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Using This Workbook



CHAPTER 1

Introduction

Why a workbook to help people prepare for a negotiation? Getting to Yes  was published more than a dozen years ago. It has sold millions of copies. Yet even its readers and fans tell us that they often feel uncomfortable and uncertain about how they negotiate; the process is sometimes stressful and the outcome worse. They know how a negotiation ought to go, but they can feel ripped off and pushed around, or they might agree to something that is worse than it should be, damaging relationships along the way. Perhaps they should have walked out and gone somewhere else, but they did not know when to leave or where to go. These are some of the symptoms that inspired us to write this book.




Diagnosis: unprepared 

Whatever kind of negotiation we face—from an internal office problem to an international sale, from seeking a raise to buying a business, from dealing with a union to dealing with the Russians—lack of preparation is perhaps our most serious handicap. This is true whether the negotiation is ongoing or has not yet begun, and no matter how much experience we have. In fact, the more experienced we are, the greater the risk that we fall into an established preparation routine that takes little account of the particular people with whom we are dealing or the particular problem with which we are confronted.

At Conflict Management, Inc., and Conflict Management Group (two con-suiting firms formed to take the concepts and tools of the Harvard Negotiation Project out to the world of business and public policy) we have consistently found that one of the most powerful things we can do to help negotiators get good results is to help them prepare more effectively. We have found this to be true when working with people in businesses, governments, guerrilla groups, and labor unions.




Why are negotiators unprepared? 


People assume “just talking” is low risk 

Sometimes we may think that preparation is unimportant. Since we know that we cannot be forced into an agreement, we see little risk in saying, “Let’s hear what the other side has to say.” If we like it, we can accept it. If we don‘t, we can walk away. Over the years, however, we have seen that the risks of being unprepared are high. How will we know whether we should agree unless we have some precedents or other benchmark for evaluating the agreement? How will we know whether to walk away unless we have some idea of how well we can expect to do elsewhere?

Perhaps more important, by being unprepared we surrender initiative to the other side. We lower the possibility that we can come up with some good ideas and arguments that will quickly solve the problem to our mutual satisfaction. We deprive both sides of our creativity.


“Preparation takes too much time” 

Preparation does take time—but it probably saves more time than it takes. A well-prepared negotiator can narrow the issues for agreement, formulate elegant options, or evaluate tentative offers far more quickly and wisely than a negotiator who does not know the terrain. On average, we think that you should spend as much time preparing as you expect to spend in face-to-face negotiation. Certainly, some matters are trivial and neither deserve nor require much preparation. Others, however, involve high stakes, multiple issues, and perhaps several parties. In such cases extensive preparation is a good idea. Whatever the situation, spending time on preparation is likely to save time in the long run.


People don’t know how to prepare well 

Many people feel prepared if they know what they want and what they’ll settle for. But if our preparation consists of creating a wish list, with a minimum fallback position, the only thing we will be ready to do in the negotiation is to state demands and make concessions. Positional preparation leads to positional negotiation. By focusing on what we will ask for and what we will give up, we set ourselves up for an adversarial, zero-sum kind of negotiation. But this kind of preparation often prevents us from finding creative solutions that expand the pie before splitting it, or from working side by side to solve some joint problem.

Positional preparation is the greatest source of stress and anxiety during negotiations. We might think that if we invest time and energy planning our demands and concessions we will feel more confident as we make them. But the reality of the matter is that a positional negotiator, even one who has thought about what positions to take and what concessions to make, has little basis for deciding when to make a concession. Making a concession when the other side won’t simply rewards their bad behavior. Yet not making one can precipitate a contest as to who can be more stubborn. Preparing only by making a list of demands and concessions is preparation for a bad negotiation.




A systematic approach to preparation 

Experience demonstrates that preparation benefits from a systematic approach. That is where this workbook comes in. To be well prepared, we want to get our hands around the entire negotiation, use a checklist to identify those areas where preparation is likely to be most helpful, and then get to work. Here is a system we suggest you use until you develop one that works better for you.

There is no single right way to organize ideas. We have developed over the years what we call “theory for practitioners”—concepts and tools that help busy people organize and clarify their thinking about negotiation.


Goal: a good outcome 

A good result of a negotiation can be seen as involving seven elements. The better we handle each element, the better the outcome:

Interests Whatever our demand or “position” may be, we and others involved in the negotiation would like an outcome that meets our underlying interests—the things we need or care about. The more we have thought about our interests in advance, the more likely we are to meet them.

 

Options A good outcome should be among the best of all possible ways to deal with our differing interests. By options we mean possible agreements or pieces of a possible agreement. The more options we are able to put on the table, the more likely we are to have one that will well reconcile our interests.

 

Alternatives A good outcome should seem better than any alternative away from the table, better than things we might do by ourselves or with others. Before we sign a deal—or turn one down—we should have a good idea of what else we might do.

 

Legitimacy We do not want to be unfairly treated, nor do others. It will help to find external standards that we can use as a sword to persuade others that they are being treated fairly and as a shield to protect us from being ripped off.

 

Communication Other things being equal, an outcome is better if it is reached efficiently. That requires good two-way communication as each side seeks to influence the other. We want to think in advance about what to listen for—and what to say.

 

Relationship A good outcome will leave our working relationship strengthened rather than damaged. Preparation can help us think about the human interaction—about the people at the table. We should have some idea about how to build a relationship that facilitates, rather than hinders, agreement.

 

Commitment The quality of an outcome is also measured by the quality of the promises that are made. Those commitments are likely to be better if we have thought in advance about the specific promises that we realistically can expect




How to use this book 



1. First, read straight through 



2. Sudden prep 



3. Priority prep 



4. Full preparation 
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of others who may be significantly affected by the outcome of this negoti

People on “my side” who may care People on “their side” who may care
about the outcome about the outcome
Constituents? Constituents?
Friends? Friends?
Family Family?
Boss? . Boss?
Others? Others?

DATE PREPARED: INTERESTS 1
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COMMUNICATION 1: Question My Assumptions and Neeomwrow: Urienzeam

o e 4 counteRparr: KidWorld team
Identify Things to Listen For cnomcr: Health care bercis

‘The first step in dealing with your blind spots is to become aware of them. In the lef-hand
column, list your assumptions about their intentions and perceptions. In the right-hand column,
write down key phrases your counterpart might say that should lead you to question your
assumptions

My assumptions Things to listen for
(Lassume that....)

They want to force us to pay more for health We want this deal to be acceptable to the
care and lower their contributions. employees.

We want to work with you to get the best coverage
possivle at a price that keeps us competiive in the
marke. .

They want 0 get their way. Tell us what's important to you.
How miight we do this together?

They only care about looking good. Let's consider  broad range of options, without
worrying t00 much now about whether theyd be
practical

COMMUNICATION 1
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LEGITIMACY 2: Use the Fairness of the megemAmoas K

COUNTERPART: LOU.

Process to Persuade suspecr: Promotion

Persuasive processes

If you cannot agree on an answer, you might agree on the process to find an agreeable answer.
If one of the following looks interesting, how might you apply it to this case?

“I cut, you choose”

Flip a coin

Get an expert opinion

Ask an employment service what the going rate would be

Let an arbitrator decide

The test of reciprocity

In some cases, reciprocity can be very persuasive. Are there some negotiations in which your
counterpart is in a position similar to yours?

Yes, when negotiating his own salary

If 50, what standards or arguments does he or she use in the situation?

Frobably the value of hs experience

How could you apply those standards or arguments here?

Focus on what Ive learned and accomplished in 5 years

DATE PREPARED: — - LEGITIMACY 2
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ALTERNATIVES

Think of My Alternatives to

a Negotiated Agreement

NEGOTIATOR: LiZ

counrerearr: Ty

Fruit deal

My key interests

1. Good reputation for quality produce

2. Make profic
3. Smooth delivery
4. Properly crated produce

What could I do to satisfy my interests if we do not reach an agreement?

Possible alternatives

Pros

Cons

1. Find another fruit farmer

2. Start a farm, owned by our
company

3. Stop offering certain
produce (Terrys) to my cus-
tomers

‘Shouldn't be too hard

May be able 1o insist on better
quality and price terms from
the start

We'd have more control over
what s planted and over coste

Easy to do

Have to start over with some-
one | don't know

Tough business to get into

Lots of time and effort
reqired

Lose profit potential
Annoy customers
Hurt reputation

DATE PREPARED:

ALTERNATIVES 1





OEBPS/fish_9781101128350_oeb_024_r1.gif
LEGITIMACY 1: Use External Standards as mconyrou D taan_______

¢ ‘ar counterearr: KidWorld team
a Sword and as a Shield Health care benefite

suBECT

What specific substantive question has to be answered in this negotiation?

How much of total cost should company pay?

Possible standards (precedents, benchmarks, prior practice, accepted principles, etc.):

Place each standard along a range from least favorable 1o you to most favorable (o you. Below
each standard; indicate what that standard would mean in this case.

Foreign  Feer  KidWorld ~ US. KidHaven

Least  Sundards:  COMpeLitors i, co, Current level toycos, Stores 7 ot
favorable % : > favorable
I o] 251 40t S0L  65u  75h 1004
o this
caser

Other standards that may be relevant or that require research:

Infation = Bilyr Health care inflation = 12%yr
Salaried workers at KidWorld =
Fension plan matching contribution = 100%

Percentage of total wages employees must devote to health care =2
Compared to: Salaried workers? Foreign competitors? KidHaven Stores?

DATE PREPARED: —— LEGITIMACY 1
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INTERESTS 2: Clarify the Interests

Mine Theirs Others
What do I care about? If 1 were in their shoes, what | What are the concerns of
would I care or worry about? | others who may be
significantly affected?
Personal Personal Other 1:
Other 2:
Business Business

DATE PREPARED: INTERESTS 2
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OPTIONS 2: Find Ways to

NEGOTIATOR: Union team
counterpar: KidWorld team

Maximize Joint Gains

sungecr: Health care benefits

Consider ways to combine skills and resources to satisfy key interests on both sides.

Inventory of skills and
resources

Combine similar
resources to
produce value

Combine different
resources to
produce value

Ability to mobilize and moti-
vate union members

Ability 1o evaluate plans

Me
EJ
Space in factories
Ability to evaluate plans
Them

Joint evaluation plars

Joint, design of ideal plan, to
get bids on it

Ability to promote collabora-
tion

Ability to serve as “model
client™ for some progressive
health care provider

Trade off some sick days for
smaller deductibles?

et up and promote preven-
tive health program to
decrease medical problems
and costs (exercise, blood
pressure monitoring, e1c.)

Give urion opportunity to find
abetter deal to save cost to
the company

'DATE PREPARED:

OPTIONS 2
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RELATIONSHIP 1: Separate People Issues
from Substantive Issues

Necorwrom: M2
countereart: Tery

sumpgcrs Fruit deal

Describe your relationship. (Use adjectives.)

Businessike; collaborative

Separate the relationship from the substance

Substantive issues and problems
(money, erms, dates, and conditions)

Price per pound
Delivery dates
Crating procedures
Fayment plan

Amount of fruit

Relationship issues and problems
(reliability; mutual acceptance, emotions, etc.)

it is good

Substantive options and remedies

(Consider referring to the chapters on
Interests and Options)

Research other wholesale frult prices

Contingency plan for ensuring follow-through

‘Ways to improve the relationship

(Make sure these are not substantive
concessions)

Keep doing what we are doing
listening to each other
~consulting first
~presenting solutions instead of problems

DATE PREPARED:

RELATIONSHIP 1
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OPTIONS 2: Find Ways to
Maximize Joint Gains

Consider ways to combine skills and resources o satisfy key interests on both sides,

Inventory of skills and Combine similar Combine different
resources resources to resources to
produce value produce value
Me
Them
DATE PREPARED: oPTIONS 2
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; Mark
COMMITMENT 1: Identify the Issues to Be cm“; rer—

Included in the Agreement suagecr: Joint venture

Overall purpose of negotiation
Establish joint, venture with Advantage Software

Expected product of negotiation
(Draft a table of contents for a final agreement that would be operational and durgble.)

1. Narme of joint verture 5. Action plan for integration
2. Joint venture purpose, business defiition, 2) timetable
b) staff
and limits
©) location
Contriputions of each partaer ) budgeting
4 Joint verburs GEructiire €) relationship bulding among new team
mermbers

) equity shares
b) board of directors
<) management process.

Specific purpose of next meeting

Wrap up open issues and reach agreement

Tangible product of next meeting
(If you could imagine the picce of paper you would produce during this mecting, what would it
contain?)

A list of options for further consideration?
An action plan for further work necessary before an agreement would be possible?
A joint recommendation to your respective organizations?

An agreement in principle?

A signed contract?

___ Commitments toward the next stej
¥ Other _aterm sheet.

DATE PREPARED: — COMMITMENT 1
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COMMUNICATION 2: Reframe to Help

Them Understand sumpecr: Promotion
Your perspective ‘How might they hear it? Reframing
(List 3-5 statements you (For each statement,list your | (Restate your interests so
‘might make to clearly put counterpart’s possible that they will hear them
forth your interests) better)

1. I would like & $5,000 raise.

2. 1 deserve the job and salary
'm asking for.

3. | want to be on a track for
‘advancement.

Youwant a huge jurmp In salary.

You've been a steady worker,
but no one Is “entitled” to a
promation.

Is Ken after my job?

I want to be fairly compensat-
ed for the work | do and for the
responsibilities | take on.

1 believe my recent training and
experience make me a good
candidate.

d like your help in developing a
plan that keeps me growing
and contributing.

DATE PREPARED:

COMMUNICATION 2
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ALTERNATIVES 1: Think of My Alternatives to
a Negotiated Agreement

NEGoTIATOR: Steve and Catl

couTeReaxr: Salesperson

suagecr: Car sale

My key interests:

1. Good gas mileage

2. Safety (infant seats)
3. Looks

4. Relability

5. Convernient service

What could I do to satisfy my interests if we do not reach an agreement?

Possible alternatives

Pros

Cons

1. Buy from classified ad

2. Buynew

3. Commute on puslic
transportation

4. Another dealership

Cheaper

More reliable; warranted; built-in

infant, seat optior; new paint,
et

Better for the environment;
cheaper

May get better deal if promise.
referrals

No service or relability guaran-
tee; have to sell jalopy same
way; less converient; not a
good selection

More expersive

Less convertent (diferent
buses: one unreliable; other
fine)

Farther away; dor't kriow any-
one who's shopped there

DATE PREPARED:

ALTERNATIVES 1
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ALTERNATIVES 4: Estimate Their BATNA e
CouNTERPART: 1ETY

sompecr: Fruit deal

‘What would I do in their shoes? (Which of their sclfhelp alternatives looks best for them?)

#1. Find another wholesaler

How might I legitimately make their BATNA less attractive?

By making it harder to pursue? By influencing their perception of how
unwise or costly it might be?

Complain a little to other wholesalers | know Show Terry some articles about. how tough the
about how expensive Terry has gotren? wholesale produce business has becore.

DATEPREPARED: ALTERNATIVES
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LEGITIMACY 2: Use the Fairness of the NEGOTIATOR:
Process to Persuade

Persuasive processes

If you cannot agree on an answer, you might agree on the process to find an agreeable answer.

If one of the following looks interesting, how might you apply it to this case?

“I cut, you choose”

Flip a coin

Get an expert opinion

Let an abitrator decide

The test of reciprocity

In some cases, reciprocity can be very persuasive. Are there some negotiations in which your

counterpart is in 4 position similar 10 yours?

If 50, what standards or arguments does he or she use in the situation?

How could you apply those standards or arguments here?

LEGITIMACY 2
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INTERESTS 2: Clarify the Interests

NEGOTIATOR:
COUNTERPART:
sumpec:

Mine
‘What do I care about?

Theirs

If I were in their shoes, what
would I care or worry about?

Others
What are the concerns of oth-
ers who may be significantly
affected?

Personal

Business

Personal

Business

Other 1:

Other 2:

Other 3:

DATE PREPARED:

INTERESTS 2
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COMMUNICATION 2: Reframe to Help

NEGOTIATOR: Union team
KidWorld team

Them Understand svaygcr: Health care benefive
Your perspective ‘How might they hear it? Reframing
(List 3-5 statements you (For each statement, list your (Restate your interests so
‘might make to clearly put counterpart’s possible that they will hear them
forth your interests.) response, e.g.,“Yes, but .. ") better)

You want us to pay t00 much.

We demand good quality health
care.

We want, a voice in the decision
making

We're already contributing
more than many comparies.

We can't afford to buy each of
you a Cadilac either!

Theyl always pick the most.
expensive plan and insist on it.

How can we bulld & plan that
allows us to compete but also
feeis fair to the employees?

We care and we want you to
care about. the quality of the
medical benefits we and our
fanilies receive,

IF we could participate in the
process of choosing health
plans, we might urderstand
the trade-offs more clearly and
feel better about how our
money is spent.

DATE PREPARED:

COMMUNICATION 2
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LEGITIMACY 3: Offer Them an Attractive Way
to Explain Their Decision

If they had to exphin the result of this negotiation to someone important to them, they could
convince their constituents with the following few points:

DATE PREPARED: LEGITIMACY 3
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ALTERNATIVES 3: Identify Alternatives Open
to the Other Side

Their key interests:

1. Pay lowest salary possible
2. Find good asst. store manager
3. Satisfy customers
4. Be perceived as fair

What could they do to satisfy their interests if we do not reach an agreement?
e

Alternatives Pros Cons.
1. Look for someone else to | May riot have to pay them as Have 1o fillin job himself until gets
promote much someone else; have to waste

time interviewing people, etc.

2. Hire temp until get full-time | Solves immediate need Have to train the temp, then
asst. manager ‘train the full-time person

3. Shift responsibilities Saves money; look like a hero Tough to do: more work for Lou;
around and eliminate asst. may get. resistance from others

manager position

DATE PREPARED: ALTERNATIVES 3
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ALTERNATIVES 1: Think of My Alternatives to
a Negotiated Agreement

NEGoTIATOR: Union team
counTeReart: KidWorid team

sumecr: Health care benefits

My key interests

1. Voice in decisiors.
2. Good health care coverage

. Low-cost employee contribution

4. Fair treatment

What could I do to satisfy my interests if we do not reach an agreement?

Possible alternatives

Pros

Cons

1. Strike

2. Urion buys supplementary
coverage

3. Lobby Congress for univer-
sal coverage

Easy to call

Can probably get the votes

We get exactly what we want.

Would shift burden to employer

Can get other unions 1o help

Bad for everyone

Expensive?
Difficult, to administer
Long-term solution, not,for
this year

Expensive effort

May ot succeed

DATE PREPARED:

ALTERNATIVES 1
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ALTERNATIVES 2: Select and Improve NEGOTIATOR:
My BATNA

sumgEcT:

Of my alternatives, what will I really do if no agreement is reached (my BATNA)? Why?

‘What can I do to improve my BATNA? (Write down concrete steps you could take to improve
your BATNA even before you go into the negotiation.)

DATE PREPARED: ALTERNATIVES 2
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INTERESTS 1: Identify the Relevant Parties HRGOTRORs ;':r———
 susyecr: Frult deal

Fill in the names of the persons or groups involved in this negotiation. Put yourself as “Negotiator
and the person you are dealing with directly as “Counterpart.” In the spaces below, write the names
of others who may be significantly affected by the outcome of this negotiation.

People on “my side” who may care People on “their side” who may care
about the outcome about the outcome

Constituents? Wholesale Foods employees Constituents? Farm employees.

Friends? Friends? Neighboring farmers

Family? Family? Terrys fami

Boss? VF. Operations Boss?

Others? Customers. Others?

Other supplers

DATEPREPARED: INTERESTS 1.
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. NEGOTIMTOR: M2
COMMITMENT 2: Plan the Steps to Agreement comrmenan T -
sumprcr: Frolt deal

Decision makers: names of those who will “sign” the agreement

Terry and Liz

Implementation: information that the agreement should include about what
happens next

implementors who should perhaps be consulted before agreement is final

My trucking & warehousing people?

Possible obstacles to implementation:

Weather: sickness in Terry's family; his truck breaking down

fays to deal with obstacles:

Contingency plans & good communication

Steps necessary to get to a binding agreement Target date

1. Tentative agreement on issues to be included: Next meeting (Tuesday)
2. Clarification of interests on each issue: Same

3. Discussion of options for handling each issue: Same

4. My draft of a framework agreement: Aweek later

5. Joint working draft of possible agreement: End of the month

DATE PREPARED: — COMMITMENT 2
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NEGOTIATOR:

RELATIONSHIP 2: Prepare to Build a Good Bl
" P p—
Working Relationship iy
What might be wrong now? Whatcanl do. ..
. to try to understand them better?

‘What might be causing any present mis-
understanding?

‘What might be causing a lack of trust?

What might be causing one or both of us to
feel coerced?

‘What might be causing one or both of us to
feel disrespected?

‘What might be causing one or both of us to
get upset?

- to demonstrate my reliability?

- to put the focus on persuasion instead

. to show acceptance and respect?

.. to balance emotion and reason?

RELATIONSHIP 2

'DATE PREPARED:
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RELATIONSHIP 2: Prepare to Build a Good
Working Relationship

sumect:

‘What might be wrong now?

Whatcanldo...

‘What might be causing any present mis-
understanding?

‘What might be causing a lack of trust?

What might be causing one or both of us to
feel coerced?

‘What might be causing one or both of us to
feel disrespected?

‘What might be causing one or both of us to
get upset?

+. to try to understand them better?

... to demonstrate my reliability?

+. . 10 put the focus on persuasion instead
of coercion?

- . to show acceptance and respect?

- . . to balance emotion and reason?

DATE PREPARED:

RELATIONSHIP 2
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ALTERNATIVES 3: Identify Alternatives Open

to the Other Side

Their key interests:

What could they do to satisfy their interests if we do not reach an agreement?

Alternatives

Pros

Cons

'DATE PREPARED:

ALTERNATIVES 3
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ALTERNATIVES 3: Identify Alternatives Open

to the Other Side

Their key interests

What could they do to satisfy their interests if we do not reach an agreement?

Alternatives

Pros

Cons

DATE PREPARED:

ALTERNATIVES 3
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COMMITMENT 1: Identify the Issues to Be roconuron; Unionteam

counTEReaxr: KidWorld team

Included in the Agreement sumpecr: Health care benefite

Overall purpose of negotiation

Discuss sorme options for rising health care costs

Expected product of negotiation

(Draft a twble of contents for a final agreement that would be operational and durable.)

Jaintly brainstorm;
List, of standards to consider
Lists of interest
List of options

Specific purpose of next meeting

Craft a joint recommendation for both sets of constituente

Tangible product of next meeting
{If you could imagine the piece of paper you would produce during this meeting, what would it
contain?)

/_ Alist of options for further consideration?

An action plan for further work necessary before an agreement would be possible?
A joint recommendation to your respective organizations?

An agreement in principle?

A signed contract?

Commitments toward the next steps?

Other

DATEPREPARED: COMMITMENT 1
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LEGITIMACY 3: Offer Them an Attractive Way =~ o™ ———%
to Explain Their Decision wm:;::: Fruit deal

If they had to explain the result of this negotiation to someone important o them, they could
convince their constituents with the following few points:

1."It's & fair deal compared to other farmers”

2.“It allows us sorme room to experiment and maybe make more money later”

3.%1t% o different than what | would ask of my suppliers.”

DATE PREPARED: LEGITIMACY 3
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OPTIONS 1: Create Options to Meet Interests

~eorwroms L2
counrereare: Tery
sumpecr: Fruit deal

Look at your INTERESTS 3 form, then list possible ways to meet the interests on both sides. (List
interests in order of their relative importance).

My interests Possible options Their interests
1. Revenue Fay premium price for premium | 1. Revenue
quality
2. Quality Fay bonus for on-time delivery | 2. Quality
3. Reliabiity Share cost of crating 3. Reliability
4. Crating Advance cash at planting time, | 4. Crating

5. Competitive advantage over
other wholesalers

6. Access to other products

7. Brand image

o risk on new products.

Exclusive deal in exchange for
guaranteed contract to buy
all that Terry produces that
meets minimum quality
standard

5. Quick and effective harvest.

6. Liquidity during planting

7. Shipping insurance

DATE PREPARED:

OPTIONS 1
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Union team

LEGITIMACY 2: Use the Fairness of the NECOTAIGH

KidWorld team
counTeRearr: KidWorid team
Process to Persuade Health care benefite

sumEcT:

Persuasive processes

If you cannot agree on an answer, you might agree on the process to find an agreeable answer,
1 one of the following looks interesting, how might you apply it to this case?

“I cut, you choose”

Flip a coin

Get an expert opinion

Let an arbitrator decide Final offer arbitration? (As in baseball, arbitrator chooses
between each side’s final offer)

Most-favored nation Agree on a number, but if KidWorld gives anyone else a better deal, we
get it oo

The test of reciprocity

In some cases, reciprocity can be very persuasive. Are there some negotiations in which your
counterpart is in a position similar to yours?

Yes, when negotiating with retallers about co-op advertising
If 50, what standards or arguments does he or she use in the situation?

KidWorld wants a say in how their money is used and an opportunity to get a better deal.

How could you apply those standards or arguments here?

We ight say the same things: the union should have a say in how employee contributions are used,
and an opportunity 1o shop around.

DATE PREPARED: — LEGITIMACY 2
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Roger Fisher and
Danny Ertel

Geiting Ready
10 Negotiate

THE GETTING TO YES™ WORKBOOK

PENGUIN BOOKS
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OPTIONS 1: Create Options to Meet Interests

Look at your INTERESTS 3 form, then list possible ways to meet the interests on both sides.
(List interests in order of their relative importance.)

My interests

Possible options

Their interests

DATE PREPARED:

OPTIONS 1
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LEGITIMACY 3: Offer Them an Attractive Way ~ Mecomwwon: dnontean —

1o Explain Their Decision onymen, Health care benefits

If they had to explain the result of this negotiation to someone important to them, they could
convince their constituents with the following few points:

1. *This is in ling with other benefits at KidWorld and with industry practice”

2. “We're holding the lne at a level that keeps us competitive.”

5 anly fair to give employees a chance to participate in deciding how health care dollars are spent for
Sheir own benefit. We want the same thing when retailers spend our money on advertising.”

DATE PREPARED: — LEGITIMACY 3
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OPTIONS 2: Find Ways to
Maximize Joint Gains

NEGOTIATOR: KN
counTeRpaRT: Lo

sumpecr: Promotion

Consider ways to combine skills and resources to satisfy key interests on both sides.

Inventory of skills and
resources

Combine similar
resources to
produce value

Combine different
resources to
produce value

Me

Maragement, skills
Dedication
Enthusiasm

5 years’ experience

Writing ability

Them

Morey
Training programs
Advancerment opportunities

Dedication to customer
service

Purchasing power for benefits

Work on a plan to increase
customer satisfaction and
make store a showcase

Work on plan to have me help
train new staff

Develop a training and
advancement, plan for me
that keeps me productive
and growing

Put my writing skils o work
for Saneway:

“marketing

“new training materials

Give me more benefits & lest
pay, 50 better for me and
Gheaper for Saneway

DATE PREPARED:

OPTIONS 2
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INTERESTS 3: Probe for Underlying Interests

NEGOTIATOS

Union team
counteparr: KidWorld team

surgecr: Health care benefit

In the left-hand column, list the more important interests for you and your counterpart that you

identified on the INTERESTS 2 form. For each of these, ask yourself “why?" and “for what pur-

pose?” If you discover deeper interests, lst them in the second column. Finally, try to rate your
own interests by allocating 100 points among them in proportion to their relative importance.

Important interests Basic or underlying Relative
(from INTERESTS 2) interests. importance
(Ask yourself *why?" and “for what (Allocate 100
purpose?™) points)
Mine
Voice in decision making Have a say in how our morey is used 20
Feeling more & part of the company
Being taken seriously
Good health care package Aacess o good medical care 2
Fair treatment
Decrease employee contribution Free up disposable income for other 25

things (vacation, etc.)

Theirs

Look good to boss

Keep costs down

Good precedent

Avoid strike

Career advarcement—get, more
responsibilicy

Be competitive in the market
Improve price of company stock

Make it easier in the future, with us
and other unions.

Minimize disruption
Avoid cost of strike

DATE PREPARED:

INTERESTS 3
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RELATIONSHIP 2: Prepare to Build a Good
Working Relationship

~EGoTiTOR: KEN
counTERpaRT: LoU
sumpecr: _Promotion

‘What might be wrong now?

Whatcanfdo...

What might be causing any present mis-
understanding?

Rumor mill

‘What might be causing a lack of trust?

Lack of reliable information

What might be causing one or both of us to
feel coerced?

Lou's need to get the role filled

‘'What might be causing one or both of us to
feel disrespected?

‘What might be causing one or both of us to
get upset?

... 1o try to understand them better?

Speak directly and set aside gossip

.. to demonstrate my reliability?

Don't make assertions or claims about things |
dor't know

... to put the focus on persuasion instead
of coercion?

Offer to start fillig in on some asst. manager
tasks for a week, while we work things out

. .. to show acceptance and respect?

+ .. to balance emotion and reason?

DATE PREPARED:

RELATIONSHIP 2
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C1his form is intended to provide quick help for an upcoming negotiation.)

SUDDEN PREP
Things I should be ready to put “on the table”
My interests Options Legitimacy Their interests
What I really care Possible agreements  External standards or  What I think they
about. My wants, that we might reach.  precedents that might  really care about. Their
needs, concerns, convince one or both

and fears.

1 1
2 2
3 3.
4 4

of us that a proposed
agreement is fair.

1

wants, concerns, hopes,
and fears

My walk-away alternative

What can 1 do if I walk away without
agreement? Which is the besi? What
would 1 really do?

Commitment

If we reach agreement, we
commit to some option.






OEBPS/fish_9781101128350_oeb_105_r1.gif
COMMUNICATION 1: Question My Assumptions and "0~ or

Identify Things to Listen For ™%

“The first step in dealing with your blind spots is to become aware of them. In the lefi-hand
column, list your assumptions about their intentions and perceptions. In the right-hand column,
write down key phrases your counterpart might say that should lead you to question your
assumptions.

My assumptions Things to listen for

(1 assume that ....)

DATE PREPARED: COMMUNICATION 1
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;. : NeGoTTor: Steve and Cathy
ALTERNATIVES 3: [dentify Alternatives Open  *eomron aleoperson

to the Other Side surpscr: Car sale

Their key interests:

1. Commissions
2. Referrals

3. Service business

4. Look good o boss. .

‘What could they do to satisfy their interests if we do not reach an agreement?

Alternatives Pros Cons.

1. Sell to another customer | Uncertair; may or may not get. | Have to waiti may have to
vetter price advertioe

2. Sell to Rent-A-Bargain Fast and easy Get less money; if it turns out

%0 be & lemon, will hurt future
business with them

3. Sell to another desler Relatively easy—just make a few | Less money: looks bad for our
calls ousiness.

DATE PREPARED: ALTERNATIVES 3
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RELATIONSHIP 1: Separate People Issues
from Substantive Issues

Describe your relationship. (Use adjectives.)

Separate the relationship from the substance

Substantive issues and problems

(moncy, terms, dates, and conditions)

Relationship issues and problems
(reliability, mutual acceptance, emotions, etc.)

Substantive options and remedies

(Consider referring 1o the chapters on
Interests and Options.)

Ways to improve the relationship

(Make sure these are not substantive
concessions.)

DATE PREPARED:

RELATIONSHIP 1
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INTERESTS 1: Identify the Relevant Parties

NeGomator: Ken
counTERPART: LOU
sumpecrs Promotion

Fill in the names of the persons or groups involved in this negotiation. Put yourself

“Negotiator

and the person you are dealing with directly as *Counterpart.” In the spaces below, write the names
of others who may be significantly affected by the outcome of this negotiation.

People on “my side” who may care
about the outcome

People on “their side” who may carc
about the outcome

Constituents?

Friends? Jessie, my significant other

Constituents? Consumers

Friends? Colleagues at work

Family?

Family?

Boss?

Boss? Regional director

Others? Margo, my cat

Others? Vendors

Saneway Corporation

DATE PREPARED:

INTERESTS 1
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Union team

COMMITMENT 2: Plan the Steps to Agreement ™"

counTerear: KidWorld tear
suppecr: Health care benefits.

Decision makers: names of those who will “sign” the agreement

Union president, CEO?

Implementation: information that the agreement should include about what
happens next
Implementors who should perhaps be consulted before agreement is final

Union members, Human Resources Dept.. health care providers

Possible obstacles to implementation:

Rark & file might vote it down

Ways 10 deal with obstacles:

Lots of consultation in advance
Good explanation for result

Steps necessary to get to a binding agreement Target date

1. Tentative agreement on issues 1o be included: Done

2. Clarification of interests on each issue: First mesting
3. Discussion of options for handling each issue: Second meeting
4. My draft of a framework agreement: Tird meeting

5. Joint working draft of possible agreement: 20 days from row
6. Final text ready for signature: 60 days from now

DATE PREPARED: COMMITMENT 2
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LEGITIMACY 3: Offer Them an Attractive Way ~ N'oorwrow: brientean —

. N o counterear; KidWorld team
to Explain Their Decision supecr: Health care benefite

If they had 1o explain the result of this negotiation to someone important to them, they could
convince their constituents with the following few points:

1.“This is in line with other benefits at KidWorld and with industry practice.”

2.“We're holding the line at a level that keeps us competitive.”

3.41¢s only fair %o give employees a chance to participate in deciding how health care dollars are spent
for their own benefit. We want the same thing when retailers spend our money on advertising”

LEGITIMACY 3
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LEGITIMACY 1: Use External Standards as Neconato: €1

A——
a Sword and as a Shield « m,:; Promotion

What specific substantive question has to be answered in this negotiation?

What should my salary be if 1 get the promotion?

Possible standards (precedents, benchmarks, prior practice, accepted principles, etc.)

Place each standard along a range from least favorable (o you, to most favorable to you. Below.
each standard, indicate what that standard would mean in this case.

Wayne's new
Current  Wayne's salary  Waynesold  salaryat
Least __Standards: salary _forasst. mar. _salary + inflation _new store Most
favorable ~ppiication  $18,000 525000 24000 927000 | fworable
of standard
o ths
case:

Other standards that may be relevant or that require research:

Salaries of assistant managers at other stores:
—other Saneway stores
—competitors

DATEPREPARED: LEGITIMACY 1
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ALTERNATIVES 2: Select and Improve B
My BATNA sumyscrs Frult deal

Of my alternatives, what will I really do if no agreement is reached (my BATNA)? Why?

#1. Find another fruit farmer—it's the least risky alternative.

What can I do to improve my BATNA? (Write down c
vour BATNA even before you go into the negotiation.)

nerete steps you could take to improve

Call other suppliers riow, 5o | know what's available.
Talk to buyers about other local farms.

ALTERNATIVES 2
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: Ken
INTERESTS 2: Clarify the Interests NEGOMATON (=L
[t T —
surygcr: Fromotion
Mine Theirs Others
‘What do I care about? If I'were in their shoes, what | What are some of the concerns
would I care or worry about? | of others who may be signifi-
cantly affected?
Personal Personal Other 1:
Short-term 1. ook good Other employees
1. $8600° 2. Be perceived as fair -a good, fair, and consistent.
not get taken

2. enough money for rent, cat.
food and care, car payrments,
et

3. vacation days

4. health care

Long-term

1. opportunity to grow and
advance

2. go back to school

Business

Short-term

1. promoted to assistant store
manager

2. respect from employer, col-
leagues, and subordinates

3. setting a good precedent

4. incentives and bonuses

Long-term

1. maybe get transferred to
closer store

2. be promoted to manager

Business.

Short-term

1. pay lowest salary
(what he really cares about is
profit)

2. need someone flexible/able to
adapt, o changing environ:-
ment/policies

3. satisfy customers

4. assistant, store manager
needs to:

) make accurate sales projec-
tions & salary predictions

b) write memos to district
maragers & department.
neads

Long-term

1. relationship with vendors.

2. profit

3. precedent.

4. groom a loyal & committed
employee

manager
~good working relationship
~dor't want Ken to get more.
than he deserves

Other 2:
Consumers

~cheapest prices

~fresh produce

-auality food

fast & friendly service
~store looks rice & clean

Other 3:

Vendors

long-term relationship
-access to display space

~sell as much as possible at
highess, price

~steady market stream

DATE PREPARED:

INTERESTS 2
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LEGITIMACY 2: Use the Fairness of the tacomuron, Union team______

counTeRpat: KidWorld team
Process to Persuade sumpecr: Health care benefits

Persuasive processes

If you cannot agree on an answer, you might agree on the process (o find an agrecable answer.
f one of the following looks interesting, how might you apply it to this case?

“I cut, you choose”

Flip a coin

Get an expert opinion

Let an arbitrator decide Final offer arbitration? (Ao in bascball, aritrator chooses
between each side's final offer)

Most-favored nation Agrec on a number, but I KidWorld gives anyone else a better deal, we
get it oo,

The test of reciprocity

In some cases, reciprocity can be very persuasive. Are there some negotiations in which your
counterpart is in a position similar to yours?

Yes, when negotiating with retailers about co-op advertising

1f 50, what standards or arguments does he or she use in the situation?

KidWorld want a say in how their money is used and an opportunity to get a better deal.

How could you apply those standards or arguments here?

We might say the same things: the union should have a say In how employee contributions are used,
and an opporturity to shop around,

DATE PREPARED: LEGITIMACY 2
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COMMUNICATION 2: Reframe to Help

counTERRART:
Them Understand fosiniid
Your perspective How might they hear it? Reframing
(List 3-5 statements you (For each statement, list your (Restate your interests 50
might make to clearly put counterpart’s possible that they will hear them
forth your interests.) response, e.g.,“Yes, but .. ") better)

DATE PREPARED: ——— . COMMUNICATION 2
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OPTIONS 2: Find Ways to
Maximize Joint Gains

Consider ways to combine skills and resources to satisfy key interests on both sides.

Inventory of skills and
resources

Combine similar
resources to
produce value

Combine different
resources to
produce value

Me

Them

DATE PREPARED:

OPTIONS 2
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INTERESTS 3: Probe for Underlying Interests ~ Noomwmom: 42—

Fruit deal

sunE

In the left-hand column, list the more important interests for you and your counterpart that you
lentified on the INTERESTS 2 form. For each of these, ask yourself “why?" and *for what pur-
pose?” If you discover deeper interests, list them in the second column. Finally, try to rate your
own interests by allocating 100 points among them in proportion to their relative importance.

Important interests Basic or underlying Relative
(from INTERESTS 2) interests importance
(Ask yourself “why?" and *for what (Allocate 100
purpose?”) points)
Mine
Good reputation for quality Bring In more business 40
produce Keep customers happy
Make profiv Look good to boss 40

Earn 3 bonus.
Good for the company

Smooth delivery Free up time for other things 20
Keep customers happy
Fewer hassles = more profitable

business
Theirs
Keep family fed/happy Same
Good price for crops Meet minimum financial needs
Make 2 profit
Develop cushion for hard times
Low-risk crops Avoid disaster

Not. put family at risk
Fredictable harvest and market

'DATE PREPAREI

INTERESTS 3
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RELATIONSHIP 2: Prepare to Build a Good
Working Relationship

NeGomatoR: M2
counrererr: ey
sumgecr: Fruft deal

‘What might be wrong now?

WhatcanZdo...

‘What might be causing any present mis-
understanding?

History of not exploring interests

‘What might be causing a lack of trust?

Ferceptions about differences between urban and
rural lifestyles

‘What might be causing one or both of us to
feel coerced?

What might be causing one or both of us to
feel disrespected?

‘What might be causing one or both of us to
get upset?

We haverit; but, we could. It would be out of fear of
ending up with o deal at the last minute,

... to try to understand them better?

Ask questions; work o put myeelf in his shoes,

.. to demonstrate my reliability?

Corme out to see him: dress in jeans.

- to put the focus on persuasion instead
of coercion?

+ . to show acceptance and respect?

... to balance emotion and reason?

Know my BATNA, 50 | can keep my cool.

Don't push him on his BATNA too hard or too
soon.

'DATE PREPARED:

RELATIONSHIP 2
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ALTERNATIVES 1: Think of My Alternatives to
a Negotiated Agreement

My key interests:

‘What could I do to satisfy my interests if we do not reach an agreement?

Possible alternatives

Pros

Cons

DATE PREPARED:

ALTERNATIVES 1
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RELATIONSHIP 2: Prepare to Build a Good

NEGOTIATOR: DOriS.
counTeReasr: Fedro

Working Relationship surcr: Painting/repairs
What might be wrong now? WhatcanZdo. ..

‘What might be causing any present mis-
‘understanding?

Disagreement about causes of the

problem
Never been in each other's shoes

‘What might be causing a lack of trust?

‘What might be causing one or both of us to
feel coerced?

Talk about moving out

What might be causing one or both of us to
feel disrespected?

What might be causing one or both of us to
get upset?

Defensive reaction

+.. to try to understand them better?

Ask more questions
Talk to other landlords about typical concerns

.. to demonstrate my reliability?

Invite him to look over apartment %o show
everything else is OK

. to put the focus on persuasion instead
of coercion?

Ask for advice about what to do with
peeling paint until Pedro paints

- to show acceptance and respect?

+. . to balance emotion and reason?

Kezp my cool
Reframe issues.

'DATE PREPARED:

RELATIONSHIP 2
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COMMUNICATION 1: Question My Assumptions and "EW"‘“"'L: Lou

Ken

Identify Things to Listen For sumpecr: Promotion

“The first step in dealing with your blind spots is to become aware of them. In the left-hand
column, list your assumptions about their intentions and perceptions. In the right-hand column,
write down key phrases your counterpart might say that should lead you to question your

assumptions.

My assumptions
(1 assume that .

)

Things to listen for

Lou won't want to give me the position.

Lou won't want to give me the raise | want.

Lou dossn't think | have enough experience for
‘the job.

Lou thinks | am perfect, for the job.

Lou says, “Im pleased that you are interested in
the position”

Lou says, “I want to be fair about salary”

Lou eays, “Youve been working here quite some
time, and | know you are a qualfied candidate.”

Lou doesrt look me in the eye and hesitates
when talking about me and the job.

DATE PREPARED:

COMMUNICATION 1
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LEGITIMACY 1: Use External Standards as Necomaros: :‘;————
; oviERer: oy
a Sword and as a Shield « M,::,: Fruit deal

What specific substantive question has to be answered in this negotiation?

Frice for his produce (.9, strawberries)

Possible standards (precedents, benchmarks, prior practice, accepted principles, etc.)

Place each standard along a range from least favorable to you, to most favorable 10 you. Below
each standard indicate what that standard would mean in this case.

Roadside  lastyears Lastyea's last  Costof

farmstand  price + price+  years planting +
s __ sndars price  qualitybonus inflation  price  harvesting o
favorable Lo favorable
pplication
Apptication 35elpt 20¢ 17 16¢ 26
o this

Other standards that may be relevant or that require research:

Price at neighboring farms
Additional margin over cost, which Terry needs to cover occasional bad harvest.
Price at which we sell o grocery stores

DATE PREPARED: — LEGITIMACY 1
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Roger Fisher and
Danny Ertel

Geiting Ready
fo Negotiate

THE GETTING TO YES™ WORKBOOK

PENGUIN BOOKS
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LEGITIMACY 1: Use External Standards as
a Sword and as a Shield

sumpEc:

What specific substantive question has to be answered in this negotiation?

Possible standards (precedents, benchmarks, prior practice, accepted principles, etc.)

Place each standard along a range from least favorable to you, o most favorable to you. Below
each standard indicate what that standard would mean in this case.

Least __Standards:

Most
favorable *{ticaion > favorable
of standard
o this

Other standards that may be relevant o that require research:

'DATE PREPARED: LEGITIMACY 1
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ALTERNATIVES 4: Estimate Their BATNA NecomaToR: Union team______

counenarr: KidWorld team
suwscr: Health care benefits

What would I do in their shoes? (Which of their selfhelp alternatives looks best for them?)

#3. Take the Gase to arbitration

How might I legitimately make their BATNA less attractive?

By making it harder to pursue ? By influencing their perception of how
unwise or costly it might be?

Prepare arguments on why this issus shouldn's be | Get information from our lawyer about what we
a subject for arbitration could argue in arbitration

DATE PREPARED: ALTERNATIVES 4
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INTERESTS 2: Clarify the Interests

NEGoTIATOR: KEN

COUNTERPART: LOU

sumpscrs Promotion

Mine Theirs Others
‘What do I care about? If I were in their shoes, what | What are some of the concerns
would I care or worry about? | of others who may be signifi-
cantly affected?
Personal Personal Other 1:
Short-term 1. 1100k good Other employees
1. $5060° 2. Be perceived as fair -a good, fair, and consistent

ot get taken

2. enough money for rent, cat
food and care, car payments,
ete.

3. vacation days

4. health care

Long-term

1. opportunity to grow and
advance

2. g0 back to school

Business

Short-term

1. promoted to assistant store
manager

2. respect from employer, col-
leagues, and subordinates

3. setting a good precedent

4. incentives and bonuses

Long-term

1. maybe get transferred to
closer store

2. be promoted to manager

Business

Short-term

1. pay lowest salary
(what,he really cares about is
profit)

2. reed someone fiexblelable to
‘adapt to changing environ-
ment/policies

3. satisfy customers

4. assistant store manager
needs to:

2) make accurate sales projec-
ions & salary predictions

b) write memos to district
managers & department.
heads

Long-term

1. relationship with vendors

2. profit

3. precedent

4. groom a loyal & committed
employee

manager
~good working relationship
~don't want, Ken %o get more
than he deserves

Other 2:
Consumers

~cheapest prices

fresh produce

~quality food

~fast. & friendly service
~store looks nice & clean

Other 3:
Vendors

long-term relationship
-access to display space
~sell as much as possivle at
hest price

~steady market stream

DATE PREPARED:

INTERESTS 2
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ALTERNATIVES 4: Estimate Their BATNA tcopus: SES and S

countsrear; Salesperson
suwpecr; Car sale

What would I do in their shoes? (Which of their sclf-help alternatives looks best for them?)

1 find ot how much | could sell it to Rent-A-Bargain for, but keep trying to sell to another customer.

How might I legitimately make their BATNA less attractive?

By making it harder to pursue ?

By influencing their perception of how
unwise or costly it might be?

Leave an offer with a small deposit good for one
week and let. his boss know. (If he knows it is
“sold” he's less likely to put effort or publicity
into improving the offec)

Find out what Rent-A-Bargain might pay for &
similar car. Comment, on number of simiar cars.
advertised in the paper.

DATE PREPARED:

ALTERNATIVES 4





OEBPS/fish_9781101128350_oeb_045_r1.gif
ALTERNATIVES

: Select and Improve
My BATNA

Of my alternatives, what will I really do if no agreement is reached (my BATNA)? Why?

#3: Look for other positions within Saneway; combines opportunity for growth with lower risk.

‘What can I do to improve my BATNA? (Write down concrete steps you could take to improve
your BATNA even before you go into the negotiation.)

sk Fersonnel Dept. about positions that, | would be interested infqualified for and likelinood of their
opening up.

DATEPREPARED: ALTERNATIVES 2
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INTERESTS 1: /dentify the Relevant Parties

NEGOTIATOR: Union team
counTerear; KidWorld team
surgecr: Health care benefite

Fill in the names of the persons or groups involved in this negotiation. Put yourself as “Negotiator”
and the person you are dealing with directly as “Counterpart.” In the spaces below, write the names

of others who may be sign

antly affected by the outcome of this negotiation.

People on “my side” who may care
about the outcome

People on “their side” who may care
about the outcome

Constituents? Rank & file union members,

Constituents? Management

Friends? Friends?
Family? Yes! Family?
Boss? Urion president Boss? CEO

Others? Nor-urion KidWorld employees

Others? Non-union KidWorld employees

Other tay compafies
Customers

'DATE PREPARED:

INTERESTS 1
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ALTERNATIVES 1: Think of My Alternatives to "™

g counTERPART:
a Negotiated Agreement preri

My key interests

What could T do to satisfy my interests if we do not reach an agreement?

Possible alternatives Pros

Cons

'DATE PREPARED:

ALTERNATIVES 1
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RELATIONSHIP 1: Separate People Issues
from Substantive Issues

Describe your relationship. (Use adjectives)

Separate the relationship from the substance

Substantive issues and problems Relationship issues and problems
(money, terms, dates, and conditions) (reliability, mutual acceptance, emotions, etc.)
Substantive options and remedies Ways to improve the relationship
(Consider referring o the chapters on (Make sure these are not substantive
Interests and Options) concessions)

DATEPREPARED: RELATIONSHIP 1
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COMMITMENT 2: Plan the Steps to Agreement = N=oomwos: et

counrenraxr: Lou
engnen, Promation

Decision makers: names of those who will “sign” the agreement

Lou and |

Implementation: information that the agreement should include about what
happens next
Implementors who should perhaps be consulted before agreement is final

Key co-workers?

Possible obstacles to implementation:

Resistance by someone eloe who warts the job?
Corporate regulations on requirements for the position?

Ways to deal with obstacles:

Consult Personnel Dept. Be ciear about my qualifications for the position

Steps necessary to get to a binding agreement Target date

1. Tentative agreement on issues to be included: Done
Firet meeting;

2. Clarification of interests on each issue: tomorrow.

3. Discussion of options for handling each issue: Tomorrow

4. My draft of a framework agreement: End of the week?

5. Joint working draft of possible agreement:

6.

al text ready for signature: Two weeks

DATE PREPARED: COMMITMENT 2
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ALTERNATIVES 2: Select and Improve
My BATNA

Of my alternatives, what will I really do if no agreement is reached (my BATNA)? Why?

What can I do to improve my BATNA? (Write down concrete steps you could take to improve
your BATNA even before you go into the negotiation.)

ALTERNATIVES 2
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RELATIONSHIP 1: Separate People Issues
from Substantive Issues

~EGomaToR: 20rie
countereart: Fedro
sumpecr: Paintingrepairs

Describe your relationship. (Use adjectives.)

Difficult, emotional about this issue.

Separate the relationship from the substance

Substantive issues and problems
(money, terms, dates, and conditions)
Cost of paint
Labor
Number of years between paint jobs

Amount of rent.

Relationship issues and problems
(reliability, mutual acceptance, emotions, etc.)
Foor communication
FPersonal attack

Blaming

Substantive options and remedies

(Consider referring to the chapters on
Interests and Options.)

Paint only provlem areas
Paint now, and sign a longer lease (2-3 yeare?)
Fix windows, etc., that caused damage

Share cost

Do the work together over a weekend

‘Ways to improve the relationship
(Make sure these are not substantive

Meet o talk about other things
Focus on future instead of past.
sk questions

Listen and paraphrase back

Invite Pedro o look and ask for help figuring ovt
the cause of the problem

DATE PREPARED:

RELATIONSHIP 1
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RELATIONSHIP 2: Prepare to Build a Good
Working Relationship

NEGoTATOR: Union team
idWorld team
Health care benefits

CoUNTERPART:
suByE

What might be wrong now?

Whatcanldo...

What might be causing any present mis-
understanding

Prior history
Difficult terminology

What might be causing a lack of trust?

What might be causing one or both of us to
feel coerced?

the possivilty of a strike

‘What might be causing one or both of us to
feel disrespected?

Strong language used in the past

What might be causing one or both of us to
get upset?

... 0 try to understand them better?

Spend time clarifying perceptions, before tackiing
the substance.

... to demonstrate my reliability?

+. . to put the focus on persuasion instead
of coercion?

Consider ways to resole this without a strike.
Agree 1o let panel of experts decide?

. .. to show acceptance and respect?

Have a kick-off dinner before the negotiations?
Agree that whatever happens we'l treat each
other with respect.

... to balance emotion and reason?

DATE PREPARED:

RELATIONSHIP 2
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COMMUNICATION 1: Question My Assumptions and NFco™A o

N ’ A countereart: ey
Identify Things to Listen For surpecr: Fruit deal

The first step in dealing with your blind spots is to become aware of them. In the lefi-hand
colum, list your assumptions about their intentions and perceptions. In the right-hand column,
write down key phrases your counterpart might say that should lead you to question your
assumptions.

My assumptions Things to listen for
@ assume that ....)

He may resist spending more time on this Do you have some new ideas?

negotiation

He won's want to try something different. Ive been reading about some new equiprent and
techniques.

He's committed to hiring his part-tims laborers | 1t's getting harder and harder to find good people.

at harves tirme. at a reasonable wage.

COMMUNICATION |
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LEGITIMACY 1: Use External Standards as nrGomaTor; Urion team

b counTerpart: KidWorld team
a Sword and as a Shield sumggcr: Health care benefits

What specific substantive question has to be answered in this negotiation?

How much of total cost should company pay?

Possible standards (precedents, benchmarks, prior practice, accepted principles, etc.)
Place each

indard along a range from least favorable o you, to most favorable to you. Below
each standard, indicate what that standard would mean in this case.

Forsgn  Fer  Kvord  US.  KidHaven
et competars iy o Gurrtlont wycon_Sows 7 wow
favorable Tcation favorable
Mpliemion ooy aou son et 7w 1004

to this
case:

Other standards that may be relevant or that require research:

Inflation = 3%/yr Health care inflation = 12%/yr
Salaried workers at KidWorid = ?

Fension plan matching contribution = 100%
Percentage of total wages employees must devote to health care =
Compared to: Salaried workers? Foreign competitors? KidHaven Stores?

LEGITIMACY 1
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COMMUNICATION 1: Question My Assumptions and N-S°TAToR
Identify Things to Listen For ™™ s

sumgecr:

‘The first step in dealing with your blind spots is to become aware of them. In the lefi-hand
column, list your assumptions about their intentions and perceptions. In the right-hand column,
write down key phrases your counterpart might say that should lead you to question your
assumprions.

My assumptions Things to listen for
(1 assume that ....)

DATE PREPARED: COMMUNICATION 1
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OPTIONS 2: Find Ways io Bt
Maximize Joint Gains sumpecr: Fruit deal

Consider ways 1o combine skills and resources to satisfy key interests on both sides.

Inventory of skills and Combine similar Combine different
resources resources to resources to
produce value produce value
Morey 1. We might pool our trucks | 1. | could provide extra labor
and use each for what s | at harvest time to help
Closed-bed trucks best suited pack produce in smaler
crates.
Steady labor 2. We might pool our pur- | 2. We could work together to
Ghases to et a better identify epecialty produce
Me | Customersimarket price (fuel, tires, spare he could grow and | could
parts) finance and market.
Market sawy 3. We could put labels on

the best fruit to create a
positive brand image.

4. 1 could advance Terry
some payment at plant-
ing time.

Produce
Land

Seasonal labor
Farming experience
Them| Openbed trucks

Opportunity to recognize and
separate the “best” frit

DATE PREPARED:
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INTERESTS 3: Probe for Underlying Interests

NEGoTIATOR; Kl
counTERPART: LOU

supecr: Promotion

In the lefi-hand column, list the more important interests for you and your counterpart that you
identified on the INTERESTS 2 form. For each of these, ask yourself “why?” and “for what pur-
pose?” If you discover decper interests, st them in the second column. Finally, try to rate your
own interests by allocating 100 points among them in proportion 1o their relative importance.

Important interests Basic or underlying Relative
(from INTERESTS 2) interests importance
(Ask yourself “why?" and“for what (Allocate 100
purpose?”) points)
Mine
Money for living expenses 1. Food, lodging, cat care 20
2. Fair compensation 0
Fromotion to asst. manager 3. Better status 0
4. Challenge & growtn 20
Future opportunities to advance 6. Feel fm not v a “dead end” 20
Benefits (vacation, health care, etc) | 6. Feace of mind 5
7. Feel welltreated 5

Theirs
Pay lowest salary possible

Good assistant manager

Happy customers.

1. Profitable store

Someone to delegate to
Accurate sales projections
Someone to take care of writing
memos to headquarters

5. Someone flexivle

B

. Continued sales
Good reputation

No

INTERESTS 3
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OPTIONS 1: Create Options to Meet Interests

sumyscr: Promotion

Look at your INTERESTS 3 form, then list possible ways to meet the interests on both sides. (List
interests in order of their relative importance).

My interests

Possible options

Their interests

Money for living expenses

Better status

Future opportunities o
advarce

Salary increase
Discount on groceries
Incentive pay

Service my car at company
garage

Promotion to asst. manager
iow, with plan for continued
growth

Rotation through other depart-
ments to get experience

Opporturity to work with corpo-
rate marketing dept

Responsibility for dealing with
suppliers

Assignment to spend time talk-
ing to customers to find out.
what they care most about.

Fay lowest salary possible

Get a responsible asst. man-
‘ager to whom Lou can delegate
tasks

Happy customers

DATE PREPARED:
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RELATIONSHIP 1: Separate People Issues
from Substantive Issues

NEGoTIATOR: Ken
COUNTERPART: LOU
sumscr: Promotion

Describe your relationship (Use adjectives.)

Friendly but with some distance

Separate the relationship from the substance

Substantive issues and problems
(money, terms, dates, and conditions)

Salary increase

Reaponsibilities

Relationship issues and problems

Greliability, mutual acceptance, emotions, etc.)
Fair treatment

Reliable information (4., about what Wayne
or others make)

Substantive options and remedies

(Consider referring to the chapters on
Interests and Options)

Better benefits (health package, vacation
time)

Paying for education

Extra training

‘Ways to improve the relationship

(Make sure these are not substantive
concessions)

Use objective standards

Ask Fersonnel Dept. for data on average
salaries for certain roles

DATE PREPARED:

RELATIONSHIP 1
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INTERESTS 3: Probe for Underlying Interests

In the lefi-hand column, list the more important interests for you and your counterpart that you
identified on the form INTERESTS 2. For each of these, ask yourself “why?" and “for what pur-
pose?” If you discover deeper interests, lst them in the second column. Finally, try t rate your
own interests by allocating 100 points among them in proportion (o their relative importance.

Relative

Important interests Basic or underlying
(from INTERESTS 2) interests importance
(Ask yourself *why?" and *for what (Allocate 100
purpose?”) points)
Mine
Theirs

'DATE PREPARED:

INTERESTS 3
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OPTIONS 1: Create Options to Meet Interests reconuron: Urionteam

countERearr: KidWorld team
sumecr: Health care benefits

Lok at your INTERESTS 3 form, then list possible ways (o meet the interests on both sides. (List
interests in order of their relative importance).

My interests

Possible options Their interests

Having a say in how our money
is spent.

Good health care package

Feel part of the company

Be taken seriously

Free up disposable income for
other things

involve union in process of Good precedent
selecting and evaluating

Insurance plans Keep costs down

Create preventive health pro-
grams to reduce overall cost

Create joint urion/manage- Avoid strike
ment, committees to work
through specific health care

issues
Design escalator dlavses in Be competitive
case costs increase and Improve stock price
develop incentives to keep

costs down

DATE PREPARED:

OPTIONS 1
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COMMITMENT 2: Plan the Steps to Agreement

Decision makers: names of those who will “sign” the agreement

Implementation: information that the agreement should include about what
happens next

Implementors who should perhaps be consulted before agreement is final:

Possible obstacles to implementation:

Ways to deal with obstacles

Steps necessary to get to a binding agreement Target date
1. Tentative agreement on issues to be included:

2. Clarification of interests on each issue:

3. Discussion of options for handling each issue:

4. My draft of a framework agreement:

5. Joint working draft of possible agreement:

6. Final text ready for signature:

DATE PREPARED: COMMITMENT 2
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OPTIONS 1: Create Options to Meet Interests

NEGOTIATOR: LiZ

counremparr: Ty

suayec: Fruit deal

Look at your INTERESTS 3 form, then

possible ways (o meet the interests on both sides,

(List interests in order of their relative importance.)
My interests Possible options Their interests
1. Revenue Fay premium price for premium | 1. Reverue
quality
2. Quality Fay bonus for on-time delivery | 2. Quality
3. Reliabiity Share cost of crating 3. Reliability
4. Crating Advance cash at planting time, | 4. Crating

5. Competitive advantage over
other wholesalers

6. Access to other products

7. Brand image

%o risk on new products

Exclusive deal in exchange for
guaranteed contract to buy all
‘that Terry produces that meets
minimum quality standards.

5. Quick and effective harvest

6. Liquidity during planting

7. Shipping insurance

OPTIONS 1
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INTERESTS 3: Probe for Underlying Interests

In the left-hand column, list the more important interests for you and your counterpart that you

iden

ied on the INTERESTS 2 form. For each of these, ask yourself “why?” and “for what pur-

pose?” I you discover deeper interests, list them in the second column. Finally. try to rate your
own interests by allocating 100 points among them in proportion to their relative importance.

Important interests Basic or undeslying Relative
(from INTERESTS 2) interests importance
(Ask yourself “why?” and “for what (Allocate 100
purpose?”) points)
Mine
Theirs

INTERESTS 3
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COMMUNICATION 2: Reframe to Help comuron: e
T UNTERPART: TET0Y
Them Understand sumpgcr: Fruit deal

Your perspective How might they hear it? Reframing

(List 3-5 statements you (For each statement, list your | (Restate your interests so
‘might make to clearly put counterpart’s possible that way they will hear them
forth your interests.) response, €.g.,“Yes, but .. ") better)

I need the fruit properly Youre asking e 1o do some- How can we work together to
crated. thing | can't do. ensure speedy delivery to mar-

ket that won't impose an
undue burden on either of us?

I need assurances that you will | 1 give you my word, I1l do the Let's brainstorm together
deliver on time. best | can do. what we can do to ensure on-
time delivery and what o do If
it doesn't happen.

| want, o label your best fruit | She wants to pay me less for | wonder how we might be able
a6 “premium” brand, the other fruit? to separate out the best fruit
and charge more money for i.

She wants to make more work
for me.

DATE PREPARED: COMMUNICATION 2
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COMMITMENT 2: Plan the Steps to Agreement M™%

couNTERRART:
sumpect:

Decision makers: names of those who will “sign” the agreement

Implementation: information that the agreement should include about what
happens next

Implementors who should perhaps be consulted before agreement is final

Possible obstacles to implementation:

Ways 10 deal with obstacles

Steps necessary to get to a binding agreement Target date

1. Tentative agreement on issues to be included:

Clarification of interests on each issue:

3. Disct

sion of options for handling cach issue:
4. My draft of a framework agreement.
5. Joint working draft of possible agreement:

6. Final text ready for signature:

DATEPREPARED: COMMITMENT 2
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ALTERNATIVES 4: Estimate Their BATNA it

COUNTERPART:
sumye

What would I do in their shoes? (Which of their self-help alternatives looks best for them?)

How might I legitimately make their BATNA less attractive?

By making it harder to pursuc? By influencing their perception of how
unwise or costly it might be?

DATEPREPARED: ALTERNATIVES &
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RELATIONSHIP 1: Separate People Issues
from Substantive Issues

NEGOTIATOR: Union team
counTeRpar: KidWorld team
sumgecr: Health care benefits

Describe your relationship (Us

Adversarial, hostile, distrustiul

djectives.)

Separate the relationship from the substance

Substantive issues and problems
(money, terms, dates, and conditions)

Cost. to employess
Date of implementation

Inflation for health care

Frequency of payments by emaloyees.
Amount of coverage

Deductible

Relationship issues and problems
(reliability, mutual acceptance, emotions, etc.)

Not listening
Name caling

Thinking each other is unreasonable

Substantive options and remedies
(Cons

er referring to the chapters on
Interests and Options)

Use market standards for emoloyee contribution
Allow union to participate in chaice of plans
Offer multiple options to employecs

Set up preventive health program

Ways to improve the relationship

(Make sure these are not substantive
concessions)

Let other side express concerns first
Try to put self in other side’s shoes

Fromise not to call each other names—seek
similar commitment from other side

DATE PREPARED:

RELATIONSHIP 1
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ALTERNATIVES 3: Identify Alternatives Open
to the Other Side

smecr: Fruit deal

Their key interests:

1. Keep family fed/happy
2. Good price on crops
3. Good harvest

4. Fair deal

5. Low riskflow debt

What could they do to satisfy their interests if we do not reach an agreement?

Alternatives Pros

Cons

1. Find another wholesaler to | Diversifies his client base.
buy his crops.
Helps him sell more produce.

May get better terms.

2. Sell the farm Get out of business with lots.
of ups and downs.

Takes time to find another
wholesaler.

Business is tight; it not easy
%0 find riew customere.

Would have to deal with some-
one he doesn't know wel.

Give up family tradition.

What else does he know how to
do?

DATE PREPARED:
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LEGITIMACY 3: Offer Them an Attractive Way ~ ™<mor
to Explain Their Decision “ .

suBgecr:

If they had 10 explain the result of this negotiation to someone important to them, they could
convince their constituents with the following few points:

DATE PREPARED: — LEGITIMACY 3
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ALTERNATIVES 4: Estimate Their BATNA NEGOTIATOR: 21

counTERpART: Lo
sumgct: Fromotion

‘What would I do in their shoes? (Which of their sclfhelp alternatives 10oks best for them?)

#3: Shift responsibiities and eliminate position

How might I legitimately make their BATNA less attractive?

By making it harder to pursue ? By influencing their perception of how
unwisc or costly it might be?
Explain to olleagues how important the asst. Remind Lou of everything Wayne did to make
manager position is and how it helps them do things function smoothly

their obs (0 that they!l resist lminating i)

DATE PREPARED: ALTERNATIVES 4
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LEGITIMACY 2: Use the Fairness of the i
Process to Persuade e

sumpEc:

Persuasive processes

If you cannot agree on an answer, you might agree on the process to find an agreeable answer.
If one of the following looks interesting, how might you apply it to this case?

“I cut, you choose’

Flip a coin

Get an expert opinion

Let an asbitrator decide

The test of reciprocity

In some cases, reciprocity can be very persuasive. Arc there some negotiations in which your
counterpart s in a position similar to yours?

If 50, what standards or arguments does he or she use in the situation?

How could you apply those standards or arguments here?

DATE PREPARED: — LEGITIMACY 2
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ALTERNATIVES 2: Select and Improve Necomwtow: Urion tear

counTerearr: KidWorid team

My BATNA ronpute, Health caro borsfits

Of my alternatives, what will I really do if no agreement is reached (my BATNA)? Why?

#2: Union-sponsored supplemental coverage. This would solve members' needs and let us choose how
to spend our morey.

What can 1 do to improve my BATNA? (Write down conerete steps you could take to improve
your BATNA even before you go into the negotiation.)

Contact a few insurers to get some proposals.

DATE PREPARED: ALTERNATIVES 2





