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Peter Fleming is a Chartered Fellow of both the Chartered Institute of Marketing and also the Chartered Institute of Personnel Development – having been awarded an Oxford Master’s in Human Resource Management. With significant retail experience in the UK (marketing and buying) and people development with a UK government agency, he established his own business consultancy group which provides structured learning projects in the UK, Europe and the Middle East.


This is one of several books he has published on negotiation with John Murray Learning, including the follow-up to this title, Advanced Negotiation Skills In A Week (2016), and The Negotiation Coach (2015), the latter of which applies proven development techniques resulting from his pioneering research on improving the effectiveness of management learning.




Introduction


There was a time, not that long ago, when negotiation was seen, in the main, as the province of industrial relations folk and car-sales advisers. But, no longer!


Repeated financial crises have squeezed profit margins and, in some markets, discouraged buyers from making marginal purchases or continuing habitual expenditure. Managers have found themselves in the frontline of the expectation to achieve better value for money, and the starting point for this is to shop around and explore the offers made by new suppliers, and/or to negotiate better deals with existing suppliers.


Even if your job doesn’t involve negotiation, then you might still be an active negotiator when replacing your car, moving house or even selling last season’s wardrobe!


The truth is that being a good negotiator has become a life skill, enabling those who are good at it not just to save money, but also to upgrade their computer, television or lawnmower with little or no increase in outgoings – and enhancing their reputation in the process.


Becoming an effective negotiator is certainly within the scope of the majority of people. At its simplest, it involves thinking out what you want, planning how you’d like to get it and developing your powers of persuasion to convince other people that you are simply being reasonable.


So, how do top negotiators achieve their top results?


Well, the starting point is to eradicate some ‘no-no’s’ that could provide obstacles to an agreement. One such no-no is agreeing to meet on the ‘opponent’s’ territory rather than making them travel to yours (where they will feel less comfortable and relaxed and are likely, therefore, to be at a disadvantage). This might just generate additional worries for your opponent, but could also result in aggressive behaviours or even sheer obstinacy (‘If that’s your game, I’ll be blowed if I’m going to co-operate with it’).


Then there’s the win/lose style (another no-no), which gives no allowances or benefits to the other party – for example, setting extreme demands and becoming confrontational in defence of them. These experiences can sound odd (‘Do people really behave like that?’ you might say), but when they are under pressure, people can behave in unpredictable ways!


This In A Week publication will help you to plan to become a better negotiator through:


•  being better prepared for meetings


•  planning clear and realistic objectives for a negotiation


•  maintaining concentration


•  making logical proposals that create agreement in the other party.


None of this requires a move towards the ‘dark arts’ or using dishonest strategies – the best negotiators often turn out to be quite ordinary folk who are committed to gaining better results. Congratulations on buying this book, which – if you put its advice into practice – could help you become one of those ‘best negotiators’!
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Prologue


Our attitude to negotiation is critical because it can make a substantial difference to how we see:


•  the solution


•  our ‘opponents’


•  the outcome we would like to achieve.


‘Super deals’ sometimes make the newspaper headlines, but so, too, do disasters:


UNIONS FLEX MUSCLES AS BOSSES PLAN NEW PAY ROUND


MULTINATIONAL PUTS SMALL SUPPLIER OUT OF BUSINESS


SUPER SALESMAN SELLS ‘DUD’ CHEMICALS


Many people’s reaction to such headlines is: ‘If that is what it takes to be a negotiator, you can count me out!’
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The fact is that every day many millions of deals are struck which do not lead to strikes, breaches of contract, legal actions, divorces or suicides!


There is always a possibility, though, that something could go wrong – and it is wise to ask yourself about this before setting up a negotiating meeting.


It is important to remember that negotiating may not be essential (or even desirable) in every situation. Alternative approaches or outcomes could include:


•  acceptance by the other party


•  consultation of the other party (this could result in erosion of possible objections)


•  selling the idea (a simple but effective method of persuasion)


•  imposition (not nice – but sometimes necessary in a crisis situation)


•  arbitration by another, mutually acceptable and appointed, party (the result is usually binding)


•  mediation through a neutral third party (who provides an additional communication channel)


•  alternative dispute resolution – which is useful when all else fails and the parties want to avoid recourse to the law.
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You will be more likely to be successful if you know how to create the right environment for negotiation to take place.


Before setting out on a negotiation strategy, it is important to review your motivations for wanting to negotiate in the first place.


Did you identify strongly with the ideas expressed in the ‘Prologue’ and now want to put them into practice? Or, maybe, you are planning a new ‘attack’ on your department’s objectives (cost controls, sales revenues or even reorganizing work routines) and you fear that there might be some negative reactions.


Today will help you to set up the best environment for a negotiation, so that you avoid distractions and negative factors that can reduce the chances of a successful outcome. This includes:


•  reviewing your own attitudes to a negotiation


•  creating the best atmosphere for the meeting


•  selecting the best time


•  selecting the best place.





Reviewing your own attitudes


Let’s look at an example. Your manager has told you to cut back your team’s hours, and the best way to do this would be to make someone redundant. You are concerned that this will cause negative attitudes or even conflict among your team, making you feel that you have to be more insistent and take a more hard-line attitude. This, in turn, might make change more difficult and result in a bad working atmosphere.
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Alternatively, you could take a softer, more consultative line, which might bring constructive ideas from the team and engender a better atmosphere. It may even lead, for example, to everyone agreeing to a cut in their hours to ‘save’ their colleague.


Creating the right atmosphere


Experienced negotiators recognize that there are four possible outcomes to a negotiation:
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Most people would prefer not to be losers – unless they have unusual motives – and the risk of ‘losing’ divides negotiators into three categories – those who are:


•  competitive and want to win at everything


•  collaborative and want to achieve the best deal for both or all parties


•  consensual and want to put the importance of maintaining good relationships above any issues which could threaten to divide the parties.
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If your role or aim is the continuing development of your business, goodwill or relationships, the collaborative style will bring better, long-lasting relationships and results.
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So, the right atmosphere will be affected by:


•  how you feel about the situation


•  how you feel about your ‘opponent’


•  the relative power of the two parties


•  your ability to cope with stressful situations


•  your composure – especially with emotional pressure


•  how much you trust each other


•  your degree of open-mindedness


•  your aspirations (Are you the sort of person who would wish to achieve better-than-average results?)


•  how prepared you are to listen (as well as to speak)


•  your charisma.


Incidentally, our use of the word ‘opponent’ does not mean ‘pistols at dawn’! It is simply a shorthand word to describe the person with whom we are negotiating.
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Remember that, if you want to achieve a win/win deal, your opponent needs to want to arrive at a satisfactory agreement, too. You can influence this by the way you use the ten factors listed above.
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Choosing the right time


The ‘right time’ to negotiate is probably when you have least need for a deal and your opponent’s need is greater. However, collaborative negotiators minimize the ‘fallout’ from such relationships. Otherwise, the opponent may feel ‘beaten’ and determined to beat you next time. Warfare of this kind can go on for years!


Skilled negotiators:


•  choose their timing carefully (avoid the ‘bull-in-a-china-shop’ approach)


•  patiently draw reluctant opponents to the negotiating table (it could take time)


•  avoid spontaneous negotiation sessions (if at all possible!)


•  prepare their case carefully


•  weigh up what they think may be on their opponent’s agenda


•  know their own limitations and those of their opponents (for example, are you ‘sharper’ in the mornings or in the evenings?).


[image: image]


Selecting the best place


The right place to negotiate is any place where you feel most comfortable and, as important, most confident.


This comfort factor involves more than just feeling at home. There may be times when your ‘home territory’ could provide you with disadvantages as well as advantages.


For example, you would prefer not to:


•  be distracted by minor queries while trying to concentrate on the negotiation


•  be interrupted by telephone calls


•  allow your opponents to see the state of your workplace if it is chaotic or somewhat luxurious in their eyes (this might not impress them!).


These factors may help to heighten your opponent’s confidence and lower yours. On the other hand, witnessing these things on your opponent’s home ground may help you.


Meeting in neutral territory is often suggested by negotiators as an appropriate way of avoiding any bias in the meeting.


However, you should beware of:


•  neutral territory which subsequently turns out to be your opponent’s home ground


•  being ‘landed’ in a situation in which you do not feel comfortable.


Social situations can put some negotiators at a disadvantage, for example being invited to a more upmarket restaurant than they might have visited previously for a business negotiation – or vice versa!


Perhaps having to work in very cramped conditions, or with bold furnishings, might unsettle some people.
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	Summary





	
So, let’s summarize our progress today. You should think carefully about how to build a partnership with your opponent. Look inside your heart and ask yourself:


•  Am I really seeking a win/win outcome?


•  When will be the best time to negotiate?


•  Are we / is our opponent in a hurry?


•  How can we use time to our mutual benefit?


•  What advantages are there in going to the other party to negotiate or in asking them to come to us?


These questions may seem obvious, but the art of negotiating lies in applying them to your own situation.


Try to relate them to a current project or need. For example, you may be thinking of changing your car. Which of these points might be of greatest help to you today?
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Negotiation is not a ‘dark art’ which should be avoided at all costs! It provides a useful skill that often enables a manager to achieve desirable outcomes with minimal disruption or expenditure.


Setting the scene is a vital part of this process – one which should not be minimized – and tomorrow we will work on more preparations that should contribute to a successful outcome.


Now try our multiple-choice questions to see how you have progressed.


For each question, choose one preferred answer (tick the box), then go to the answers at the end of the book to score your choices.


If you chose second (or even third) best answers, then think about why these answers are not as good as our ‘top-rated’ one(s).


Now turn to the end of the book and make a commitment to your Personal Action Plan.










Progress check  (answers at the back)


 1.   How do you feel when you read of a major negotiation that has achieved an outstanding result?






	a)   There must have been some ‘fiddling’ going on
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	b)   I’d like to have been around to see it because I bet it wasn’t that easy!
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	c)   If they can do it, I’m sure I should find out more and give it a try
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	d)   I bet they don’t have all the constraints that are put on managers here
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 2.   You have a supplier whose representative is very competitive; their product range is good but you only buy ‘necessities’ from them as the rep ‘winds you up’ by trying to make you buy things you don’t think you need. Should you:






	a)   Continue to keep the rep at a distance and minimize the orders?
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	b)   Avoid the rep by ordering on line?
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	c)   Get the problem ‘off your chest’ and give the rep a piece of your mind?
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	d)   Politely, but firmly, explain to the rep that you might be prepared to place bigger orders but only on the condition that you will not be pressurized into purchasing items you do not need or want?
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 3.   Where will you have this conversation?






	a)   At a local hostelry at the rep’s invitation


	[image: image]







	b)   In your busy office where there are witnesses to record the conversation
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	c)   In your quiet meeting room where you can both concentrate on making a ‘new’ start
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	d)   In a personal letter addressed to the supplier company
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 4.   You experienced bad traffic conditions on the way to work this morning and were an hour late. When you arrived, your assistant told you that your director had called to talk to you about a customer complaint and seemed very cross. Should you:






	a)   Call on the phone and try to resolve the problem – starting with an apology for being late?
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	b)   Go straight to the director’s office and try to resolve the problem – starting with an apology for being late?
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	c)   Ignore the situation and wait for the director to call again?
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	d)   Delegate your assistant to deal with the problem?
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 5.   You are experiencing a very pressurized work period and are struggling to keep on top of things. You want to take on a new supplier but know little about them, as their base is at the other end of your country. Should you:
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