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			Praise for Perfecting Your Pitch

			“Perfecting Your Pitch covers a staggering array of life situations, from salary negotiations to personal relationships, in which a wrong word or an inept phrase could mean the difference between success and failure. Sometimes you only get one chance to ask for what you want or express how you feel—and this book is the perfect guide to help you make the most of those opportunities.” 

			—Daniel H. Pink, author of To Sell Is Human and Drive

			“Advice from Ron Shapiro is money in the bank. If you want to learn how to deal with life and business communication challenges, then Perfecting Your Pitch is a must-read.”

			—Ann Curry, NBC News national and international correspondent and anchor at large

			“Perfecting Your Pitch is filled with powerful insights about effective communication for leaders, parents, friends, spouses, managers, and consumers. Ron Shapiro, a world-renowned negotiation expert, sports agent, and lawyer, shares rich examples and practical wisdom accumulated through decades of experience. The book takes readers behind the scenes of major sports deals, business negotiations, and family challenges, revealing how Shapiro has achieved extraordinary success and helped others follow in his footsteps—all while maintaining impeccable integrity.” 

			—Adam Grant, Wharton professor and bestselling author of Give and Take

			“Ron’s years of experience as a master negotiator, mediator, and coach shine through in this entertaining and useful book. A must-read for anyone facing challenging negotiations and conversations where feelings and identity are in play.” 

			—Robert C. Bordone, Thaddeus R. Beal Clinical Professor of Law and director of the Negotiation and Mediation Clinical Program, Harvard Law School 

			“Effective, strategic communication is important for success in everything we do. Ron Shapiro is a proven negotiator and renowned communicator, who provides practical advice on how to build individual confidence and deliver hard messages with skill, forcefulness, and empathy. His easily adaptable approach and practical lessons in this great book will help anyone communicate better and more effectively in every walk of life.”

			—John Harbaugh, head coach of the Super Bowl XLVII champion Baltimore Ravens 

			“Nothing makes communication more effective than detailed preparation and persuasive delivery. In Perfecting Your Pitch, Ron Shapiro provides a commonsense framework to help even the most intuitive communicator improve his or her odds of success.”

			—Brian C. Rogers, chairman, T. Rowe Price Group

			“Ron Shapiro’s extremely practical and prescriptive book, Perfecting Your Pitch, will empower every reader to have greater control in their lives. In seminary I was taught to script and deliver a sermon: never thought to apply principles of Perfecting Your Pitch to every other aspect of my life—husband, father, businessman, and coach. While reading the book I helped my son prepare for a job interview, hired an administrator, and wrote a script for maintaining price integrity of my services while building a relationship with a client. Thank you, Ron—Perfecting Your Pitch is a grand slam!”

			—Joe Ehrmann, author of InSideOut Coaching and president of Coach for America

			“As a psychiatrist, I have had my share of difficult communications with patients, their families, colleagues, department chairs, and many others. Using Ron Shapiro’s method of the three Ds, I have learned how to prepare a script to help my delivery and also prepare for contingencies.” 

			—J. Raymond DePaulo Jr., M.D., chairman, Department of Psychiatry and Behavioral Sciences, Johns Hopkins University School of Medicine

			“Three cheers for Shapiro’s three Ds. His commentaries on preparation and ‘scripting’ provide the essential guide to navigating life’s delicate situations, ones we all encounter.”

			—Kurt Schmoke, general counsel, Howard University; former mayor, Baltimore, Maryland

			“This book drips with common sense and rationality. I wish I had this kind of advice when I started my career.” 

			—Warren Green, former president and chief executive officer, LifeBridge Health

			“Sales performance by our team has grown with the implementation of the preparation and principles set out in Perfecting Your Pitch. This book is a must for any sales organization.” 

			—John Scanniello, director of Sales Force Effectiveness, Sherwin-Williams Company
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			Introduction 
Perfecting Your Pitch—the 
Script’s the Thing

			The West Point cadet and I were in a standoff. I wanted to learn about his studies of negotiations and the simulations he engaged in with stand-ins for village leaders in Afghanistan, while he, a Minneapolis native, couldn’t wait to hear about my negotiation of the recent Joe Mauer contract with the Minnesota Twins management. I had come to the military academy eager to speak to the cadets in the negotiation program and to learn about their experiences as cadets, their simulations of war zone interactions with village elders, wailing mothers, and NATO soldiers. But this cadet and many others wanted to hear about negotiating baseball contracts.

			Standing in a grand library adorned with pictures and sculptures of renowned generals, I felt the pull of history and realized we were negotiating over who was going to swap his story first.

			On the way up to West Point as I looked out the window at the majestic Hudson River during that pleasant train ride upstate from New York City, I was moved as I pondered the experiences and futures of these young people. I knew these men and women were training for potentially life-threatening situations in their negotiating class before moving on to their hard-core military science and math classes, and then subjecting themselves to intense physical training in the afternoons. I realized they would be keen to learn some nitty-gritty sports stories, in part as a relief from all their day-to-day stress.

			So I relented and told the questioning cadet—along with a few anecdotes about Joe—about how I had developed a “script” for a critical contract session with Twins management. And then I began to make the connection that inspired this book. Despite the very different situations we were facing, I saw that both the cadet and I would be able to use scripting to ensure that preparation translated into desired results. Because in many of life’s battles, large and small, scripting can be an unparalleled tool.

			We’ve all found ourselves in delicate situations—perhaps an important conversation with a spouse, customer, or boss—that seem firmly within our grasp but do not end well or spiral out of control. Days later, we might imagine the salient points we wish we had made if we had planned ahead. But the moment has passed.

			I recently was consumed with the scripting for a client who, as controller of a major company, was negotiating with her manager for a long overdue pay raise. Like so many of us, she had no difficulty communicating requests on behalf of others. The trouble was that she struggled when making her own assertive “ask.”

			In addition, I helped a ninety-two-year-old friend script a forceful counteroffer in a negotiation for the sale of his house. He had arranged to move into a retirement center and was selling his home, but was offended by a lowball offer. It was the only offer he had received for a fine house in a terrible market. However, he didn’t know how to effectively state the case for the value of the house.

			But when my friend agreed to script his counteroffer, and the controller her pay raise request, using me as their devil’s advocate—essentially a coach, ally, and editor—the newfound clarity of their statements and confidence in their delivery dramatically improved their positions.

			So, as I stood with the cadet, I smiled and he smiled knowingly, too.

			“You know, you may find my negotiations of baseball contracts interesting, but, let me tell you, I find your simulated negotiations fascinating,” I said. “They may just save your lives, no?”

			It seemed a fitting spot to tell him about scripting. Although it’s a tool that could be dismissed as “make-work,” scripting is useful in business, in retirement, in our marriages and families, in everyday commerce, and no doubt on the battlefield as well. It links a soldier’s high-stakes negotiations with the more mundane battles of regular citizens.

			Preparation was the subject of a book I wrote in 2007. In these go-go, high-tech times, publishers had wondered: would anyone want to read about an old-school topic like methodical preparation?

			Actually, yes. Dare to Prepare was a New York Times and Wall Street Journal best seller, and I heard gratifying stories from dozens of people who were helped by the book.

			But in my travels since the publication of Dare to Prepare, the need for this book became clearer. I realized the most critical and overlooked preparation tool was the one that most people resist. Scripting gets short shrift. People prepare well, but perfecting a pitch through scripting requires extra steps and effort at the end of the preparation process that is often neglected. If preparing is running a race, then scripting is crossing the finish line. For me, the mapping out of statements, contingencies, responses, and counters, using a devil’s advocate all the while, is the most exciting part of preparation. It can make me downright giddy. And I decided, with this book, to try to spread that enthusiasm.

			I came to realize that without scripting, people were left with a gap in their defenses that an opposite party could sense and exploit. My clients and friends identified objectives, researched precedents, and imagined alternatives. But more often than not, if they were unfamiliar with scripting, they fell apart once they arrived at the proverbial table for the discussion. They found themselves “winging it” unnecessarily. On the other hand, when they did script, the added strategic reinforcements changed their outlook. Scripting is the best confidence booster I know.

			During the middle of my presentation to the cadets, I caught the eye of my friend the Twins fan. Next to him, a female cadet was already raising her hand.

			“How do we make scripting work for us in the context of our negotiations in battle zones?”

			Bingo! She’d asked the million-dollar question that her colleague and I had been discussing earlier that day.

			The young West Point cadets were likely to go off to war. They were going to be engaging in negotiations with tribal leaders and members of other militaries and irate citizens on foreign streets with stakes that make the commonplace negotiations in life and business seem trivial.

			I wanted to show them how scripting techniques that are useful in the most rudimentary situations could be adapted to many of their own life-or-death situations. It’s the same process, I explained, whether rehearsing for a budgetary request, selling without sacrificing your price, buying a car, presenting the birds and the bees to our children, settling a debt, offering condolences, firing someone, suggesting a divorce, seeking a job, or marshaling support for an expanded medical research program. These are all make-or-break situations of a sort.

			Now before I utter another word, I want to be clear that I am not advocating the end of extemporaneous expression. The vitality of every type of relationship, business or personal, lies in people’s ability to express feelings spontaneously from the heart. Ideally we can engage well with others frequently without the scripting process. 

			Yet the more I spoke to people about scripting, the more I realized how many applications it had. Managers can script before turning down a job applicant or trying to improve their lot with a bullying boss. Salespeople can script to deal with common buyer objections. Consumers can script to prepare themselves for returning a defective product or seeking an airline upgrade. Parents can script before nudging an adult child out of the house or taking the car keys away from an elderly loved one. It’s really about preparing for difficult conversations. It’s about navigating life.

			For the cadets, using a scripting process, when possible, would elevate their success rate, and even their safety. And I admonished them that, as often happens in my examples, all the preparation in the world could fail them if they don’t embrace this final critical step before turning thoughts into speech.

			That gap—between preparing and presenting, between thinking and speaking—is the Bermuda Triangle of human interaction. And scripting, I believe, is the best tool to bridge it.

			My philosophy on scripting is inspired by Abigail Adams. Like many people, I was captivated with the HBO miniseries John Adams, based on David McCullough’s book. It was entertaining and educational, but, most of all, validating for me both as a professional and as a person. My favorite character, Abigail Adams, became my intellectual fixation, which led me to buy books and conduct research about her. Abigail Adams, as I told those West Point cadets, is my scripting hero. Not because she was a great scripter—that was her heroic husband—but because she was the quintessential devil’s advocate. Her husband wrote the scripts for his arguments to convince the Second Continental Congress that the disparate states should mold themselves into the United States of America. Then he tested his arguments on Abigail, who reviewed and revised them. When John Adams ultimately stood up in Congress, the words he delivered to achieve his objectives had been tested, parsed, and improved.

			West Point, I knew, instills the convictions of teamwork and dependability. And the cadets in my audience immediately grasped that the young man or woman sitting next to them could be a latter-day Abigail Adams as a devil’s advocate. When I speak to audiences, I always ask them, “Who is your Abigail Adams?”

			And judging by the murmurs of the cadets, that question really made them think—out loud!

			This book, owing much to my exemplars, John and Abigail, and more to my own experiences as a lawyer, sports agent, corporate executive, mediator/negotiator, counselor, and teacher, explains the underlying principles of scripting for successful interactions and compiles a catalog of make-or-break work and life situations and stories that give them context. It then offers model scripts for dealing with each of them. I have selected these scripts based on three criteria: either I have experienced the particular challenge or scenario I am writing about; I have been regularly questioned about a similar situation in my teaching and travels; or I believe this is a situation that readers may face sooner or later.
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			The Three Ds: Draft, Devil’s Advocate, Deliver

		

	
		
			CHAPTER 1
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			The Three Ds

			Our lives—personal and professional—are full of communications challenges. What’s the most effective way to ask for a raise? What’s the best way to maintain price integrity for the product or service you are selling? To express condolences to an acquaintance who has suffered a tragic loss? To make an offer on a house for substantially less than the seller has said he is willing to accept? To have a coworker cease sexual harassment? To notify your board that a larger budget is required? To solicit a charitable request from a potential donor? To inform your close friend or relative that you will not be able to help him out with a loan?

			How do we deal with communication challenges like these—situations that can be at best sensitive and at worst awkward or intimidating? The words that pop into our heads are often the ones we ultimately speak. Whether at home or in business, there are plenty of situations where it is perfectly appropriate to express feelings spontaneously. But off-the-cuff comments could prove detrimental in other settings. I remember the young executive who described to me his interaction with his boss after receiving a particularly negative evaluation. He described going into the meeting intending to explain to his boss why these issues had arisen and to accept responsibility for the things that he felt related to him.

			But, under pressure and unscripted, he fell back on his habits and emotions—a response that many people have experienced in stressful situations. He explained: “The conversation quickly spun out of control as I felt attacked and defensive due to my boss’s tone, language, and aggressive manner. In my fearful state, I said some things that betrayed his trust in me and he asked me to leave the building so he could mull over my termination.”

			Consider also a contract negotiation in which a midlevel executive desires a salary of $100,000. He knows that a basic principle of negotiation suggests that he aim high and ask for at least $130,000. During his conversation with his employer, fear overtakes him and he spontaneously blurts out his request for a salary “in the range of $100,000 to $130,000.” He hedges his $130,000 ask with a “range” anchored at $100,000 to soften the blow on his employer’s sensitivities. Unfortunately, because we tend to “hear what we listen for,” the employer only hears and responds to the lower end of the ask and replies: “I am prepared to pay you $80,000.” The spontaneous articulation of a range has disabled the employee’s plan to make the employer feel the force of a $130,000 ask.

			Is there a better way to thoughtfully craft such important messages—to perfect a pitch? After years of living in the laboratory of successful and unsuccessful communications, I have come to the conclusion there is a process that leads to a higher level of success and satisfaction in the myriad interactions with others that we face in our lives: scripting. This tool involves recording our initial ideas and points; followed by critiquing our word choices, clarifying our explanations, and testing our logic; and then choosing the delivery format and practicing to become confident through comfort with the script. It’s useful to actively write in bullet or some other short form what you want to convey to the other side. Scripting is a crucial element of the preparation process of negotiation.

			In the early days of my career, I understood the negotiation principle that I had to “aim high with reason”—having a good rationale—in making demands. Yet I also feared rejection. Although I would start with a high number in mind, I did not commit to it in a script. So as I spoke, I would retreat to the “range game” and give both the high ask and the number I actually wished to receive. The problem with playing the “range game” is the other side only hears the number closest to his target number and thus starts the negotiation at that number or even below it. In the end, my discomfort with the hard ask and the lack of scripting to overcome it resulted in receiving an amount lower than I had hoped. Learning from this mistake, I trained myself to speak confidently, especially when making a high request, by developing and adhering to an “aim high” script. I wrote down what I wanted to say on a pad of paper, made corrections, studied my notes, and then delivered the ask confidently, with comfort gained by my preparation.

			A Big Baseball Contract

			Consider negotiating one of the largest contracts in Major League Baseball history. At the time it was signed in 2010, the Joe Mauer contract was the fourth largest in Major League Baseball history, both in total value and average salary. Despite its magnitude, the process included the same communication issues that arise in so many other situations in our lives—when we say something to people who are not predisposed to hearing what we have to say; when we make a demand well in excess of either their inclination or expectation; when we try to persuade others to buy into an unpopular proposition; when we attempt to wrap an otherwise tense exchange in a cloak of calm demeanor.

			All of these challenges and others to which almost anyone can relate surfaced in the contract negotiation I conducted with the Minnesota Twins on behalf of my client, then three-time American League batting champion and 2009 American League Most Valuable Player Joe Mauer. The scripting technique that my partner, Michael Maas, and I employed was an essential piece of attaining Joe’s eight-year, $184 million contract and keeping him in Minnesota rather than playing the free agent shell game.

			Perhaps the simple, systematic approach for effectively scripting—the three Ds: Draft, Devil’s Advocate, and Deliver—is best initially understood when viewed in the context of the Mauer negotiation. In that negotiation, Michael and I faced uncertainties similar to those that others deal with when they must make a request or state a position that they feel the other party may reject. Certainly, we were experienced negotiators, which could have caused us to think we would know what to state, without prior scripting, in meetings or calls with the Twins. At the same time, experience had taught us the value of scripting. After determining that we would have to make an ask at a number ($30 million a year for ten years) substantially higher than where we might ultimately be willing to end up ($22–$24 million a year), I suggested to Michael that he draft a brief script justifying the high target. After Michael completed his draft, I would review and revise it, and we would engage in a back-and-forth devil’s advocate exchange. We would weigh possible reactions by the Twins and modify our language where appropriate.

			Once we reached a comfort level with the script, it was time for me to prepare for and deliver my ask. Going through the drafting and devil’s advocate steps, as well as practicing the script, enabled me to become comfortable with the statement and confidently deliver what could otherwise have been a hesitant presentation.

			Founding father John Adams had every reason to be hesitant and sense potential rejection when he sought to move the representatives of thirteen disparate colonies toward a position of embracing the thirteen United States of America. Adams did not merely stand up in front of Congress and deliver his position. Rather, when he rose from his seat in Congress, Adams made his arguments with self-assurance thanks to his delivery preparation, using the drafts he’d developed and the devil’s advocacy of his scripts by his wife, Abigail. Following his example, it is important for all of us to deliver our positions with an air of confidence.

			But is it worth it to go through the process of the three Ds in everyday life—even when the stakes may seem mundane? While not every transaction involves a multimillion-dollar baseball contract, the outcome of many situations—perhaps an offer on a house or an appeal on a charity’s behalf or the resolution of a dispute with an acquaintance—can feel just as important. Losses are personal and hard to take, no matter the arena.

			In fact, even my eleven-year-old granddaughter Chloe revealed an awareness of this during a complicated situation with a friend. Chloe had been close with this friend, whom I’ll call Lisa, since they were four. Starting in kindergarten, the two had the same group of five friends and these close friendships continued into their preteen years.

			But the summer before entering the fifth grade, a change occurred. A few of the girls in Chloe’s tight-knit group created a system of sleepovers every weekend that summer without thinking about how their exclusive sleepovers affected others—particularly Chloe. Meanwhile, Chloe was busy that summer visiting family and other friends. As a result, the fifth grade began in a somewhat awkward way for Chloe, as she was feeling slightly insecure about her friendships with her favorite group of girls.

			Needless to say, there were strains and, for the first time ever, real trouble in the friendships. Lisa started to neglect her friendship with Chloe and to focus instead on fitting in with her other classmates, sometimes at Chloe’s expense. Eventually a combination of gossip and separation appeared to take the friendship to its breaking point, making the need to talk more important than ever.

			Chloe and her mother, my daughter Laura, decided that since emotions were running high, the best thing to do was to write down a list of the points she wanted to make to her friend. Along the way, Laura, as Chloe’s devil’s advocate, suggested as her only piece of advice that Chloe start each sentence with “I feel” because no one can argue with the way you feel.

			Once Chloe’s emotions had cooled she gained confidence by practicing what she was going to say. Chloe made a note card with a list of issues she felt that she and Lisa needed to work through and the points she wished to raise. On the other side of the note card, she wrote encouraging words to make herself feel stronger. On the front of the card, Chloe had scripted the issues, followed by various prompts. She wanted Lisa to remember how close they were and how she had always kept Lisa’s secrets. Her words of encouragement on the back of the card read, in all caps, STAY POSITIVE, I CAN DO THIS, BREATHE, KILL THEM WITH KINDNESS, BE-YOU-TIFUL YOU, and finally, BE LIKE POPS. The final encourager—a reference to me—obviously touched me deeply.

			She practiced for her conversation with Lisa by reading her points to her mother a few times. When she left the room—and during the drive to Lisa’s house—Chloe continued to read the “strength” words to herself. Chloe felt that her encouraging word list calmed her and was as important as the actual message. Equipped with this note card and a good-luck charm, a locket with a picture of her with her sisters, Chloe was ready to deliver the script to her best friend.

			Although there were lots of tears, Chloe remained calm and confident throughout the conversation. She expressed her feelings and apologized for the things that Lisa said she had done that hurt her. Chloe repeated several times: “I love you, Lisa, and would never want to intentionally hurt you. I am so sorry you felt that way.” Chloe made all of her points to Lisa. Although it was awkward for a couple of days following this emotional exchange, the two rekindled their friendship, and while Chloe never fully reentered the original group of five, she and Lisa have remained close friends.

			Everyone wants to become a better communicator, but the question is, are they willing, like Chloe, to do what they have to do to get there—to practice the three Ds?

			There is an adage that everyone knows what they are supposed to do in pursuit of better health—do not smoke, eat plenty of fresh fruits and vegetables, get enough sleep. The trick is actually following these steps. Likewise, it is the act of gathering all of your thoughts and emotions regarding the situation on paper, then selecting the strongest points and weaving them together in order to create a cohesive dialogue, that, once practiced, allows you to communicate your feelings and opinions effectively.

			Keep in Mind:

				•	Scripting in crucial conversations usually leads to more successful communications.

				•	Draft, Devil’s Advocate, and Deliver are the three steps of the scripting process.

				•	Scripting can be used in challenging situations in both your business and your personal life.

				•	With extemporaneous expression, it is easy to be misunderstood or be too emotional—scripting helps control that.

				•	To be confident in delivering your message, put it in writing and have it cross-examined by another. This will raise the level of its clarity and its impact.
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[image: ]

			Draft

			Drafting what you wish to say is an important step in creating your strongest possible argument. It is the process of getting your raw ideas and all of your feelings out in the open without such potential negative effects as being misunderstood or letting your emotions get the better of you. In emotional situations, drafting is therapeutic because it gives you an outlet to say what you need while increasing the likelihood of achieving the desired outcome.

			Imagine yourself facing the challenge that Michael and I dealt with in the Mauer situation. Our research revealed that there might be a market available to Joe that could have led to a contract of ten years at $30 million a year, perhaps more. Of course, this assumed he stayed healthy and performed at his MVP level for another full season before entering the free agent sweepstakes. If his performance declined in the following season, he could suffer a decline in his market value. That is similar to someone thinking about selling her house at the height of real estate values in 2007—then waiting another year for an even higher market value only to discover that the bubble had burst. We also had some negotiation principles to follow, such as trying to get the first offer from the existing team. The Twins did offer Joe an extension of five years at $18 million a year. Using the aim high with reason principle, we had wanted to make an offer that we sensed might well be beyond anything the Twins, even with their new stadium, would absorb within their payroll framework. We (including Joe) all had strong opinions about what he was worth.

			We also knew that Joe wanted to stay in Minnesota for the long haul. He grew up in Minnesota and lived there, as did most of his family. The Twins drafted him first overall and he loved the fans and the community that supported the team, but he was also curious to discover how other teams perceived his value and what it would be like to test the market for the first and maybe only time in his career.

			After probing and ascertaining that the club understood Joe might command $30 million a year in the open market—and weighing the risks of waiting for the market and consulting with Joe—we decided upon an ask of a nine-year extension at $27 million a year, for a total of $243 million. While that may not have been our final figure, every principle of good negotiating suggested it was appropriate. It was akin to the practice of listing a house for an asking price above what might ultimately be an acceptable selling price. If the price is too unreasonable, there is a risk of scaring away potential buyers. For this reason, it is essential to have a well-researched basis justifying the first offer. In Joe’s case, he was a rare commodity—a catcher with the best offensive and defensive skills in the game, a team leader
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