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Introduction

Believe it or not, you’ve been negotiating all your life. Remember those days of trading baseball cards with friends and exchanging Mom’s turkey sandwich for a more delectable snack? Though you probably didn’t realize it at the time, you were practicing the art of negotiation. Negotiating as an adult can feel more complicated and intimidating, and there is often more at stake than a few baseball cards or a lunchtime treat. But adapting those skills you developed early on is a worthy pursuit that will serve you well throughout your life. And now, thanks to the ever-increasing speed in which we communicate in both our social and professional lives, negotiation is more important than ever.

How many times have you felt like you should have gotten a better deal on something but didn’t know how to do it? How many times have you had the feeling that you paid too much for something because you had no other choice? If you’re like most people, you’ve been there and done that more than you’d like to admit.

If you cringe at the very thought of having to negotiate, you are not alone. You probably envision long hours of haggling with an unpleasant salesperson and getting nowhere in the process or getting stuck on a seemingly endless exchange of e-mails, only to find you haven’t made progress until your sixth reply. True, negotiating can be exhausting at times, but for the most part it isn’t as dreadful as you might think.

In fact, you negotiate all the time ¾ successfully! From accepting a job offer to participating in work-related meetings to hashing out the details of a child’s curfew, you’ve been putting your skills to the test all along. As a consumer, you negotiate your budget on a regular basis to determine what you want versus what you can afford. As a homeowner, you negotiate with many people, like pest exterminators and landscapers. As a spouse, you negotiate sharing household responsibilities and tasks.

Practicing the art of negotiating teaches you how to present your case to others in a way that helps them understand your side of things. You learn how to gain a good amount of control in situations instead of leaving yourself vulnerable. More importantly, you learn that it’s okay to ask for the things you want. If you’re going to spend a large amount of money on something—a laptop computer, for example—it’s not out of line to ask the salesperson to throw a carrying case in with the deal. At worst, she’ll say no. At best, you’ll be walking out of the store with the computer you wanted and a bag to carry it home in.

Like any game, once you learn the fundamental skills required to play and figure out what you’re up against, you can relax and have fun. One of the basic skills of negotiating is learning how to study your opponent. Figuring out how to read body language and facial expressions is a skill you can use anywhere. After all, we interact with people every day, and it’s a lot easier to do that when we can understand how they communicate and what they are trying to say. The tips in this book will help you fend off the forceful salesperson and hold your own against a pushy coworker. You’ll also gain insight into your own character so you can find your weakest spots and guard against them.

Not only will this book take you through a variety of possible negotiation scenarios, it will also give you the language you need to get the job done. Look for the key negotiation words and phrases (set in bold type and listed at the end of each chapter) that you can keep in the back of your mind and use when negotiating. As you’ll learn, what you say and when you say it, as well as the language used in e-mails and contracts, is of utmost importance when negotiating.

As you begin your journey, forget everything you thought you knew about negotiating, and open your mind to all the wonderful things the process has to offer. Once you have a look around, you’ll realize how gratifying it is to possess the skills necessary for success. Let this book be your guide into that fascinating world, and discover the many ways you can apply what you’ve learned to the various facets of your life.





Part I

Before You Start





Chapter 1

The ABCs of Negotiation

BEFORE WE DIVE INTO the language of negotiation—what to say and when to say it—let’s explore the reasons for negotiation and how it works. This chapter covers the basics, from the different scenarios in which you might need to negotiate and the players involved to how to set goals and the importance of timing. We’ll also discuss alternative methods of striking a deal, for those cases in which negotiation is not the best course of action.

Why Negotiate?

There are endless reasons why negotiations can be beneficial, and most of them have their roots deeply planted in the soil of our bartering ancestor’s backyard. Aside from the reasons why negotiations are used in the business world (to increase profit, form large corporations by merging small businesses, and build reputations), the successes you can achieve on a smaller scale in your personal life carry just as much weight as those achieved by companies around the world.

You practice the art of negotiation every day—with your credit card, utility, and car insurance companies, as well as with family, friends, and coworkers. If you think you might be a little late with your water bill payment because it happens to fall on the same day you’re having surgery, then you might call the utility company to request an extension. If you’re a responsible driver who has never been in an accident or received a speeding ticket, you might ask your car insurance company if they can lower your monthly premium. In both situations, you’re asking the company you regularly do business with for a concession. What you offer in return is your continued business and a positive opinion about the company’s devoted services.

Concession: The act of yielding to another person by giving him a privilege that you don’t usually give to other people. For example, during a business meeting, an executive asks for a 10-percent cut in production costs. The other executive agrees to this concession, but she asks for one of her own in return—that products be delivered a month earlier than usual.

In effect, if two or more people have goals they can help each other reach, they enter into a negotiation. Carpooling allows drivers to conserve gas mileage, limit the amount of wear and tear on their vehicles, and save on the cost of gas. Babysitting usually requires a teenager to forfeit her Saturday night, but it also gives her spending money for next weekend.
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There are men and women all over the world whose professional expertise is in the art of negotiating. Bridges are built, roads are repaired, high-rises are erected, public transportation is rerouted, and streets are named—and all the while, there’s a group of professionals negotiating the details of these projects by presenting their ideas and strategies to the appropriate board of directors. Every city within every state vies for a piece of the budget, and the way to get it begins with a group of people who are trained to negotiate. Though most careers involve some negotiating aspects, here are a few professions that will really put your skills to the test:


• Lawyer

• Mediator

• Politician

• Business planner

• Editor

• CEO

• Buyer



If you’re not sure you have what it takes to be a great negotiator, study this book, and then try putting your newly acquired skills to use. You can start small at first, for example by negotiating the use of one of your company’s conference rooms at a certain time and day (even if it’s just to throw someone a surprise birthday party). Then, as you start to feel more confident, you can tackle more complicated situations, like renegotiating your salary and benefits. To hone your negotiating skills even further, you can also attend one of the seminars or workshops available through the websites listed in Appendix C.
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Those creatures of the business world aren’t the only ones negotiating for a living. If you’re a parent, you probably have memories of all the wonderful ways your children have tried to get you to give them what they want. And you can probably recall all the deals you made with them in order to get them to clean their rooms or eat their dinner. While making deals with your children is a great way to get them to do what you ask of them, too much deal-making can have an adverse effect. They start expecting you to always offer a reward in return for something they should be doing as part of their daily chores or personal responsibilities.

In addition to negotiating with children, you probably have to come to an agreement with other members of your family on a regular basis. This might include discussions of division of labor with your spouse, or deciding how your estate will split your family heirlooms among your siblings. Not only are these worthwhile and often necessary negotiations, they’re also great opportunities to practice your negotiating skills for use in other arenas. If you can come to an agreement with your spouse about who gets to hold the remote, you can certainly approach your boss about that promotion you’ve been hoping for. Even encounters with salespeople, waiters, and hosts are great opportunities to see how you do in basic negotiations.

Know Yourself and Your Goals

The first thing you should do before you begin your research is figure out what you want. Organizing your thoughts will give you direction and purpose, and the true focus of your plan will come into view. You should never walk into a negotiation unsure of what you’re doing there or not quite decided on what you hope to achieve. The other party, potentially a seasoned negotiator, will use this to his advantage by taking a dominant standpoint and making the purpose of the meeting all about his needs. Additionally, because you’re unsure about what’s important to you, you’ll have nothing to arm yourself with when he hurls a deluge of concessions at you.

To figure out exactly what your goals are, begin by asking yourself the following questions:


• What do I hope to achieve?

• Why are these achievements important to me?

• What is my main goal?

• What are my secondary goals?

• What steps do I need to take to be successful?

• What can prevent me from being successful?

• What am I prepared to do to overcome the obstacles?



List all the goals you hope to achieve, even if some are direct results of others. Next, identify your main goal. Write it out simply and clearly, as it is the primary reason for the strategy you will develop. Bringing your goals to the forefront is only the first step in the process of understanding your objectives. Prioritizing goals and devising a plan for reaching them will give you a deeper understanding of what you need to accomplish during the negotiation.

PRIORITIZE: To prioritize is to put in order of importance. Never enter into a negotiation before you’ve prioritized your goals. If you want to buy a car because you need a way to get to work every morning, your main goal is to buy a reliable vehicle. Secondary goals include whether you want a new or used automobile; whether you prefer a truck, an SUV, or a sedan; and what color you prefer, the features you’re looking for, and so on.
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As you’re defining goals, keep in mind that the ability to be flexible may serve you well at some point during the negotiation. While you don’t want to easily give up any of your goals, you do want to keep an open mind about how you can adjust them if it means a mutual agreement can be reached.

As mentioned earlier, concessions are privileges—tiny pieces of gold that need to be rationed wisely. Throughout the course of every negotiation, both parties will ask for one concession in exchange for another. Each party wants to walk out of the room feeling satisfied with the concessions that were agreed upon. If you did your homework—researched, prepared, practiced, and weighed alternatives—you should have a good idea of what concessions you’re comfortable making.

When you make concessions during negotiations, here are some guidelines to keep in mind:


• Know how to present concessions, from least to most important. Getting the easy ones out of the way first allows you to direct the bulk of your time and energy to more important ones.

• Exhibit the same amount of resistance for every concession so the other party can’t tell which concessions have more value to you than others. You never want the other party to feel like you’ve gotten more out of her than she’s gotten out of you. If she does, she’s likely to ask for a lot more concessions.

• For every concession you make, ask for one in return. For example, “I’ll give you a discount if you make a higher down payment.”

• Provide reasons for your concessions so the other party can understand where you’re coming from. For example, “I’d like a discount on the sticker price to be able to afford the monthly payments.” You’ll earn the other party’s respect if you prove you’re not asking for something just to see if you can get it.



Some experts believe you should always make the first concession. That way you retain control over the ones that are important to you. But others feel that letting the other party make the first concession allows you to take the prize if they overbid. Eventually, you’ll develop your own style of negotiating, but for now go with what feels most comfortable to you.
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Everyone has limits—and you should, too. Knowing yours before you enter into a negotiation helps you stay focused on what’s important and allows you to determine whether the agreement is acceptable. The course of a negotiation often changes, and new concessions and limitations have to be established. When this happens, you’ll need to determine if your old limitations still apply.

So what kinds of limits should you set? Like goals, limits should be flexible but steadfast. Think of them as your bodyguards, ready to protect you on a dime. As soon as you start feeling uncomfortable and things aren’t going your way, call attention to your bodyguards so the other party knows they’re about to lose your business.

In order to set limits, you should first examine your alternatives. If you could walk away from a negotiation and still have several opportunities waiting, you can be pretty liberal with what limits you set. That’s why it can’t be stressed enough: Be sure to have other alternatives before you enter into a negotiation. It’s also good to know what alternatives the other party has lined up since this will determine the importance they place on their concessions.

Know Your Opponent

Your underlying strategy should be largely based on your negotiating opponent. Study your opponent’s playing style, and learn as much as possible about why she’s investing her time in the negotiation. By reviewing the other party’s training, accomplishments, education, and work history, for example, you can better predict what her actions will be and therefore be more prepared to address them.

Try to get the specifics of what the other party’s goals are so you can weigh your leverage against theirs and adjust your game plan if you need to. It’s also a good idea to use the first few minutes of the meeting to discuss some of the objectives you share and those that you do not.

LEVERAGE: Leverage is one party’s advantage or ability to overpower the other. In a negotiation, it’s important not to let the other party know what your weaknesses are, as these can give them leverage over you. For example, if a potential buyer knows you’re selling your car because you need the money, he might try to low-ball you on the price.


[image: ] Distinguish Needs and Wants

A good way to get to know your opponent is to distinguish between their needs and wants. This will allow you to make better decisions about how much time you’ll spend discussing particular issues. It will also help you determine what concessions you’re willing to make and how flexible you’ll be when making them.

One way to separate needs from wants is to explore how many possible outcomes there are per subject. Because needs are more complex and sometimes contingent on other things, they produce the most satisfactory outcomes. Wants, on the other hand, are usually specific requests that cannot be satisfied in more than a few ways. They’re usually things like free warranties, an extra shipment of goods, extended services, or some other kind of perk.

If the other party hasn’t been upfront about his needs and wants, ask questions to get that information for yourself. Do some creative thinking by providing examples of benefits that might be possible if you had enough information to go on. You could say, “If your biggest concern is price, we can knock off 5 percent here and pick it up on the shipping end. But if you’re more concerned with the deadline, then we can get the products to you thirty days early and charge full price.” Pay attention to what is most interesting, and come up with more solutions to that problem.
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When you prepare to deal with your opponent, consider how much leeway he has to make concessions and compromise. Is this person really authorized to make decisions, or is he merely a proxy for his manager and unable to make decisions on his own?

Whether you’re negotiating with one person or five people, directly ask the participants one by one if they are authorized to negotiate with you and to make and agree to concessions. If you’re negotiating with only one person and the answer is no, you will have saved yourself hours of wasted time by asking this important question up front. As soon as the other party reveals he is not authorized to make any deals with you, ask if it would be possible to meet with the person who is authorized to negotiate.
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Learn as much as you can about the other party’s background. One of the most effective ways is to learn about how successful (or unsuccessful) he’s been in other negotiations. Talk to anyone you know who’s had business dealings with him and ask what his style is and how the negotiations progressed in that person’s experience.

Simply asking the other party a few open-ended questions before negotiations is another way to get an idea of whom you’re dealing with. Though you can’t assume the answers you receive will be 100-percent accurate, asking questions like the following can indicate, to some extent, where the other person is coming from.


• How long have you been with the company?

• How long have you been in your current position?

• What do you hope to gain from this negotiation?



If the other party has been with the company for only three months, then she may be eager to prove herself to her superiors and try to exhibit an aggressive attitude. On the other hand, if the person you’re negotiating with has held her position with the company for over fifteen years, she’s bound to have a few tricks up her sleeve.

Common and Conflicting Objectives

If you enter into a negotiation with the right mindset, you’ll indeed be thinking of ways to make the deal work for both you and the other party. This way of thinking not only builds positive relationships with the people you’re working with, but it almost guarantees everyone will be walking away from the table smiling. Before any concessions are made, discuss what objectives you both share and analyze the specific details of the steps that need to be taken to reach those 
objectives. Brainstorm other solutions that neither one of you had thought of on your own. By focusing on the objectives you both have in common, you’re streamlining your combined resources to reach a positive outcome.

Once you’ve settled the objectives you and the other party have in common, talk about the different objectives you have. Something you deem extremely valuable might be something the other person doesn’t consider quite so precious; therefore, he has no problem agreeing to make it work for you. Likewise, the concessions you regard as inconsequential are an important part of the other party’s agenda and will not hurt you to give up. Allowing each other to have gains that don’t require painful losses on either side is an essential part of the game that should never be overlooked.

Analyze the Alternatives

Having one or several alternative courses of action is key to having an advantage. You need to be aware that if the negotiation doesn’t work out with the current party, you can turn to others. Alternatives provide you with the confidence to reject offers and to walk away from the negotiation if you’re not happy with the way it’s going. This is where your power comes from, so use it when you need it the most.

For example, imagine that there’s only one car dealership in your town, and you need to buy a car. Think about how disappointed and dejected you would feel if your negotiations with the car dealer did not go at all the way you had hoped. The dealer would be well aware that his business was your only option, and he would take full advantage of the situation by making you agree to almost all of his concessions without having to agree to any of yours. Similarly, if you were the car dealer, what if the only customer who wanted to purchase a particular car decided to walk out the door? You’d either have to come up with even more concessions to try to get her to come back, or you’d just have to cut your losses.
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Whatever you’re negotiating, you need to have at least one Plan B that’s as lucrative as your original plan—or else you won’t feel it’s worth aspiring to when Plan A fails. Plan B should be carefully cultivated under the guise that it’s actually an A Plan. The same amount of research, prodding, and strategizing must be applied so you can spring right back into action if your original plan falls through. The more solid alternatives you have under your belt, the more poise you’ll exhibit in front of the other party who, make no mistake about it, will probably sense the air of self-assurance that surrounds you.


[image: ] Using Alternatives to Your Advantage

Unquestionably, the other party will have his own set of alternatives to bring to the table. Discovering what other options your negotiating adversary has lined up allows you to assess the level of confidence he has and to determine how much leverage the both of you have. If he doesn’t have any options, or the ones you perceive he does have are weak, then you have the upper hand. Now, you may be tempted to have a lot of fun with this and get every little concession you can out of him. However, be mindful that some day the tables may be turned, and you’ll be the one with no or few alternatives.

One way to use your advantages for good is to use them as leverage. If at some point during the negotiation the other party has simply gone too far, mention that you have other options that you’re prepared to use if things continue on an unsatisfactory level. One of two things will happen: he’ll start meeting more of your demands, or he won’t take you seriously, in which case you’ll opt out of the negotiation altogether. Either way, you have the tools that allow you to move forward to accomplish the goals you’ve set out for yourself.
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In 1981 Roger Fisher and William Ury published their bestselling book Getting to Yes: Negotiating Agreement Without Giving In. In this book, they explained the concept of the Best Alternative to a Negotiated Agreement, or BATNA. Since then, this idea has become a standard part of negotiation.

Essentially, BATNA is your way to quantify what happens if the deal falls through. For instance, let’s say you’re negotiating a deal to sell 100,000 widgets to a company. You investigate and determine that keeping the widgets in your warehouse for another month will cost you $3,000. That means your BATNA is slightly more than three cents per widget. In other words, the lowest possible price you’ll accept from the company is a bit over 3 percent per widget, because if they offer you anything less, it’s cheaper for you not to do the deal and keep the widgets in your warehouse for another month. (If the company offers you exactly three cents per widget, the deal doesn’t financially hurt you, but it doesn’t benefit you either, so you’d be well advised to negotiate for a higher price.)

BATNA can get very complicated once you factor in things like your long-term relationship with the company (is it worth taking a small financial loss on a deal to cement a relationship with a company that you expect to have a highly profitable relationship with in the future?), delivery time, warranties, or other variables. But the basic point is to try to reduce your negotiating stance to a concrete matter of dollars and cents and determine at what price the deal is worth doing.

Timing Is Everything

Timing is an incredibly important part of the negotiating process. When you’re in the midst of a negotiation, you’re in a similar position to that of a quarterback during a football game. On the field, he must wait for the right moment to throw the ball to the right person with the right amount of speed and at the right distance. In a negotiation, you must wait for the right time to offer the right terms to the right person under the right circumstances.

One of the most important things to remember about timing is that all parties involved have their own deadlines. Everyone wants to make sure his issues are being discussed and resolved, so some negotiators might try to manipulate time by causing unnecessary delays or by trying to rush the other party into making a quick decision. These tactics should not be tolerated and must be brought up and discussed as soon as they appear.
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The time to negotiate is right when you have a well-thought out plan in place and a list of goals you hope to achieve. Steps you’ve taken ahead of time should include researching your opponent, figuring out your opponent’s wants and needs, preparing to suggest alternatives, knowing what your limits are, and making sure you are aware of any tactics that may be used against you.

Never begin negotiations if you are not prepared or have not done extensive research into what will be discussed and the people you will be meeting with. If it helps, do a few practice runs with friends or family or seek the advice of a lawyer (depending on the severity of the situation).

RESEARCH: We’re not talking about your high school term paper, but the same rules apply. When preparing for a negotiation, you need to know both your subject and the other party inside and out. Research for a negotiation might include visiting your local library, searching the web, or inquiring about your opponent’s past dealings with a friend or colleague.
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While you want to be wary of intentional delays, it is also important to have patience, and lots of it. During the full course of a negotiation period—which can take hours, days, months, or years, depending on the situation—new concessions, problems, concerns, questions, and ideas will come about, and you will need to have the patience to analyze them thoroughly. Since the purpose of negotiating is to come to an agreement that both parties are satisfied with, give the other party (and yourself) enough time to absorb all of the latest information and to formulate decisions based on the new developments.

Feeling tired or weak? Take a break. Walk out of the room and step outside into the fresh air. Drink something cold and grab a snack to restore your energy. By giving your brain the opportunity to recharge, you can walk back into the meeting room feeling alert and ready to continue the discussion.

Key Negotiation Terms in This Chapter


• Concession

• Prioritize

• Leverage

• Research



Key Phrases in This Chapter


• If two or more people have goals they can help each other reach, they enter into a negotiation.

• Figure out what you want.

• List all the goals you hope to achieve.

• The ability to be flexible may serve you well.

• Know how to present concessions, from least to most important.

• Exhibit the same amount of resistance for every concession.

• For every concession you make, ask for one in return.

• Provide reasons for your concessions.

• Go with what feels most comfortable to you.

• Limits should be flexible but steadfast.

• Be sure to have other alternatives before you enter into a negotiation.

• Learn as much as you can about the other party’s background.

• Brainstorm to develop other solutions that neither one of you had thought of on your own.

• You need to have at least one Plan B.

• Timing is an incredibly important part of the negotiating process.

• It is also important to have patience.
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