Preface

Al of us are negotiators at various times in our lives, whether we know
it or not and whether we like it or not. While many people think of a
negotiator as someone formally appointed to represent a country or a cor-
poration in some matter of great importance, the truth is that most of the
negotiations in the world happen on a much smaller scale.

We all have to make deals in various areas of our lives: getting a new
job, getting a promotion, getting married, getting divorced, buying or
selling property, renting an office or an apartment, getting involved in an
investment, leasing a car, dealing with a labor union, settling a dispute
between departments, or going into a business venture with someone
else. Most of us negotiate much more often than we consciously realize.

Yet most of us are not very good negotiators. Negotiating isn’t some-
thing most of us ever learn in any deliberate way. It seems to be some-
thing we’re all supposed to pick up somewhere along the journey from
childhood to adulthood.

Apparently, most people don’t pick it up very well, at least judging by
the negative feelings they seem to have about it. Women in particular
often feel uncomfortable with the aggressive, male-oriented power tac-
tics generally accepted as the norm in business negotiations. In the wider
world of human beings, things don’t seem to go very well either, judging
by the troubles people and nations have getting along with one another.
Just a few examples tell the tale.

California Governor Pete Wilson collided with his state legislature
over key budget provisions. Wilson kept vetoing their submissions and
they kept refusing to submit the budget he wanted. Result: the state gov-
ernment of California eventually ran out of funds and couldn’t even pay
its employees’ salaries. For several months, the state ran on IOUs re-
deemable in the future at 5 percent interest.

In Australia, the airline pilots’ union decided to strike for wage
increases of 20 to 30 percent. Their tough negotiators faced off against
the tough negotiators of the airline companies and the government, and
the strike dragged on for months. Result: the government dissolved the



union, but not before the economy came to a virtual standstill, tourism to
Australia was in shreds, and hundreds of small companies that depended
on tourism were driven to the wall.

American football star Joe Phillips played hardball with the owners of
the San Diego Chargers team, refusing even to react to their offers until
finally the owners invoked their privilege of benching him for an entire
season. Result: he received no salary, couldn’t break out of his contract
with them, and they got no value from his talents.

Japan has an estimated 11 lawyers per 100,000 citizens. The United
Kingdom has 82, Germany has 111, and the United States has 281.
Clearly, some societies are more geared toward legal combat as a way of
solving problems. Some cultures are more likely to see negotiating as a
battle of wills or a battle of wits.

In recent years, some business people have begun to realize that the
traditional idea of negotiation as a form of combat is seriously limited in
its potential. The idea of presenting someone with an unfair offer and
expecting him or her to counterattack with an equally unfair demand, on
the presumption that the two parties can somehow fight their way to an
acceptable middle ground, is becoming obsolete.

A new era, with new and more complex problems and issues, calls for
new thinking. We are beginning to understand that negotiating is a com-
plex social and psychological process that usually goes well beyond the
basic economic proposition with which most people tend to start. It calls
for a more skillful way of interacting, and a more thoughtful approach to
balancing the interests of all parties. But we don’t live in a win-win
world yet.

Over the past decade or so, we have been working with a rather un-
usual negotiating method that we have evolved and tested extensively.
We call this method added value negotiating (AVN). We have tried to
draw upon the best ideas of effective negotiators whom we consider ad-
vocates of this new thinking process of adding value rather than extract-
ing or conceding value. We have added several key aspects to create a
method that is quite different from most methods currently in use.

Added value negotiating sets aside several of the most basic assump-
tions people have always made about how to make deals:

¢ Never make your best offer at the start.

* Never accept the other party’s first demand; it’s always higher than
the one they will accept.
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* Never make a concession without getting something equal or
better in return.

* Try to discover the other side’s weaknesses, and don’t let them
discover yours.

e Keep them guessing; don’t tell them anything you don’t have to.
* Get the upper hand early in the negotiation and keep it.

By adopting an entirely different ethical stance, it is possible to leave
behind all of these psychologically primitive attitudes and their accom-
panying tactics, and approach a negotiation from the standpoint of add-
ing value. We have seen abundant evidence that an attitude of openness
and candor about interests, a willingness to give value rather than try to
extract it, and a world view of abundance rather than scarcity can work
wonders in bringing people to agreement.

One of the features that makes AVN so different from standard win-
lose or even so-called win-win negotiating is the concept of multiple
deals. Instead of offering one deal and hoping to beat it into shape, the
AVN approach calls for the creation of multiple deal packages. It’s much
more comfortable psychologically for a person to choose among several
alternatives than have to do battle from a fixed position. Because each
deal package is based on a mutual understanding of interests and the op-
tions that can meet them, both sides get a sense that the negotiating pro-
cess is both balanced and fair.

By applying these principles in the framework of a simple five-step
method, and by structuring the possibilities with two simple planning
worksheets (the window of interest and the option tree), it is possible to
make more of your negotiations produce more fruitful results. At the
same time you can build strong relationships of mutual respect and trust.

This is the prescription for added value negotiating that we have tried
to develop in this book. It is not perfect, of course, and it will surely
evolve and develop over time.

Some of what we have to say here may tax your credulity at first. Most
of it, we believe, will begin to make sense once you explore the context
of added value and begin to see how profoundly different it is from the
standard win-lose approaches so common today. Ultimately, you will
have to see whether these methods work in your own life. We have seen
them work in ours.
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