the biggest part of it, most of it, everything that we do not know, is under water. The protruding part will serve to represent the positions.


      Obviously, identifying this is very easy. It corresponds to what they ask for, verbalise, want, claim, etc. However, if we only stay here, with what I ask for against what the other party asks for, we’ll enter a loop and the negotiation can easily come to a standstill.
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