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			Book Presentation: Getting More by Stuart Diamond

			Book Abstract

			MAIN IDEA

			No matter what you do in life, you can get more of whatever you want by becoming a better negotiator.

			Many people make the mistake of trying to go from the picture they have in their head to their goal in one step. That usually doesn’t work because it’s too big a step to take. Instead, when negotiating, always try and be incremental. Figure out the answers to four key questions along the way and you then know what it will take to move them there bit-by-bit.
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			About the Author

			STUART DIAMOND is a negotiation teacher and adviser. He teaches a negotiation course at The Wharton School and Penn Law School where he is an adjunct professor. Mr. Diamond is president of Global Strategy Group, a consulting company which advises companies and governments on negotiating foreign investments and other persuasion skills. He specializes in cross-cultural negotiations and has advised more than half the Global 100 companies and a quarter of the Global 500 companies. Mr. Diamond was previously a journalist at the New York Times where we won the Pulitzer Prize as part of the team which investigated the space shuttle Challenger disaster. Mr. Diamond is a graduate of Columbia University, Harvard Law School and Rutgers University.

			The Web site for this book is at www.GettingMore.com.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of Getting More (Stuart Diamond)

			1. The twelve strategies of negotiation

			The twelve strategies are a different way of thinking about negotiation. These are the building blocks for negotiations. You won’t use all twelve every time you negotiate but you need to know them all because they will all crop up at different times and in different contexts. Master these twelve strategies and you’ll become a better negotiator.

			
					Goals are the key to any negotiation

					It’s never about you – it’s always about them

					Be prepared to make emotional payments

					Never forget every situation is different

					In everything you do, be incremental

					Find ways to trade items you value unequally

					Use their standards, not yours

					Be 100% transparent and ethical

					Make sure you communicate and frame well

					Always focus on the real problem at hand

					Embrace differences, they help negotiations

					Prepare – Make a list and practice

			

			1. Goals are the key to any negotiation

			Goals specify everything you want to be in place by the end of the negotiation which is not there at the beginning. The whole object of entering into a negotiation is to realize your goals so it makes good sense to take the time and effort to pause and clarify precisely what your goals are before you begin.

			It’s amazing how many people get mad at themselves over the course of a negotiation because they’re so busy thinking about other stuff they end up taking actions which are counterproductive to their own goals. That can easily happen. Don’t pursue other interests or relationships just because you’ve heard they are an effective tool to use during a negotiation. Do only those things which will explicitly move you and the other party towards your shared goals. Make realizing those mutual goals what you live for.

			“Think about the worst thing that could happen to you in a negotiation. If you can withstand it, you will be more confident. If you can’t, this is probably a bad negotiation for you to attempt. Find someone else to conduct the negotiation; prepare more, change the perceived risk, or examine opportunities elsewhere. Get yourself more mentally ready.”

			– Stuart Diamond

			“Your ability to meet your goals, and your confidence level, is often in your mind. As Henry Ford once said, ‘Whether you think you can or you can’t, you’re right.’”

			– Stuart Diamond

			2. It’s never about you – it’s always about them

			You won’t be able to persuade anyone else to move towards their goals or your goals until you know and understand the pictures in their heads. You need to know:

			
					Their perceptions of the overall environment in which the negotiation is taking place.

					Their needs and sensibilities.

					How they prefer to make commitments.

					Whether or not they are trustworthy.

					Which third parties they know and respect and whose aid you may be able to enlist.

					How they like to form and maintain relationships.

			

			The reality is in any negotiation, you are the least important person involved. You have to reverse roles and put yourself in their position and see the world from their perspective to get anywhere. And forget about forcing them to do something. Ask: “What do I have to do here to get people to want to do things which will help us move forward?”

			3. Be prepared to make emotional payments

			The world is not a rational place. It’s completely and irrevocably irrational. And often, the more important the negotiation is to an individual, the more irrational they will become. For example, when your child wants an ice cream cone, nothing else matters. The same phenomenon crops up time and again even in multi-million-dollar deals (although probably not over an ice cream cone.)

			When people are irrational, words don’t count. Emotions do. When people are emotional, they can’t even listen, and if they can’t listen, then you won’t be able to persuade them even if you have the most logical arguments in the world. When someone is emotional, they can’t think “win-win” either – that takes a level of reasoning and rationality which will be absent.

			As a result, to move any negotiation forward, be prepared to make emotional payments whenever and wherever required. When they’re thinking irrationally, you can get through to them by using empathy, apologies if appropriate, and most of all by showing them you value them. Be prepared to offer them things that will get them to think more clearly.

			4. Never forget every situation is different

			Negotiation is never one-size-fits-all in the real world. Every new situation is unique. Even negotiating with the same people on different days can be an entirely different situation. Therefore, you have to analyze every negotiation on its own merits.

			Forget about averages, trends and statistics as well. They won’t have any relevance to getting more from the people you will be negotiating with today and tomorrow. You may have heard blanket rules-of-thumb like “Never be the first party to make an offer” which you try and follow religiously. Forget about it. Every situation has so many wrinkles you cannot afford to be rigid in your thinking.

			When the party you negotiate with says “I hate you,” your response should be “Tell me more.” Learn what they are thinking or feeling and you stand a better chance of moving things forward. Get offended and cut discussion off and you’ll miss out.

			5. In everything you do, be incremental

			The number one reason why negotiations fail is because the people involved ask for too much all at once. It’s not a smart way to operate. Big steps scare people, make the negotiation appear riskier than it is and magnify rather than resolve differences.

			Remember, when negotiating, you’re trying to lead people from the picture they have in their mind to accepting a shared goal. Encourage them to move from the familiar to the unfamiliar one step at a time. Make a little progress, test that step, resolve any differences while they are minor and then take the next logical step after that. Repeat over and over. Closing gaps incrementally is a much better way to operate.

			“Extreme offers kill deals. The other party usually feels insulted. If it’s too low, it devalues the other party. If it’s too high, often the other party gives up. It risks your credibility. If you make an extreme offer and then quickly back off, the other party thinks you’re trying to take advantage of them. Mistrust ensues. Extreme offers also violate one of the fundamental negotiation principles: being incremental. Almost by definition, an extreme offer is the opposite of incremental. So the chances of the other party accepting it are much less. In a meeting, if someone is extreme, you might turn to the other members of that person’s team and say something like, ‘Do you all agree with each and every word that was just said?’ If there is any hesitation, ask for a break. Maybe they can talk some sense into the person being extreme.”

			– Stuart Diamond

			6. Find ways to trade items you value unequally

			Wherever feasible, find things to trade which you value differently to the other party. All parties value the same items using different value systems. To use this to your advantage, find out what each party cares about and also what they don’t really care about. Look for big or small items, tangible or intangible, and items which are inside the deal or outside the deal. You then set up trades that match items one party values highly but which are inconsequential to the other party.

			For example, employees may be willing to trade working on public holidays for more vacation time later in the year. Kids may trade TV time in exchange for doing more homework. A retailer may give you a bigger discount if you will supply two or three referrals from your friends or acquaintances. Any time you incorporate items of unequal value to the parties into a negotiation, you expand the pie and create more opportunities for everyone. This is well worth doing.

			“All parties value things differently, and often unequally. Once you find out what they are, you can trade them. In the process, you will get what you consider valuable things for yourself. Trading items of unequal value will cause the overall number or value of items in the negotiation to rise, making more available for all. The other party will become less price-sensitive, the relationship will get better, trust will be higher, and your own value to the other party will increase – whether in business or personal life. First, you find out the pictures in their heads. Then you have to find the pictures in yours. You find out which ones don’t cost one side much but are valuable to the other side. Then you trade them.”

			– Stuart Diamond

			7. Use their standards, not yours

			In a negotiation, you’d better figure out right away what the other person’s policies, exceptions to policies, precedents and preferred ways of making decisions are. Why? These are what you must use to get more of what you want.

			Your standards are important to you but in a negotiation, you have to use the standards of the other party if you want to get anywhere. Find out or figure out for yourself:

			
					When have they allowed exceptions to their stated policies and procedures in the past?

					Do they let speakers have the floor without interruption or does the loudest voice win out?

					What are their feelings when it’s possible innocent people will have their interests harmed as a result of the negotiation?

					Are high levels of customer service a part of the promise they make to their customers?“It is a fundamental tenet of human psychology that people hate to contradict themselves. So if you give people a choice between being consistent with their standards – with what they have said and promised previously – and contradicting their standards, people will usually strive to be consistent with their standards.”
– Stuart Diamond


			

			8. Be 100% transparent and ethical

			Conventional negotiation methodologies focused on getting more for yourself and let the other party look out for their own interests. That’s okay but people can detect fakers. They can tell for themselves when you’re just putting on a tough guy act for appearances alone. Therefore, forget trying to be something you’re not.

			Being real is highly credible – and in any negotiation credibility is your biggest asset. You’re always going to get much more accomplished if you openly admit you don’t know something, you’ve been too aggressive or you’re in a bad mood for entirely unrelated reasons. Candidly admit things and be genuine.

			“Done right, there is no difference between ‘negotiation,’ ‘persuasion,’ ‘communication,’ or ‘selling.’ They should all have the same process. That is, they should start with goals, focus on people, and be situational.”

			– Stuart Diamond

			“The most important asset you have in any human interaction is your credibility. If people don’t believe you, it’s hard to convince them of anything. Your credibility is more important than your expertise, connections, intelligence, assets, and looks.”

			– Stuart Diamond

			“People appreciate it when others are straight with them, no matter what ‘straight’ is. This should lift the burden of having to be someone you are not. This means, if you are very aggressive, warn people in the beginning. ‘If I get too aggressive, let me know.’ What does this do? First, it takes away the issue by resetting expectations. Second, it makes you more real; it increases your credibility. Third, it eliminates the need for you to do any sort of dance, to act in a way that is unnatural to you. Now you can focus on meeting your goals.”

			– Stuart Diamond

			9. Make sure you communicate and frame well

			The number one reason why negotiations fail is bad communication. Never walk away from a negotiation unless everyone has agreed to take a break – or unless you want to end the negotiation and go in a different direction. A negotiation can only occur when information is flowing both ways.

			Good negotiators know better than to threaten the other party. In fact, it’s good practice to state the obvious: “We don’t seem to be getting along here at the moment. Is there something we can do to get on the same page? Let’s start with this. Is it your goal to make your customers happy?” Light the way forward and frame the vision for all to understand and agree to.

			“My most common opening in a negotiation is, ‘What’s going on?’ Seems like an ordinary question. But there are at least four tools folded into that question. First, it helps to establish a relationship with the other person – you start out informal and chatty. Second, it is a question – questions are a great way to collect information. Third, it focuses first on the other party and their feelings and perceptions, instead of on ‘the deal.’ Fourth, it consists of small talk to establish a comfort level between us.”

			– Stuart Diamond

			“Talking is a sign of strength. Not talking is a sign of weakness. Yet that is exactly the opposite of conventional wisdom. I’m amazed at the number of labor-management negotiators, sports negotiators, attorneys, diplomats, and leaders of all sorts who, when things are not going well, walk out. That guarantees that things won’t go well. How does that make any sense at all?”

			– Stuart Diamond

			10. Always focus on the real problem at hand

			Comparatively few people address the real or underlying problems in a negotiation. Get into the habit of stating: “What is really preventing me from meeting my goals here?” Then try and figure out whether the other party shares that problem or if they have a different one altogether. Sometimes it won’t be obvious so keep probing.

			Negotiation success is usually dependent on your ability to walk in the other person’s shoes. Uncover the true underlying reason for why they think the way they do and you have a golden opportunity to transform that problem into an opportunity to move your negotiation forward. View every problem as an opportunity and you’ll become a great negotiator.

			“Bob Woolf, the retired sports-agent superstar, essentially said to others in a negotiation, ‘I have one thing that’s not negotiable. I demand that we meet your interests.’ When the other person expressed surprise, he would say something like, ‘The reason we need to meet your interests is that if we don’t meet your

			
			
			
			11. Embrace differences, they help negotiations

			
			
			
			
			12. Prepare – Make a list and practice

			
			
			
			
			
			
			
			
			
			
			1. What are my goals?

			
					Goals – long term and short term

					Problems – in reaching goals

					Parties – decision makers, others

					What if no deal – worst case scenario

					Preparation – time, information sources

			

			
			
			
			
			
			
			
			
			
			
			
			
			2. Who are they, what do they want?

			
					Needs/interests –of all parties

					Perceptions – pictures in people’s heads

					Communication – style, preferences

					Standards – theirs and norms

					Reexamine goals – why yes, why no

			

			
			
			
					Long-term needs and preferences

					Short-term requirements

					Shared needs which everyone has in common

					Conflicting needs which different people may have

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			3. What will it take to persuade them?

			
					Brainstorm – come up with ideas

					Incremental – steps to reduce risk

					Third parties – enemies, influencers

					Framing – create a vision, questions

					Alternatives– to improve deal if possible

			

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			4. How can we get there?

			
					Priorities – deal breakers, giveaways

					Who presents – how and to whom

					Process – agenda, deadlines, time

					Incentives, commitments – for them

					Next steps – who does what

			

			
			
			
			
			
			
			
			
			
			
			
					You’ll probably discover the problem you start with is not the real problem. There will be other underlying issues lurking behind the obvious which are more important. This is okay because using this model, you’ll be better equipped to find the solution when the real problem comes into view.

					You’ll often find this model will generate more solutions that you thought existed. The model encourages everyone to think differently and that frequently uncovers new opportunities to do a deal.

					As you work through the model, you’ll get a much clearer picture of the personalities involved and what’s going on in their heads. By better appreciating how people differ, you’ll be able to know what to do to move forward.
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