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Introduction

THE DIGITAL AGE HAS changed everything—including negotiation.

Ten years ago, negotiations might take place in a conference room, with the parties facing off against one another backed by PowerPoint slides containing myriad bullet points, charts, graphs, and statistics. Weeks or months might have gone into preparation for these sessions. Today such negotiations are often completed in a matter of hours, not days and weeks. Sometimes, important deals can even be struck in minutes.

This is the result of the age in which we live—one in which communication occurs at the speed of thought, in which e-mails zip back and forth and virtually everyone is plugged in twenty-four hours of every day through cell phones, BlackBerries, iPads, and every other device you can imagine.

The basics of negotiating have not changed. All the old rules still apply: you must know your bargaining position, your walkaway point, and the other party’s strengths and weaknesses. You must still understand what tactics and strategies work and which should be discarded. What has changed in today’s negotiations is speed—the speed at which the exchanges take place and the vast increase in the amount and speed of resources that are available to the skilled negotiator.

This is the reason for this book, The Only Negotiation Book You’ll Ever Need. Its aim is to ensure that in today’s fast-paced world, you will not be left behind. We’ll look at both negotiating tactics and the evolving tools of the digital age and see how the latter enhances the former.

Speed shouldn’t frighten you. Rather, you should welcome it, since it means you can be more productive, more informed, and more effective. You’ll plunge into the waters of negotiation and emerge triumphant. Why? Because you’ll know how to gather information and make the best use of it to get what you want—when you need it.






Chapter 1
The Split-Second Imperative

IMAGINE THAT YOU ARE the CEO of ConWireless, a medium-sized electronics manufacturer. For some time you’ve been casting about for another, similar company to merge with in order to expand your retail operations. Now you’ve found someone: Electronics Shack, a company with a chain of stores throughout the country. It seems a perfect match. The Board of Directors has approved exploratory talks with the aim of a merger between the two companies, and upper management at Electronics Shack has responded favorably to your overtures. Your staff has done extensive research; you’ve stared at seemingly endless files and spreadsheets and mastered reams of facts and figures about Electronics Shack. You’ve discussed the matter in countless meetings with the board and your management team. It’s all done. Now you’re ready to go.

Though the preparation for this moment seemed endless, you know that as the talks begin everything’s about to speed up—dramatically. You live in an age of split-second decision making, when every issue, every detail, every concern of each side will have to be addressed and resolved quickly. You’ll have to discuss with your counterpart of Electronics Shack what would constitute a fair deal for the stockholders of the two companies. Who should be on the new board of directors? How should the responsibilities of manufacturing and retail be divided?- For that matter, who should be CEO—you or someone else?

On a more nitty-gritty level, you’ll need to arrange new titles for executives, possibly new offices for corporate headquarters to accommodate a larger staff, and how and at what pace the merger, if it’s concluded, will take place. You’ll have to agree on the best way to announce it, both to the public and to your employees, many of whom may be concerned for their jobs in the new company.

No matter how many items you add to your To Do list, it always seems as if there are more. That’s because complex projects such as this touch many people. In fact, in today’s interconnected world, anything you do touches many people. Those potentially affected can include everyone from top management to a range of employees throughout the organization, including the IT department, manufacturing, the finance department, human resources, warehouse employees, and others. The project may also affect those outside the organization—in this case, your customers and various suppliers, all of whom will have to adjust to working with the larger merged company.

All these parties, actions, costs, terms and conditions, and deadlines will require agreements. And those agreements will have to be made quickly to match the pace of the rest of the corporate world—especially your competitors, who’ll be watching you eagerly, looking for any signs of weakness on your part. These agreements in turn require negotiations—negotiations to come to terms with people throughout the organization so that they can work together in a new structure with a minimum of disruption. Successful negotiations with all these parties will ultimately depend on you; no one else will do it for you. You’ll have to get management on board with each of the final decisions you negotiate, up to and including the final due date for the completion of each stage of the merger.

Danger—Fast Track Ahead

This is the reality of today’s fast-paced world. Negotiation is a basic part of life, and it happens all around us. Although some might think that negotiating about a project takes away time from managing it, in point of fact negotiating is—is—part of managing the project. It’s a big part, and a bigger part than ever in most projects encountered and tackled in today’s commercial world. Why? We’ll discuss that later.

All this negotiating has to be done faster than ever before. These days, business, technology, and products—and mergers—all move at a blinding speed. So does your competition, and if you don’t keep up with them, you’ll be left behind. In the case of the merger mentioned above, for instance, you might typically get three to six months to complete the integration of the two companies. Within that time, the entire commercial landscape around you can change.

The result, as indicated in the introduction, is that negotiations occur very quickly. Often they are tucked into odd moments of the day as executives and employees tap relentlessly on their BlackBerries.

These days there is no longer time to hold face-to-face meetings with the players involved. Some part of the negotiations—maybe the whole thing—will be done by e-mail, phone, IM, and even text.

The goal is to get what you need, get what you want, as quickly as possible so you and your organization can move forward without delays. But even at this accelerated pace, you must beware of harmful concessions or oversights. That’s your goal.

The tactics you employ come from an assortment of traditional negotiating techniques, all sped up to accomplish the win-win. But even when the negotiation has been concluded and the terms agreed upon, you’re not done—when running fast, in split-second mode, it’s important to come away with what you want, as well as to preserve a long-term relationship with the other party. Why? Because you’ll be working with these people in the future.

The changes in the speed of business are a reflection of structural changes in the nature of business and commerce itself. Whereas ten or twenty years ago it might take a long time—several years, possibly—for a product to go from prototype to finished commodity, today businesses move far more quickly. They try to respond to a rapidly changing customer base, one that’s plugged into the Internet and gets its information at the speed of light. All of the technology that developed in the 1980s and 1990s—personal computers, voicemail, e-mail, cell phones—has crested in a never-ending wave of innovation.

This creates a snowball effect—fast here requires fast there, and pretty soon, everybody is trying to eke out the slightest competitive advantage before the competition gets there. “Publish or perish” is a long-standing epigram inside academia—and it applies to industry as well. Companies must produce competitive products more swiftly. To maintain their place in the industry, they must go faster, and to go faster, they must negotiate faster. It’s a model duplicated everywhere.

So what does that mean for you? Simply, you must go faster too. You must become more productive; you must learn to use the tools, do many things at once, and do them well. You can’t hold up the process. Delays don’t just add to the cost of a product, they detract from its market life. And if you can’t be a fast enough cog in this new machine, you’ll be quickly discarded and replaced.

Technology Gamechangers

With the exception of organizing data and creating nice presentation slides, personal computers, at least initially, didn’t do much to change the world of negotiation. This was in part because the devices weren’t widespread.

Second, few people had the accompanying products and materials to really make them work—the software and data in the case of the PC, the network coverage and unlimited minute plans of the cell phone, or the facility and ease of use of the Internet browser.

Over the course of a few years these new techno-fads became business reality. Initially, they were a novelty. They barely worked, and they didn’t work with each other as an integrated platform. Businesses, and businesspeople, had to learn how to use them.
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Today electronic and communications devices enable real-time data acquisition, data management, and communication tools. Since all of these things are key parts of a negotiation, it’s not hard to see how negotiating has changed forever.

Three things have changed, actually:


	
Ubiquitous use. Almost everyone on this planet—at least in the “rich” world—has learned to use the big-game changers—the Internet, mobile phones, e-mail—to their advantage. More importantly, if you don’t use these devices, you’re out of the loop.

	
Shorter learning curves. It takes less time for these devices to take hold. People have an appetite and a mindset for new devices and can figure out how to deploy them for “fast” business results more quickly. And the corollary products are there, too. Witness the Apple iPad and tablet computing, and its “apps,” and how that’s changing portable web browsing and computing. Ultimately and rather quickly, the advent of tablets will impact negotiating.

	
Integration. Instead of lugging around three mobile devices—a laptop, a PDA, and a pager—and still having to find a hotel room with a cable to log into the office, you can use today’s devices to connect with each other from anywhere. You can send a mobile text to someone’s e-mail. You can use the mobile to access a web page or critical piece of corporate data—right now.
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Beyond these hardware devices, people are connected in ways never dreamed of just ten years ago. Facebook, LinkedIn, and simple references obtained through Google or some other search engine search can inform us about and connect us to people in ways never thought of before. Not only do you have the hardware to communicate with “the network” but you also have platforms to get in touch, stay in touch, and find out more.

As much as anything else, Facebook has trained us to stay in touch in real time, all the time. And that has obvious implications for a negotiation. Many negotiations continue in real time through virtual networks and venues until they are done—not in the conventional day-long face-to-face conference room negotiating session of days past.

Of course, what it all means is that any negotiation can happen anywhere, using any device. You must either become part of this picture—or be left behind.

Do It Yourself

Thirty or forty years ago most of us in any kind of medium- or large-sized business had help to navigate the choppy waters of business. There was a support staff and support team. Secretaries, administrative assistants, sales development people, contracts people, even professional negotiators were in the office or nearby to help us research and develop business deals. We determined what needed to be done, what needed to be researched, what needed to be written, and where the meeting was to be held. Someone else did the legwork.

The support staff set up the meeting, did the research, wrote memos, drew up proposals, took phone calls, and made sure everyone was ready to attend the meeting.

Now, of course—that’s all changed. The PC and its software, e-mail, cell phones, and voicemail have made us all our own secretaries. The Internet has made us our own researchers and meeting arrangers. The connected network has made us into our own negotiators. Companies have cut their support staff to the bone, because so many of these functions have devolved onto the rest of us. Corporate hierarchies, while they still exist, are easily transcended by electronic communication. What does that mean? It means that in most circumstances you’ve become your own negotiator.

There still are professional negotiators, and if you’re one of these, you’ve probably already developed most of the skill sets outlined in this book. You are probably a negotiating professional. As such you need to incorporate negotiating skills into your broader set of tricks. You need to negotiate deals, deadlines, and dollars yourself to make the rest of your project—the rest of your job—move forward.


What’s a Professional Negotiator?

What is the difference between a negotiating professional and a professional negotiator? A negotiating professional is probably someone who does something for a living, and has to negotiate once in a while to get it done. A professional negotiator negotiates for a living. She or he is a hired gun who goes forth to handle complex negotiations for others as a service. Most of us would fall into the category of negotiating professionals employing negotiating skills as one of many professional skills required to do our jobs.



Negotiating Is All Around Us

Not only must we do our own negotiating, but negotiating has become a constant way of life for most of us. We negotiate for our projects. We negotiate for new jobs, new projects, raises, flexible work schedules, and travel arrangements. We negotiate with internal individuals and organizations, and individuals and organizations on the outside. Rare is a day when you aren’t in some kind of negotiation, either with an employee or direct supervisor or with someone external to your company.

Some of the bargaining we do is with people we seldom or never had to negotiate with before. We have to negotiate with our children. We have to negotiate with our schools. We have to negotiate with various players in our personal financial lives, including other members of a family. Negotiation has replaced a hierarchical order that was once much more present in families and in our personal lives.

Of course, not only is there more to negotiate over, but it’s all going faster. Your teenagers will negotiate with you (though it may not seem like a negotiation) over their cell phone. They’ll send you a link minutes beforehand showing you the car they want to buy, and God help you if you don’t look at it before you talk. You negotiate who’s picking you up when.

You’re busy, so you’ve contracted a lot of home services, like mowing the lawn, to someone else. There’s another negotiation. Is your mother coming for a visit today or tomorrow? There’s another negotiation. You’d better check the weather first. Prepare (if you can), respond, and respond now.

Not only is there more to negotiate over, and not only does it all go faster, but everything changes faster too. New information arrives faster. The shipment will be late? Renegotiate the project due date, and renegotiate people’s time and availability. Price change? Gotta deal with that. Kid just got invited to a friend’s house (via a text message?). Negotiate that deal (probably also by text.)

The bottom line: if you’re like most people, you spend most of your time these days working out some kind of arrangement with someone. It’s a connected world. And because those connections are electronic, they operate in real time. To cope in this world, you need to execute split-second negotiating, and you need to execute it well.

With all that in mind, let’s turn to the problem of negotiating in a vastly speeded-up world. To put this in the proper context, we need to go back to the basics of negotiation.

Split-Second Takeaways


	Because of the speedy pace of technological change today, negotiators must increase the speed of their bargaining.

	Split-second timing pervades all aspects of business, including production, management, finance, and other key players in negotiations.

	You are probably not a professional negotiator, but you almost certainly are and will be a negotiating professional.

	Negotiation is a basic part of our lives, and we have to learn to do it well and do it fast.








Chapter 2
Why Negotiate?

PERHAPS YOU HAVEN’T REALIZED it, but you’ve been playing the negotiating game all your life. You were doing it even before you entered the “real world” of business-to-business negotiations. It was part of your reality before negotiating “business-to-consumer” to buy a car or digital TV or satellite TV service. In today’s world, you negotiate “consumer-to-consumer” for things you buy or sell on Craigslist and eBay.

This may seem far away from the kind of negotiating you did when you were a child, trading baseball cards or swapping lunches at school. However, tapping into the core skills you developed during all those scrimmages is easy once you learn where your innate desire to “swap” originated.

While those days may have long faded into history, the practice and promise of negotiating has most likely stayed with you—and most likely has become more important than ever in the “real life” you lead today.

Bartering Back Through Time

So where, how, when, and why did negotiation become a part of civilized society? It really started as barter—the direct exchange of goods or services without money involved.

No one really knows when the first barter took place, but we do know that bartering has been around for much longer than buying and selling. It grew up as a system of give-and-take that accommodated anyone who chose to participate. Whether it was to acquire a piece of lamb in exchange for some pottery or to obtain jewelry for a hand-painted headpiece, people found ways to fulfill their needs.

Negotiate Now!


Bartering at the Speed of Light

Bartering is an exchange of goods or services without the use of money as an item of value or to equalize the transaction. The worth of the objects or services being exchanged is up to the two parties involved, and negotiation is how the two parties establish exact worth. In today’s world, such an exchange can take place almost instantly, negotiated through e-mail between the two participants. Because of the vastly greater information available to both of you through the Internet, you can more quickly equate the worth of different goods or services, agree on a common exchange rate, and set the terms of the barter.



Bartering was a way to acquire life’s necessities, but it was more than that—it broke down the barriers of communication. When people met for the first time, bartering was a way to observe if the person was trustworthy and genuine, and only after mutual willingness to trade was expressed would a dialogue between the two parties ensue. (This is equally true today in many cultures, particularly when so much of our interaction occurs in cyberspace.)

Bartering didn’t have to be immediate—the exchange could take place at two different points of time. For example, when guests visited someone’s home, they brought along gifts as a sign of respect and gratitude. Later, when the guests departed, the host would give them something of his own to take with them for the journey home.

Eventually, bartering slowly evolved into a primitive financial arrangement, in which cows, sheep, and other livestock were used as the first forms of currency. Plants, produce, and other agricultural items also served as currency, only to be overtaken by precious metals, stones, and finally paper bills.


The First Money

Cowries—marine snails boasting thick, glossy shells peppered with tiny flecks—appeared in China in 1200 B.C. as the first objects to be used as money. They were widely used, and even became popular in faraway places like Africa, where some cultures continue to exchange them today. Cowries are the longest-used currency in history. In this modern era of real-time foreign exchange quotes, we still have no idea how many cowries there are to a dollar. However, as should be obvious from a swift scan of the financial news, enormous sums of money flow instantly through the ether as groups of 0s and 1s as banks and other institutions transfer money by electronic means.



From Bargaining to Negotiating

When people bartered, most of the time they knew the values of the objects they exchanged. Suppose that three baskets of corn were generally worth one chicken. Two parties had to persuade each other to execute the exchange, but they didn’t have to worry about setting the price. But what if one year there was a drought and there wasn’t much corn to go around? Then a farmer with three baskets of corn could perhaps bargain to exchange them for two or even three chickens. Bargaining the exchange value of something is a form of negotiating. And it works once you switch to a currency system.

As “primitive” as this sounds, most likely you’ve seen it in person. The way people bargain with each other varies from culture to culture, but you’ve seen it before at your local yard sale or flea market. The vendor gives you a price, you give the vendor a price, and eventually either a happy medium is decided upon or you walk away. More often than not, the vendor inches down on her price while you inch up on your price, until you’re both at a number that doesn’t allow either one of you to budge any more!

A different type of bargaining can be seen at an auction, where a roomful of people view the items up for sale and make their bids on the items they wish to buy. If someone outbids them, they’re then given the opportunity to up their bid. This continues back and forth until one person has outbid all interested parties. Today, millions of people search for, post, trade, barter, bid, and buy anything from toys they had as children to signed sports paraphernalia on eBay and other Internet auction sites. If only our sheep-trading ancestors could see us now!

The Difference Between 
Bargaining and Negotiating

While the terms “bargaining” and “negotiating” seem synonymous, there’s a distinct difference between the two. Bargaining involves streamlining wants and needs into a single focus. Before you ever step foot on the lawn where your neighbor’s yard sale is taking place, you know in your mind that all the hand-written sticker prices are not permanent. Your goal is to get the item you desire at the lowest price possible. Your neighbor’s goal on the other hand, is twofold—she wants to get rid of as many items as possible, and she wants to get the most amount of money for them.


Always Ask the Price

Whenever you’re shopping—whether at a yard sale or online at Craigslist or a similar site, always establish what the price of the item is. If the seller responds with a question of her own—how much do you want to pay for it?—don’t give up. Instead, insist on getting a price quote. Of course, when you’re on the selling end, get the customer to give you a price. If it’s too low you can turn it down, but if it’s higher than what you had in mind, congratulate yourself!



When it comes to bargaining, everyone’s focus is limited and all efforts are spent trying to get the best deal—for themselves. In this case, money is the focal point, and that’s when the price war begins: “How much?” “A dollar.” “I’ll give you fifty cents.” “Eighty cents.” “Sixty cents.” “Seventy cents.” “Sixty-five cents.” “Deal.”

When a goal becomes concentrated, it’s easy to lose sight of all the things that are really important. In the yard-sale example, price takes precedence over the usefulness of the product. The purchaser never stops to think, “If I thought it was worth only fifty cents a minute ago, why do I think it’s worth more now?” Although the settled price was split equally down the middle, one person spent more than they intended to and the other person received less money for the item than they hoped to receive. So who got the bargain?

Some people are said to “drive a hard bargain,” meaning there’s little to no chance of swaying them away from believing their offer is fair. You can’t bargain with them—they are convinced that they know best or that there’s someone out there who’ll pay the full price. Thus, the department-store mentality is born, and the only way you’re ever paying a lower price is if there’s a sale.

Negotiating, on the other hand, more generally refers to the art and science of agreeing on something or settling a question between two parties. The question may be about a barter transaction, or more simply about price, but it usually involves more than that. It takes in all attributes of a deal. Delivery, timing, extras, the right to negotiate a future deal—you name it. Really, more often than not people who negotiate are making an agreement on how to behave toward each other.

The Negotiating Game

A good negotiation draws on the skills used for marketplace bartering and on the focused determination required of bargaining. Negotiating encompasses a wide range of core principles and becomes a series of tactics and strategies that you must know how and when to use throughout the entire game. In addition to remaining focused and forging strong relationships, you’ll need to be informed, be prepared, know who your challengers are, and have other alternatives.

And in today’s fast-paced world, the game can be very short, and it can be done with a few tweets or IMs. But keep in mind—it is still a game, and it still has all the rules of a longer, more protracted exercise. It just happens faster.

Types of Negotiation

Although several forms of negotiation will be discussed in this book, the two most common are positional negotiating and win-win negotiating. Particularly in today’s fast-paced and heavily interconnected world, you should be aware of both types of negotiation and should embrace win-win negotiation as the more favorable approach.
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Positional negotiating occurs when neither side moves from its original position because both are so focused on their own needs that they cannot even begin to comprehend those of the other party. A power struggle ensues and they never really discuss goals and objects. The result is hours of trying to produce agreements that everyone is satisfied with; long-term relationships are jeopardized because there’s too much negativity being exhibited. Time is wasted, because in today’s environment an hour is forever. In positional negotiating, everyone is out for himself, and that’s that.

As you might surmise, positional negotiations are very “one way” and typically don’t work. They can take—and waste—a lot of time, not to mention energy and personal capital. Today’s “split-second” negotiating requires a different approach, not only due to time constraints but also to preserve your position in the social and business network; if you gain a reputation for one-sidedness and “tough guy” behavior, it is easy enough for your counterparts to find someone else. (Far easier than in the past, in fact, because in this electronic age their potential range of suppliers is much larger.)
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So, the only way to avoid falling into the positional negotiating trap is to adopt a win-win strategy. “Win-win” means that both parties come away with their needs met. As such, mutual agreements can be made more easily.

To be successful at win-win negotiating, it’s important to figure out what everyone else’s needs are and make one’s own needs flexible so everyone is willing to play fair. Decisions are reached more quickly, great strides are made toward building positive relationships, and everybody is happy when it comes time to walk out of the room.

Win-win negotiating is successful because everyone goes into it with a positive attitude, a firm understanding of how the game is played, and a professional approach to the situation at hand. With such an approach, there is trust, and where there is trust, there are more and better results more quickly. Simply put: if you want to do a successful split-second negotiation, start with a win-win “end” in mind.

It shouldn’t surprise you that much of the remainder of this book is about win-win negotiation. We will continually illustrate the steps that make it such a gratifying way to do business.


Start from the End

If you really want to do a split-second negotiation, start with a win-win “end” in mind.



The Reasons Why

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 back yard. Aside from the obvious reasons why negotiations are used in the business world (to increase profit, to form large corporations by merging small businesses, to 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 through their representatives.

You practice the art of negotiation every day—at work and at the store; at a restaurant, with your utility companies, insurance company, family, friends, and coworkers. If you really want coleslaw with that hamburger instead of the French fries on the menu, it’s time to negotiate. If your utility bills constantly come due two days before payday, you might call the utility company to request the date of payment be pushed back. If the bakery at your grocery store carries packages of eight dinner rolls when you only need six, you might ask the clerk to take two out of the bag and price them accordingly. In these 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.


What Is a Concession?

A concession is when you yield 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 today’s split-second world, a concession can also be about negotiating time or the process itself. For example, you can pay a higher price or accept a slower delivery if they waive certain approval requirements to finish the negotiation more quickly.



In effect, if two or more people have goals they can help each other reach, they can 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. So a discussion or an offer to carpool is a negotiation. Babysitting usually requires a teenager to forfeit her Saturday night, but it also gives her spending money for next weekend. It becomes a negotiation—a negotiation of the “win-win” variety.

When They Don’t Want to Play

Since negotiations require two or more, what do you do if the person you want to negotiate with refuses your offer? First, find out why. There may be a simple explanation. Maybe the person doesn’t have the time to take you up on your offer just yet but would be willing to work with you at a later date.

If you can’t find out why, find out what or how. What can you put forth in order to make your proposal more attractive? What can you put forth to make the negotiation quicker or easier? If the coworker you carpool with decides she likes the freedom of having her own car every day, remind her of the benefits that carpooling provides. You could even offer to let her take your car to lunch or to run errands. By switching the focus on how the deal gives her an advantage, and by giving her something in return for the freedom she’d be giving up, she’s more likely to agree to the terms. And if you don’t have time to work out the details, simply offer to drive the first week—you’ll have plenty of time in the car to flesh out the deal.

If You Don’t Think Negotiating Is Part of Your Life...

Put simply, everyone negotiates. Parents negotiate with teachers; husbands negotiate with wives; brothers negotiate with sisters; defense attorneys negotiate with prosecuting attorneys. Even children exercise a form of negotiating. It’s funny how adults are still playing the game of “I’ll trade you this for that,” only in a more sophisticated and refined manner.
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