Negotiation VII

1.0 Pre-negotiation Planning

Successful negotiations start long before you sit down to bargain.

No matter how skillful people are during negotiations, they're at a distinct disadvantage when going up against opponents who have done a better job of planning their objectives in advance.

To achieve your negotiation goals you have to not only know what you want, but also have a handle on what the other parties' objectives are.

Long before you begin to bargain, you should decide what alternatives you have available if negotiations are unsuccessful, since the better alternatives, the stronger your negotiation position will be.

You should also make an assessment of the potential alternatives available to the opposition, since their willingness to bargain will partly depend upon what other options are available.

Something else to consider beforehand are your negotiation limits, or more specifically, what you're willing to give up to get what you want.

1. 1 Why anyone can negotiate from a position of strength

Anytime you think your position is so weak that you may be forced to accept a patently unfair deal, then you're in trouble before you start.

In fact, negotiations concluded under these circumstances often lead to problems for the other party as well. That's because someone who accepts a bad deal may have trouble performing their end of the bargain, and/or will be looking for a way out during the term of the contract.

A reasonable assessment of relative negotiation strengths and weaknesses can't be made without:

1) establishing your negotiation objective—which is deciding what you want and what you're willing to give up to get it.

2) Estimating the bargaining chips your opponent holds,

3) evaluating your alternatives if negotiations fail.

1.2 Establishing a flexible response strategy

Usually, people enter into negotiations with one set idea in mind, which is to buy this, sell that, or whatever else their objective is.

While planning your alternatives is necessary to decide what to do if negotiations are unsuccessful, preparing a flexible response strategy goes to the heart of what you will do when you sit down to bargain.

Those that don't prepare a flexible response strategy often negotiate on the following assumptions:

a) I'll cross that bridge when I come to it.


The problem here is that adjusting your negotiation position in the heat of 
battle can lead to hasty decisions that are poorly conceived and ultimately 
costly.

b) Take it or leave it.


I'll leave it is the likely answer and now we're back to square one.

c) We'll work the problem together.


There are times when this sort of win/win approach can be successful. 
At other times, expecting a reciprocal response may leave you facing a 
''Heads I win , tails you loose''.

1.3 Preparing a flexible response.

Preparing a flexible response strategy requires that you consider a number of factors all of which will contribute to your negotiation success.

a) deciding what you're negotiation for, and what if anything you'll accept as 
a compromise.

b) determining what concessions you can make if it becomes necessary to do 
so.

c) settling who will or will not assist you in negotiations.

d) evaluating the tactics you'll use during negotiations.

e) Assessing you opponents't negotiation strengths, weaknesses, and likely 
strategy.

f) Setting the limits of your negotiation position—the point where you quit 
pushing for further concessions, or the point where you say''No thanks,'' 
and proceed to other alternatives. 

1.4 Structuring your offer to give you flexibility

When planning your negotiation position, it's important to build flexibility into your offer. 

Objectives are set both in terms of what is wanted, as well as what will be given to achieve those goals.

Having a pre-planned range of adjustments that can be made in your offer works to your advantage. It conveys a willingness on your part to be flexible, and if the other party appears hesitant in responding to this demonstration of flexibility, it puts them on the defensive.

1.5 Deciding what you can concede to reach agreement.

When you structure your initial offer, it's sensible to not only establish what concessions you can make during negotiations, but also to prioritize these potential give-aways in terms of what you expect to get in return.

Of coruse, when you prepare your offer, you should factor in the possibility that you may do either better or worse, than expected. Therefore, it's also necessary to establish minimum and maximum positions.

The maximum position should be the first offer you will make, which is the best you can expect to achieve.

The minimum position is the worst deal you can possibly accept.

1.6 the need to set negotiation limits

With the constant give and take that negotiations involve, it's easy to get so caught up in the horse-trading aspects that your negotiation objectives become blurred.

In the end the good deal that one thinks he has may not be so good.

Before you begin to negotiate you should set a firm limit beyond which you will not go.

In a negotiation there will always be pressure for you to give more than you intended to give. 

The soundest way to avoid this is to stick to your guns once you reach your predetermined limit.

1.7 Avoiding the trap of negotiation labels

Anything that throws you off-balance when you're negotiating is a distinct advantage to the party with whom you're bargaining.

So don't lose your temper, or make assumptions about the other person's motives when you're bargaining. 

Concentrate on your negotiation case, without worrying about that the other party is trying to do.

Otherwise, you're susceptible to switching from arguing your case to countering the other parties'tactics.

1.8 Evaluating your negotiation skills

the building blocks of negotiation success consist of being;

a) Logical. It's hard to argue with facts, so use factual statements to strengthen your position. Avoid using arguments that contradict each other, or unbelievable hype—even about minor detail—since your credibility will be destroyed.

b) Reasonable. Be reasonable in your approach, since being argumentative encourages the other party to respond in like fashion. The end result is that it becomes far more difficult to reach agreement.

c) Persistent. It's easy to get steered off-course during negotiations when your adversary raises unrelated issues. Stick to your negotiation position. Since persistence is fundamental to success when your opponent tries to tear your arguments apart.

d) Patient. The party in the greatest rush to reach agreement is the one who will concede the most.

2. Twelve essentials for written proposals

[image: image1.jpg]Many types of transactions will require you to prepare a written proposal
which will be used as the basis for negotiations. In fact, the quality of your
proposal may very well determine whether or not you even get to the negotia-
tion stage. Therefore, it's worthwhile to consider several essential elements
that can make your proposal a success.

Accuracy. Is your proposal error-free? Many proposals that are
sound in all other respects, fall by the wayside in this regard. This is |
usually due to limited time constraints when preparing the proposal. |
However, someone reading the proposal isn't thinking about the fact
that it was prepared in a rush. Instead, they re probably wondering if
someone this careless can deliver what they promise.

g

Be complete but concise. How much is enough is a mental hurdle
that often leads to loading proposals with all sorts of irrelevant infor-
‘mation. The question, “Is anything missing?” is always thought about
during proposal preparation, but the counter question of, “Is this
overkill?” is often ignored. Yet, sheer volume can spell the death
knell for proposals far faster than a slim presentation that's loaded
with convincing arguments.

Make it persuasive. Someone has to be convinced about something
to make any proposal a winner. So support what you propose with /
sound reasoning, and if possible provide solid examples. In short,|
prove that you can produce what you are proposing.

Don't get fancy. Fight the tendency to offer more than is necessary
1o be successful. This can Iead to promises that the reviewer knows |
can't be fulfilled.
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Skip the fluff. All too often, there’s an attempt to cover-up an inade-
quacy by padding the proposal with fluff that has no relationship to
what's being proposed. For instance, a company that has a renowned
scientist in its employ will include that person’s credentials in every
roposal. This creates skepticism when the subject matter of the pro-
posal has no relationship to the individual’s area of expertise. This
leaves reviewers wondering if this is being done to beeF-up an other-
wise weak proposal.
Don't ignore problems. Many proposals accentuate the positive—
which is good—but blithely ignore the negative aspects that must be
overcome for the project to be a success. If you take the opportunity
to recognize and discuss how problems will be resolved, you won't
leave reviewers with the impression that you (1) don't understand the
problems or (2) don't know how to deal with them. That's why it's
important to anticipate questions, and provide the answers before-
an,
Solve the “right” problems. Many proposals try to succeed by cover-
ing “all of the bases” in any ball park, when the game is just being
played on one field. The proposal pitch sounds like, “Here’s what you
want, but if it isn't, we'll do it your way.” This tactic seldom succeeds,
since it shows a lack of conviction, as well as doubt about what is
actually being proposed.
Be creative, Although you shouldn't wander too far afield, simply
laying out a response that minimally complies with what's being
sought won't get you very far. After all, most proposals will offer
something similar, but the one that wins will have provided a little
creativity in demonstrating how to build a better mousetrap.
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9. Watch your numbers. As any insomniac knows, sleep has always
been a welcome respite from the sheer monotony of numbers. But
beynnd boredom, deluging a eader with numbers can leave the sub
lists of

beplaced together ina scparme section toprovide both bette organi
zation and case of analysis. And don't forget to spend some tim
thinking about how you will format your data. For example, if Joure
just indicating a general trend, a graph can be more effective than a
lengthy list of numbers.

Combine substance with style. As any consumer goods manufac-
turer can tell you, packaging helps sell the product. Therefore, take
pains to make your proposal look good. A proposal strong in sub-
stance may overcome the handicap of a sloppy appearance, but you




[image: image4.jpg]run the risk of a reviewer who thinks that a shabby looking proposal
may indicate lousy results down the road. So it's worth your while to
prepare proposals that say, “The contents are just as good as the
cover.”

Remember readability. Its easy to overlook the potential readership
of a proposal. This leads to proposals that are targeted toward one
person or group, without considering the fact that the actual decision-
maker is someone else. This is especially true in technical proposals
which are prepared on the assumption that the proposal will be evalu-
ated only by those who understand the technical terminology. How
ever, proposals are often reviewed by people who don't understand
technical terms and the jargon of the trade. Therefore, it's prudent to
prepare proposals that avoid jargon, don't confuse readers, and that
aren't vague. That's not to say that a proposal should be watered down
10 the level of kids in a kindergarten class. However, strive to make
every proposal as readable as possible without sacrificing quality.
Don't waste your efforts. Preparing proposals is expensive, both in
time and money. Therefore, try to concentrate your resources on
those proposals with the higheat possible payoft. That way, you il
be investing your energies in a “high yield” effort, rather than churn-
ing out proposals and gambling on a win
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