Tool 11.2 Negotiating
1) Make a Plan
There are two parts in making a plan: map out their needs and concerns and map out your needs and concerns. Both should be done across all the critical dimensions of the negotiation. 
Your dimensions reflect your current criteria and long-term goals. It’s important to know what you want and what you’re willing to give up to get it. 
To complete this process, identify walkaway, minimum, expected, and opening points for each critical dimension for the other party and for you.
For Them 
“Walkaway” 	is the maximum they’ll even begin to talk about. If you open with something above that point, they walk away without even countering. 
“Maximum”	is the maximum acceptable. 
“Expected” 	is where they think a deal will be done. 
“Opening” 	is what they’d say first, if asked. 
For You 
“Walkaway”	is the minimum you’ll even begin to talk about. If the other party opens with something below that point, you walk away without even countering. 
“Minimum” 	is the minimum acceptable. 
“Expected” 	is where you think a deal will be done. 
“Opening” 	is what you’d say first, if asked. 
In this example, on the dimension of base salary, there is a deal to be done. You, the new leader are expecting a base salary of $225,000, but would take as low as $205,000. The company is expecting to pay you $210,000, but would pay as much as $230,000. Thus, there is a deal to be done somewhere between $205,000 and $230,000. 
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Dimensions are important. The more dimensions you can negotiate on, the more room there is for give and take. For many people, a $200,000 straight salary is not as good as a $190,000 salary with a $10,000 per year travel allowance, or a salary of $190,000 and a bonus of up to $25,000. As the level of the role increases, the degrees of freedom on negotiations increase as well. A good way to learn what’s possible is to use the Internet to research recent employment contracts for senior leaders of the company. 
We’ve used a base salary example because it’s easy to illustrate. Use similar scales to map out all the important dimensions of whatever it is you’re negotiating.

Their walkaway: 

Their maximum or minimum: 

Their expected: 

Their opening: 

My opening:  

My expected: 

My minimum or maximum: 

My walkaway: 


2) Get Started
Somehow negotiations are always easier if you can start by agreeing. Find the areas that you agree on and discuss those first.

Areas of Agreement: 
Areas for Debate
There’s a framework for areas where there’s a difference as well.
1. Listen to the other person’s position and probe for understanding. Don’t challenge at this point. Just seek to understand.
2. State your position.
3. Support your position with other information.

Areas for debate: 

3) Clarify Positions
(Listen to their position. State your position. Support with other information.)

4) Find Alternatives 
Look for ways to meet everyone’s needs. Often this involves bringing another dimension into the picture. 

5) Gain Agreement
Again, there’s a process for managing this:
1. Receive and make proposals
2. Receive and make concessions on different dimensions
3. Summarize the situation
4. Test agreements
5. Circle back to concessions until there’s a complete agreement

6) Implement
Implementing is all about following through. You need to do what you say you’re going to do.  You need to communicate steps along the way. You need to deliver. You need to monitor all the parties so you know they are delivering as well.

