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Course Overview

This course is presented in two distinct segments: an introduction to fundamental negotiation skills and
tactics and then the second will examine the nature of a client — vendor relationship in a project. The
intent of this two part package is to help the student develop a more effective interaction with project

team members as well as vendors.

The first part will help participants understand the risk involved in a traditional “win-win” approach to
project negotiations and develop a new strategy and supporting tactics that will either assure
“satisfaction” on both sides or at least maintain good will if an agreement cannot be reached. They learn
to analyze the nature of their satisfaction for every negotiating situation and develop tactics to achieve

it.

Professionals in project teams deal with people-related situations, problems, and opportunities every
day. They are the critical link between what the project’s executive management team wants to do and

what the line team members, that critical interface where work actually gets done, will do.

Participants will learn some very simple, yet powerful, principals about negotiations that are applicable
in any situation. Whether you are very confident and assertive or introverted and compliant, these
techniques will help you prepare for and conduct negotiations more successfully than you ever have

before.

You will also learn how to identify and counter some of the typical 'dirty tricks' that are used in many
unethical negotiations. Although we do not guarantee that you will be satisfied with every future
negotiation you attempt, we do promise that following our techniques will assure that you have no

regrets about the outcomes.

This course will help you negotiate more confidently and effectively:
Relationships between project departments

Team member accommodations
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Vendor relationships
Disciplinary actions
Misconduct allegations

Disputes between team members

Some skills you will learn include:
How to prepare for the upcoming negotiation and negotiate more confidently
How to preserve good will even if you cannot reach agreement
How to deal effectively with emergency situations where you do not have preparation time
How to ask questions that help you develop your strategy
How to stay on track and not get distracted
How to use outside standards to reduce the potential for conflict
How recognize and deal with “dirty tricks”
A variety of ways to close a negotiation and get agreement
Understanding the value of “interests” and the danger of “positions”

How to define what a successful outcome looks like from your perspective and theirs

When have you had to negotiate with a coworker for something you desired?

How successful (%) was the negotiating process from your standpoint?

Why?

How successful (%) was the negotiating process from your coworker’s standpoint?

Why?

We begin with a look at the major working styles of the participants that may be involved in project
negotiations and how to approach the negotiation from the viewpoint of the other side’s interests and
utilize tactics appropriate for each type. Then we explore the fundamentals of negotiations to identify

the skills and concepts that apply in any kind of project setting.
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Then we identify what a successful relationship with a service or product vendor would look like and
how we can establish it on any project. We include suggestions for a Request for Information (RFl), a
Request for Proposal (RFP), and developing measurements for subjective “fuzzy” topics.

(We do not discuss developing or negotiating contracts, risk management, nor provide legal advice.

Those topics are beyond the scope of this work. )

y | -WARNING -

You should be willing to re-think how you deal with vendors if

you want to get the most out of this course.

-Disclaimer -

We realize there are some vendors who use their perceived only-game-in-town position to
“hold up” clients at every opportunity. They require CLOSE management and the approach

described in this course would not be effective with them.

Finally, we hope that you will learn to never use that meaningless clichéd phrase, “A Win-Win” situation.
To us, winning is an either/or situation: you either win or you lose. Also winning implies that each side
shares the same values such as the outcome of the score in a competition. Obviously, if a team is

participating, they focus on beating the other side to gain their “win.”

Project negotiations are not about winning but about GAINING SATISFACTION with the outcome. And,
since the same values may not be shared by both sides, each can emerge SATISFIED with the outcome in

relation to their values without feeling the need to “win” in the negotiation.

For example, if I'm willing to pay a little more for something that | need delivered tomorrow, we have a
successful situation because my need for the product was satisfied and your need for the sale was
satisfied. Since we valued different things (I valued time and you valued the sale), we were able to

satisfy each other. There was no “winner” — only satisfied participants.
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“There is a direct correlation between pre-negotiation knowledge and a successful negotiation

outcome!” What do you think is meant by a “successful negotiation outcome” to most people?

What does a “successful negotiation outcome” mean to you?

Here is what it should mean:

1. It should reach a mutually beneficial agreement (meets the legitimate interests of both sides to
the extent possible, resolves conflicting interests fairly, will last for some time, and takes into

account community [workplace, neighborhood, family] interests.)

2. It should be “efficient” (able to be implemented with a minimum of “moving parts”, other

people or factions, and contingencies on future events)
3. Should improve (or not damage) the relationship between the parties involved

4. It should create an environment in which we would be willing to negotiate with each other

again.

What are some pre-negotiation knowledge topics that should be considered regardless of what you are

negotiating about? How would you gain this knowledge?

PRE-NEGOTIATION KNOWLEDGE TOPIC ‘ SOURCE OF THIS KNOWLEDGE

Here are a few we thought of:

PRE-NEGOTIATION KNOWLEDGE TOPIC ‘ SOURCE OF THIS KNOWLEDGE
A reasonable price for what they are selling. (If Depending on what they’re selling, trade journals,
it's a home, the area taxes, fire and police internet search, professionals or experts you know
protection, flood plain, etc.) who aren’t competing for this, or, as a last resort,
Reasonable terms and conditions of the deal you can always innocently ask them, “Why would |
including warranties, delivery dates and think this is a fair price?” and let them provide
condition, if setting-up the product is included, some references for you.
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etc.

What should be included in the delivered Remember, until you sign the contract, you can

product as basics and what are options? ask anything you want and divulge as much

The market value of what you’re buying. information as you think is necessary to close the

The expected service life of it. deal. Keeping too much secret can be as harmful
as divulging too much.

Learning Objectives

At the conclusion of this course, the student will know:

1.
2.

© ©® N o v &

11.
12.
13.
14.
15.
16.
17.
18.

19.

How to identify the four major working styles they will encounter on a project

Their own personal working style

How to take a flexible approach to deal with the different working style types that would be on
a project

How to adapt their negotiation tactics to negotiate more effectively with styles unlike their own
How to view the negotiation through the eyes of the other side

How to develop an overall strategy for the upcoming negotiation

How to select tactics for use in the negotiation that will support the selected strategy

How to negotiate more confidently

How to preserve good will even if you cannot reach agreement

. How to deal effectively with unexpected situations in a negotiation where you do not have

preparation time

How to ask questions that help you develop your strategy

How to stay on track and not get distracted

How to use outside standards to reduce the potential for conflict

How recognize and deal with disruptive tactics from the other side

A variety of ways to close a negotiation and get agreement

The value of “interests” and the danger of “positions” when constructing a negotiation strategy
How to define what a successful outcome looks like from your perspective and theirs

How to clarify their perception of the traditional client-vendor relationship from the client’s
viewpoint

How to clarify their perception of the traditional client-vendor relationship from the vendor’s

viewpoint
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20.
21.

22.

23.

24.

25.
26.
27.
28.

29.
30.
31.
32.
33.
34.
35.

36.

How to re-evaluate the “customer is always right” concept

Who influences the width of the performance gap between commitment and compliance within
a client-vendor relationship

How to develop a relationship framework that will influence their counterpart positively toward
the commitment side of the performance gap

Who controls where the vendor works within the performance gap between commitment and
compliance.

Why and how the relationship between the leader and work performer impacts work
productivity

The five components of motivation important to a vendor

How to include these five elements in a client-vendor relationship

How these motivational components relate to a successful client-vendor relationship

How viewing a vendor from a new perspective may have a profound impact on their eventual
relationship

What vendors typically look for in a relationship with a client

How to determine what the counterpart seeks in a successful relationship

What are the most typical complaints about vendors

What are the most common complaints about clients

How to identify the characteristics of a relationship with a vendor that would best satisfy a client
How to construct the foundation for a successful relationship with a vendor

Key phrases to add to RFls and RFPs to alert potential vendors that a client is considering a non-
traditional relationship

To develop an easy-to-use and fair evaluation system for subjective or “fuzzy” topics that are

traditionally difficult to measure

@Richard Grimes, 2022 10




Project Negotiation Skills: Strategy and Tactics — K10-005

Relating to Your Project Team or Vendors

You probably have many team members or vendors with whom you get along very well because they
seem to be a lot like you! Maybe it is the way they present their problem or the way they respond to

your answers that makes you think you have a lot in common.

Additionally, there are probably many with whom you feel absolutely no connection and it is difficult to
deal with them successfully. The reason may be that your individual working style —the way you interact
with the world — is similar to some of your team’s working styles and very different from some others.

This applies to current and potential vendors, too.

Before we can help you deal effectively with the various personalities with whom you may negotiate, it
is important that you know what your working style is so you can identify theirs. Once you are able to
understand the clues and characteristics of the four major working styles, it will become easier for you

to become flexible in your approach to others who display a different style than yours.

SELF-ASSESSMENT SURVEY

We all are combinations of the four various working styles and, depending on the

situation, we may display different aspects of our individual style.

For example, at work we may allow the “take charge” aspect of our personality to
lead others while after work, with friends, we may pull back the take-charge element

and bring out the “friendly and feelings” aspect of us. Please remember this — we are

a blend of these styles and the one that we call upon most is our working style.

Circle the response in the following questions, which is most likely how you would respond. The answers
are neither right nor wrong. Just base your responses on how you are today, not how you think you need

to be or want to be in the future. Then record your responses in the table that follows.
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1. When talking to a vendor or co-worker....

| maintain eye contact the whole time.

| alternate between looking at the person and looking down.

| look around the room a good deal of the time.

| try to maintain eye contact but look away from time to time.

oo oo

2. If I have an important decision to make....

a. | think it through completely before deciding.

b. 1go with my gut instincts.

c. | consider the impact it will have on other people before deciding.
d. Irunit by someone whose opinion | respect before deciding.

3. My office or work area mostly has....

a. Family photos and sentimental items displayed.
b. Inspirational posters, awards, and art displayed.
c. Graphs and charts displayed.

d. Calendars and project outlines displayed.

4. If | am having a conflict with a co-worker or customer....

| try to help the situation along by focusing on the positive.

| stay calm and try to understand the cause of the conflict.

| try to avoid discussing the issue causing the conflict.

| confront it right away so that it can get resolved as soon as possible.

a0 oo

5. When I talk on the phone at work....

o

| keep the conversation focused on the purpose of the call.

b. Ispend afew minutes chatting before getting down to business.
I am in no hurry to get off the phone and don't mind chatting about personal things, the weather,
and so on.

d. Itryto keep the conversation as brief as possible.

6. If a co-worker is upset....

| ask if | can do anything to help.

| leave him/her alone because | do not want to intrude on his privacy.
| try to cheer him/her up and help him/her to see the bright side.

| feel uncomfortable and hope he/she gets over it soon.

oo oo

7. When | attend meetings at work....

| sit back and think about what is being said before offering my opinion.
| put all my cards on the table so my opinion is well known.

| express my opinion enthusiastically, but listen to other's ideas as well.
| try to support the ideas of the other people in the meeting.

oo oo

@Richard Grimes, 2022 12




Project Negotiation Skills: Strategy and Tactics — K10-005

8. When | make a presentation in front of a group....

| am entertaining and often humorous.

| am clear and concise.

| speak relatively quietly.

| am direct, specific, and sometimes loud.

oo oo

9. When a customer is explaining a problem to me....

10.

11.

12.

13.

14.

| try to understand and empathize with how he/she is feeling.
| look for the facts pertaining to the situation.
| listen carefully for the main issue so that | can find a solution.

oo oo

When | attend training programs or presentations....

| get bored if the person moves too slowly.

| try to be supportive of the speaker, knowing how hard the job is.
| want it to be entertaining and informative.

| look for the logic behind what the speaker is saying.

oo oo

When | want to get my point across to customers or co-workers....

a. |listen to their point of view first and then express my ideas gently.
b. Istrongly state my opinion so that they know where | stand.

c. |ltryto persuade them without being too forceful.

d. lexplain the thinking and logic behind what | am saying.

When | am late for a meeting or appointment....

a. |do not panic, and | call ahead to say that | will be a few minutes late.
b. |feel bad about keeping the other person waiting.

c. |lgetveryupset and rush to get there as soon as possible.

d. lapologize profusely after | arrive.

I set goals and objectives at work that....

| think | can realistically attain.

| feel are challenging and would be exciting to achieve.
| need to achieve as part of a bigger objective.

Will make me feel good when | achieve them.

oo oo

When explaining a problem to a co-worker whom | need help from....
a. lexplain the problem in as much detail as possible.

b. |sometimes exaggerate to make my point.

c. |ltryto explain how the problem makes me feel.

d. lexplain how | would like the problem to be solved.

| use my body language and tone of voice to show her that | understand.
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15. If customers or co-workers are late for a meeting with me in my office....
a. | keep myself busy by making phone calls or working until they arrive.
b. lassume they were delayed a bit and do not get upset.
c. Icall to make sure that | have the correct information (date, time, and so on).
d. |getupset that the person is wasting my time.

16. When | am behind on a project and feel pressure to get it done....
a. | make a list of everything | need to do, in what order, by when.
b. |block out everything else and focus 100 percent on the work | need to do.
c. | become anxious and have a hard time focusing on my work.
d. |setadate to get the project done by and go for it.

17. When | feel verbally attacked by a customer or a co-worker....
a. |tell him/her to stop it.
b. |feel hurt but usually do not say anything about it to him/her.
c. lignore his/her anger and try to focus on the facts of the situation.
d. Ilet him/her know in strong terms that | do not like her behavior.

18. When | see a co-worker or customer whom | like and haven't seen recently....
a. lgive him/her a friendly hug.
b. |greet him/her but do not shake his hand.
c. lgive him/her a firm but quick handshake.
d. Igive him/her an enthusiastic handshake that lasts a few moments.
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b |Crier b [Fiprassie b [Analyteal b [Nrise I Fepressive h Amihiz
€ |'miblc € [Amicti: c |‘mibic € |Exprosoive c Amipbl ¢ fnatytcol
U |Expressive d [Andllical d |Criver U |Andyical U Driver U Expressive
3 i} 9 12 18 18
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Wrrite your score for 2ech of the four types here:

Driver = Amiable = Analytical = Exprossive =
Working styles from Personal Styles and Effective Performance: Make Your Style

Work for You by David Merrill and Roger Reid (Chilton, 1981)

Since there are four distinct Working Styles, it may seem that the odds are only 1 in 4 that you'll
encounter someone like you. That would be the case if each of us exhibited a pure version of the

working style instead of each of us being a mixture of all of them.

Although we are mixtures, we each demonstrate a preference for one of them under normal conditions.
This preference and demonstration of one of the styles is what we will talk about in this course. It is
obviously very wise to understand something about the other 75% of the world if you want them to get

to like working with you.

@Richard Grimes, 2022 15




Project Negotiation Skills: Strategy and Tactics — K10-005

DEMONSTRATING OUR WORKING STYLE

Our everyday behaviors can go a long way to identifying our style. If you are observant, you can pick up
clues from:
What people say - How they say it
How they act - Their work environment
What People Say:
How do you express yourself? Do you use colorful phrases, “down home-isms”, or larger-than-life
expressions, or do you tend to say things in a more modest, low-key manner? The types of words

you use and the way you use them is a direct reflection of your working style.

How they Say It:
Do you speak quickly in your normal mode and speed up even more when you get angry? Or do
you speak slowly and distinctly and grow quieter if you get angry? Does you voice have a lot of
inflections and tonal changes or does it stay essentially the same regardless of the topic? Is there
excitement in your voice or more calm and relaxed? The way you speak tells people as much

about you as how you say it.

How they Act:
Have people ever said to you, “If we hold your hands, you won’t be able to talk!” Do you gesture
broadly when you speak or do your hands rest quietly in your lap or at your side while you speak?
Do people have to move quickly to keep up with you or do you stroll at a leisurely pace? Your

body movements are a very natural aspect of your working style.

The work environment:
Do you have reports, files, and papers strewn over your desk or is it neat and tidy? Do you have
pictures in your area? Are they family, generic scenery, or both? Are the pictures of your family
casual or formally posed? What about the wall decorations? Are they achievement oriented (#1 in
the golf tournament) or (attention seeking) “here’s the governor and me at a luncheon?” The

office environment can tell a lot about the inhabitant to an alert observer.
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THE WORKING STYLES GRID

The concept of Working Styles is based on where people fall along two behavioral ranges. These ranges

address:

= How (or the extent to which) people assert themselves to others (outgoing communication

|”

meaning whether they typically ‘tell” or “ask”) and,

= How (or the extent to which) they respond to others with focus more on people or task issues.

Here is a grid to help visualize it and these are famous people who exemplify these traits:

|

Task- Direrted
Respuonsive e ss

{Less
Responsive|
Mr. Spock from
Star Trek Donald Trump
AMALYTICAL DRIVER
STYLE STYLE
Ask — Directed Tell Divected
Assertivaness Ass=rtiveness
{Less (More
Asserthva) Assertive|
AMLABLE EXPRESSIVE
Pacple-
Directad
Responsiveness
[(More
Responsive |
Oprah Winfr i il
L o } Robin Williams
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The Analytical Style

Although a fictional person, Mr. Spock of (Original) Star Trek fame is
the classic example of an analytical (even to an extreme).

(Or Sheldon Cooper for “Big Bang Theory” TV fans.)

Their working style has a low degree of assertiveness as they listen more than they speak
(in reality, not TV) and a low degree of emotional expression. People with this style focus on facts more
than feelings. They evaluate situations objectively and gather plenty of data before making a decision.

They prefer an organized work environment where they know exactly what is expected of them.

They are often perceived as deliberate, constrained, and logical. They tend to be good listeners who follow
procedures, carefully weigh all alternatives, and remain steadfast in purpose. They are seen as disciplined,
independent, and unaggressive, and as people who are likely to let others take the social initiative. They
may be perceived as conservative, businesslike, and persistent in their relationships with others. Strongly
risk-averse and pursue their goals only after they have compiled plenty of data to support a project's

purpose, practicality, and policy. For them, the process is as important as the outcome.

Here are some of the phrases often used to describe Analyticals:

Seem technically oriented, often seeking structure, certainty, and evidence before making
decisions (show them the warranty!)

Appear quiet and unassuming; may show little emotion when dealing with others (they are
listening much more closely than it appears)

Tend to take little social initiative with others; may remain guarded until a strong relationship has
been developed

May push to extend existing ideas and procedures before going on to something new

Will meticulously check every word and term in a contract or agreement before signing it
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Their office environment probably includes:

Minimal wall decorations. If there are some, they are probably off-the-shelf graphics, nothing
frivolous, everything is utilitarian

If there are documents on their desk, they are neatly stacked and everything looks orderly
Family pictures, if any, are formal portrait settings, not candid shots of vacation, the dog, etc.
There are probably charts, graphs, or other statistical measurements in their office.

Strengths of this style include:

Seem able to approach problems on the basis of facts and logic and to create solid solutions
Tend to make the most practical decision by being thorough and open to ideas
Like to discover new ways of solving old problems

Often productively competent in working out a problem and in getting a job done right
Self-development opportunities for this style include:
Realize that their need to collect data it makes it difficult to meet a deadline

Their need to have zero errors makes it difficult to provide an estimate or make an off-the-cuff
suggestion

Their need for orderliness makes it uncomfortable when someone with whom they are working
jumps from one topic to another randomly

Strategies for dealing with them

Meet their need for data by providing charts, graphs, warranties, or statistics. Always check your
data first because they will.

Give them some room for error when asking for an estimate or opinion otherwise you will never
get an answer because they are still collecting data. For example, ask for an estimate “with a
95% confidence level.” If you give them an ‘out’ (95% instead of 100%) so they do not have to be
perfect, you allow them to reduce their inner drive for error avoidance.

Set some preliminary milestones so you can check on progress instead of an all-or-nothing final
date. Their drive for perfection and analysis of data may cause them to get so bogged down in
the details they lose track of the overall schedule.

Support their principles and thinking; provide evidence and service; and answers that explain
HOW as often as possible.

When explaining something, proceed in a logical sequence and do not make any leaps of logic.

@Richard Grimes, 2022 19




Project Negotiation Skills: Strategy and Tactics — K10-005

The Amiable Style

Oprah Winfrey has been called, “America’s Beloved Best Friend” on the
Academy of Achievement’s website. Although very successful as a
business woman, she has built her fortune on being perceived as a caring

and friendly person.

She, as an amiable, is often seen as quiet, unassuming, and supportive.

Perceived as a warm, friendly listener who seem easy to get along with, she attracts people who enjoy
personal contact and shared responsibility (“teamwork” is something they enjoy.). They tend to pursue
goals by first establishing strong personal ties (first the personal relationship then the business
relationship.) They may be perceived as avoiding risks and decision making unless they have strong

support or data to back them up.

They like time to build relationships and to seek support and feedback from others before they
make decisions (“Where do you want to go to lunch? What about you?” they will ask everyone in
the group but make no decision themselves for fear of offending someone.) They are very
cooperative in their interaction with others because they want to be liked and “fit in’.

Phrases frequently used by people to describe amiables like Oprah include:

Seem to accept others, placing a high priority on getting along
Appear quiet, cooperative, and supportive as they seek approval
Seem easy to get to know and work with

Tend to minimize interpersonal conflict whenever possible

Their office environment probably includes:

“Happy” decorations including candid pictures of family & friends
“Have a Nice Day” slogan variations
Probably some clutter giving it a comfortable and homey feel

Some emphasis on teamwork in an award, a slogan, or books on the shelf dealing with

relationships and or communication
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Strengths of this style include:

May help others and provide positive strokes for other people's work and accomplishments
May have a deep sense of loyalty and dedication to those in their work and peer groups
Seem able to communicate trust and confidence in other people

Function very well on teams and other social settings

Tend to make people feel comfortable about themselves

Self-development opportunities for this style include

Amiables often have trouble asserting themselves and making decisions quickly.

Generally, they don't like confronting disagreement with co-workers

Must resist the temptation to base everything on feelings and more on results.

Their reluctance to deal with conflict means that they don't always get what they really want.
Their frustration about not resolving such issues can turn into resentment that is directed
toward the same co-worker in later interactions.

Strategies for dealing with them

Use a friendly tone of voice while making frequent eye contact and smiling
They seek approval — provide it as much as you can.
Use no aggressive or no dramatic gestures because this may be seen as unfriendly

Speak slowly and in soft tones with moderate inflection (because that’s how friends talk with

each other)

Use language that is supportive and encouraging with guarantees and assurances
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The Driver Style

Donald Trump is a billionaire real estate developer that has amassed a fortune
through owning key New York properties (i.e. Trump Towers), and Atlantic
City casinos. He has gained fame for his flamboyant deals, his runs for

President, and his supermodel love interests.

He is the consummate Driver because he is results-oriented, tending to
initiate action and give clear direction. Drivers seek control over their environment and want to know
the estimated outcome of each option when making deals. They are willing to accept risks, but want to
move quickly and have the final say. They love competition — especially when they win. In relationships,
they may appear uncommunicative, independent and competitive and tend to focus on efficiency or
productivity rather than devoting time and attention to casual relationships. They seldom see a need to

share personal motives or feelings.

Drivers feel most comfortable pursuing their goals when they're in charge and taking the initiative. They

are often seen as thriving in situations in which they can create plans and have others carry them out.

Drivers are frequently described as:
Heartless, bottom-line oriented, will make direct eye contact as a way to intimidate to exert

influence
Able to move quickly and briskly with purpose while others hurry to catch up

Speaking forcefully and fast-paced using terms such as will (not should), can (not try), and

sounding very certain of themselves
They seem to make things happen, take risks, and view problems as just another challenge.

Their office environment probably includes:

Planning calendars and project outlines displayed in their offices
Wall decorations include achievement awards (“#1 in the golf tournament)

Furniture is “executive” style and of the best available (or best they can afford)
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Probably many communication methods available because they want to stay in touch, solve

problems, and keep moving people ahead toward goals.

Strengths of this style include:
The ability to take charge of situations and make quick decisions are what often

make drivers high achievers.

They put a single-minded focus on the goals they want and are not afraid to take risks

to accomplish them.
Often confident and strong-willed and like to initiate, control, and serve as own motivator
Appear efficient, hardworking, results-oriented, and direct and to the point

Growth opportunities for this style include:
When feeling stressed, drivers can be so focused on getting things done quickly that they can

overlook details and make mistakes.

They may push aside their own and other's feelings to get the job done, which can create tense

situations with co-workers.
Because of their hard-driving, competitive nature, drivers can sometimes become workaholics.

Their failure to consider the feelings of others can drive off a lot of good employees from their

organization

Strategies for dealing with them:

Don't waste their time — get to the point and be efficient
Allow them to build their own structure when possible
Give them choices between options and probabilities — allows them to be ‘in charge’

They measure value by results — show them how your product achieves results
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The Expressive Style

If the description of an Expressive is “often excitable, fun-loving, and talkative; loves
an audience and applause or recognition may be a cherished reward”, then the late

Robin Williams was the perfect example.

Expressives are motivated by recognition, approval and prestige. They are very

communicative and approachable, while freely sharing their feelings and thoughts.
They move quickly, continually excited about the next big idea, but they often don’t commit to specific
plans or see things through to completion. They are better with strategy than the tactics needed for

execution. Like drivers, they enjoy taking risks.

When making decisions, they tend to place more stock in the opinions of prominent or successful people
than in logic or research. Though they consider relationships important, the Expressive’s competitive
nature leads them to seek quieter friends who are supportive of their dreams and ideas, often making

relationships shallow or short-lived.

Phrases like these are often heard when describing Expressives:

Appear to be risk-takers, competitive, and spirited

Often futuristic, creative, and inspirational

They are out-going, spontaneous, persuasive, gregarious, and humorous

The see the “big picture” but don’t care much for the details

Their approach toward projects may be, “Ready, FIRE, aim!”

They think quickly and are more solution than process (like analyticals are) focused
Their office environment probably includes:

Pictures that shout “look at me” such as with celebrities, unique locations (The Golden Gate
Bridge), or exciting events such as skydiving. (The Driver’s pictures would should competition or
achievement like #1 in the golf tournament. The Expressive’s would be ‘Here are the Governor
and | playing golf’.)

Bright colors
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Candid pictures of the family and their dog
Many different projects or topics that they are working on
Strengths of this style include:
Their lively nature allows them to motivate and generate excitement in others.

They work at a fast pace and are good at building alliances and relationships to accomplish
their goals.

They are well suited for high-profile positions that require them to make public presentations,
such as trainers, actors, salespeople, and so on.

Like to share dreams and may stimulate creative exchange of ideas
Growth opportunities for this style include:

When upset, they can often communicate their feelings with considerable intensity, and if
criticized, they may lash out with a verbal attack.

They may seem overwhelming to less assertive styles, because when they're enthusiastic
about an idea, they press for a decision and may overlook important details.

They may need to stay with a project longer than just the initial start-up phase to make sure
everyone understands the concept

Rely less on intuition at times and dig for more facts
Strategies for working with them:
Start by focusing on generalities rather than on details.
They usually respond well to playful people who focus on the big picture.
It's important to make direct eye contact, having energetic and fast-paced speech,

Be sure to allow time in the meeting for socializing, talking about experiences, people, and
opinions, in addition to the facts

Ask about their intuitive sense of things will help
Support your ideas with testimonials from people whom they know and like

Paraphrase any agreements made and maintain a balance between fun and reaching objectives
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If you had a large project, the four styles would broadly work like this:

o e
RE _/' ﬁw - The expressive dreamer designs it and lays it all out

The take-charge driver leads it and makes it happen

The amiable team builder keeps the workforce together

The analytical data manager maintains the records and documents

BACKUP STYLE

Many people, when under stress, usually revert to their “backup style” of behavior.

For example, back on page 17, you learned that people fall into two broad categories of

assertiveness: more or less assertive. The more assertive types are the Drivers and Expressives;

the less assertive one are the Amiables and Analyticals.
Under stress, people will become more of whichever assertive styles they are.

The Drivers become more demanding (their controlling trait);
Expressives attack verbally (their verbal and quick thinking abilities);

Amiables give in and put their personal feelings aside because maintaining the

relationship is important;

Analyticals withdraw into a shell avoiding the situation.

How is knowing this useful for making it easier for people to work with you?
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Working Style Flexibility

Earlier, we indicated that four distinct styles means that 25% of the

world’s working styles is like ours (we do not include ethnic, religious,

;

effectively from 1-in-4 to perhaps 1-in-2 or 1-in-1 depending on our skills. The greater our attempt to

geographic, etc. factors but rather the basic working style as we have 3 @
used in this course) and 75% is different. 3‘

This means if we can find a way to approach the other person in a way

’7_*15&\‘ D

most like their working style, we increase the odds we can communicate

see the world through their eyes will make them like to work more with us.

Suppose you were an Analytical (Mr. Spock) having to deal with an Expressive (Robin Williams). From

our guidelines on dealing with the various working styles, here are some of the strategies to use when

working with them.

The Client as an Expressive You as an Analytical

Start by focusing on generalities rather Meet their need for data by providing

than on details. charts, graphs, warranties, or statistics.

They usually respond well to playful people Always check your data first because they

who focus on the big picture. will

. . Support their principles and thinking;
It's important to make direct eye contact, bp P P 9

having energetic and fast-paced speech provide evidence and service; and answers

that explain HOW as often as possible.

Support your ideas with testimonials from

people whom they know and like When explaining something, proceed in a

logical sequence and do not make any

leaps of logic.
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Can you see what a disaster it would be to use the Analytical approach of providing a lot of data and
statistics first when an Expressive just wants generalities? Or when the Expressive just wants the “big
picture” and the Analytical insists on the logical sequence without making any leaps of logic?
Flexibility means that “you temporarily adapt so you can be successful in the encounter”; it does not

mean becoming the other style.

The most successful fishermen look at the world from the perspective of the fish.
They ask, “What kind of water conditions, visibility, temperature, depth, and light is best?
What about time of day? Which is best, incoming,

outgoing, slack, or flood tide? What is their favorite bait?”

The more they can “become the fish”, the

more they will catch.

RE /I=EW

Think of someone with whom you work and identify their working style.

What clues do you notice?

Based on those clues, what is their probable working style?

How should you approach them?

What is your working style?

What potential conflicts are there between your style and theirs?

What will you do to avoid these conflicts?
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DETERMINING VALUE

What or who determines the “value” of an object?
Each side decides for themselves what the value is to
them. Remember, both sides may not share the same
idea of the object’s value or value may not always mean

money. You will see why in a few minutes.

What or who determines the “price” of something?

There are two opposing views of price: the “selling” price

and the “buying” price. Each side decides for themselves
what they are willing to pay for something or what they are willing to sell it for. Remember,

price may not always mean money. You will see why in a few minutes.

Could the value and the price of an object be widely different? Yes
How? Why would we ask that question in a negotiating course?

Suppose you were having a garage sale trying to clear out some of the objects your family has
been accumulating for the past 30 years. One of the items is the family piano on which your
mother taught you to play simple songs. Later, you taught your children to play those songs on
the same piano. That old piano has many treasured memories for you. You have a written
appraisal stating the value is 5750 and that is on the piano for customers to see.

Two people are looking at it. One is the local antique
dealer (you see the sign on his truck in your driveway)
and the other is a young mother with a five-year-old
child with her.

The antique dealer has been trying to get your price
down by pointing out the scratches on its legs (where
your puppy once scratched it trying to get your attention
when your grandmother was teaching you a song).

The young mother is watching her child trying to pick out
notes on the keyboard as she tells you they want to get
her piano lessons someday but just can’t afford the cost
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of a piano and lessons right now.

Do you think the seller, the antique dealer, and young mother all have the same concept of the

piano’s price and its value?

Who do you think would ‘value’ the piano more: the antique dealer who is looking for an

object to sell for a profit or the young mother looking to find a way to help her child

learn about music?

Would they value it in the same way?

Do you think the price would be the same to both prospective buyers?

Do you think part of the “price” to the young mother may be ‘take care of it and let it

give your family great memories like it did for ours’?

Can you see now why price and value many be different from each perspective ?

How would you determine the value of these?

A used car for your child
who is a new driver

OBJECT

METHOD OF DETERMINING VALUE ‘

A math tutor for your

child

New shoes

Your free-lance work
using a skill you have

A new TV for your home

The tricycle your grown
child used to ride. You
are puttingitinto a
garage sale.
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Positions vs. Interests

There is a house for sale (by owner) in a neighborhood
where you have wanted to live and you are looking to

move into that area.

Here are two possible scenarios that could occur which

will demonstrate the difference between negotiating

from positions or from interests.

Positions are the visible facts about the deal such as price, delivery date, quantities, terms and
conditions of the sale. Interests are the invisible or unstated reasons behind the positions. Another way

of looking at this is positions are the WHAT, interests are the WHY.

If you take time to find out as much as you can about the invisible reasons behind their pricing, delivery
dates, quantities, and terms and conditions, you may be able to offer alternative options that will still
satisfy them and allow them to be more flexible on their positions.

NEGOTIATION #1

A Focus on POSITION

Your Comments ‘ The Owner’s Comments ‘
How many bedrooms and baths? 3 bedrooms and 2 baths
How old is it? Itis 13 years old.
How much are you asking? $195,000
We wouldn’t want to pay more than That’s your choice but it won’t be enough for this
$175,000. house!
Maybe we could go to $180,000. I might consider $190,000.
| wouldn’t go much higher! | won’t go much lower!

At this point it may break off entirely or antagonisms begin to develop because one side starts
thinking the other side is trying to take advantage of them. The relationship turns into a competition

and becomes personal about whether one side can persuade the other to give in.

The chance of a successful negotiation (see our definition on page 8) becomes very slim.
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NEGOTIATION #2

A Focus on INTERESTS

We have highlighted the interest-focus comments in blue.

The strategy behind the interest-focused comments is in green.

Your Comments

This looks like a very nice house you have. May |
ask why you want to sell?

The Owner’s Comments ‘

It has been a great house for us but | have been
relocated and we are trying to sell here and get
settled there before school starts.

How many bedrooms and baths?

3 bedrooms and 2 baths

How old is it?

Itis 13 years old.

How much are you asking?

$195,000

I’'m sure it’s worth every bit of that and you’ll
eventually (you’re commenting favorably here
and also reminding him that it may take a while
to sell which conflicts with their interests of
relocating in time for the start of school) find a
buyer.

However, if it were a little less, we would be
very interested in it and it may help you get on
with getting your family moved and settled

before school starts in your new neighborhood.

(You’re saying, ”"help me help you get out of
here by lowering the price”)

Well, our interest is more about getting on with
our lives than staying here hoping the right buyer
shows up. (If you can help us achieve our interest,
maybe the position on price can soften.)

How much less would it have to be for you to be
interested? (By asking “how much less” and not
specifying a lower price, there’s a chance the buyer
would offer more than the lower price the seller
names.

It’s wise to let the other side throw out a number
they’re comfortable with. Of course, it will be
lower than what they would be willing to do, but
this is a back-and-forth discussion.)

We wouldn’t want to pay more than $175,000
but we have excellent credit (saying this assures
them the deal will go through if they can find a
mutually satisfactory price) and my lender has
already approved us to this amount and
assured us it would go through quickly! (The
interest of the seller is closing quickly and
getting resettled in time for the new school.)

That’s a lot below what we were thinking. | guess |
can come down a little if it closed quickly but |
really couldn’t go below $185,000.

Maybe we could get up to $185,000 if the
appraisal supports that much. (This is
something out of our hands that neither side
controls meaning that neither has an advantage
over the other.)

If it’s more, it’s still $185,000 and if it’s less, the
price will match the appraisal if we agree to buy
it.

That sounds fair. It’s a deal! (We have each
indicated our interests and can let the appraisal by
a disinterested third party determine the selling
price. We are each satisfied with the outcome.)
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In this example, the buyers have already done their homework by looking at real estate listings in this
area to get a feel for the market value of the house. Although the market value and final sales price
aren’t directly tied together, it will give them a feeling of whether they can afford to be looking in this

area. Also, this means they do not have to start with the position (price).

Once they know they can afford it, they talk with a lender to get an approved limit so they can speed the

paperwork afterwards in case they find a seller that wants to move quickly.

By asking the seller why he/she wants to sell, they are trying to determine the interests behind the
price. If the seller had said, “Our family has grown and we’re looking for a smaller house”, they may not
be as much in a hurry to sell as the relocaters who have a “ticking clock” as the start of school in the new

neighborhood is getting closer every day and be firmer in their pricing.

Since they took time to determine the sellers’ interest of getting to their next neighborhood in time for
their children to get registered for school, they were able to touch those interests (words in bold blue)

by making the statements they did.

This also gave the seller a graceful way to reduce the price to speed the sale without appearing to be

“beaten down” by an aggressive buyer.

The more time spent trying to identify the other person’s interests behind the deal will give you more

opportunities to present various options that may appeal to the seller.

Here is another situation that should help you understand the different between positions and interests.

You are a department manager who had a key project leader
go on leave and will be out for the next 8 weeks. The
executive sponsor for an important department project just
told you that it has changed from a “hold” status (why the
former project leader was able to take leave) to “active” and

she wants it ready for implementation ASAP.
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As the manager, you have met a consultant that you believe could do the job and want to call her/him in

to negotiate a contract for this project.

This is confidential information known to you, the MANAGER:
You can only spend 510,000 and do not want to “borrow” against any other accounts or projects

you have planned. You have a 6-week deadline on this project.

You would like to get it back in 4 weeks in case it needs rework before the deadline. It would be
nice to have a reliable resource like this consultant you can count on for unexpected events just
like this. It would be good to see how they work on a small project like this before you consider

them for larger ones.

The consultant likes the manager and thinks he/she would enjoy working there. This is the
CONSULTANT’S confidential information:
You normally charge 520,000 per month and do not have anything else planned for that month.
It would be great to “get your foot in the door” with this company but do not want to appear too
anxious. You fear that going below your normal rate will set a dangerous precedent that will

keep future billings here lower than you would like.

It will take about 511,250 worth of expenses to complete the project and you want to make at

least 8,000 of clear profit.
A Focus on POSITIONS

Department Manager Consultant

| have a short term project in your specialty that | | Yes, I'm available and can do that for you. My
need completed in one month. (The project is monthly rate is $20,000

described to the consultant.) Are you available
and how much do you charge?

I’'m sorry but $20,000 is way beyond what | have | may be able to come down a little but certainly
available? | only have $9,000. Will you take any not that far.
less?

The discussion becomes a ‘give and take’ as each side tugs on that $20,000 amount. The manager is
trying to pull it down and the consultant is trying to keep it up without looking like they’re giving in
too easily. They may or may not reach a satisfactory agreement.
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A Focus on INTERESTS

Department Manager Consultant
| have a short term project in your specialty Yes, I’'m available and can do that for you. My
that | need completed in one month. (The monthly rate is $20,000
project is described to the consultant.) Are
you available and how much do you charge?
I’'m sorry but $20,000 is way beyond what | Well, there will be a significant amount of

have available? I'm not judging the price point, | expenses doing this project in relation to

just need to understand it better. Can you help | duplication, administrative support, leasing some

me understand what all goes into that specialized equipment, and of course, there’s the
amount? (The invisible reasons behind the profit | need to stay in business.
position.)

| don’t want to know what your profit is but if | Yes, let me look at it a little more but | think that
there is a way we can provide the duplication | will work.

and administrative support you need plus
allow you to use our equipment, would that
reduce your expenses, still allow for your
profit, and come within the $9,000 that | have

available?

The manager has been able to get what he/she needs by taking time to find out the invisible reasons

behind the position (price).

If they had started with the position (price), they may have never gotten off of it. By focusing on

interests, a lot of alternative options become apparent and each ends up with what they want.

If the consultant can end up with the amount of profit they need by allowing the client to provide all the
support services, is there any reason to insist on more money so they, in turn, can hire subcontractors as

support?
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How would you define the POSITION in a negotiation?

How would you define the INTEREST in a negotiation?

Which element (position or interest) do you think has the greatest influence on a successful outcome?

Why?
INTEREST because there may be many invisible reasons bundled together in determining the
price of something (or whatever position you are negotiating). The more that you know about
the reasons behind the position means you have that many more chances to find alternative

solutions that will be just as satisfactory.

If you do not inquire about interests and only focus on position, you will immediately become

involved in a ‘push-pull’ contest with little chance of a successful negotiation.

Which element (position or interest) do you think people focus on primarily in a negotiation? Why?

POSITION because it is visible as they tell you what it is. It does not require the intellectual
energy required to inquire about the interests behind the position (price, delivery date,

guantities, terms and conditions, etc.)
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The Secret of “WIIFT*”

“*\WHAT’S IN IT FOR THEM”

How does the question, “What’s in it for them?”
relate to our previous comments about interests vs.

positions?

This gets you thinking about their possible interests

behind their position. It helps you ask, “If | were in

their place, why would | want to have that position?

Are there ways | can help them meet their interests while helping me gain what | want, too?”

Why would it be useful for you to make that connection before you start negotiations?

“When your employees get what they want, you’ll get what you want!” That is from Zig Ziglar,

(www.zigziglar.com) a famous motivational speaker.

How would his statement about dealing effectively with employees help you become a successful
negotiator?
Keep this thought in your mind as you enter the negotiation: “How can | make it easy for them

to help me get what | want?”
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The Conscious and Sub-Conscious Strategy

Position vs. Interests

The CONSCIiOUS (position) strategy deals with the issue at hand. It

may be getting the new car, the rental lease, the new contract, etc.

It is the “WHAT WE WANT” issue.

The sub-conscious (interests) strategy deals with

how we conduct the negotiations by focusing on interests
behind positions. It helps us determine if we will be “soft”
or “hard” to deal with seeking “total victory” or “mutual

satisfaction”.

It is the “WHY WE WANT IT” issue.

“A WISE NEGOTIATOR WILL ADDRESS THE SUB-CONSCIOUS STRATEGY
(interests) FIRST BEFORE FOCUSING ON THE CONSCIOUS (positions).”

Do you think that statement above is true? Why?

How can you get the other person to focus on that with you?
You can try to help them see that you are trying to help them get what they want. All you need

is for them to help you get what you need.

It is something like saying, “I can provide the outcomes you want but have to do it MY WAY. If
you insist on getting the results you want by getting them YOUR WAY, we may not be able to

solve this.”

@Richard Grimes, 2022 38




Project Negotiation Skills: Strategy and Tactics — K10-005

Suppose you are negotiating with a potential vendor and you want to understand what may be some of

their interests before you start getting into positions (prices, delivery dates, quantities, etc.)

You could ask them to describe what an ideal relationship with a project client would be like. They may
say something like:
| want to get paid promptly without having to send reminder notices
| want to be treated as though | am entitled to a reasonable profit and not trying to take
advantage of the client
| want to be seen as a valuable resource that can help the client be successful — not just a
commodity to be abused and discarded when they are finished with me.
| would like to have them act as a reference for me as | look for more business.
| would like us to resolve issues by trusting each other to find a mutually satisfactory solution

and not have to keep falling back on the contract and threatening to bring the lawyers into it.

As a potential client, they now may be willing to hear you describe what your ‘wish list” of an ideal
relationship with a vendor would look like.

List here a few things that would be on your “wish list” when dealing with a project vendor.

Ll S

Then you could suggest, “If there were a way for each of us to achieve our interests, what do you think it

would cost?” (The position reference)

An approach like this may help you meet each other’s’ interests and agree on a reduced position of

price, delivery date, terms and conditions, etc.
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YOUR CONSCIOUS AND SUB-CONSCIOUS STRATEGIES

(More Position vs. Interests)

Think of a time when you were in high school and wanted a special someone to go out with you.

What conscious strategy did you use? (This is the “who” you want to go out with)

What sub-conscious strategy did you use? (This is the “why” you want to go out with them)

Think about your concept of the “ideal job”. List some of its traits here:

Porl

Porl

Porl

Porl

Porl

Porl

IIIII

Please circle “P” (position) or “I” (interest) after each one. Based on the number of interests and
positions you have, how likely are you to find the ideal job? Why?
The more interests you have (a chance to develop, a chance to learn new things, a chance to

travel), the greater the chance of finding a satisfying job.

The more positions (such as salary, title, and work location), the lower the chance you will find

the specific combination you are looking for.

How does this question relate to talking with applicants for a job you have available on the project?

What questions would you ask to help an applicant focus on their interests instead of their positions?

What are typical positions that applicants take about a project job?
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A Non-Confrontational Strategy

Focus on the “what’s-in-it-for-both-of-us” as much as possible by considering the merits that both sides

can agree on in these areas: people and problems; positions vs. interests; and external references.

PEOPLE AND PROBLEMS

Separate the people from the problem as much as possible. The problem is bothering US; it is not WE

bothering each other.

Project Manager to HR: “That employee you hired for us last month isn’t performing. Are you going to

help me get rid of him or do | need to take it higher?”

The WRONG Approach The RIGHT Approach

They focus on the personal battle Manager asks, “How can | help you
between them to see whether the help me get rid of this guy? What do
project manager can bully the HR rep you need from me?”

into doing what he/she wants.
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What Bugs You?

Ll

Many problems we have with people come from our unique
MEANINGLESS JARGON
Q@KEN HERE reaction to something they have said or done which bothers us
out of proportion to how others may react to the same thing.
. What are some “pet peeves” of yours that irritate you all out of

proportion to how others may react to that same behavior?

Why would we spend time identifying these behaviors?

If you aren’t aware of your ‘pet peeves’, you won'’t be able to control them during a negotiation
if one suddenly appears. (For example, suppose you are a young female and an older male says
the word ‘Honey’ in a response. You know that you absolutely HATE when anyone talks down to
you. His saying, “Honey” may have been intentional or unintentional — especially if he’s from the

deep southern U.S. where that is part of their culture.

You must decide if it was intentional or not and if it was intentional, is it worth upsetting the
negotiation just so you can give him a piece of your mind? If you were not aware of this pet
peeve, you may not have given yourself the choice of deciding whether to blow up. You may do

it without thinking and destroy the negotiation.)

Also, if someone wants to upset you during a negotiation as a strategy to get you to do
something that isn’t in your best interests, they may intentionally do the very things that you

have taught them by blowing up will ‘push your

buttons’.

Oh, I'm SOTTY...

What is in it for you to identify these pet peeves?

How could a “pet peeve” of yours potentially damage your

chances for success?

Did the middle of my
sentence interrupt the
beginning nf_}murs?
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Positions vs. Interests

KINDS OF INTERESTS

Let’s explore the kinds of interests project negotiation participants may have.

Their interests can be:

“SHARED INTERESTS” = we both want that same item.

Example: The husband and wife each think a recliner would be good to have in the family room.

“NON-CONFLICTING” = one side wants something and the other side
does not care one way or the other.
Example: The wife wants a beige recliner to match the carpet

while the husband does not care what color it is.

“CONFLICTING” = if you get your interest, | cannot get mine.

Example: The husband wants a recliner, his wife wants a new

carpet, but they cannot afford both.

What would be examples of these interests when a couple is planning a vacation?

SHARED ‘ NON-CONFLICTING ‘ CONFLICTING
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More about Kinds of Interests

Think of the 3 kinds of interests in a graph like this:

If there is a way you can discover
their interests and tell them about
yours before you get down to
discussing positions, you may Non-
discover that you have more Shared Conflicting

shared interests or non- Interests

Interests

conflicting interests than you

realized.

As shared and non-conflicting
interests expand, conflicting Conflicting

interests must contract! Interests

N\

Non-

Shared
are Conflicting

Interests
Interests

Conflicting

Interests
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External References

Negotiators can reduce the potential of conflict by suggesting the use

of some external reference that neither of you can influence.

—
—3

Suppose that you wanted to buy a used car. What could you use to

determine a fair value that neither you nor the salesman could

influence? (The ‘Kelly Blue Book’ or the NADA Value guide)

What kind of external reference could you use when negotiating these issues?

This issue ‘ Use these EXTERNAL references ‘

Trying to determine a fair price for | (We used an external reference for the property appraisal

a house you want to buy. back in an example earlier on page 32)

Trying to determine an employee’s
performance goals for the
upcoming period.

Getting temporary help from
another department for an
unexpected workload.

Getting a fair price for a rocking
chair at a craft fair.

For example, if you can base the price of the house you are buying from an owner on the appraisal value
+ a small markup; you have instantly removed a major obstacle to the negotiation because the appraisal
(an external reference) is done by someone who has no stake in the outcome of your negotiation:

therefore, each side can trust them!

Always look for external references that could apply to your negotiation BEFORE YOU BEGIN THE
NEGOTIATION.
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Your Pre-Negotiation Planning

“Asking for the moon and the stars”
Wants AND needs are bundled here.

Wants — the “frosting on the cake”
that would be nice to have also but
isn’t essential if other desirable

. Your preparing allows you to quickly
elements are still present.

brush aside the list of superfluous
WANTS and begin talking about their

Needs — the things that the seller NEEDS.

must have. There is usually a priority
among the needs. This means they
may be willing to rethink a few less
important needs as the negotiation
inches closer to their threshold and
decision point: “Do | walk away or
accept?”

If you know something about their
limitations or interests (must meet a
closing date or something that may
pressure them to act), you can
reduce their list of needs even lower.

Imagine that you are going to negotiate with the character behind the wall. Picture your pre-negotiation

planning like this. You’ll enter the negotiation from the left side.

At first, they want everything their way. Do not be offended, you are probably asking for everything
initially, too. After all, if you never ask, you'll never get. At some point, you will sense them beginning to

“dig in” and becoming less willing to reduce their needs or give up anything.

This is the signal that you are meeting their resistance threshold (the brick wall in the diagram above)

and are close to their decision point of either giving in or walking away.

Now let’s take the opposite approach where YOU are behind the brick wall and know you’re going into a
negotiation soon. The brick wall is your resistance threshold where you start pushing back as they near
your pre-determined limit. This gives you a chance to warn them (verbally, gestures, or body language)
they are getting close to having you walk away if they do not stop pushing. (See page 56 for more on

“walking away”.)
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If you know your WALKAWAY POINT before you start negotiating, you can gracefully say, “I’'m sorry but |

can’t go any farther” and break off the negotiation. You will not always be able to achieve a successful
outcome to your negotiation but you do always want to preserve the relationship so you can come back
and negotiate again in the future about something else. This way, you will not have regrets and kick

yourself later for giving away more than you intended.

f You NEVER want to decide on a walk-away point DURING THE NEGOTIATION! This is
not a “figure-it-out-as-you-go” situation. If you allow yourself to go below your “walk
WARNING

away” point, you will always have second thoughts, think less of yourself, and

develop a reputation as a weak negotiator. These are NOT career enhancing traits

Example: Your family has 2 adults and three children under 12 years old. You need transportation for
around town and your annual out of state trip to each set of grandparents during the holidays that live
750 miles away. This must last at least four years until your oldest (may) get her own car.

Limits: Your budget allows $1,000 down and not more than $250/month payments.

Needs: Safety (4 stars on gov’t crash test), comfort, A/C & automatic transmission, reliability (Consumer
Reports “good” rating minimum), favorable insurance rating, and fuel economy (min. 22 mpg city) are
your descending priorities.

Wants: Leather seats, CD changer, sunroof, deluxe trim option, and power everything.

Your negotiation strategy would look like this

e _e2e “« . '\

Your initial “asking for the |
moon and the stars” opening
and look at an upscale vehicle. Since the price

) of the “moon The price is still
Needs: Safety (4 stars on gov't and Stars” higher than your
crash test), comfort, A/C & opening is FIRM BUDGET
reliability (Consumer Reports pre-determined the must-have
“good” rating minimum), budget AND items, so you drop
favorable insurance rating, and YOU'RE the two least
fuel economy (min. 22 mpg city)  HoLDING TOIT, important
are your descending priorities. you now focus (insurance rating

on the Needs and fuel economy)

Wants: Leather seats, CD _ and start looking and can now buy
changer, sunroof, deluxe trim at a different the third vehicle
option, and power everything vehicle. you look at.

The brick wall is the walkaway point you established BEFORE GOING TO THE CAR LOT as a combination of
budget and minimum safety requirements. In your mind, if you could not get these conditions in a vehicle,
you would walk away.
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PRE-NEGOTIATION WORKSHEET

Use this worksheet before you start negotiations to help you get a firmer understanding of the entire

situation. Remember, once you have started the negotiations, it is too late to prepare!

DEVELOPING YOUR PROJECT NEGOTIATING STRATEGY

1. | Describe the issue you want to resolve:

2. | List common interests you think you share with the other side:

3. | List options that you can suggest based on the common interests:

4. | Listinterests that may be non-conflicting between the two sides:

5. | List interests that may be conflicting between the two sides:

6. | List any external references that can be used to reduce potential conflict:

7. | What possible consequences are there for the other side in not reaching an agreement?

How will you make the other side aware that you know about these consequences?

8. | What are possible consequences for you in not reaching an agreement?

Do you think the other side knows about this?

9. | What is the least you will be satisfied with?

10. | What is your range of possible offers?
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PRACTICE ACTIVITY

Definitions

“Needs and Wants” as everything you could ask for in this situation

“Least you will be satisfied with” as the minimum you must have to still feel it is a satisfactory
result and you do not start beating yourself up for not getting more.

“Wants” are anything between the extremes of ‘Needs and Wants’ and “Least you will be

satisfied with”.

Fill in these questions for an actual position that you are (or a manager would be) trying to fill where you

work.

Identify the position: What is the salary range?

What common interests do you think you and the prospective employee share?

What non-conflicting interests do you think there could be?

What conflicting interests do you think there could be?
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What options could you offer that would tie to their interests?
4,

What could be the most ‘needs + wants’ of theirs that are you willing to meet?
5.

What is the least (about them) that will satisfy you?
6.

Nl

For your piece of mind, NEVER tell anyone what you paid for your new car, boat, house, etc. if they ask
because, regardless of how happy you are about the great deal you got, they will always say, “Gee, my

'II

cousin (uncle, father, sister, or friend) could have gotten you a better deal!” and that will destroy any

pleasure that you had in getting the deal.

Simply smile and say, “l got a great deal” or “I’'m very happy with this car” or anything to avoid the
specific answer. Remember, if you give them a way to burst your bubble, they will even though it may

be without any specific intent to hurt your feelings. It almost always happens!
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The Power of Pause

If things start going too fast and you are getting too emotional,
do not hesitate to call “time out”, pause the negotiation, and

take a break for a few minutes (or until tomorrow).

Remember, a successful negotiation (page 8) cannot occur if

one of the parties involved feels he or she is being pressured

into a decision.

Never hesitate to take a break and review your pre-
negotiation homework so you can reaffirm to yourself

your limits.

mw information comes out that you did not
have before the negotiation began, you should
stop and evaluate the new situation.
Failure to do this may result in your getting less

than you need for a successful outcome.

N
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CONCEDING WITH STYLE

If you must make a concession, you can convey how important it is to you (or make them think it is

important) with a pause before making the concession.

The pause is very important because;

It gives the other party a feeling they have gained something of

L

value.
It makes you look thoughtful and deliberate.
Failure to pause and conceding too quickly may make the other

party think they have not asked for enough and keep asking for

more.

Act as though conceding was not your first choice of behavior, but for the good of the deal, you are

willing to give in for this.

It is an excellent way to build good will at a low price if what they are asking for really does not mean

much to you. (But of course, your behavior makes it look to them that it really was important to you!)

An important point to mention here is the word “concede” implies giving away something
because you’re in a weakened position. Don’t use the word in your negotiations; instead use

“trade” because it implies an exchange of things with equal values.

If | suggest that you “concede” a lower price, you may not like the idea of giving in to me and

refuse to budge even though you really want the sale.

But if | said, “If you’ll trade a lower price for a sale, I'll take it right now”, there’s a better chance

that the introduction of a “trade” is easier to do than making a concession.
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Love, Lust, and Losing

“Don’t let them see you want it because they will not budge from the price,” is the typical advice from

people who have had a bad experience buying a car.
This is not always true. It may (not will) depend on the situation.

If you are looking for a new car and
demonstrate through your words and
actions that you are absolutely LUSTING
after the new super XZ 450 turbo sports

car, it is unlikely (but not guaranteed) the

sales person will come down much on the

retail price.

He may want to find out if you want it badly enough to pay full price. You probably (not guaranteed) will

lose any chance to negotiate a better price.

However, if you are thinking of buying an object a craftsman
has made, your demonstrated appreciation of the time, talent,
and effort that went into making it may (but not guarantee)

help you get a better price.

Expressing admiration may be part of the “payment” in the
eyes of the craftsman and he may be willing to come down on

the opening price.

Also, it may indicate to him that you will take care of his creation and “give it a good home”. (The good

home aspect of the deal may be one of his interests that must be met before he will sell at any price.)
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The Art of Asking Questions

Getting the Facts

It is important to establish some rapport with the seller and ask questions to learn more about the

object of your attention. Here are some examples.

Use the five “Ws” that reporters use.
Who painted this?
What are the actual dimensions of the lot?
Where was this originally made?

When was this made?

Why does it have to be the green one and not the brown one?

Getting Opinions from Others
Some examples of getting opinions that we use every day:
What do you think about this paint job?

Is the lot big enough?

.
6.

Where do you think this is from?
Does it look very old?

Do you think the green one is nicer than the brown one?

Guiding the Negotiation with Open-Ended Questions

What do you like best about this product?
How did that make you feel?
What other requirements do you have that we need to meet?

Where do you see yourself using this most?
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Some Negotiating Strategies

Rarely will a negotiation go exactly as both sides would like. Inevitably, one of the participants will have

a little more experience, or a stronger desire to reach a particular outcome, or be better prepared, etc.

In the very real likelihood that it does not progress exactly as you think it should, here are five strategies

that you can use or at least recognize when the other side is using them.

The best advice to improve your negotiating skills
is to remember, “Perfect practice makes

perfect”! The more you try, the better you will

become.
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STRATEGY #1 - KENNY ROGERS’ ADVICE

“You gotta know when to hold ‘em,
Know when to fold ‘em,
Know when to walk away,
And know when to run!”

(Kenny Rogers, “The Gambler”)

Preparation before you start negotiating helps you know all these things!
1. “Know when to hold ‘em”
You have done your pre-negotiation homework well and know:
The value of what you are negotiating for.
Your resistance threshold — see page 46. (The point at which you start pushing back because it is
approaching your limit. You still have some room for flexibility but not much.)
Your negotiation limits.
The options you would be willing to consider. (Plan B, Plan C, Plan D, etc.)
(Or strongly suspect) your opponent’s intangible interests.
You have other choices if this does not work out. (This is not the only game in town.)
That you are willing to walk away if the deal would require you to exceed your negotiation
limits.
2. “Know when to fold ‘em”
You have done your preparation (#1 above) and know:
You have reached your negotiation limits.
The other person is not willing to move from his or her opening position.
You would have to concede too much to close the deal and would, in the long run, not be
satisfied with it.

3. “Know when to walk away, and know when to run” (See #2 above.)
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STRATEGY #2 - STALLING FOR “HIGHER AUTHORITY”

(Also called “The Invisible Partner”)

Q Sometimes you need to take a break in the
negotiations to review the whole process,
consider other alternatives, settle your nerves, or

to calm yourself down again.

You can say, “I'll need to check with my boss (or

9 9 9 o v o
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my partner — even if you don’t have one - the
owner, the renter, the mechanic; just anyone that sounds reasonable who is not there) before | can go

any farther. Let’'s meet again at (time and place) to continue.”

If someone does this to you, insist on getting an exact time and date when you will resume.

(If you are feeling particularly feisty, ask to meet the “invisible partner” so you can pay your respects

only, not to negotiate!

WAIT!! What will be your reply if the other side wants to pay their respects to your “invisible

partner”?)
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STRATEGY #3 - Goob Cor — BAD CoP

You have seen the television shows where the suspect is
interrogated roughly by the “bad cop” and does not admit to

anything.

The bad cop is fed up and threatens the suspect only to have the
“good cop” step in and “save” the suspect. He suggests the bad cop go and get a cup of coffee while he
and the suspect talk a little. Soon, the suspect is talking freely with his “new friend” and inadvertently
gives up vital information that sends him to jail. The two cops, of course, were working together all

along.

Sometimes negotiators for one side will do that same game. One will seem totally focused on their
tangible position and not budge an inch. His buddy will say something like, “Come on, can’t you see she
(you) is trying to work with us? Why don’t you get a cup of coffee and let her and | talk a little. Maybe

we can salvage something from this.”

Be careful! Your relief at finally having someone reasonable to work with may cause you to give up some

information or concede something that really was important to you.

Always go back and review your situation while humming the chorus from The Gambler (page 56) to

yourself.

Be sure you have prepared so well that you have no doubt about
“when to hold ‘em,

when to fold ‘em,

when to walk away,

and when to run”!
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STRATEGY #4 - SPLIT THE DIFFERENCE

When the negotiations have stalled, the other side may suggest, “Why

don’t we split the difference, and be done?” % >

While it may sounds like a reasonable thing to do and you are very tempted -
T S

to say, “Yes”, there is a danger awaiting you.

WHAT SPLIT PROPORTIONS DO THEY MEAN?

Although you may assume it will be halfway between your positions and become a 50%-50% equal

sharing, they may have meant 60-40 with you being on the short side!

Always verify the proportions before you agree! Otherwise, you could be very sorry.
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STRATEGY #5 - REALITY CHECK

Sometimes it may be necessary to give the other side a peek at reality to get them to budge from their
position. This “reality check” is actually an appeal to their interests as you are trying to help them see

they are better off working with you than against you.

For example, your teenage son who is a driver (and still lives at home) may be a little slow cleaning up
his room as you have asked several times. Instead of asking again, you may say
something like, “Let me put it this way: give me your car keys. I’ll hang on to

them until I like the way your room looks.”

Another typical use is when you are negotiating with a peer and both of you
report (ultimately) to the same boss. You could say, “You know, Fred, we really
don’t want the Boss to know we couldn’t settle this between us! If he/she gets

into it, we lose all control over the outcome!”

The reality check here is your message between the lines saying, “Fred, if we can’t work this out, | won’t
have a problem escalating it to the Boss. Even though | may not get all of what | want, I’'m sure you

won’t either!”

What reality checks can you inject into these situations to help the other side budge your way?
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Closing the Agreement

“It ain’t over until the fat lady sings!”

-New York Mets Manager and Baseball Hall of Fame Catcher
Yogi Berra when asked by a reporter for his opinion about an

opera currently playing on Broadway in 1969

Your negotiation is not complete until both sides have agreed on issues like these:
What will happen?
Who else is involved?
When it will happen?
Who does what?
Who pays how much and when if money is involved?
A confirmation that we both understand the same thing with a written contract if anything of

value is involved or a tangible review if nothing of value is involved

(Note: This is not a legal definition of what is necessary! It is only “thought starters” for this course.)
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SOME CLOSING STRATEGIES

The best way always to close the deal is just ASK! This is not the time to be vague!

“If these terms are acceptable to you, please sign here!”

“If we haven’t left anything out, are you ready to sign?”

Closing Strategy #1 - Linking One Final Concession

The “If, then” approach

If either side (or both) still has a point that cannot be given up so the deal can close, look back over the
whole proposal. Try to find a place where one side did not get everything they wanted and link that to a

closing.

Suppose the client felt the monthly service checkup was a little too expensive and was using that to

avoid signing the contract.

You could offer, “If the service agreement on the copier also provided for one free service call within a
six-month period, then would you be willing to sign now?” You will have linked their hesitation about the

per-price call to a remedy that helps them feel they are getting more for their money.

Suppose you are selling a customized software package that has a purchase price of $20,000 and an
annual license/maintenance fee of $3,500. The manager you are dealing with understands the benefits

of the program and wants it for her department. She is willing to agree to a three-year contract.

You have also learned she has a $15,000 limit on what she can approve without higher authority. Also,
you are not sure about her ability to “sell” it to her manager who can approve the $20,000 cost of the

software. You could link her agreement to a lower price and a higher annual fee since the software
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company would prefer a lower price and a higher annual cash flow (the license/maintenance fee)

instead of a “no sale”.

You offer, “If we lower the purchase price to your approval limit of 515,000 and increase the annual

license/maintenance fee to 55,250 for three years, then will you sign it today?”

A REMINDER!
Never ask people to “concede” something
-' because that suggests they are giving in or

getting less in the deal.

Instead, suggest the parties involved “trade”

something with each other.
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Closing Strategy #2 - Assume the Deal and Offer Options

If you sense they may have trouble making a commitment by saying, “YES”, then assume their

agreement and offer them a choice of options or implementation.

Suppose you are interviewing an applicant that you would like to hire. You
have gone back-and-forth on the offering package and sense they are satisfied

with the offer but, for some reason, just can’t bring themselves to say ‘Yes’!

You can say, “Would you rather start on Monday the 3rd or the 10" ? Either one will get you into the pay

cycle starting on the 15™.”

You really do not care which day they pick but only that they do pick one because that means they have
agreed to your offer (at least in their minds.) As soon as they select one, you have closed the deal and

can mark on the hiring contract the start date and give it to them for signature.

/ p “We have to catch up on a lot of work this week. What night would you prefer to stay

‘—— late and help me do it?” (You don’t ask, “Do you want to work late?”)

“It’s time for a change of scenery. Where would you like to go for dinner tonight?”

(You do not ask, “Do you want to stay home tonight or go out to eat”.)

i

“Would you rather pick up your toys now or before you can go out to play?”

(You do not ask, “Do you want to pick up your toys?”)
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Closing Strategy #3 - Remind them of the Features and Benefits

Determine in advance the major features & benefits of your idea and present only the ones which will

have value to the interests of the person you are trying to persuade.

FEATURES are undeniable facts about the object such as its color, it has a V-8 engine, it requires 2 D-Cell

batteries, etc.

BENEFITS are what that feature means to the buyer. Be sure you select carefully the benefits that you
highlight.

For example, if you were selling SUVs, you would think twice before
making a point of mentioning a big, gas-guzzling V-8 engine (a
—‘ feature) as a benefit to a customer with bumper stickers on their car

supporting energy conservation.

WARNING

FEATURES BENEFITS

This new car features air conditioning. The benefit is you will ride cooler.

What are some features and benefits of working for your organization that you would

emphasize to an applicant you would like to hire?

What would determine WHICH features and benefits you would stress?
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Closing Strategy #4 — Welcome Resistance

Welcome resistance because it identifies what must be overcome for acceptance of ‘-

your idea! ‘ »

Ask for their reasons for resistance directly using indirect questions:

“What obstacles do you see that | may have overlooked?” (A direct question to them

phrased indirectly through your possible error.)

Ask for specifics instead of generalities for resistance:

ASK THEN LISTEN!

Listen without interrupting (not just hear) to their expression of resistance because:

They may answer their own objections
You may realize they do not really understand the situation and this gives you a chance to
clarify and possibly salvage your idea

They may lose some of their pent-up emotion by talking it out

They may hear themselves and realize their objection is actually petty

They may identify a problem that you missed which saves you embarrassment

They may be able to offer an alternative which will work and still be acceptable to them

As long as you get the result you want, do you really care about
{ the process leading to it as long as it’s legal and ethical?

M This is a chance to give in to their process ideas while retaining

é‘f\vﬂ your ultimate result.

Both sides are satisfied in this situation!
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Welcome their resistance because they are telling you what you must overcome for them to say yes!

In effect, they are saying, “If you can help me get past this obstacle, I’'m ready to act.”

Ask if they would agree if you could find a way around their objection:
V' “Would you be willing to try it if it cost less?”
0 If they say yes, then DON’T JUST THROW OUT SOME LOWER NUMBERS hoping you’ll
find one they like. Let them define it (remember...you don’t have to agree).
“I'd be willing to try it if it were four dollars less.” (If that’s acceptable to you, give it to
them at $4 less instead of you trying to guess what they would like.)

v “If I can find a way to get our people trained, would you be willing to do it this way?”

Ask for specifics instead of generalities for resistance:

v' “] can understand your saying it costs too much. Can you tell me how much too much?”

Reverse roles with them and ask for their solution:
v" “If this were your problem to solve, how would you solve it?” (If you can agree to their solution,
then do it! Remember, which is most important to you...that you get the result you want or the

result and the way you want it done?)

Ask them what they would require for agreement.
V' “What would be needed for your agreement?”
Then you can decide whether you want to give it. The benefit of doing this is that sometimes
people in negotiations don’t really know what they want before the negotiation started, they're

just waiting to see if they hear something from you they like.

Asking them to define what they would need switches the momentum from them to you. Now
the weight is on them to come up with something that would appeal to you (if they want to

complete the negotiation.)

If you are in a situation where they are not as anxious for a successful outcome as you are, this
may bring an end to the negotiations and show you that they just aren’t very interested in doing

the deal.
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Closing Strategy #5 — Trade Some Information

Offer to be the first to give a little information if they are willing to do so, too.

For example, you may say, “We seem to be stalled. If | share a little of my interests with you, would you

be willing to tell me a little about yours?”

You are making it clear before you say anything that you expect reciprocity. If they agree, then share a
little. If they don’t, you have not given up anything. Ideally, going back and forth as trust builds between

you may help you realize how each side can benefit.

Another benefit may be that as you share information, you discover that your interests are NOT

competing; you just THOUGHT they were because you were so focused on positions.

Here is an example that admittedly is a little extreme but makes the
point. Suppose both of you are food processing companies competing
in negotiations with a vendor for a limited supply of their product -

oranges.

Your bidding war is getting very expensive and each of you needs the entire supply of this particular kind
of orange. Before things get out of hand, you ask if the other will trade some information about your

interests.

They agree and you say, “We have a new food snack coming out and we need those orange rinds for
flavoring.” They smile and say, “We have a new food coming out, too, but we need the PULP and will

discard the rinds!”

Suddenly, you two are no longer competitors because your interests are different although you each
need the entire supply. Although this is a rare situation, please keep it in mind when you find yourself in

a bidding war and you ASSUME (not know) each side is after the same interest!
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Closing Strategy #6 — Try Multi-tasking

Many times we become focused on one position when we discover resistance and make the assumption
it is the most important issue TO BOTH SIDES. Then we begin to dig on our position while trying to push

the other off of theirs.

Try setting it aside for a moment and considering other potential interests the other side may have. For
example, if price becomes an issue, say, “Let’s set this aside temporarily and look at a delivery date (or

guantities, or something else that may be bound up in this.)"”

Multi-tasking may result in more options or variations that you originally thought existed. They may say,

“If you could delay taking delivery for a week, we could come down on the price a little bit.”
Suddenly, the big obstacle you THOUGHT you had becomes smaller as you discover there may be some

mix-and-match combinations of price, quantities, delivery dates, transportation, etc. that will allow both

of you to reach a satisfactory outcome.

Closing Strategy #7 - Back to Square #1

If you have to go back to the beginning, be sure you come up with fresh ideas, issues, concerns, trades,

etc. If not, you will end up exactly where you were before when you stalled.

“Insanity is doing things the way you always have and expecting different results.”

--Albert Einstein
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DIRTY TRICKS

Here are some typical dirty tricks used in negotiations and ways you can counter them.

DIRTY TRICK

They put you in a stressful or
distracting situation.

Sitting facing the sun, an unstable (or
too low) chair, a noisy background, etc.

THE COUNTER MOVE
Confront the behavior — not the person.
“I'll have to get out of the sun (find another chair, find a
quieter place) before | can concentrate on our negotiation.”

They take an extreme position.

(“We won’t settle for less than $X”
“You'll have to deliver it by the 1** of
the month or no deal.” They offer you
$100,000 for a house that is clearly
worth $175,000”)

Look for the rational behind the extreme position.

(“Why is SX the specific amount? Are there other factors
involved that force you to say $X? Are you not aware of what
property values are in this neighborhood? Help us
understand why you think we would agree to something like
that?)

Obvious Distortions

(“This car was only driven by a little old
lady who never went faster than 30
mph nor drove more than 3 miles at a
time.”)

Pretend belief but ask for verification.

(“You can imagine how surprised | am to find such a little-
used car. Do you have documentation that can help me
believe this isn’t a dream?”)

Quasi-authority
(“IIl have to take your offer to my boss
for final approval.”)

Clarify their authority first
(“Before we get into this, do you have authority to sign a final
agreement or are you collecting data for someone else?”)

Doubtful intentions

You are not sure of their intent to
comply with the decision. (“We agree
to buy the manuals from you and not
make any copies.”)

Give yourself a contingent

(“While we are confident no one [don’t say ‘you’ here] will
make copies of the manual to avoid buying them from us,

would you consider a minimal purchase amount based on

the intended audience you told us you will have?”)

Remember, in many situations...less
than full disclosure is not lying.

(This is information for you — not a dirty
trick!)

Make sure before you start that you have identified and
addressed all of your interests.

That way, even if they fail to disclose everything, you will
have negotiated about the issues that concern you.

Good guy-bad guy

They work in pairs while the “good
guy” tries to get the bad guy to calm
down while asking for a concession
from you to help him (good guy) satisfy
the bad guy.

Recognize it for what it is and confront them.
(“Look, if you two need to have a moment alone to work this
out, | don’t mind waiting outside for a moment.”)
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DIRTY TRICK
Threats or final positions
(“Take it or leave it!” “We just don’t do

things that way in our company!”)

THE COUNTER MOVE
Ask for clarification
(“Are you saying that you are willing to let all the time and
effort we both have put into this to be wasted if we do not
do X? Can you tell me just how your company does do
things?)

Refuse to negotiate
(“We’ll see you in court!”)

Realize it may be a negotiating tactic.
(Look at their interests. Why would they not want to
negotiate? Are they hoping to get you to make a first offer?

Maybe they really cannot afford it and want to save face. Try
to communicate with them through a 3™ party that both
sides trust.)

Escalating demands

(“Now that we have that out of the
way, there is one additional, very small
consideration...”

“Mom, | know my curfew is 10:00 but
I'd like to stay out with the kids until
10:30".)

Confront it or reverse it

(“Where did this come from? Why do you think we would be
willing to agree to a final amount only to have another very
small consideration come up?

Why would I think it would not keep happening? What
assurance can you give us that it won’t keep happening?”

“I can understand that you would like to be out later but, you
know, the more | think about it, | would be more comfortable
if you were back home by 9:30”)
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Emergency Tactics

What if someone suddenly starts a negotiation and you haven’t had time to prepare: what can you do?

Typical situations are:
1. Children trying to ‘work a deal’ with their parents about extending curfew, visiting friends, doing
something out of the ordinary
2. An employee unexpectedly wants to take time off
3. A coworker wants to do swap work or a schedule with you

4. What else?

The easiest way to buy time so you can think a little more is to:
1. PAUSE (see Power of Pause on page 51), look thoughtful, and then
2. Focus on the interests involved for both sides. (The last thing you want to do is automatically
say “Yes” or “No” without having a little time to think it through. You want to been seen as a
reasonable person in this negotiation and any in the future and instantly taking a ‘Yes’ or ‘No’

position doesn’t always help you appear to be reasonable.)

Ask something like, “Why would | want to do that?” (In other words, you are saying, “What do
you think are my interests since | haven’t had time to think about this”) or “Why would | think

that’s a good deal?”

As long as you do not instantly take a ‘Yes’ or ‘No’ position (unless you and this person have
gone over this same topic many times in the past), this strategy will buy you enough time to

develop a satisfactory outcome strategy.
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Some Final Thoughts

If you gain nothing else from this course, | hope you at least understand and appreciate the difference

between positions and interests in a negotiation.

Here is a technique that I've used several times in negotiations with vendors and clients that has been

successful.

Suppose I'm trying to close a deal with a potential client for some training and development consulting
with my company. | ask them to set aside momentarily any thoughts of price and just describe to me the

traits of an ideal relationship with a vendor who could provide what they need.

They may say something like:
It is fairly priced
They are reliable with deliverables
They tell me what | need to hear, not just what | want to hear
Sometimes they surprise me by providing extras | didn’t expect
They realize that there is greater value in a long-term relationship than a short-term gain
| have a good feeling of trust in their representative that handles our account

(and several other things which represent their INTERESTS)

Since | was kind enough to ask about their ‘dream relationship’, they always say “yes” when | ask if | may
describe my thoughts about an ideal client:
They pay on time
They realize that we have to make a reasonable profit so we can stay in business to provide our
services
They realize that although our contract defines the parameters of our performance for them, we
control where we work within that range.
In other words, if the contract calls for a 24-hour reply to a call, it is our choice whether we call

within the first 10 minutes of that 24-hour range or the last 10 minutes. When we call is
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determined by our perception of how much they value us based on what we have done for

them.

If they give us the impression we are valuable and they demonstrate that in words and deeds,
we’ll call within the first 10 minutes. If we think they just see us as a commodity that can be
replaced by the lowest bidder next time, then we will take as long as necessary to comply with

the contract.

Now that we have both verbalized our ‘dream relationship’ (in other words, our INTERESTS), it becomes
easier for me to say, “How much would that piece of mind be worth to you?” They may give me a
specific number or | may make it easy for them by saying, “If you can pay us $X, we will do everything

we can to give you that ideal situation.”

At that point, they may say, “Yes” and we sign the deal or (more likely) they may say, “If you could take
SY (which is less than X in this example), we will work hard to give you that dream situation in exchange

for a little less money.”

Unless we absolutely have to make $X to survive, we will take SY because:
We expected this ahead of time and asked for our “wants and needs” (see page 46) meaning we
could accept less and still be satisfied
We created a situation where we have obligated each side to try to fulfill the other’s ‘dream
relationship’ because that meets our interests. Go back to page 37 and review the “What’s In It

for Them” concept.

Some hard negotiators may have trouble with that concept because they have been taught to ‘keep

your cards close to your vest’ and don’t let the other side know what you have or what you want.

My reply is this, “If we haven’t signed a contract, | have nothing to lose by telling them what my ideal
situation would look like.” At best, | get my dream and at worst, | walk away without signing the

contract. Where’s the harm?
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If the other side is a little reluctant to describe their dream situation, then do it for them to help them
realize you are not just looking out for yourself. After you have described a few traits that you think are

of interest to them, ask, “Was | close? Where was | wrong?”

At this point, they can only say, “Yes you were right” or “Not quite, you had this part wrong”. Then, if
they don’t voluntarily tell you what the correction is, they have still opened the door for you to say,

“Well, then what is the correct answer?” at this point, there is a high probability they will tell you.

Finally, if they do not describe what their ideal situation would be (AKA their interests), you still have the

option of walking away BECAUSE YOU HAVE STILLNOT SIGNED A CONTRACT.

Remember, the relationship is only
beginning when you sign the contract!
If you beat them down to the absolute
minimum on (for example) a 24 month
contract, they have (in their minds) 2

years to get even with you!

That is NOT the way to start a

satisfactory vendor relationship.
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Extra Negotiation Preparation worksheet

DEVELOPING YOUR NEGOTIATING STRATEGY

1. Describe the issue you want to resolve:

2. List common interests you think you share with the other side:

3. List options that you can suggest based on the common interests:

4. List interests that may be non-conflicting between the two sides:

5. List interests that may be conflicting between the two sides:

6. List any external references that can be used to reduce potential conflict:

7. What possible consequences are there for the other side in not reaching an agreement?
8. What are possible consequences for you in not reaching an agreement?

9. What is the least you will be satisfied with?

10. What is your range of possible offers?
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How Do WE VIEW VENDOR RELATIONSHIPS?

How do you think a typical CLIENT would respond to these issues from their

viewpoint?

The price for the product or
service charged by the vendor

Importance of client problems

Importance of vendor problems

Flexibility in contract terms for
the client

Flexibility in contract terms for
the vendor

Commitment to the success of
the relationship by the client

Commitment to the success of
the relationship by the vendor

Procedures for conflict resolution

Determination of formal and
informal communication
channels

Progress toward achieving
desired business results of the
client

Progress toward achieving
desired business results of the
vendor

Clarification of roles and
responsibilities on both sides

The need for “business
solutions” and not just “problem
solutions”

The development of a friendly
relationship with their
counterpart

Periodically re-evaluate the
nature of the relationship

A process for on-going learning
and knowledge sharing
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How do you think a VENDOR would expect a TYPICAL CLIENT to

respond to these issues from the client’s viewpoint?

The price for product or service
charged by the vendor

Importance of client problems

Importance of vendor problems

Flexibility in contract terms for
the client

Flexibility in contract terms for
the vendor

Commitment to the success of
the relationship by the client

Commitment to the success of
the relationship by the vendor

Procedures for conflict resolution

Determination of formal and
informal communication
channels

Progress toward achieving
desired business results of the
client

Progress toward achieving
desired business results of the
vendor

Clarification of roles and
responsibilities on both sides

The need for “business
solutions” and not just “problem
solutions”

The development of a friendly
relationship with their
counterpart

Periodically re-evaluate the
nature of the relationship

A process for on-going learning
and knowledge sharing
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Overall, did you slant your comments more toward the benefit of the client, the vendor, or are they

equally balanced?

Historically, the viewpoint of “the customer is always right” has led to a subservient mindset between
service provider and service buyer: i.e., the basic commodity-for-cash transaction. This results in clients

and vendors ultimately being less than fully satisfied with their on-going relationship with each other.

In today’s world of increased outsourcing, more clients are looking for a richer, more holistic approach

to a vendor relationship such as:

A quasi-partnership, team mate role for a specific project

Long-term relationships or alliances that cover a series of projects so they don’t have to go

through the “getting-to-know-you” phase again

Networking relationships where they pool their talents, match strengths-and-weaknesses, and

seek business success side-by-side.
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EXPLORING THE “CUSTOMER IS ALWAYS RIGHT” CONCEPT

We will explore the reasons why this historic concept may not always lead to the results you want with a
vendor. Before we do, however, we will examine other familiar situations we have experienced:

students and teachers; employers and employees.

QUESTION: When you were in school, did you know the least you could do to get by and not get in

trouble at home? How did you learn this?

WHO DETERMINED WHETHER YOU DID THE LEAST YOU COULD DO TO GET BY OR THE MOST YOU

COULD DO?

THE MOST | CAN DO

The student or
employee has the
discretion to determine
where they perform
within this gap.

The “authority figure” such
as parents, teachers, or
leaders establishes the
width of this performance
range by setting

L expectations.
This is in response to p

their relationship with
their parents, teacher,
or leader.

Their leadership skills
influence where the
employee works within it.

THE LEAST | CAN DO TO GET BY

Why is this statement
...................................................................... important to you?

@Richard Grimes, 2022 80




Project Negotiation Skills: Strategy and Tactics — K10-005

Complete these sentences based on your current work situation.

“LIFE WOULD BE GREAT IF MY EMPLOYEES WOULD ONLY.....”

(Sample) ...Just do the work we pay them to do!

“WHEN THE BEST BOSS | EVER HAD DID THIS (specify what it was they did), IT HAD THIS IMPACT ON ME
AND MY WORK (specify the impact)”

When the best boss | ever had did | It had this impact on me and my work performance....
this...

Defined her expectations of my It increased my confidence that | knew what she wanted. That
work in terms of quality, quantity, | allowed me to improve my productivity because | did not have
and time. to guess at what she expected.

What relationship do you see between how you want your employees to act and the impact on you and
your work by the best boss you ever had? (This should help you realize that the way the best boss you

ever had treated you had a great impact on your motivation and work product.)

When you worked for them, where would you place your work performance on the chart above: closer

to the compliance (“The least | can do to get by!”) or the commitment (“How much can | do?”) level?
Why do you say that? What examples do you have to support your statement?

Is there a way that “best boss” and employee work results model can be applied to the relationship

between a client and the vendor?

If you are a vendor, what can YOU start doing differently RIGHT NOW that can help you get what you
want from your client’s behavior? If you are a vendor’s client, what can you start doing differently to
help you get what you want from them? (Remember that discretionary range of performance shown

next to that boy sleeping in the haystack a few pages back.)
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"WHEN YOUR EMPLOYEES GET WHAT THEY WANT,

YOU'LL GET WHAT YOU WANT!"
---Zig Ziglar, Motivational speaker

List four or 5 realistic things your boss could give you right now that would have
value for you. (If you know your boss cannot walk around handing our cash awards or

give you a prime parking spot, do not ask for them. List the realistic things you think

he or she could give to you.)

How many of those items you listed have budgetary impact?
(Probably none because people typically list such realistic things as respect, trust, a chance to learn new
things, not to be micromanaged, a chance for professional development through training or special

challenging assignments.)

If your boss gave you those things, what would you probably give to your boss in return?
(Probably your “RETURN GIFT” would be work performance closer to the “commitment” side of the gap
(this is what they want) on page 80 than to the “compliance” side. This is because giving him/her the

performance they want will do the most to insure you get what you want (see above) back from them!)

Using the examples above, how much does it actually cost to get committed service from employees in

most cases? (Answer = VERY LITTLE!)

How would that boss-to-employee situation compare with a client-to-vendor relationship?
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THE COMPONENTS OF MOTIVATION

Studies have shown that these five elements are most influential in motivating
employees. The more the employee perceives these factors to be

present, the greater their motivation to please their leader.

This encourages the leader to keep providing these factors! ' l'

This cycle creates a productive work environment.

1. Tell me what you expect of me in measurable terms (quality, quantity, time) that reduce the risk

9
A

e
¢ =

of my confusion.

/

2. Give me a chance to perform (and learn from my mistakes, too.)

3. Let me know how | am doing as | go along... (Remember the report cards you got in

school every 6 weeks? You did not have to wait until the end of the year to learn if

you had passed or failed the grade.)

4. Give me help and guidance when | ask for it.

5. Reward me with pay or praise when | succeed. o X 4
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Put a check in the column if present with the best boss you ever had.

Component of Motivation Present with the best
boss | ever had?
Yes or No

Tell me what you expect of me in measurable (quality, quantity, time)
terms.

Give me a chance to perform.

Let me know how | am doing as | go along.

Give me help and guidance when | ask for it.

Reward me with pay or praise when | succeed.

Many surveys have shown that most employees do not stay with (or leave)
their employers; they stay with (or leave) their supervisors.

What do you think about that statement?

Could that concept also apply to a vendor’s representative and a client’s

representative?

CONFIDENCE >> COMPETENCE >>PERFORMANCE

Confidence grows when people:

Know what leaders expect of them in measurable terms.

Know what they expect of themselves.

Know their strengths.

Know their weaknesses.

Know where to get help when they need it.

Constantly measure their own performance against

their own goals.

Expect that rewards will follow achievement.
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Do you think that increased self-confidence leads to increased

competence, which then leads to increased performance?

Do you see how the leader can influence employee performance
by creating a work environment with the five elements of

motivation present (page 83)?

Do you see how “when employees get what they want,

employers get what they want”?

_ Why do you think we are talking about employee motivation in a

course dealing with negotiation skills on a project?

(Hint — the typical client — vendor relationship is exactly like the employer — employee relationship in the
workplace. Therefore, it is possible to apply similar motivation techniques to vendors that we use with

employees!)
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CHANGING HOw WE REGARD VENDORS

Look back at your answer to part 3 on page 79. If you are like the typical client who looks at vendor
services as a basic commodity-for-cash transaction, you probably answered the questions with a strong

bias toward the client.

“After all,” you probably think, “vendors of this product or service are a dime a dozen! | am in the

I”

driver’s seat. He/she has to make me happy or I'll look somewhere else

Would you take that same idea that “a vendor is just a basic commodity-for-cash so | do not have to

worry about how | treat him/her” viewpoint with...

)

Your
Doctor

Your Mechanic

Most people would say something like, “No! They take care of my personal life and would be too hard to
replace!”

However, ask yourself if their services-for-money relationships with you are truly different from a
vendor at work or have you just never thought of them the same way?

If there were a way that you could feel the same about a workplace vendor that you feel about your
personal physician, mechanic, lawyer, or accountant, could that possibly

1. Improve the way you deal with the vendor and,

2. Possibly improve the service that you get from them?

This is the viewpoint we take with this course: you may be able to improve your vendor’s service if you

will consider improving the way you view them.
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WHAT VENDORS WANT

How could Zig Ziglar’s statement that “When your employees get what they want, you’ll get what you

want” (page 82) be applied to a vendor?

Why do we think Ziglar’s statement is true?

A response from vendors * who say they want:

v' Respect — The vendors’ senior executives want access to their customer

counterparts. “If the CIO doesn’t want to meet with me, then that’s an

indication of the value that I'm bringing to the relationship.”

(QUESTION: Do you think vendors are reasonable in wanting that? Why?)
v' Consistency — Vendors know that some of them are treated as commodities and others as

partners and they understand that. However, what they do not want is to be treated one-way

one day and the other way the next. That inconsistency causes many problems.

(QUESTION: Do you think vendors are reasonable in wanting that? Why?)
v Guilt-free profit — Vendors need to make a profit, too, if they are to stay in business and support

their clients. If deals are only structured to benefit the customer (look back to page 79), then do

not expect the vendor to invest their best resources in the account.

(QUESTION: Do you think vendors are reasonable in wanting that? Why?)

‘clo Magazine, August 1, 1998 Special Report — For Better of Worse
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COMPLAINTS ABOUT VENDORS

Typical complaints from clients about vendors:

1. They are always selling, never solving

2. It's always about them, never about us

3. They bombard us with much-too-complicated billing and labor intensive account-relationship

trivia
4. Once the contract is signed, the relationship changes dramatically
5. The highly-qualified consultants that helped close the deal are suddenly unavailable
6. The vendor blames you or your staff for the failure to show progress

7. The vendor bills plenty of hours but actual progress doesn’t occur

Take a few minutes to consider each of the statements above and answer these questions about each
one:

v" Do you think the statements are, for the most part, accurate? Why?

v' What may be some common reasons among all of the statements that may explain why

vendors act like that?

v" Do you think clients do anything to create an environment that would cause problems

like those? If so, what do they do?
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STARTING WITH THE OUTCOME

“You’ve gotta have a dream
If you don’t have a dream,

How you gonna have a dream come true?"

-Rogers and Hammerstein’s South Pacific

Before you start looking for a vendor for your next outsourcing project, take some time to visualize what

you want the relationship with that vendor to look like, act like, feel like, and sound like.

As strange as it may seem, those Rogers and Hammerstein lyrics from South Pacific can apply to the
business world when considering a relationship with a vendor: if you don’t have a dream, how you

gonna have a dream come true?

We begin by thinking about a “dream” relationship with a vendor. Collect your project team (or the key
people who will have a say in the vendor selection and managing the relationship) and brainstorm these
guestions. (Remember that in brainstorming there are no value judgments made about responses. Just

collect the ideas and evaluate them later.)

What kind of SOLUTIONS (not specific deliverables) do you desire regarding these issues? (Hint—a

successful relationship with a vendor, a friend, or a spouse involves much more than just the product.)

Billing statement format and accountability

Missing deadlines (such as product delivery [vendor] or payment [client])

Resolving issues not specifically addressed in the contract

Scope changes made that were not properly authorized first

Oral, verbal, and written communications between vendor and client
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Replacement of project team members if requested by “other side” (If the vendor’s
representative had problems getting along with their client counterpart, how would this be

resolved?)
Educating each side about the other’s values, concerns, and aspirations

What kind of different tasks are you and they involved in if you had a dream relationship with

them? (Such as sharing employee development opportunities and costs)

What kind of reporting would you want from them and what would you be willing to give to

them?

Looking back at the five Components of Motivation on page 83, how could you include them in a
relationship that would encourage a vendor move closer toward the “committed” side of the

performance gap than to the “compliance” side? (Page 80)

Review your thoughts on typical vendor relationships on page 79. How much would you be willing to

rethink the way your project deals with vendors so that your comments were balanced between the

client and vendor instead of tipped to favor the client?

How can you handle scope changes so they do not become a source of contention in the relationship?

Are the desired products or services from the vendor tactical or strategic? Which is best for your

situation? (Are you more concerned with what they can do -strategic- or how they will do it - tactical?)

What behavioral traits would you want in the ideal vendor representative? What kind do you think they
want from the client’s representative? (If you doubt the importance of the representative, look back at

page 84)
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Southwest Airlines (the only profitable major airline in the US) uses this to guide their hiring - “Hire for

Attitude, Train for Skill.” Why would that be a smart approach to hiring in a service-related industry?

(A customer-focused attitude is essential in a service industry like the airlines. People are born
with that attitude, it cannot be taught as technical skills can. Southwest admits that while it can
teach technical skills such as ticketing, cabin service, or baggage handling, it cannot teach people

to be caring and concerned about their customers.)

How could that same philosophy be useful in selecting a vendor?

(Time spent searching for a vendor AND THEIR REPRESENTATIVE who is genuinely focused on
providing customer service before haggling over deliverables will provide a stronger, longer
relationship. CAUTION — the client must be equally dedicated to the success of the vendor or

this becomes too one-sided and will deteriorate.)

Do not be too quick to disregard an unorthodox approach to solving a problem. Take a moment to

consider the history of 3M “Post-It Notes”.

Everyone knows what Post-it notes are: they are those great little self-stick notepapers.
Most people have Post-it Notes. Most people use them. Most people love them. However, Post-
it Notes were not a planned product. No one got the idea and then stayed up nights to invent
it.

A man named Spencer Silver was working in the 3M research laboratories in 1970 trying to
find a strong adhesive. Silver developed a hew adhesive, but it was even weaker than what 3M
already manufactured. It stuck to objects, but could easily be lifted off. It was super weak
instead of super strong. No one knew what to do with the stuff, but Silver did not discard it.

Then one Sunday four years later, another 3M scientist named Arthur Fry was singing in the
church's choir. He used markers to keep his place in the hymnal, but they kept falling out of
the book. Remembering Silver's adhesive, Fry used some to coat his markers. Success! With
the weak adhesive, the markers stayed in place, yet lifted of f without damaging the pages.

3M began distributing Post-it Notes nationwide in 1980 -- ten years after Silver developed
the super weak adhesive. Today they are one of the most popular office products available.
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DEVELOPING THE FOUNDATION FOR A RELATIONSHIP

Let us take a moment to summarize where we are:

1. We suggest that a vendor is actually no different from an employee of our organization

(employees and vendors are paid to perform specific tasks.)

2. The employee/vendor — not the employer/client — determines where they work within the
performance gap specified by the contract (page 80). For example, even though your contract
may specify they will respond within 24 hours, they — not you - determine when within that time

frame they actually arrive!
3. There are some specific techniques that can be used to motivate employees (page 83)
4. We can choose to view vendors like we do professionals in our personal lives (page 86)

5. Vendor wants and needs, from a business perspective, are not really much different from ours

(page 87)
6. We can describe what we would expect in a “dream” relationship with a vendor (page 89)

7. We can use that description (# 6 above) as the foundation of our strategy if we are willing to

take an unorthodox approach to dealing with vendors.
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RFIs, RFPs AND TEAMBUILDING

This course is designed to present broad guidelines for a new approach to creating a successful
relationship with vendors. It is not intended to be a procedural guide for developing RFIs, RFPs, or

contracts because there is plenty of information about those topics already in the marketplace.

We believe in the premise that if you help people clearly understand the “why” of something, they can
figure out the “how” that is best for them. By now you should see that we are trying to help you

develop your own “why’ so that you'll be able to figure out the “how” which is best for your project.

THE REQUEST FOR INFORMATION (RFI)

We believe the foundation for a successful relationship with a vendor begins with the Request for

Information (RFI), which includes the strategy we describe in this course.
The RFl is used traditionally for three reasons:

1. When a potential buyer needs to determine what is available from suppliers who may respond

toit.

2. Additionally, buyers can use this to determine whether their expectations are realistic and if

solutions exist in the market place.

3. Finally, it also gives potentially interested vendors a chance to influence the Request for
Proposal (RFP) that follows by pointing out potential problems or unrealistic expectations (as

written) that may prevent anyone from bidding later.

Vendors responding to the RFI are probably following the old supplier adage, “If you don’t help write the
RFI, don’t bother with the RFP!”
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THE REQUEST FOR PROPOSAL (RFP)

A RFP can be many things to many people. An IT client seeking a software solution may structure it
differently than a government agency looking for a food service provider. Regardless of the nature of

the writer’s industry, the common elements of a typical RFP include:

v Allowing a buyer to notify the market of its desire to obtain new technology or services, lay the
foundation for the project that will deliver the technology or services, and manage the project

itself
v’ Forcing suppliers to create competitive solutions for the buyer’s problems

v Providing a common base of requirements for all bidders thus reducing the potential for claims

of unfair competition from losing bidders

v' Making it easier for the buyer to understand the differences between bidders

TEAMBUILDING WITH A VENDOR

Our unorthodox approach to developing a successful relationship with a vendor is very much like
designing a teambuilding activity. (When you think about it, a client-vendor relationship

IS ALL ABOUT TEAMBUILDING!)

When a teambuilding facilitator is asked to develop some teambuilding activities to
encourage groups to work together better, some of the first questions asked are, “What
will success look like? What are your interests and concerns? How will you know that I've

earned my fee?”

Questions like that force the potential client to think in terms of interests, needs and services rather than
specific deliverables. In other words, the client becomes more concerned with allowing the expert to

provide a solution to their pain and problems than with the deliverables needed to provide it.
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Think about this......

When visiting your dentist for relief of a toothache,
are you more concerned about relieving the pain or
how it is done and at what cost?

We become less concerned with price when more of our
needs and interests are being met.

“If that’s true, then why do so many RFPs focus on deliverables?” you ask.

po/

-' The reasons are simple yet difficult to overcome:
v" The client knows his/her needs better than the vendor and then makes the natural

leap to specifying what he/she thinks is the solution for that need.

v" There is a natural distrust of “outsiders” and we do not want to give them any more

latitude than necessary for fear of paying too much or being at their mercy.
v Itis how we have always done business with vendors.

Now let us go back and look at those same reasons from a different perspective.
v’ The client knows his/her needs better than the vendor ...\We agree and do not argue with this

part!

“...and makes the natural leap to specifying what he/she thinks is the solution for that need.”
Here is where we disagree! If the client had a toothache, would he tell the dentist how to
provide relief? Of course not! Likewise, if we consider potential vendors to be experts in their
fields instead of just commodities-for-cash, then we must allow them to suggest a remedy for

our organizational pains. (It is still our choice whether to accept that advice!)

We cannot expect them to provide expert advice and help for us while treating them like a
necessary evil that we must endure while getting our problem solved. (Would you treat your

dentist that way?)
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v There is a natural distrust of “outsiders” and we do not want to give them any more latitude

than necessary for fear of paying too much or being at their mercy.

Here, again, we disagree with the traditional
approach to dealing with vendors. Think about
buying a car. For many people, this is an
activity to be avoided at all costs because we
are afraid of paying too much and being at the

mercy of the salespersons.

However, suppose we prepared ourselves
better for the car-buying experience by doing some homework first before we stepped on the

car lot.

We can take time ahead to:
1. Define our interests and needs so we can say “No” when a salesperson tries to lead us

down a path that is not best for us.

2. Determine what “success” looks like in terms of down payment, monthly payments,

interest rates, and options instead of allowing the salesperson to push us.

3. Learn more about dealer costs via some ‘Net surfing to give us more options for striking

a satisfactory deal.

4. Learn how many different manufacturers and models would provide the “transportation

solution” we are looking for so we do not feel trapped by any one dealer.

We gain confidence and power with knowledge of our needs and options. Suddenly, the sales
representative is not so intimidating anymore! Why should we not take that same approach

with a potential vendor?
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v However, are you saying that we should NOT focus on deliverables, terms, conditions, and cost

but only on our interests?

Of course not! But if you focus MORE on defining “the dream” (page 89), sharing that definition
with your vendor, and getting your dream satisfied and less on deliverables, you have a greater
chance of a satisfying relationship with your vendor. The more satisfying your relationship
becomes, the stronger your links to each other’s success and the greater the chance to avoid

expensive disputes.

v

The relationship that we are describing here with clients and vendors 3_ "
is a quasi-marriage where both sides share common interests and

work with each other to achieve them. The synergy resulting from

their mutual effort is greater than the combination of each of them

working alone.
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GETTING STARTED ON A NEW RELATIONSHIP

The next section begins the description of how we would develop the foundation for creating a
successful relationship with a vendor. Please realize that we do not suggest it will work perfectly the
first time, every time, or any time! It is just an option to consider if you want to improve your traditional
relationship with vendors. Every successful relationship requires effort from all participants with an eye

on a satisfactory, rewarding outcome.

This learning experience will inevitably encounter setbacks as well as successes. Each participant may

have a different view of what satisfaction means to him or her but as long as it does not come at the

expense of the other, there is no reason why it should not be achieved.

If each believes he or she can trust the other and they share a mutual desire ‘ ‘
for a profitable relationship, the natural give-and-take, trial-and-error

learning process will help them succeed.

DEVELOPING THE RFI

This is how we would develop the Request for Information. More information about the RFl is on page

93.
Traditional RFI Elements
Companies traditionally include (at least) these elements in their RFIs to suppliers:

Boilerplate statements about the buyer, the intent of this RFI, desired topics for inclusion in any

responses from suppliers, and typical legal disclaimers

@Richard Grimes, 2022 98




Project Negotiation Skills: Strategy and Tactics — K10-005

A list of the major issues (technical, social, legal, etc.) confronting the buyer for which this

project is a response
A list of unique or specific requirements tied to this project

Anything else to help the buyer explain what they seek or for interested suppliers to understand

what the buyer wants

NON-TRADITIONAL RFI ELEMENTS

We suggest wording like this in the buyer’s writing style to notify potential suppliers that:

The buyer is interested in using non-traditional relationship management practices to create a

successful and enduring relationship with the successful bidder.

The buyer will work with the successful bidder in a teambuilding environment to create a

framework for successful relationship management for both parties.

The buyer is interested in developing a progressive payment-for-services scale tied to a range of

service delivery from least required by contract to beyond expectations.

Note: This ‘progressive payment-for-services’ is valuable for at least these two reasons:

It removes much potential for confusion and subsequent argument by clearly defining in
measurable terms of quality, quantity, and times (see The Components of Motivation, #1, page
83) an acceptable performance range within which to pay the vendor. The better the product,
the better the pay. It eliminates the “all-or-nothing” concept that causes so much friction in

traditional relationships.

= |t allows the vendor to determine how much they want to be paid in relation to how much
above the least acceptable performance they want to deliver. This way, they can put more
profit control into their own hands if the client is willing to pay more to get more above the least

acceptable.
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DEVELOPING THE RFP

We take the position that a Request for Proposal (RFP) should reflect the knowledge gained from

supplier response to the RFl as well as the information normally found in a well-written RFP. (Page 94)

As mentioned earlier, this is not a course about writing proposals but rather explanation of how a
teambuilding approach with negotiation skillsmcan create a successful relationship with a vendor.

Therefore, we will now turn to developing the teambuilding foundation.

DEVELOPING THE TEAMBUILDING FRAMEWORK

Although this course is centered on building a successful relationship once the vendor has been selected,

there are a few things to consider when selecting a vendor to work with you from a teambuilding

perspective.

NOTE: We assume you are confident of your ability to select a vendor
who can provide the service or product needs that originally spawned

this project WHETHER YOU CHOOSE TEAMBUILDING OR NOT.

These guidelines will help you select a teambuilding partner who can

also provide the service or product you require.

Ask potential vendors to describe their experiences or knowledge by describing past situations such as:

When they worked with a client to develop mutually satisfactory methods of dealing with
situations that were not covered in their contract. This will help you determine whether they are
solution or contract focused. Obviously, the contract should be referenced regarding major
issues but how do they see smaller, non-specific issues? Is their first question, “Is this

reimbursable?”, or is it “How can | help?”
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Denied a client request while retaining good will with the client. Although clients would
always like to hear “Yes” when asking for something not in the original project scope, they also
realize they may not always get it. A vendor who can demonstrate diplomacy while saying “I'm
sorry but | cannot because...” will be a better candidate for successful teambuilding than one

who just says “No” without an explanation.

Behaviors of the best client they ever worked with and why it was successful. If they can

describe the behaviors instead of personalities, it gives you something to consider adding to

your relationship with them.

This reply is about behaviors: “They gave us priorities when it looked like we would not be able
to handle events which were not anticipated by either side. This helped us focus on the most

important issues first.”

This is about personalities: “They were a very professional group with whom to work.” It tells

you nothing about what they did to be seen as ‘professional’.

Behaviors of the worst client and why it was not successful. This is the inverse of the previous
question. It gives them a chance to draw distinctions between the good and bad and allows the
potential client a chance to consider if any of the behaviors mentioned describe how they
typically behave with vendors. This would give the potential client a chance to reflect on a
truism of organizational behavior: “You can’t do things the way you always have and expect

different results!”

Non-traditional methods of evaluating performance by a client. This demonstrates their
willingness to consider non-conventional methods and focus on solutions instead of contractual
limitations. Once again, we do not mean the contract is not important! It is the foundation for

the relationship. However, some solution-focused vendors say, “Since the contract does not say

we CAN'T, let’s give it a try!” while obstacle-focused vendors will reply, “Since it doesn’t specify
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we CAN do it, we will not.” As you can see, both honor the contract but one is more solution-

focused than the other is.

The use of “score cards” by each side to provide feedback on their perception of the product,
service, or relationship. If the vendor has experience using non-conventional scoring methods,
they may be able to offer suggestions that were useful in the past. Their success is tied to your

success: therefore, each side has an equal stake in making this work.

Their definition of a “successful” relationship with a client. This question gives them a chance

to suggest diplomatically how to work most effectively with them. They may list things like this:
0 Aclient who defines expectations but does not micromanage

0 Aclient who gives us sufficient notice of changes that may impact our ability to deliver

our product and services
0 Aclient who pays on time

0 Aclient who realizes that our ability to make a fair profit helps us stay in business so we

can provide the best to the client

0 Aclient who meets with us on a peer level as a partner working toward a common view
of success instead of a ‘superior-subordinate’ relationship that can erode good feelings

quickly

Their most valuable characteristic as a vendor. This is an opportunity for them to brag but not
sound arrogant. It gives them a chance to display their self-confidence as a vendor. You do

want a vendor who is confident they can provide what you need, don’t you?

In addition, it provides additional traction for the client’s expectations. If the vendor says, “We
take pride in our ability to meet deadlines,” it gives you something to bring up later when a
deadline is threatened by saying, “In our initial interview, you said you take great pride in

meeting deadlines. With this deadline only 2 days away, will your pride be at risk?”
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The characteristic they want to improve most as a vendor. This is a reality check for the vendor
and helps the potential client see how the vendor views himself or herself. If the response is
something like, “We provide great service but could be better at asking questions to our clients
for clarification on some issues. This would reduce a lot time better spent at something else.”
This is a very realistic reply because every organization, whether client or vendor, could get

better at communications. It shows the vendor is realistic and trying to self-improve.

However, if the response is more like, “Nothing, really, because we would not be number one in
our field if we were not good at everything”, then beware! No organization is so good they

cannot get better and you should be very suspicious of any that says so.

The potential client can go a long way to demonstrating to the
vendor their willingness to act as a ‘partner’ in this project (instead
of the typical superior-subordinate role) by turning those same
questions on themselves and giving the vendor some insight into

them!
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IDENTIFYING RELATIONSHIP KEYSTONES

What do you think are the elements of a successful relationship with a vendor ‘ ‘

regarding these four categories of issues in the table below?

This is an information-gathering exercise the client and vendor can work on
together (or separately) and then compare answers. This will begin to build
the bridges between their initial positions in the traditional client-vendor

relationship.
Use these or any other topics that are of mutual concern for clients and vendors.

SURPRISES INFORMATION SERVICE RELATIONSHIP
(How will deal with (What information do we (What level of | (What do they need to
surprises? How can need to exchange service? know about us to

we reduce the regularly?) How often? provide the service we
chance of them Emergencies?) want?)
happening)
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DEVELOPING A PROJECT “SCORECARD”

We will pull together our earlier comments under THE COMPONENTS OF

MOTIVATION (page 83), CHANGING HOW WE REGARD VENDORS (page 86),

and the desire to define behaviors (100) to set the foundation for our scorecard

development.

It is easy to identify measurables for objective topics such as delivery dates, tons-per-day, and gallons-
per-hour, but not as easy to measure subjective, yet critical, factors within a client-vendor relationship
such as communication, teamwork, or responsiveness. This section will show you a simple and very

effective way to do this.

Before we start, however, let us ask you a question about a common board game from childhood:

Monopoly.

Did you ever play it where all the payments made for street repairs,

luxury tax, and school taxes were put into the center of the board and

when someone landed on “Free Parking”, they got the money?

EES

ey s it it s £
g r

Many kids did play it like that but do you know it is not a part of the

rules? Nevertheless, as long as all the players agreed upon the rules and

all had equal chances to benefit, everyone was happy.

This principle is what we imply with our scorecard process. Rather than allow either client or vendor to
be concerned about “We have never done it this way before,” we suggest that as long as all the players

agree upon the rules and all have equal chances to benefit, everyone will be happy.

Here is how we will do this:

1. Identify the value in having a “performance range” instead of an “all-or-nothing” goal

2. Apply that performance range to objective topics such as delivery dates, tons-per-day, and

gallons-per-hour
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3. Apply that performance range to subjective, yet critical, factors within a client-vendor

relationship such as communication, teamwork, or responsiveness.

IDENTIFYING THE VALUE OF A PERFORMANCE RANGE

The value of a performance range (instead of a specific ‘all-or-nothing goal’) is that it gives the
student/employee/vendor a chance for self-determination of success within a range of performance

acceptable to the parent/employer/client without the need for micromanaging by the authority figure.

Do you remember the components of motivation (page 83)?

Tell me what you expect of me in measurable terms (quality, quantity, time) that reduce the risk

of my confusion.

Give me a chance to perform (and learn from my mistakes, too.)
Let me know how | am doing as | go along

Give me help and guidance when | ask for it.

Reward me with pay or praise when | succeed.

They tell us that the extent to which people are motivated to act is in direct proportion to the extent
they believe these five conditions are present. Therefore, if we can create an environment where the
vendor believes these are present, we may gain a higher quality of service and a stronger relationship in

the future. We will demonstrate how each of these can be applied in a relationship with a vendor.
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A CoMMON OBJECTIVE EXAMPLE WITH A PERFORMANCE RANGE

Before developing this scorecard with a vendor, the client should determine their needs and wants from
the project and a budget that will accommodate them. For example, suppose the client wanted a 50-
unit PC network installed in their building. (We will only use the productive factor of time here and not
be concerned with quantity (50 units) nor the quality of the installation. We will assume the installation

quality is acceptable.)

*  We need the network installed within 30 days and are willing to pay $1000 to have it done.
(This is the least the vendor can do and still get paid the full bid price of $1000.)

= We want it installed in 20 days if possible because that will allow us to get started on the next

project sooner. It is worth an additional $500 to us if we can get them within 20 days.

= More than 30 days will cause us problems and cost the vendor penalties.

If installation is more than 30 days but less than 35, we deduct $250 (or whatever we agree upon with
the vendor) from the $1000 “acceptable” level. If more than 35 days go by, we void the contract and

the vendor forfeits all claims. (The legal terms of the contract are up to the client’s legal department.)

We work with the vendor before writing a contract to set up a simple A, B, C, D, or F (remember the

report cards?) range to accommodate the performance possibilities for all the work we want done.

Here is an example for the installation of the 50 PCs.

A= 20 days optimal installation worth a $500 bonus

B= Proportionally between “A” and “C” (For example, 5 days earlier would be a $250
bonus.)

C= 30 days installation (the least the vendor can do and still be acceptable) = $1,000

D= More than 30 days but less than 35 with some proportional payment penalty

F= More than 35 days. The vendor “failed” the obligation, incurs the penalties agreed

upon, and the client cancels the contract.
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If the client and vendor agree on the performance scorecard for the installation schedule, then the
vendor can control how much he makes and does not have to renegotiate with the client if it is
completed earlier. As long as the client has budgeted for the $500 bonus, he can pay without
renegotiation, also. The vendor is in control of how much he makes within the performance range by
managing the installation schedule. The client does not create tension by micromanaging him to make

sure it is completed on time.

The performance range concept also allows for a “mix-and-match” method of performance

management. This gives the client and vendor greater flexibility. Suppose the client needs the 50 PCs
physically installed quickly because of other construction factors but did not need the software loaded
on every machine by that date because they still have fifteen employees to hire. They could fashion a

performance range like this:

A = All 50 installed physically with software loaded on all 50 = $500 bonus
B = All 50 installed and proportionally between “A” and “C” for loaded software
C = All 50 installed physically with software loaded on designated 35 machines for current

employees within 30 days = $1,000 (This is the least acceptable performance level to the client.)

D= More than 30 days but less than 35 for all 50 installed physically with software loaded on

designated 35 machines for current employees = S penalty, contract not voided

-
1

Failure to meet any part of D, contract voided, and pays penalties agreed upon.
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A COMMON SUBJECTIVE SAMPLE

It is easy to develop a performance scorecard for objective subjects like the number of installed PCs, but
much harder to develop one on teamwork, managing meetings, cooperation, responsiveness, or any of

the other subjective “fuzzy” topics that are a fundamental part of business relationships.

It can be done if we apply the “Monopoly” example from page 105 to our thinking. Specifically, where
we say, “as long as all the players agreed upon the rules and all had equal chances to benefit, everyone

was happy.” Here is how to do this as client and vendor team members contribute ideas:

Step-by-step procedure to Example of a SUBJECTIVE topic
MEASURE SUBJECTIVE topics
1. Select the behavior you wish to “The Conducting of Effective Client-Vendor Meetings
measure for the duration of this project”
2. Identify the traits you want to see in - Agenda circulated at least 2 days before

that behavior
Only relevant participants invited

(The client and vendor representatives Minutes are kept by pre-meeting designated

work together and come up with these
person

traits to define what successful

meetings would be like.) - Minutes circulated within 24 hours of meeting to

all impacted parties

Start on time and end on time

Contain “Parking Lot” for non-agenda topics
Each participant comes ready to participate

Meeting leader makes sure that non-relevant
conversation and distractions do not occur

3. Devise a method of measurement so Survey completed by participants within 24 hours of
you can determine the success of the the meeting. Forwarded to (designate) See attached
behavior survey on page 112.

Define the measurement scale See the survey on page 112.

5. Tie the measurement scale to the See example on page 114.
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project report card

6. Collect the measurement data and No example needed
provide feedback to participants.

7. Revise any part of the process as No example needed
needed to accomplish meaningful
measurement.

Here is the detailed breakdown of those steps in the table above.

1. Select the behavior you wish to measure. (We did that in the table above.)

Identify the traits you want to see in that behavior. The client and vendor representatives who

have to work together should devise this list.

Devise a method of measurement so you can determine the success of the behavior. This is
done most easily using a “Likert Scale.” We see this common scale format in surveys where we
are asked to rate a range of opinions from “very good” to very bad”. We can mix objective and

subjective opinion scores together as long as all players agree.

The scores can be any numbers, words, or letters (1-10, 1-4, bad-not bad-OK -better-best, A-B-C-

D-F) on which the group all agrees.

We could score the vendor meetings from the previous page like the next table. (Note that each
scoring strategy does not have to have a range of 1-4.)

2. lIdentify the traits you want to see in that behavior. The first column in the table below.

3. Devise a method of measurement so you can determine the success of the behavior. The right-hand

column in the table below. The number of “days before the meeting” comment is the measurement.

4. Define the measurement scale. The number (1-4) that we assign to each level of performance; i.e.,

the number of days before the meeting.

Traits We Want to See SCORING STRATEGY

Agenda circulated at least 2 | 4 = 3+ days before the meeting

days before 3 =2 days before the meeting
2 =1 day before the meeting
1 = Not circulated

Only relevant participants 3 = All were relevant
invited 2 = Not more than 1 did not seem relevant
1 =2 or more did not seem relevant
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Minutes are kept by pre- 3 =The pre-meeting designate kept the minutes

meeting designated person | 2 = Someone at the meeting was appointed to keep the
minutes

1 = No minutes were kept

Minutes circulated within 4 = Circulated within 24 hours
24 hours of meeting to all 3 = Within 48 hours
impacted parties. 2 = Within 3 business days

1 = Not circulated

Start and stop on time 4 = Start on time — ended early

3 = Start on time — end on time

2 = Start on time — ran over less than 15 minutes
1 = Start late or ran over more than 15 minutes

Contains “Parking Lot” for 3 = Had a “Parking Lot” (Used it or not is not important.
non-agenda topics Whether it was available is the important aspect.)

2 = “No parking lot” but was not needed

1 = No Parking Lot” and had non-agenda topics distract
meeting progress

Each participant comes This would be part of an individual’s teamwork survey to be
ready to participate completed by team members. This is covered next.

Meeting leader makes sure | This would be part of an individual’s survey if “meeting

that non-relevant leading” were a measurable part of their annual performance
conversation and assessment.

distractions do not occur

5. Tie the measurement scale to the project report card.

A typical project scorecard could look like this with sections for measuring objective topics, subjective
topics, and collecting comments. The client and vendor should work together to identify the topics
because this reinforces the concept of “partners” involved in a “joint project” focused on “shared

success.”
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This survey is given to each participant in the last meeting. The scores are collected, summarized, and

posted to the project scorecard category where we track the quality of our project meetings.

A SURVEY TO MEASURE THE CONDUCT OF MEETINGS FOR THE DURATION OF THIS PROJECT

Your comments and scores are valuable because they will help us maintain a high quality of meetings

and help you be more productive. Please take a few minutes to complete this survey.

For meeting of: (date)

Please return this survey to (name) by (time/date.)

Meeting Scoring Range Your
Management Topic Score
Agenda circulated 3 = 3+ days before the meeting
at least 2 days 2 = 2 days before the meeting
before 1 =1 day before the meeting

0 = Not circulated
Only relevant 2 = All were relevant
participants invited | 1 = Not more than 1 did not seem relevant
0 =2 or more did not seem relevant
Minutes are kept 2 =The pre-meeting designate kept the minutes
by pre-meeting 1 = Someone at the meeting was appointed to keep the minutes
designated person | 0 = No minutes were kept
Minutes circulated | 3 = Circulated within 24 hours
within 24 hours of 2 = Within 48 hours
meeting to all 1 = Within 3 business days
impacted parties. 0 = Not circulated
Start and stop on 3 = Start on time — ended early
time 2 = Start on time —end on time
1 = Start on time —ran over less than 15 minutes
0 = Start late or ran over more than 15 minutes
Contains “Parking 2 = Had a “Parking Lot” (Used it or not is not important. Whether it
Lot” for non- was available is the important aspect.)
agenda topics 1 = “No parking lot” but was not needed
0 = No Parking Lot” and had non-agenda topics distract meeting
progress
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Total score for meeting management is (add all scores for this section)

Please use the specified scoring range to score the participant listed.
X = Absent 0= No contribution 1 =Poorly prepared 2 = Moderately prepared 3 = Well Prepared

Joe Brown Steve Jones Sue White Carol Black Grant Logan | Cindy Ben

Mike Day Frank Dole Carl Smith

Please use the specified range to score the meeting leader.

1 = Strongly Disagree 2 = Disagree 3 = Agree 4 = Strongly Agree

(Course Note: There is no “neutral” position offered because we want them to express an opinion.)
Please circle the name (above) of the person who acted as meeting leader.

The leader made sure non-relevant conversations did not occur. Score =

The leader made sure distractions did not occur. Score =

The leader kept us focused and on track. Score =

The leader gave us a meeting summary of the important results. Score =

The leader made assignments for the next meeting. Score =

The meeting was very productive and a good use of my time. Score =

TOTAL SCORE FOR MEETING LEADERSHIP IS
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Scorecard for the (name) project
Covering the period from (X) to (y)
OBIJECTIVE MEASURABLES (These scores are derived from any reports, instruments,
invoices, etc. with objective data that project participants agree are relevant.)

PERFORMANCE BEING MEASURED SCORE FOR THIS PERIOD
These are the significant few (as opposed to the trivial many) B

activites that project participants agree must be monitored A

and measured to track the success of the project. C+

SUBJECTIVE MEASURABLES (These scores are from any surveys or
measurements that project participants agree are relevant.)

1 | Meeting Management B+

Teamwork (from a teamwork survey) A-

2
3 | Communication —reports and memos
4 | Responsiveness B

PROJECT COMBINED SCORE FOR THIS PERIOD B-
Comments received:

The “Meeting Management” period score results from the average scores from all the meetings
within the period. You would translate the average score total to a letter grade just like your
grade school teachers did.

For example, suppose the highest possible meeting management score for a single meeting is 15
points. The team could determine a letter grade from the average scores such as:

Average score: A=15-14 B=13-12 C=11-10 D=9-8 F=<8

The “+” or “-“addition to a letter grade can be added if the team agrees that there is value in it.
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In Closing

First, thank you for purchasing my course. | hope it delivered all the promised outcomes that you were

looking for.

Additionally, I also hope the idea of presenting negotiating fundamentals before introducing the vendor
element was helpful in seeing how to apply the negotiation skills. It should be easy to understand that
not all negotiations occur across a table but frequently occur during normal conversations with peers,
superiors, subordinates, and vendors.

Please tell me through this website if you have any suggestions on how to improve the content.

Dick Grimes
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