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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 predecessor to this title, 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


So, you are now an experienced negotiator. But what do you understand by that description? Are you a ‘fixer’? An intermediary? A person to whom others turn when they need solutions to difficulties with others? Whether or not you see yourself in these situations, your interest in this book (a more advanced follow-up to Negotiation Skills In A Week) indicates that you have more than a passing interest in the topic. More importantly, you want to improve the results you achieve from the negotiating process.


When you think analytically about your most recent experiences, you will probably be wondering how to measure your levels of success. After all, a deal done must surely satisfy both sides, or it would have broken down. And perhaps you are feeling 90-per-cent sure that you could not have achieved more.


That last elusive 10 per cent is probably the source of some lingering doubts – and might lead you to kick yourself if it is ever revealed that you could have done better.


But don’t panic! The aim of this book is to help you to balance these dilemmas with the need to close deals that will benefit your organization and those you are working with. ‘Win/win’ is still our principal aim in negotiating, even if it seems a hard standard to achieve!


This week we will help you work through how to:


•  strengthen your inner determination and confidence


•  choose a preferred negotiating style


•  build and fulfil a partnering relationship for the longer term


•  analyse opportunities for influencing opponents’ organizations


•  build and lead a focused negotiating team


•  agree the rules of engagement


•  use consulting behaviour to uncover problems and ways of achieving movement in a case


•  analyse and manage conflict


•  avoid embarrassment through failure to close a deal by learning about common mistakes


•  celebrate success and plan your future.


At the end of each chapter you will find a multiple-choice ‘progress check’ designed to test your understanding. (The answers can be found at the back of the book.) Enjoy this personal development programme – all from a week’s study!


Peter Fleming
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Most negotiators are kept busy pursuing their objectives with little opportunity to:


•  ‘stop the clock’


•  revisit their methods and approaches


•  set some realistic development goals.


Even when self-reviews are second nature, the sheer pace of business can make such activities difficult (and, possibly, unattractive).


Today we are encouraging you to begin a self-development journey with a view to handling more demanding projects and achieving an even higher level of success by negotiating even better deals.


After each day try to develop your Personal Action Plan (see back of book) and implement it.


Today you will achieve the following tasks:


•  Rate yourself as a negotiator and your relationship with others (and consider the strengths and weaknesses of each approach)


•  Obtain some feedback from someone who knows you well (possibly confirming those ratings)


•  Learn which styles are most common among top ‘win/win’ negotiators


•  Show that you can produce a negotiation plan with clear goals and objectives


•  Reassess your personal communication skills – both verbal and non-verbal – and identify some improvement points.





Have you ever met a real expert? No, not a self-proclaimed one but someone whose expertise is well known and valued by many people. Would you dare to question this person’s word or advice? Probably not, unless you wanted to test their expertise. If this is the case, then read on.


Recognizing someone’s expertise should make a negotiation easier – but sometimes it can simply raise the stakes. ‘Why don’t we let our two experts meet and sort this thing out and we’ll simply agree who pays what and when?’ Such a proposal should be a simple way out of a difficulty, but there are still enormous pitfalls to avoid – for example:


•  Trial of expertise: the experts enter into an academic form of arm-wrestling (to prove or disprove theory, academic learning, or even practical common sense)


•  One-upmanship: one expert promotes their own theories as supreme, with all others deemed worthless


•  Research awareness: there is a reluctance to recommend a particular route for fear that someone else is already working on this project and is more likely to achieve a successful result more quickly


•  Long grass: one party seeks to kick the negotiation into the long grass with the aim of delaying any decision until events make the original scheme or idea redundant.


In a theoretical sense, a negotiation takes place between two people or parties who start out in the belief that their knowledge is sufficient for them to debate proposals and arrive at a deal that will benefit both sides (or at least their own!).


How would you feel if your opponent is a novice or has little knowledge of the task in hand? Relaxed? Excited? Suspicious? Sympathetic? Or simply concerned?


After all, it should be easy to achieve a deal in such circumstances, but could that deal be implemented to everyone’s satisfaction? What might happen further down the line? Could the other party withdraw, default or go into liquidation? Or just decide to fail to deliver?


This might result in a protracted and expensive legal case – with an ultimate result of lose/lose: on one side the original need still exists while on the other the ‘consideration’ (money or benefit) remains uninvested.


There is a much better chance of achieving a good deal when both parties are well prepared. This means understanding:


•  the technical features


•  the ‘deliverables’


•  the overall terms and conditions


•  each party’s track record on delivery or implementation


•  safety nets in case of future difficulties


•  relative power factors (both real and perceived).


If this sounds like a tall order, think how you might feel if, in the process of a negotiation, you suddenly realize that you had shortcomings in your own preparation? What action would you take?


There are four main factors that contribute success to a negotiation:


1  knowledge of the subject/processes involved


2  the relative starting positions of the negotiating parties


3  any levers/benefits that could be applied to bring the parties towards an agreement


4  the skills involved in influencing/persuading the other party to reach agreement.


Confidence comes from sound knowledge, which results from thorough preparation.


So why start this book with yet more exhortations about preparation? In a way, the more experience negotiators have, the greater the risk that they will cut corners in the belief that thorough research, reading and analysis are no longer so essential. It is certainly time-consuming, but expertise is maintained only if it is constantly topped up.


Preparation is a hard taskmaster – unprepared negotiators are vulnerable to making expensive mistakes; they may be clever at improvising or covering them up, but serious errors have a way of resurfacing when the agreement is implemented. Will the ‘guilty’ party have escaped? Possibly, but their reputation may be sullied. The message is clear – don’t let this be you!


This may seem obvious, but negotiations can come to grief when some of the key factors listed are missing and especially when new relationships are being formed. Remember, too, that what is obvious to you may not be obvious to your opponent. What is worse, they may be using a competitive style to encourage you to throw caution to the wind and negotiate spontaneously, with the assumption that this tactic might benefit them considerably more than you.


One solution


If you feel that your opponent does not have the necessary skills to reach a deal with you, then it is always possible to escalate the topic or project to someone at a more senior level, with agreement from your client or supplier that they do the same. To avoid your opponent losing face, you could suggest that your two bosses come to the next meeting to help with the agenda. You cannot, however, make too much of a habit of using this tactic – your own organization may begin to worry that you are not up to the job!


One way of exploring these potential difficulties in advance is to implement an internal dummy run, or role-play, with a senior manager or colleague. The objective is simple – to pinpoint any unidentified obstacles or barriers to an acceptable agreement.


Who should I be?


We shall return to the preparation theme a little later. But first of all, let’s conduct a self-examination task of our own values and approaches to negotiation.


TASK 1: RATE YOURSELF – WHAT KIND OF NEGOTIATOR AM I?


Please rate yourself on the following profiles by choosing the number that you believe you portray in all your relationships with others, inside your organization and externally. (1 = does not apply to me and 9 = applies to me most of the time in business deals.)
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If you fall into the Safety First category, you might err on the side of safety with every decision and negotiation you undertake. In the extreme, you have an extremely cautious approach to risk-taking – always sticking to the verifiable truth and a safe ground that will work out equally satisfactorily in both the short and the long term.
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At the other end of the scale, you might be an Opportunist – quick to reach a deal that you instinctively know will be welcomed by your own organization, even if you are unsure whether it will achieve much for your opponent.
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A Completer/Finisher is someone who aspires to have all the is dotted and ts crossed and sets out from the start to ensure that everything promised can be delivered exactly as agreed. Fine detail is important to this negotiator as an indicator of both good faith and precision, which is essential for full completion of the contract/agreement.
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An Escapologist boasts that he or she never relies on the ‘crutch’ of logical thought and instead prefers to cut deals on the basis of instinct. A thrill is gained from living dangerously and the Escapologist may well be tempted to make promises that are just on the right side of the law. Unsurprisingly, these people do experience difficulties with deals, but thrive on the skill of being able to ‘pull another deal’ that promises to correct the earlier one. They always seem able to recover without any taint to their short- or long-term results… or they move jobs quite frequently! Are you tempted to think like this?
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The Politician is very concerned about ensuring that the deal reached meets current standards of acceptability – in terms of preferred status, rules, descriptive terms and/or political norms. These aspects can be allowed to take precedence over what is practical.
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A true Expert is often self-effacing and quiet about their expertise (whether publicly acknowledged or not). Experts can also present themselves as people who know a great deal about most topics and are not reluctant to share their supreme knowledge in everyday conversation as well as in negotiating sessions. They can often be heard explaining things with sentences starting with: ‘You know why that is, don’t you?’ (which precedes a detailed explanation that is mostly accurate but of little interest to the audience because of the manner in which the information has been introduced).
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Warm and sociable, the Extrovert enjoys the company of other people and, at the extreme, will only happily negotiate awkward or difficult issues when they can predict that an existing comfortable client relationship will not be compromised.
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A Pessimist generally does not make a good negotiator as negotiation is mainly about the future. At the extreme, pessimists appear not to be optimistic that there is even a future ahead. In reality, the pessimism may be a front to minimize opponents’ expectations.
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You may think that, if your opponent’s organization is foolish enough to delegate negotiations to such Naive people, then why should you worry if they let you gain a significant win? The issue is that, once a big problem has been solved, the blame games follow. This may lead to attempts to renegotiate or take some spoiling action, making it impossible for the deal to go ahead. In effect, the deal becomes a lose/lose agreement.
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A Controller feels the need for personal control of all aspects of a negotiation and, at the extreme, the preparations for, and implementation of, the agreement as well. This may exist through an innate insecurity and fear of the likely repercussions if the deal should go wrong: loss of income/security or tarnished reputation. The Controller will believe that the ends justify the means.


The experienced negotiator will have recognized some – if not all – of these ten styles in colleagues and past opponents. In their extreme forms, each may have a frustrating effect on other people, but can you make them work?


TASK 2: CHECK YOUR RATINGS WITH A COLLEAGUE OR PARTNER WHOSE JUDGEMENT YOU TRUST


The need remains to check our own perception and to set some goals to improve our approach and therefore our results. Ask a colleague to review your self-rating by choosing the rating they feel is most appropriate for you and offering you examples to support any significant variations (of two grades or more).


TASK 3: RATE YOURSELF – WHAT KIND OF PERSON WOULD YOU LIKE TO BE?


Is it possible to be all these things all the time? Having rated yourself on these scales, I now urge you to revisit the listing and think about the score you would like to achieve in the future. Given your environment and role, they may not all be higher than your present rating and some of the gaps between current and desired ratings may be rather small, although important all the same.


TASK 4: REFLECTION: ‘ALL THINGS TO ALL PEOPLE?’


Another mark of highly skilled negotiators is that they are adept at adjusting their style and technique to fit those of their opponent. To be able to do this successfully, it is necessary to identify typical styles of people with whom you have negotiated. This next task is therefore to revisit Task 1 and identify past negotiators you have worked with. Use the same criteria to rate them on the scale. (It would be best to use pseudonyms if you write their names down!)


We know that any negotiating interview aims to achieve a clearly understood agreement that both sides are committed to implementing. It is sometimes argued that enjoying these meetings is something of a luxury and that the main measure should lie in the resulting agreement and its implementation.


A meeting is usually measured by the objectives that have been achieved, and both parties will be using their skills of influencing and persuasion in order to get a result. So, finally, let us consider the best methods of responding to the challenges offered by some of the extremes of negotiating style that are listed above.


You will have style preferences for all the negotiators you meet from the above listing, but, for the sake of simplicity, we can classify them as follows:


•  Class A: Behaviours and styles that are most likely to bring best results


•  Class B: Behaviours and styles that may limit your results to just average.


Class A


Role 1: Safety First


One way of breaking this down is by helping the other person to recognize the advantages of a proposed step through highlighting its good points and diluting any objections by expressing the unlikelihood of them occurring and the simple steps that could be taken to get back on track. This style might also be recognized as ‘hand-holding’. As negotiators gain more experience and achieve some successes, this style tends to be overtaken by other styles.


Role 2: Completer/Finisher


People in this category generally seek the highest results from regular negotiations, in the sense that their results are usually sound, with rare errors or exceptions. Their agreements are usually fulfilled 100 per cent and, should any ‘failures in implementation’ occur, they are corrected (or compensated for) very rapidly. Natural reactions may include Safety First or even Controller.


Role 3: Expert/Teacher


Resist the temptation to compete with this strategy, keeping conversation factual and based on the current case. If necessary, ask how examples quoted relate exactly to the deal under discussion, indicating where factual evidence departs from the parallels quoted. If progress is being made, reinforce the benefits of arrangements that are proposed.


Role 4: Controller


Even if you find this style irritating, the best reaction is Safety First as it seeks to convince the opponent that all requirements have been, or will be, met.


Role 5: Opportunist


Taking a Safety First style with an Opportunist can generate considerable frustration because the Opportunist may see any obstacles (even open questions) as being used as a barrier. The Opportunist may be motivated by timing and will respond to phrases such as ‘It’s now or never’ or ‘We’ll miss the boat if we have to go through the fine detail’. If you fear that your preparation is not 100 per cent, then seek to delay the meeting until it is. Try to neutralize the pressure by asking careful questions and demanding factual answers that compare with your preparation favourably. In extreme, rigid cases, walk away.


Class B


Role 6: Escapologist


The preferred response would be Safety First or Controller. However, experienced Opportunists may take some risks with Escapologists, especially where the risks are strictly limited and could be readily recovered (in a retail setting, for example, where an inexpensive product could bear a considerable reduction to its selling price as a crowd puller for the first day of a sale).


Role 7: Politician


The role of Politician is a tempting opposition role to take but this may result in a considerable investment of time and patience in pursuit down various blind alleys. Resist the temptation to try to change the accepted modus operandi: go along in the role as another Politician – while learning from the process and making careful note of opportunities for streamlining it.


Role 8: Extrovert


Notable for the style of talking too much, the Extrovert may unwittingly give away vital bargaining information without obtaining anything in return. Ask more questions with the aim of restricting the conversation to the negotiation in hand, and try to resist engaging in storytelling and socializing: fun and laughter should not play a significant role in the negotiating process. The best move is to agree to take time out to celebrate the deal after it is achieved, not before.


Role 9: Pessimist


Use the Expert role to illustrate the benefits to be gained and provide protection in the Completer/Finisher role.


Role 10: Naivety


An obvious reaction is the Expert/Teacher role but, if you choose this, avoid the dangers of adopting a patronizing tone, which might generate considerable resistance.


How can we progress from Class B to Class A in our negotiating tactics and style?


We can do this, first, by recognizing the temptations of Class B behaviours and then seeking Class A disciplines where these will be more appropriate and productive. If your organization constrains your behaviour, then either seek to change it through setting a better example or, if that fails, consider moving to a better/more professional environment elsewhere.


Build a reputation for your negotiating skills through a track record of significant success.


Preparing the case


We have seen that unprepared negotiators can be vulnerable to making mistakes; they may be skilled at covering them up but any serious errors will be discovered when the contract or agreement is implemented. In my previous book in this series, Negotiation Skills In A Week, we developed a thorough list-based approach to a case or project. This style has great strengths in 90 per cent of potential deals, as it lends itself to logical sequences, with positions, values and/or qualities that can be justified in the face of counter-proposals from an opponent. Rather more difficult are negotiations that involve:


•  politics


•  strategic choices


•  long-term factors


•  matters of principle


•  ‘what if?’ issues.


Setting objectives and goals


A common preparation technique is using a grid that enables negotiating objectives to be identified and charted as follows:
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A principal benefit of this approach is that offers that lie outside the grid should, at least, trigger a review of your preparation and, on occasion, lead to the rejection of any deal that is not part of your team’s aims.


Clearly, the more information that can be gained before the meeting the better; this should enable you to prepare a matrix that might give a clearer indication of where common ground might lie – and the scope for settlement. So, research is vital – for example collecting information from anyone else in your organization who might have some involvement with your intended partner. It is amazing how much of this kind of information can be gleaned. For example, you might get to hear of an internal instruction to line managers to clamp down on expenses claims because of a ‘short-term cash-flow problem’. This might trigger an offer to include extended credit (or, indeed, the complete opposite).


A quality plan for negotiating a service contract could look like this:


Initial negotiating plan or grid
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The challenge for quality standards in such a grid should focus on the following:


•  Precision: in being able to define a standard


•  Parameters: the need to establish parameters and priorities


•  Realism: not asking for the moon!


•  Aspirations: building in motivational targets to lift standards.
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Personal communication skills


One of the key fascinations with the task of negotiating is that success is dependent upon two vital functions: planning, then debating. The best results are achieved when attention is paid to both functions. Here is a reminder of the key skills that will repay the effort put into developing them over and over again:
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