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Preface — Context and relevance

I thought I would find you here. But why here? Why now? Well, if you
want to save the world, you are going to have to negotiate with someone.
If you want to be a millionaire or even a billionaire, you are going to have
to negotiate with a lot of people. If you want to stay in a relationship, there
will be times when you will need to concede or even capitulate so negoti-
ation will definitely come into play. Do you want a pay rise? Do you want
to start a business? Do you want to optimize an enterprise? Do you want
to stay married, even get married?! Guess what?

Yes, negotiation is fundamental to your life and those around you. The
way you distribute, create, protect, resolve, and manage anything of value
and every minute you invest in you, becoming a better negotiator will pay
back, throughout your life. It's an activity that many avoid at all costs. The
prospect of perceived conflict of positions or interests and the discomfort
that come from it is hardly appealing as a “fun pass time.” My passion for
this skill remains because it is central to the viability of every business,
your business. Negotiated agreements go beyond viability or profitabil-
ity. The way you identify and engage with the opportunities to negotiate
can set the culture for how your business does business, contracts with
others, and defines the types of client or supplier relationships you have. It
has delivered peace in war, resolved bedtime tantrums with our children,

helped avoid millions of court cases, and has probably helped save a few
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marriages along the way too. It can deliver immeasurable benefits, although
we always like to measure them, for you or those you represent, your family,
your business, your charity, and yourself. So yes, it's worth the effort. In the
end, the outcomes determine viability or insolvency, profit-making or loss,
growth or decline, certainty or ambiguity, fear or confidence.

If youbuy or sell services, products, ingredients, components, platforms,
solutions, licenses, accommodations, consumables, or raw materials you
can and should negotiate your agreements.

Great negotiators often go unnoticed. So if you want recognition or
gratification, it is not the place for you. Negotiators are not interested in
winning or glory, which can be rather challenging when you, as I, have an
ego that from time to time needs satisfying. It requires a state of mind, a
patience, a tenacity that is motivated by curiosity rather than competitive-
ness, that simply wants to optimize value and opportunity.

As a great negotiator you recognize that the return on time invested is
dramatic, perhaps in relationships, time saved, risk reduced, profit made,
or even dilemmas resolved. No other skill offers so much value in return
for competent performance. But it can take time in planning, preparation,
and alignment with others. It takes patience in that nothing is agreed until
everything is agreed and there may be lots to agree or negotiate around.
In other words, it may not be quick, is rarely easy, and is often stressful.
Are you still in?

The most valuable resource on this earth is your mind. My aim here is
to help you make the most of life through the agreements you reach. For
this to happen we need to open your mind to what really goes on in nego-
tiation and how you can navigate the array of opportunities you will face.

So, why a third edition and what could have possibly changed when not
much has changed about negotiation in the past 5000 years or so? The
answer is: A lot. The acceleration of change and disruption on a global
scale has meant that if this account of negotiation is to provide you with a
way of negotiating, it should be relevant and provided with context. I ded-
icate this version of The Negotiation Book to the concept of CHANGE.

Wherever there is change, there is a need to negotiate or re-negotiate, and
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in your life, where you finish up with your agreements will either move
you on or hold you back.

The desire for convenience and instant gratification driven by 24/7
media and apps that will deliver you just about any service, are condi-
tioning us to expect events to be quick and convenient. The world is
moving faster fueled by technology and innovations. Time in negotiation
has always been important but given the prevalence of change and the
implication of time, I have dedicated a whole new chapter to Time and its
central psychological influence on all negotiations.

Working practices have changed involving more remote, virtual nego-
tiations being conducted. The 2020s is an environment presenting new
dynamics to relationships, trust, accessibility, opportunity, and vulnera-
bilities. Therefore, I have dedicated Chapter 2,“Virtual Negotiations” as
the attributes of The Complete Skilled Negotiator are not restricted to
the meeting room.

So, why this third edition? Think back only six or seven years. In that
time, social media has accelerated to become the primary marketing
platform used from multi-national corporations to one-person start-up
businesses. We now live in a world in which a small group of influencers
can make or break your brand. A world where big tech is as influential
in supporting or restricting social attitudes as are governments. Social
pressure groups have literally changed political priorities and social values
in the west resulting in equality, diversity, mental health issues, and well-
being agendas, which have accelerated in certain parts of the world. So,
the media has changed, communication has changed, as a result, personal
relationships have become weaker, and trust as a glue for negotiation is
challenged. Yet in many areas, dependencies have grown stronger as the
world of “subscription-based relationships” serves to fuel the multiple
value placed on many businesses.

There is massive momentum from globalization to nationalization or
at least the deceleration of globalization affecting workforces, logistics,
and supply chains leading to inflationary pressures and ultimately, the

increase in the cost of money.
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A global pandemic, which has challenged working practices; virtual
communication involving Zoom, Teams, Google; and dozens of others.
Zoom had over 300 million meeting participants per day in 2020 (Source:
Business of apps). Google Meet had over 100 million daily meeting par-
ticipants in 2020 (Source: TheVerge). Microsoft Teams had 75 million
active daily users in 2020 (Source: Windows Central Flexible).

We have enjoyed over the past 10 years in the west ultra-low interest
rates, cheap money, trillions of dollars, euros, and pounds being printed
as part of government quantitative easing programs resulting in a surge in
stock values followed by inflation, lower growth, and a different backdrop
against which to conduct business.

The emergence of Crypto currencies adds a further challenge to gov-
ernments and banks around how to protect the integrity of the global
banking system.

We have witnessed the acceleration of sustainability as a corporate
priority. Global warming has now grown into a priority for how people
lead their lives to how organizations deliver on their carbon neutral com-
mitments to the growth in recycling, energy generation, and electric EV
motors.

We have started to witness the material implications of efficiency
through robotics and AI technology. So much change in the world and
at such a pace further highlights a one-size-fits-all-way of negotiating
that cannot work. We have even experienced war in Europe that hashad a
direct impact on economies, politics, and food and energy prices, which in
turn has resulted in the need for even more negotiations with new partners.

None of these challenges, priorities, or innovations can be delivered
without the alignment of interests of those who can make them happen.
In other words, none will happen without building agreements to change,
commitments, and action. The things which we thought were important
before may have changed, the way you negotiate and with whom you
negotiate may have changed at a pace never before experienced. So, it’s
time to reassess what it will mean for you and how I can help you become

the Complete Skilled Negotiator in“today’s world.”
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Of course, we still need homes, schools, cars, roads, planes, airports,
ships, TVs, computers, and millions of other physical objects. Every
industry continues to make the things we need to keep our communities
operating. It is the working practices, the flexibility, the risks, the software,
the financing, and the partnerships which are changing and are bringing
with them the need to incorporate more complex ways of managing rela-
tionships and negotiations.

I've taken a fresh look at some of these agreements and how you can
gain commitments to better deals. Technology is changing what is pos-
sible, what is expected, and what is traded, which is providing a new mix
of variables featured in all types of agreements. Following the pandemic,
even more negotiations are being conducted through multiple forms of
communication. Virtual negotiations are becoming more common than
face-to-face. With it, there are implications around time, trust, and the
ability to negotiate collaboratively.

In this edition I have set out to challenge you with an insight into nego-
tiation from a practitioner’s perspective. It cannot be prescriptive because
negotiations are by nature dynamic. I will help you to acquire better deals
by being aware of what negotiating different deals involves and what it
will do to you. Yes, do to you, and if you are not aware of this, you cannot
begin to be prepared for your next negotiation. It is you who are respon-
sible for making decisions based on your own judgment.

Any value you may take from reading this book will come from your
motivation to change. For change to happen, you have to be open to your
own awareness. Self-awareness into your own make up, preferences, dis-
criminations, past experience. The percentage of time you spend actually
negotiating is minimal within the context of your whole life, and yet the
consequences of your performance during negotiations will often distin-
guish how successful you are in life and in business.

The art and science of negotiation is an interactivity that is influenced
by culture, ever-changing circumstances, expectation, relativity, capability,
and personal chemistry. The Complete Skilled Negotiator is an individual
who has both the skills and mindset to do that which is appropriate to
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their circumstances and the ability to maximize opportunity during each
and every negotiation.

The abilities of a Complete Skilled Negotiator, however, remain the
same. Balanced in thinking, ego in check, and a focus on understanding
the interests and priorities of the other party. In your chaotic world with
multiple priorities, how can you possibly have the capacity to behave in a
chameleon-like approach? How can I even start to suggest that you need
to be what you need to be depending on your circumstances, and that
you should not be burdened by personal values that wear away at your
consciousness?

You can't just advocate reading situations better, taking more time to
prepare, and developing the capacity to think around issues, as well as
dealing with the relationship dynamics all at the same time. And then
focus on the potential of the deal rather than trying to win, understanding
that being competitive will only serve to attract friction, which is generally
counterproductive (unless used for a specific purpose). That’s six different
things I have to work at and do all at once, and I haven't even got past the
preface yet!

In this 3* edition, I seek to simplify. If you can improve just one thing
from each chapter of this book about the way you negotiate, it will improve
your outcomes.

It can be the most rewarding of skills to exercise and the most nerve-
wracking. Is it any wonder that to provide a common way of negotiating
that helps everyone to negotiate more effectively has in the past
proved such a challenge to so many? Yet simple disciplines, proactive
planning, and a clear, conscious state of mind can provide a significant
uplift in what you can achieve. I am going to help you to get better deals
by first keeping it simple and realistic. One step at a time, and you will
see the difference.

The Negotiation Book covers the traits and behaviors associated with the
Complete Skilled Negotiator. I use the word complete rather than suc-
cessful because who are we to judge if your performances are as successful

as they might be? We will never know. In our time of rapidly-changing
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circumstances and measurement of success by relativity, it can prove hard
to objectively measure if your negotiation has been ultimately successful.

I am going to refer to a clock face model that provides a way of differ-
entiating the range of ways we negotiate in a dynamic, capitalist market.
The model is there to help differentiate how power, process, and behavior
have much to do with the way a negotiation take place and why and how
you can move the climate, process, and scope for optimizing value. The
clockface is not here to restrict but to empower you as a Complete Skilled
Negotiator to negotiate that which is possible . . . given those opportu-
nities you are presented with or those you create.

The experience I have gained from practical hands-on involvement in
having negotiated with some of the largest corporations on the planet,
including P&G, Walmart, Morgan Stanley, Nestle, Unilever, and Voda-
fone, has helped me to provide this account of what it takes to negotiate
effectively. I have also been privileged to work with dozens of highly skilled
negotiation practitioners at The Gap Partnership who have negotiated
with, advised, and developed hundreds of such organizations globally. It
is this experience that has helped us to crystallize what it takes to be a
Complete Skilled Negotiator.

I am about to share with you a way of thinking, behaving, and
performing. Adopting this approach is ultimately down to you. If you
want to be comfortable, thats fine. Negotiation is not. If you want to
improve your life, sometimes you have to endure the stress that comes
with trying something different and finding yourself in less familiar and
less certain circumstances. There is no magic formula or magic wand, but
there are principles that you may or may not choose to adopt. The choice
will be yours, as will the results.

Sometimes you will need to secure agreements with others who may
not always see the world the way you do. This book is about you conclud-
ing more agreements and gaining more value from each agreement you're
involved in. Understanding what to do, working out when to do it and,
most importantly, providing you with the inspiration to do it if you want
to...enough! Let’s start.






CHAPTER 1

So You Think You Can
Negotiate?

“It is what we know already that often prevents us from learning.”
— Claude Bernard

SO WHAT IS NEGOTIATION®

So, you think you can negotiate? Most people do, to a point. Negotiation
is a necessity, a process, and an art. It’s necessary because life is not fair,
and you have to engage in agreements throughout life that take care
of your interests even when it requires you to look after their inter-
ests. We are living with a backdrop of social media that has promoted
transparency, everyone's right to a view, pressure groups, comparison
groups, often in the name of fairness.

Negotiation evokes complex feelings that many seek to avoid and yet it
is fundamental to how agreements are accomplished and take place mil-
lions of times a day around the world. The perception in western culture
that negotiation involves conflict means that many will seek to avoid or
simply capitulate rather than engage in the process. If you can take control
of yourself, your values, prejudices, your need for fairness, and your ego,
you may begin to realize better outcomes in your negotiations. The big-
gest challenge here is not in educating you in how to be a better negotiator

but motivating you to change the way you think about negotiations and
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yourself. Of the many thousands of negotiation workshops I have provid-
ed at The Gap Partnership, the greatest change I see clients make is that
of self-awareness. Learning about how to negotiate is an exercise in self-
awareness because understanding yourself and what effect a negotiation
will have on you, enables you to accommodate the pressures, dilemmas,
and stresses that go with it. Self-awareness helps us to recognize why we
do the things we do and the effects they have on our results. It will also
helps you to adapt your approach and your behavior to suit each negotia-
tion rather than trying to make one approach fit every situation, simply

because it suits your personal style.

Why bother negotiating?

Just because everything is negotiable doesn’t mean that everything
has to be negotiated. The value of your time versus the potential
benefit that can be achieved by negotiating is always a consid-
eration. Why spend ten minutes negotiating over the price of a
$10 notebook when you normally make $100 an hour? So you may
save $2 — that’s 20 cents a minute! However, if it is your next car
and a 5 percent saving could equate to $1,500, the time is probably
worth investing.

There will be situations involving more important decisions where you
are mutually dependent and yet hold different views. When an agreement
needs working through, effective negotiation can help provide not only
a solution but potentially a solution that both of you are motivated to
carry through.

There is no other skill set that can have such an

. . immediate and measurable level of impact on your
This relates to a minimum order

required for other benefits o be
realized. The order may need
to exceed a volume threshold
of 1,000 before discount levels
become applicable.

bottom line and your life than negotiation. A small
adjustment to the payment terms, the specification,
the volume threshold, or even the delivery date, will
all impact the value or profitability of the agreement.
Understanding the effects of these moves, and the

values they represent to you from the outset, is why
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planning is fundamental to effective negotiation. The skill in building en-
hanced agreements through trading off against different interests, values,
and priorities is negotiation. In the business context, it is known as the
skill of profit maximization.

So, effective negotiation provides the opportunity to build or dissolve
value — but what does value really mean? It can be too easy and is too often
a focus on price or money. The question of “how much?” is one, transpat-
ent, measurable issue and because of this, is also the most contentious
issue in the majority of negotiations.

Yet price is but one variable you can negotiate over. It is possible to get a
great price and feel as though you have won and yet get a poor deal at the
same time. For example, because the item did not arrive on time, or it fell
apart after being used twice, or you could not return it, and so on. (Ever
heard the saying “you get what you pay for”?)

In negotiation, your ego and your competitiveness
might fuel the need to “win,” especially where you  This can be a price or any term
allow a sense of competition to become involved or  or condition that needs fo be
become agitated by their irrational demands. How- agreed upon.
ever, negotiating agreements is not about competing
or winning; it is about securing the best value, the best deal for you. This

means understanding:
 what the other person or party wants, needs or believes,
e their circumstances, options and timings,

* how that affects the possibilities.

As a Complete Skilled Negotiator your focus needs

to be on what is important to the other party: theirin-  Pressure points are things,
terests, priorities, options, if any, their deadlines, and fime or circumstances, which
their perception of what is important — all of which  influence the other party’s
may change over time. Tty to see the deal as they see it. posifion of power.

If you set out, and by that, I mean plan to understand

them and their motivations, you can use your understanding to your
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advantage and, ultimately, work out how to increase the value of the deal
for yourself. Being driven to beat the other party will distract you from your
main objective, which is usually to maximize value from the agreement.

Proactivity and control

Your first task is to be proactive — to be able to take control of the way
you negotiate. The primary reason for suboptimal agreements is when
your ego will tell you that you can“wing it” and it will be OK. So, map out
each of the issues that will most likely feature in your negotiation or at
least those that you are aware of to start with. It sounds obvious but try
to be honest with yourself when deciding or agreeing on what these are.
Remember, price is only one element of the deal, and winning on price may
not result in you attracting the best deal. The single thing that matters is
the total value over the lifetime of your agreement.

Becoming comfortable with being uncomfortable

The person on the other side of the negotiating table, phone, or screen
may well take a tough position, which could make you feel challenged
or even competitive. Human beings are often irrational, so you need to
get used to ridiculous opening positions being tabled. Becoming more
comfortable with being uncomfortable in situations like this, where
you are also likely to experience pressure and tension is one of the
most important prerequisites of a skilled negotiator. Without this,
our ability to think and perform will become compromised. So you
need to recognize that by negotiating, you are involved in a process,
and the people you negotiate will need time to adjust as part of engag-
ing in this process. Typically this is when:

* any new risks, obligations, conditions, or consequences are pre-
sented; and

* you make any new proposals that materially change the shape or per-
ceived value of the agreement.



SO YOU THINK YOU CAN NEGOTIATE?

UNDERSTANDING WHAT IS IMPORTANT TO THEM

Drieser, a French manufacturer of electric motors designed specifi-
cally for opening and closing entry gates was owned and managed
by Jean Luke who had built up a reputation for reliability and lon-
gevity (10-year guarantee] both in the domestic and industrial
markefs across Europe. Although his business was well diversified,
his fop three clients made up 40 percent of his orders equating to
2,800 motors a year. Carefully packaged and guaranteed next
day delivery on any order ensured Drieser remained competitive.
High quality and quick was what Drieser traded on and had done
so successfully for 15 years.

Jean Luke managed to secure a meeting with AGP, a major installer
of factory gates that offered the prospect of an order of 1,000 units
a year. It appeared that they were keen to sign a new supplier, and
he was one of three potential partners that they might choose to work
with. He forwarded a link to his website, which presented in 3D
images of each of the six electric motors in his range. later that
week, he fravelled to Lyon and proudly presented his range of motors
fo a team of three buyers. The questions asked by AGP were “VWhat
is your sustainability strategy? How do you plan to reduce your
packaging? Have you considered partnering with your customers'
logistics o reduce fransporte” These appeared fo be the most impor-
fant considerations of the buyers! Fifteen years of selling quality and
speed appeared fo no longer “tick the boxes” certainly of this buy-
ing group. Jean Luke did not have the answers other than “anything
is possible” so refreated fo his factory and set about revisiting his
logistics and packaging arrangements. AGP had publicly set out to
its investors that becoming a carbon net zero company was a prima-
ry objective. This was part of the reason they were in the process of
reviewing their supplier base. Had Jean Luke identified this, he may

(Continued)

5
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(Continued)

well have pitched his proposition differently and in reflecting on his
assumptions adapted his own working practices proactively for his
other cusfomers. It was a lost opportunity. More research and prepa-
ration into what was important to AGP may have helped his pitch or
even provided a basis for negotiation. The world was changing and
Jean Luke had to get his head around this fact quickly.

Inbusiness meetings, people can become frustrated, emotional,and upset
if they feel that you are not listening to their needs or are being irrational or
unfair with your proposals. Some will even walk away before considering
the consequences. So, understanding their interests and having an agenda,
which reflects both parties’needs helps to promote collaboration.

The more experienced the negotiator you are working with, the less
chance you will have of a deadlocked conversation. They are more like-
ly to understand that they are engaged in a process and that nothing is
agreed until everything is agreed. In fact, their experience can result in
you attracting a better deal than when you negotiate with an untrained
negotiator. Many of my clients insist that their suppliers attend the same
training in negotiation as they do as part of ensuring that both parties
work towards maximizing total value rather than becoming distracted by

short-term gains or trying to“win’".

THE NEED FOR SATISFACTION

Everyone likes to secure a bargain; the law of relativity: to buy some-
thing at a better price than was available before. You only have to visit
department stores on December 27 to witness the effect that secur-
ing a bargain can have on people’s behavior. Such can be the frenzy
that it is not unknown for violence to be used where one person feels
another has pushed ahead of them in the queue. Many people just
can't help themselves when there’s a good bargain to be had. In ex-
treme cases, people will buy things they don't want or even need if the

price is right.
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In business, though, what is the right price? The answer depends on a
whole range of other issues, which of course, need to be negotiated. So how
do you manage the other party’s need for satisfaction? That is, their natural
need to feel as though they got a better deal than was originally available.

e Do you start out with an extreme opening on price?
* Do you introduce conditions that you are ready to concede on?
¢ Do you build in red herrings (issues that are not real, that you can eas-

ily, and expect to, concede)?

The psychological challenge here is to provide the other party with the
satisfaction of having achieved, through hard work, a great deal for them-

selves. In other words letting them “win,” or letting them have your way.

Negotiating versus selling
It is a commonly held view that a good “sale” will
close itself and that negotiation follows only when  Silence can serve o strengthen
outstanding differences remain. However, nego- your position during negotiation:
tiation as a skill and as a process is fundamentally  the other person may seek to
different from selling. To sell is to promote the posi- fill that silence with offers, or
tives, the match, to align the solution to the need. information, orin some cases
It requires explanation, justification, and a rational  simply capitulate s the silence
case. “The gift of the gab” is associated with the  becomes foo much o bear.
salesperson who has an enthusiastic answer for
everything. Negotiation does not. Although relationships can be
important, as is the climate for cooperation (without which you have
no discussion), the behavior of the Complete Skilled Negotiator also
involves silence, where appropriate. That means listening to every-
thing the other party is saying, understanding everything they are not
saying and working out their true position.

Negotiation involves planning, questioning, listening, and making
proposals, but it also requires that you recognize when the selling has
effectively concluded and the negotiation has begun. If you find yout-

self selling the benefits of your proposals during a negotiation, you are



