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determine not only whether yow presmr, but whether you omn
ojoy a fA, plcasurable, sattsfyi' ng life.PART jrolm NEGOTIATING ANYTHING, Negotiation is a. fdd of knowledge and endeaver that fo-ANY PLACE
cu= on gaining lhe favor of mople from whom we wanl10. Telephonc negotiations and memos fhlngs. It's as simplg as that.

of am ement 209 what (1o w: want?
1 1. Moving up 22J We wans all sorts ol tMnp: prctige, frœ om. money, jul

j2. Taking it mrsonally 2J# tice, status, love, securitp aad recognitiom *me of us knowHtter than others how to get wlmt m  waat. Yo? are ahmt to
' p! ox of the.';e
Traditionnlly rewards presllmnbly m to those '

the greatr.st talent, decauon, an; Hucauon. But life has di>
15



16 YoU c.u NZXXITIATB Axy'rmNo YE:, YoU c-  17
illusioned tbese who held that vlrtuo and hard work will tri- dter an ascetic week of travel azd lectures. It*s loady on tbe
umph in the end. 'l'hc d*winners'' seem to lv people who not road-at least for some of urr--so 1 mnllezed a potemial nego
only are commlrnt, but also lhwe the ability lo Ozgotiate'' tiatioa with my wife later in t11: eveninp hs I entered our
their way to get what they want. home. I was dismayed to 5n(l my wife curled up in a fetal
What is negotiation? It is lhe; use of information and mwer msition on the couch, sucking ller thumb. I perceived that

to affect behavior witlun a. 'Yeb oî teasiom'' If you think there might be a problem. :$I've bad a rougll dayl ra mur-
about this broad defnition, younl re.a117.e tlzat you de, in factj mured.
negotiate all the tkn.e bolh on your job and in your moonal To snap ber out of lier doldrtuns I said .*Wlly don't m
hfe. a1l go to a restaura at for dinnor?''
Nkio4 whom do you usz infonnauon and powmr by aigct She and our two oldut apnu 1 uion 'eN/onutdbl

IXOWI?Z p/ 1h@ #?b? Husttands negen'a/ wi* wiv  aaJ i*.''
Bives with husbands. (1 hope your p&arùage 1 a cozaborative ne mi ne'yeard3ld dispented. t.1'nz not gokag :a any restau-
Y/hl-svin negouation.) Arou use informnEon and power vdth rant! That's where they serve foodr' Jkt this point I lifte;
your hlends and rdauva. èlegouauons nzay occur with a hinq bodily and car:ed hbn to fbe autonlobie, which is oae
kec cop gmisol to vcihz a ucke: witk a store reluctant to trpe of nesouauon.
accept your çerwyaal chock, M::E a landlord who jags to pro- Jis we entered 6be restaurant the nhoyeareld continueG
Wdo axnuf xxi= or w>1 to doubl; your rentp wi+ Kkc * comple . Finany he s<G *:DM, why uo 1 have to sit
prof-ional who bills mu fer part of the cœt of itis or ber around the. table wi* everyoae? Why caa't I b: under tlle
Hucation, witll a. car dealer wlho trie.s to pull a fast one or table'r
wiyb a hotel clerk who has ''no roomc oven tkough you have I turned to my wife. *KWiïoFll know the (Iiferenct? W:'II
a gum nteell rt= vation. Some of tlle most frequent and fro have feur arouxd and one uzer. We may even save nmney
trating negotiations txcur withl'n a fnmily where parentq and on the checkl'' Sht was against this at tbe outset, but I con-
children often unknowingly enpge in tllig actkvity. Let me Wnced her thaf the ide.a migltt hm  merit.
#>'r mu aa erpmple from my mrxaal œxrrieace. ne maal iegan antl the fuw! ten minulea we'zr uaeventflu
My wifo aud I havo llzree clultlrem At nine our yolmgest Before the secxmd courx arrived ï fdt a clRmmy hand creep

son weighed flfty munds, reznarkably Egllt for a child Ms age. ing up my Ieg. A few seconds lattr my wifo jumlxwd as thougli
Actually, he was an embarra- ent to our eatire fnmlly. I say sbe'd. teen gtmsed.
that 1vausc my wifo and I 11% to eat and our two oldest Ann, l reached ulltler tlke Oble, grabbed the culprit by
children havg voracious apmfites. 'Iwq tllero was t111s third llis sheulders and slnmmM h'Irn dowa on the seat lxsido mm

u 7 !y to lx
, your moar,Mi Poople would ask Msg Wkere dld lœ çome fromr or I muttered. Jast sît tllerm Do not ên

Gm lose k1(1 i: tlatr ytmr brother or your sisterl''
Our son arrived at hks z- dated stato by devdoping a life H@ KPEH, Gsure, but caa I suad on tbe cllairr

strate.gy of avoiding vicinitie.s where footl mlgb' t lM served. Te GAII rightp*' I concedod, Gbut jltst legve all of us aloner
Mm f'meals,o Gkitchen ** edirmet * and Kiftxxr' were profane Twenty =onds later witlmut wnrn'lng tllkq 1e,u cMld
words. cu>  his hands areund hb mouth and sboute, 'q'lfs is a
Cmeral years ago, I rctumed home on a Fziday evening en'mmy restaurantr
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Startle though I was I llad Oougll 1)10e1:0 of m'md to hapmn to lx a lxlss, you never want an employe.e to do ex-

grab %.'m by tbo neck, sllove Mm under the table, aad a:k for actly what you tell bim to do. You want him to v asionally
tlle chock. do what you don't tell him to do . . . often what mu can't
Oa tlle way homp, my wife said te m% ç'Herb I 'hink we tell him to do tecause mally problelm can't lm anticipated.

lzarned so>fh'lng loniéht. Ix''s not ever Qzte the Dtde èlot only do you negouate wi* your boss or your subordi-
x nslr :> a restxurant agin.o nates but yoR <H negouate Mqth your peers. To get your
I nzu:t confeu tbaf we ntver have o'zred ky Qdte our Iean job dono you nmed tbe cooperauon, help, and suppo a ofchid to a restzurant agail. Ykhat our nh-y- eld did on fiat nlany prople whox boxes aren't ituated beneath yourv on

eclbarrlttlng occasion MMs h: usr h/orazaEon and power to an organization chart wi* fhe arrows yoin ung upward.
afett ouf tfhavior. T.'AEe po nnàly ol todafs youngsteu, hz's 7Y>e çeople naay have diferent functions or diierent disci-
a negooator--it least Midl iis parene. plines. They naay even be in diierent par? of town. Arou
Arou constznqy negoGate at vzork--tàou:N you gaay not nee; negotiation skbll to obtin Nbeir help and sqppon.aIMMyS be aware you'pz doing it. Suttœdinn:w or et:ployors Arou maay negotia 2 Mdth castoazers or clicna banken

u/e kdornaation and power to afect fàe kehavior of tho:e vcndoa supplien, even governnzental agencies frorz the
above thc:z. tft's say you have an idea or propesal you want Inter:al Revenue Serdce to tie flccupational Safety and
accepoxl. Nkhat's required b tbat you package your concept :lealth Jkdnainistration. Arou naay negouate for a larger
àa such a w;y fkatit rieel th* current needs of your bou, as budget, naore osice space. groater autononly, tinae o; fronlwe; as 1he ppzscut pioriues of your orgnnlynion. Thex are work a geographical tran ler, or anyfNùag you believe willmaany peoplo with technical experulz who lack fNe negoliaGng axzt'your needs. The point I'p1 zlaking îs that you negœtiate
Rk$l1 needgd h> ::11 fàek ideas. >œ a result thty foel frqseatd. nzoss often fhan you realire. Therefore you should learn toIa today's world a wi> bo> Mways negouaNw for Qze do it weI1. You can learn to be efecuve--*nd fkus enbanceconandtnent of hk enzployees. svhat 1 a bo&s? Sonleone with yk ujty c: your life--oa and oN the job.e qufora:al auNbohty who aîtenzp? to get people q> de volun- , 1 d js everyln evlqr negotiation in which you re invo ve --CA n'ly w%t muust be done. Arou anG I know fbat the best way i uon k: which rmz involved--in fact in every nego-negot A .:a shaft a tt/s fbese days--hy transfornz hhn iaq; a shaftee uaoon in the world (fronz a diplonaaEc goopolitical negou-with you lming tlïe shdtor-is tty do precisely what he or slle ation to the purchaso of a homol- three crucial elements arete.lls mu to. When told what to do, you write it down and

. ,, always Presentzask, Is thîs wllat you want? Then mu procr.ed to comply.
literally. 1. lnlotmatîon. ne otlw side seems lo know more
Two weeks later, your lxlss runs up to yx and blurts about you nna mur needs than you know about them

eWhat hapmnedr and their rteeds.
You reply, %$I don't kzmw. I dd exacqy what mu told me 2. Ylme. The. other side doesn't seem to 1x under the

to dor same kind o: organizational pre-ssure, time constraints
We llave a name for that in today*s worli W* enll that and restrictivc deadli=  mu feel you're urder.

phenomenon ''Malidolzs Ollediencer And th- are mnny 3. Power. n e other side always seelns to have more
Ieplt out tlm.re who pracuc it to a reMetl art. &> if yeu mwer and ae ority than mu thlnk you have.
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Power is a mind-blowing entity. It's the capadty or ability

to get things done . . . to exercix control over mople events
situations and oneself. However all mwer is base; on mr-
œption. If ytm think youAve mt it, then mu'vp got it. If yeu p hThe xfz'n wrr t pàleed t ere
think you don't ilave it even if you have it then you don't' > by the #î Printer in :àe .%ky.have it. Ja shœt, you have more mwe.r if you lxlievo you
have power and view mur life's eneounters as negotiations.
Your ability to negotiate tleteemine,s whether you can or
calft leuence your environment. lt give,s ou a sense of mas-!' ,tery ove.r your life. It isn't cluseling. and Jt isn t intimkdation
of an unsusmctiag mark. It's analyzing information, time,
and mwer to af:ect lxhavior . . . the moeting of needs tmurs
and 01e.1*) to mlke tltinp llappen the way you want them

.o. a Almost eve hing'l'he flne art of ncotlation isrk't really new. By my deflni-
tion, twp of llje gaateat negotiatoo in Mso1.., Iiveu approxi- *js negotiable
mately two thousand years a . Neitller man was part of thePatablishmens of his time. Nelther had formal authoritp How-
ev  b001 exercise power. Iaformaqon time Ivm%urrs, aM lxrcdved pywer oRen r.mR
Bo* men dreruqed shabbily and went arolmd nRking quœ thc. lliielrnce betwx'n satisfattion aqd fvnervdon for mu.

tions (thrreby gathering information), one in the form ol Uaiag a llywtbetical kttzation, Iet me illustrateu You awakrq
syllogksms, the otimr in th: fo= d parables, 'ney had objec- one moming m111 go to tl!e refrijerator fo! a glass of milk.tives and standar*. n ey were willing to take riskp-but You plan to dn'nk mest ol it strazghtz t11e.n.'1=  tlle re:t into
w1t1: a sense of m%tery of their situation. Each man chose your coe . hs mu omn the ' tor tleor antl grasp the
the place and means of his deatlu However, in d/ng, th0t11 coatalatr you/re awam that it's clxmmy. Stepping back, you
gaknrd QMs comm'l=ent of fozowers Nvho carHed on after neuoo a -1 of Nvater en fir er. Areu oai ur sgousrPthem, changing thc value syslem on the lace of this earth. In over to diagnose the sittlation, and mur smuse glves mu tlle
fact, many of us try to Eve l>y *eir values in our daily livea. teclmical ginme for the problelm HBrIAO ' terr
Of course, 1'rI1 referring to Jesus Cluist and Sxratea. By You cemment **I fhink we neoll a new one Let% buy it at

my defmition, they were negotiators. They were Win-mn a âone-price storw' whc  wo wozzt l>; ljassled > Bec..ux ytmr
eqkical negodators, and they weO mwer yeople. In fact, kmth chndren aro too g ba be lG aloao, you 10: fieaq RflfMF 

,,of them deliberately tuqrd many ol the collaborative ap- in tbe car We/re gomg to buy a refrigerator. Ell route u' F!
proacheg 1 will lrach you lhroup this lxe. tlisclzss mur cashdow moblem. s'ince you'a not vezy liqtud

at the moment, you (lecide R) :1e.54 no more 'hnn $450.*
21
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for the acquisition. ln othrr words, you have a 5= objxtive totlay f'or else''? You don't know. What's the ilventory situa-in mind. tion on thkq meel? Is it the store', hottest item, carrently oa
You arrive at the one-price store: Sears, Warlrs, GimYl's backorder, or is it a dog tlie store mnnager will dump at any

htarghall Fie1J's, Acacy's 'Iud>en': or whakver. For :1* sake pice? Arou don't know. svkal are fbe itel;zed cosa on this
of the narrative we'll say it's Seara You walk bn'qkly to tlie model? You don't know. h tile store mnklng a prof: ork tbis
L'trge Appûances mpartment, with mur organization trâiling model? If so, how much? You doa't kaow.
abind you. As you mn mur eye over the rdligerators, mu Obviously, yeu don't kîtow vet'y mucll about the salesman
Re one that apmm to meet your nemjs antl smcifkations. or the store. But dor.s tlle saleqmnn kmow something about
However, as you approach, mu notlce thx on the top of this ma? Yes. He knows you're lntorestr,d itk the xfrigerator. Peo.
model is a sign Tealling, Ynly $489.95''-$39.95 more than plo may browso in th1 Sportmg' Gxds, Clotllinp or Stereo
your checking account can handle. It's no ordinary siga Departments at Sears, but net in tlto Large Appliances Do
scrawle,d with a Magic Marktr. It's symmetrical and profeo partment- ney exsmln- refrigerators when and because they
sienally done: block.printed on exmnsive chipboard. And it oeetl tbem. Over aad above iis Yvon fad H tlle salesmnnapmars te have bxn plaO  there by the Big Printer in the knows whicll nearby commtitor: sell refrigerators, wlether
Sky. thefre featuring smcial saleâ at preent, and how much
You call (mt, M'Hello tllerel'' aad a saleswrxn ambled over. they'rv charging.
*Ye,s . . . may I help your Though he may-for the moment-sxm to lx ignoring you
You reply, '*lTd like lo chat with you ahmt tMs rzfrig- and your smase, he's actually listening to your conversational

erator.'' exchanges wità a cockeë ear. He hears you discussing your
He says, 'q)o you like itr old xfrimrator, your cash-dow problem and your need for a
*1 cerhdnly do '' you adnut new rehigerator. Jkhnost aayuûng you and your spousz say
Ho sap: HGGXI . . . rll write up the sales slipl furtbers the isformational imv ance and strcnsthcns the
You iaterject, *'No . . . wait-maybe m can talkr saltsmaa's hard.
He arçhes an eyebrow and says, 'tWhea you antl your wife Little commentq Iikt: tqhe color rzally ls just righto . . .

NniKh discmssing tllis, youql find me in Hardwarec and strolls <J don't think we'll lxr able to Iaat tl* 1,11c.e at Ward's acror's
away. tlle streetn . . . and dq'ho freezer compartment is the rxmiest
Now 1 ask mu, will tllis be an easy or a diKculy negotia- I've see1f' #ve tbe salesman a. rowing edje.tion? Most N ple in our culture would say diKcult. Why? Note that the salesman never reslxmds dlrectly to any que:-

Beca- of tl!e great imbalance in inforlnationy appmnt time tion that mipt give zou infornution. Hks resmnse to any
pr- ure, and mrceive mwer. question is a counter-qumstion. If you ask Rrm not sayiag r11

buy this refrigerator, but if I do, when do yoa thiRk you could
Informatlon. What do mu klow alout the salesman'a ne  deliver itr he'il say, *iWhen would you like it deliveredror the store's needs? Is tlle salesman on salary commlssien wken you reply, çsHow ahmt early tllis afternoonr helll say

er a combination of botlo You don't know. Dxs he have a uWhy r,o soonr Aç that mint one of you will comment, <'BG
budgct, a quotw or a deadline? You don't know. Has h: had cau,e we have about seventy dollars' worth of ftxxl smiling
a great montll, or did Ms 1x)% wm'n Bim to r,111 a rdriggrator rapidly.''
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Ehoes tlte salesman like tllis iermation? Ye.% becaur,e 1. ney're convinced tbey caa't negouate with a one-

you/ve expyxd your deatlline to Yllm without knowing his. prix stere. . . ,
2. n erelere, they don't try to nogoqato with a onc-price

Tinne. communeg the expanuing hlormpuoni gap ig storo . . .
fNo proble:z ef organ'syxtional pressuxe and umze. Thv szes- 3, , , . whch ree? in thek lnabilitr to negoqate with a
naan you're deanng wi1 zeenu rduu. >ns organ'lxm uon ln't one.pdco store, provi:g thoy werz ught to begn vdth.wisible. 'Iow about your organkrztion? It's very viible, butR's not united. The vdfe says, '*Let's so.O 14:: husband says, IRQS is a PKDae exanaple of cozaung a self.fvlânkag proph-
nL t' ta '' ice vers. CCY.C: S y, Or V .wzat ahmt tlle two eaulqlren you brxgu 1at0 t:e store Have zou ever obswzvou someon. mak: a ilalf.heartzd al-
with you? where arethey? u. tuey besze ti. refrigerator, tempt to bargain with a one-price store? 1.lte approach itself

d i tl waiung for tlw sau tobe consummateu? C'Ontaizs the seeds of failure.at para erest
, qu e, yxo one youngster is phgsg ua-and-s.seek in tl. refzig- 'rhm Smstomer wxwm up to tu sign inœcating the pic, anu' points to it o'miiy. ol oourse the sausman know, the cwcrators. *.'wltere ks her tomer's ixent, since hes beetk tlzrough '!,ix scenario msny

q think he's in uw yellow one ele one with the door times. Buthe want.s thecustomer to say thg words.
. . 

. ' ' . 'ae salesmaa snally nqkq ''wut's tue problemrcloxd. lf we uon t r,et hm out in tllree rnmutes heea suzo- ,!,, ' ne customer just wints to the siw astl mumuew 'qroucRte
, know.''where s the other ki(I? At tlm far end of tlle store witll ahockey suck and a plastic puck, shootiu: slap shots agaiux Ve Salesman says, ç'Is someflung wrong witlz the signr

. .. i'ho customer mmmers ''No no . . . it's just tbo pr . . .wasbers and uzyers. svezy few mmutes llo suout.s come oa! x ,, pr ,,Hurzy up! The game is startingr ' . 'wlule our ozganization is putting tile screws to yeu, tlm 'l'be Salesman ianoamtly asks, n'he what?'' anu tl:e ma-lp 
Id ,,liance sausman wandels arounu acting as tuougll he is tomer fmany blmtw ne price!spp

plrnost totally disintereatotl in selling that zefriaerator. Pcri- At tlus point, tbe salesmaa adopts itis rigueous inlligaatioa
ouicany he carelessly say: ''Hi there. Make u '/ your mindr' Bl9e and gtatew ''Please, sir, this is searslnas theug: he wex passing on Q way to pluck a manw or a It this ever hapmns to me. I respon: apologeucany, eollpapaya. . . . I'm sony. I uidn't realize where I wasl'' at wlucs mint

my wife turas os lwr heel anu surts to walk out of tho store
Power. In addiuon to au elis tkerers the problem of mwer. remarking over her shoulder, Tl'm never going shopping with

Power. in this instance, manifests itself in tw'o forms: mu againlr-whkh by tlle way, is not all tàat bad, because
A. The power 0/ precedent. Most mople firenly believe that I've accomplished a collateral objective ia the pwess.

tltoy can't negotiate witil a one-prico store. If I ask thtm why, n -'s a way to break out of #b1m bind: Don't act as thougN
they're likdy to reply. 'Ytiy else would they call it a one.pric.e mur limited exmrienc.e reprexnts universal trutlls. k doealpt.
store? This results irk the fellowing chain of caux and esect. Force yourself to .go outsidw yoar own exmrieace by vjgor-
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26 You C&.N X'EOOTIATE A> a Does that figure startle you? It did me. Fiftpftvt percent
of Americacs vote in a good year, but ninetydve percent cbeck

t'lz'ily testilvyxr aoumptioaw You'll ttisqzvor, te your aston- out by the Hofiday Inn check-out time. Thq question is, what
ishmrnt, tilat many of tlwm aee false. Ttlatc,e wur aîpiration causes this lemming-like migration of ordinarily independent
lovd. Avdd tlte nogativo attitude mrtraye,u in tlw followiug people to the cashier at tho appointed hour?
iinrrle: Five years ago, I happened to be at a Holiday lnn. Because

Tho' mftf 'twas a iob that c'twlgla't be tfgae; 1 had to Otch an early afternoon Sight, I walktll towar; the
&e hallïheartedly wcal réght fe il. Cashier at 12:30 P.M. in order to pay my bill and leRve. The.
Hr ackpel that joh thut z'coaurlxf lv donc'. . . . lobby was empty. At that moment I ftlt a slight hunger pang,
Ana hz Geozv, he cetwlda't dtl it. 9o 1 decided to get tht buffet luncheon, pu1 it on my bill, and

return. Afttr eating, I glanced at my watch. The hands indi-
As a negotiator, tak.p somw risks break free from the prece- eated 1 p.xv. since there'd been no one at the cashiqr's cage

dent of your past experiences ohallenge yottr assumptions , h u. u tlwa. ' before, I assumed there (1 be no more t an t ee peopTaise your aspiration level and increase your exaotations.: aow.
while you and your spoux arr confronting that $489.95

. 
when l got lo the lobby I noted twentymigbt wople lineu

sign in the store. khero s anotktz form in wilich xwer is mali-festing itself: UP before the cage, like prison inmates waiting to be fed. 1
.
B ràe xwer os legfliraucy, 'r'ls oower of leitpmn,.v I'. touldn't believe it. How waS R possibl; to progress from zero
r dedved from mrceive; oz im X'-agine auth *'oti '''*'ty *0......01 M'en tO tWerltrdght in a half hcur? I mused; HTheuçe probably

m wvautsority oat's reprexatu by sometun, inauimat.e suc: lzs aren't Dests checking out. chances are from their appear-
a sign, a form, or a prjnted dooument--narmallv. a' uthorlfv imce, they're out-of-towners on a guided tour of the area's
that isn't questioned. '' ' '%' facilities. Part of the tour must consist of showing them this
For instance, if I were to suggest that vou do somethine, Hbliday fnn.'' That being the case, I wasn't going to wait in a
you would evaluate my request based upo J your needs. If -my Iine that obviously was net mine. !E decided to bypass the
request and yuur needs matched you 'Qmlgu comply. But if a sightseers, walk up to the cashier's cage, and form the real
sign direeted you tu do somethiug your dtances of complying check-out line.Would i)e virtually guamateed. Let me emphasize that jxéllt As 1 moved fonvard, Passing these 'stouristsy'' sqveral of
witll an example. them glanted at me-but not with love. Awartness hit me.
lf you lravel at all, you're familiar witll a little sipl lxhind Slightly embarrasseds I tritd to appear nonchalant as 1 posi-
each Holiday Ilm's registration desk, llzs a still srnaller sign tioned myself at the rear of the line.pnste.d otr eae.h room's door. Botil sirkq Tead: g'check-out Once tbere, I tappell the shoulder oi the ptrson in front of
tizne is 1 p.M.'. (j sked ''what's the line for?''me an a ,
What percentam (>f guests do ylm tidnk inconvrnitace He replied, qfheck-out.''

themselve.s by literally checking out by 1 p.M.? Someox onc: uyjow come?''
asked me that quemtion. I poniero; for a nmmznt anâ replicd, uchgck-out time, that's how come,'' he mumbled.
Gliorty lercent.l' I absequtntly 1r.:1.110(1, from Holbloy 1nn $'H ,4 ou know about it?'' I asked.OW y
executivew that tlk àurg is rougàly Ntwxn ninety sma Sq xall jt on my door, that's how I knew.''
IdIItty'-EVg mrtwt dv nlling on tlr moters locatkm.
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That was a very significant comment. He saw it emblazoned In rare cases where a person still hesitated to sign Ms or ber
on a door, anll that's why he was there. name, I might add, <'Tho legal people won't approve of any
A second exnmple of tlle power of legtimacy: A subordb changes.'' Keep in mind that the legal people didn't even knownate in a business organizatioa whips up the nerve to walk they wouldn't appreve of any chznge-s. Nevenhelesa the
into the boss's omce and says, 'lExcuse me, but rd like a raise. Phraee workcd like a charm, sirlce t'Iegal mople'' projects, on
I really feel I dcserve a raise.'' a wide screen, a powerful imagc of legitlmacy. One theeoreti-
Dee..ç the bess reply, *'No, yeu can'k have a raise''? Never. cally dcesn't fool around with the legal peoplc.

Instead he says, $'You certainly deserve a raise. However . . .''(*'However'' is synonymous with 'sstrike thatl'' ) He shumes Meanwhile, back at !ho Sears outlet, you stand staring at
papers aside, points to a printed card positioncd under glass that $489.95 sign, overawed by supposedly unchallengeable
on the desk and quietly states, dilt's unfortunate that you*re PoWery as were the people at 1he Holiday lnn, the subordinate
at the top of your pay grade.'' asking for a raise, and the people sigrting leases. Yet in none
The subordinat; mutters, '*Oh . . . I forgot alxmt my pay of the situRtions should you tv ovexawed. Every oue of the

gradel'' and back: oS, aced out of what might rightfully 1;K) situations is negotiable.
his by printed words. In effect the subordinate says to him- HOW Cali l say that? Because almost anything that's the
self, i'How can I mssibly argue with a printed sheet msitioned Product of a negotiation has got to be negotiable, including
under glasser'-which may be precisely what the. boss wlna the price on the sign above the refrigerator.
him to say. Think about it for a momcnt. How did Sears come up with
A third example of the power of legtimacy : Twenty years the $489.95 figure ? You knosv as w'ell as I do. The marketing
ago I was involvtd irt the legal end of real estate. People Peoyle said, 'slvet's make it $450.00. That'll move a 1ot of
came to me to sign their lease: and have them ccuntersigned. refngerators.''
Most paid their security deposits and moved along without The financial people said, ttprudence dictates that when we
reading the forms. On rare occasions someone would sap Sell a refrigerator it shotlld be at a profit. Make that &54Q.00.''
ttl'd like to read this lease before signing it. I have a constitu- The advertising pcople interrupted and said, ttpsychologi-
tional rigbt to do 80!,* ca1 studies indicate that the best number is $499.95.''
I'd always reply, $çOf tourse you have a righs to do so. Go Someone else impatiently said, 'iLook, wr have a bttsincss

right ahead and read it!'' to run. Caq't we get together on tMs?''
Halfw'dy tlzrcugh the ferm the mrson would exclaim S'Wait They (lid. They comproraised. They got yogether and came

a second! Hold it! This document practically makes me an ull With tht $489.95. Thero was no Big Printer in the Sky.
indentured servant for the duration of the leasel'' Some things are not the product of a negotiation. The Ten
I'd rtply, ''I doubt thas. This is a standard form. There's Commandments was not a negotiatcd tlocument. It's cedainly

the form number ill the lower left corner.'' diftult to negotiate with the Lord when he presents you
The person usually reslxmded, $$Oh . . . a standard torm. Witll a Iait accompli etched in stone. The Sermon on the

Well, in that case . . .* and he or she would sign, bullied into Mïmnt was not a negotiated document. Christ didn't get
subntission by several pdnted digits that apparently pessessed togtther with bis followers and say, i'Give me your input.
some magkal property. We'l1 form a task force. Break up jnto subcommittees and
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work sonaetbing out.'' Since these iteu are Sêsacred gvens,''
they're :Q a Jàferent category froni the Stars pdce HoEday
lnn's check-eut time, the pay grade, and even the standard
lease,Because so marty things are negotiable doesn't mean that The secret W x'alking on wcltrr
you or I should negotiate all the time. If yoa were to ask me, t's JrrltplWa: wllere tbe stones are.
4ro you negotiate with oae-price stores? Do you negotiate
witlt Searsr rd be pedectly frauk with you aad reply, t'One
ef my life strategies is nover to go snto Scazs.''
My mint is, wbether you do or don't negotiate anytbing

should be stdctly up to ycu, based on ycur ens-ers te the
following questions:
1. Am I comfortable negoîiating in this partkular sima-
tion?

2. Will negotiaeg meet my aefds?3. Is the exmnditure of energy and time on my part 3 Getjing you r f eej Wetwoxh the kenests th at I can receive as a result of tbis -
encounter?chuy l you, as a unique uudividuu, c aa answer yes to an Le! cna reconstru ct the scea auo. hrou, your spoase, an d your

>ee of thesq questiens should you proceed to negotiatv. Arou Dlo chidren are at a se ars sîore confronted by a refriceratorsheuld always have a sense of czastery over your sipzatlon. whose askîng p :ce is nhore th an you can agord to u -av. sret
Pick a nd choesz yeur oppon uai ues based upon your neels. you want th at refrigerator. Is it worth negotiating fore? ff your
Ilon't anow youpseu to be naanipul ate4 or inunudate: by answers te the three questions that tlosed the last c haotertbosz who aren-t conctrned wit: your best fnteres a. were yesa you shoqld proceed full spced ahtad. But h-ow?
You h ave ske freeuoca to choose your attitude towar: any Svhat c an you say and do?
dvqn set of ckcuzastances and the abnitf to asect :b: out-
-cozae. In oeaer words you can plcy c m ucA gveatev role than () e n eratin q co n, p e,itio n
you thought in &/tcping your life and fzrlprtwing wur lifestyle. To begin with, don't dtflne yourself too nauowly. Don't

regard yourself as someone who wants to buy a refrigerator.
Regard yoursglf as someone wilo wants to sell moncy. Money
is the prcduct that's up for sale. The mort people there are
Wh(7 w'ant yeur nmney, lhe morc yeur motley p'ill buy. Hew
do you get people lo bid for that mongy? You glmerate com-
petition for it.

31
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suying with the Sears situation a foolproof way îo gen- (Note that heœs made a totally unwarranted assumption about
erate competition for your money is te inîorm the salesman r needs. )yctlthat rival outlds have a comparable model at a lower price. You counter this false assumptioti by saying, ttrfhat presentg
Thc fact that rival outlets are eager to accept your money a difficult problea. One of m kids has a chronic sore throat.1 

.gives ou instant leverage . . . as does tlle façt that Sears is Thc dwtor says: SNever any lce! Never! Could you possibly
ï ,,often Tn comxilion wi1 iBel. You ând it asloishing th at rem ove the icem aker?Sears c an conlpete With itself? Just exanlnc the c atfogue kle retortsjtsB ut the icemaker's the whole doorl''

displayed in the sannf stor/. There, right in the né dde ef a Arou say, ul know . . . but wh at if I pronûse not to u pz it?
large-appliances pages is the sanae refd gerator fQr $ 4 40.00 shouldn't that aiect the pice?''
plu: a $2 6.00 delivery ch arge, Show that page to the sale> A third w ay to express your needs--a nd your dissa usfaç-
m an, then start negotiatin g. ;on with the refri erator's fe atures--is to dascuss its door.!You can say, ss-i'ius mvuel swings open from the left. My
i f/ng needs fnmily's rkbt-handed.u-comments like this intlicate to the

sot s salesman that your needs aren't being met funy. Therefore
You have other options, and they pivot on the satisfaction his needs shouldn't be tolally satisEed.

of your nteds, real or fktkonalized. ln a fundamental sense,
every negotiation is for the satisfaction of needs. Sears pre- Going on sole
sents you with a $489.95 aiking price that meets its neells . . .but what about yours? Afttr a2, you're îhe other party in the You can also ask, #ïWhen is it going on saler or ''Did I
transaction. Ideally, 170th arties should win, or come out mkss the. sale?'' The assumption is that, if it's not currently on

!'ahezd, when a transaction ls consummattd. uale it eîther will be or just was. There's no eartMy reasen
There are several ways you can snap the Sears salesnnan why you should bt pen alizod for awkward tiuhng.

into a ket n aw areness of your needs. Arou c an ask '.VUh at
colors does this model como in?'' 1t the saltsman reylies, . I I ,A Iittle blqmish àerele'Thirty-two,'' you say, 'fWhat are they?'' When he fttushestelliag you. you exclaim, l'That's it ? Those are the only colors An txtremely eiective option you can employ is tht old
you have?'e flxnmodel teclmique. T11a âoor-model techniqlle has two
When he says, ttYes. Just what are you looking foo'' you asmcts. Whh aspect number one, you walk up to tlke rtfrig-

expîain, ..WY have a psycheddic kitchen. These colors are erator examine il intensely wbile lhr salesman sfares at you,
much too square. They'd clash! I hope you'll make some and mutter, *iI notice a Ettle blcmish herel''
adjustment in the price.'' Tke saksman replies .'I don't see anythinp''
A second way to expresr your need.s is to discuss the refrip You persist, d'There seems to be a little nkk . . . a tiny

erator's ictemaker. You commrnt, i'I nolice this mode) comes blemish on the side. In fact, as the light hits it, I notice there
with a built-in icemaker.'' are multiple blemi on the side of the refrigerator. ls there no
The salesrlmn repliey, $'Yes, it does. It'11 make cube.s for multipl: blemi discount?''you twentpfour hours a day, for only two cents an hourl'' What if there are no multiple blemi on the refrigerator?
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always make blemi. (I'm nOt C'OVCIIII.g Ctllics nOW. negotiations. For exnmple: Wimt if I buy four refrigerators?Y1!l Can
, (usllwng wjth opuons, even if 1'm doing it tongue in C1DCk.) Will that affect the price? What if J take it home in a pick-upI m gw jttlj wîth tbe hocke;y stkk alltl tlle Puck? HaAY tnzck instead of having you deliver it? Will tllat aiect theRemember ,kim work on his sla.p shot doser to the refrigerator. price? What if I buy a washerdryer and a wnme iron at the

mber two of the floor-model technique is knoWn snme time? Will that afect tlze price? What if over the nextAspect lm kort for internabtrauma disctmnt. YIY imP2CA- six months, our neighborhood syndicate buys one refripas the 1TD, S t be imydections within & fl00r model. erator a month? WiII that afrect the price?tion is that there mus1 ot vksible to the naked eye, but they'rc there. you may not always get precisely what you want whenPerhaps they re nj jlavo bxn opening alld Closillg tilat fefrig- asking GWhat if . . . ?'' but nine out of ten times, the personAfter all, POp e, (joor azd fmgering its trays antl CCOPQXZIQMS fOr ou're dtmllng with will make a counter-cder in your favor.erator s , Xrj..jj fjxr molkrs like a Stre,et Walker WhO S been Don't forget that althougll the msted $489.95 price wasmonths. eblock severat times: One Of the Walking Wourded, arbitrari!y arrived at, many things are buried in that ligure,around the tll: internal str/ss Of being malllmndlcd. Be- includlng installation, delivery charges, service contract, anllsucering fromf tltis you're entitled to an internal-trip'mA YSCOUIR, warranty, all of which cost sears money. If you can save Searscause () ytandard 1TD. 2lV Or a11 these expenses, tlm store should ldck the savingsor s
back to you. For example, if you ask tlle saksman i'Does that
price include an installation charge?'' and he replies, 'Yes, itO6dockle sllnl ,, udoes, you then comment, Good . . . I have a s:t of tools at

e ofE the major item under discussion home. I can make any necessary connections and adjustmentsYou can aIWa'yS m0vdary element rdatez to the total Prke. m self ''and deal With a Secon y .the Salesman iS limitex in hOW much he CanConceivably, al oost Of the primary item, but h; may havereduce the. act'u The ultimatumd tsgive'' in Other areas, suçh as a trade-illmore flexibility an
allowance. WPPOSiV yollr time is limited and you don't feel like nego-

say, $çWe11, if that's your Wice, 1'd 1Qe tiating. You approach the flrst salesman you see and say, 'tookThereiore, mu can sent refligerator. lt's in excellent ou want to sell this refrigerator, and I want to buy it.$150 for trading in my Pre ' ' . :y'
,uaoe.,, r11 give you $450.00 right now take it or leavz it.''S 

v' :: ?,, ou interject, 44A1l right wlwn you ttu'n on your heel antl wnlk away, will the sales-If the salesman Says, W'h<l . ' ' Y
Iql make that only $50 cd.'' marl follow ytm out to the street? Nope, I don't tIIiIQ so. Why?' ' ' (I; you may not often do this with rdrigerators, Bxause he has nothing' whatsoever iavested in a relationshipNoW I Onct)e successfully use thig approach When buying OfS. with you or in the overall transaction. Furtllermore, he resentsbut IZOP

your curt approach. The key to mRklng an ultimatum prevail
ls always the extent to which the other side makes an jnve-st-What if . . . ? ment of time and fmergy.Gective option at your disposal ig the K tlti ri cj le in mind let's try another way. YouAnother extremely e : eeping s P n p ,

:çwitat 10,, 4$Wila.t if T' is a magk Phrase m casually wnlk into the Large Appliances Department at twoure of the words
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. joa on a Monday afternoon when floor activity îs at a Why does he take your ''Take it or leave it'' oger (though
O c 

(( . (j jn seeing ou didn.t use those words) ? Because yoa've set up your
You say to the salesman, I m intcreste yminimum.
line of refrigeratorsl'' From two to four have him ultimatum in such a way that its acceptance is virtually guar-

your entire
modcl on the floor, explaining a11 the bensfits. anteed. Yeu've made tlle ultimatum palatable azd have forced

show you every
k Ssefore I make up my mind, 1:11 have the salesman to smnd an inordinate amount of time with you.

Finally you remar ,
to come back tomorrow with my sWuse.'' He's doing ; ccst-benefit analysis of tbe situation and inwardlyhas now wasted two hours of hig time on groaning

, dll've got six hours invested in lhjs meatball! But the
The salcsman

devil kuown is better than the devil unknown, Who knows
mu.

'r osday, agaîn at two o'clock, ytm arrive With mur what else is Iurking out there on the street?''On u
k out the sarkw &alesmam You remat the pro.spouse. Yott see

ining cvery model on the floor. Finallyp you sgy to j hbbl
e

cess of exam T 
e n''Before we make up our mindf', we'tt likû to Coale backhim.

jrj rrator engineering specialist; my mother-in-law. ne tactic know.n as the 'tnibble'' works on the same basis
.

with a re g
k ws a lot alxmt these thinge'. See you toqmtwW after- You may not be f amiliar with the term

, but when I describe
She no

!,, jt yxpjj experjence a $hxk of recognition. In this examplr,
noon
eae saksman now has f our houïs ilwested in ysm. Fm going to assame, for ease of reference

, that youw a man.duestlay, at tbe apNinted hcmr, ytm WW  into tlle But the same situation can apply to a weman. Just menally
On We

ko your swuse antl mother-in-law. You intlacet switch the frame of reference from that of a menms clotlling
department w

at his demonstrations till folm at wilicll store to that of a dress shep or boutique.
the salesman to repe

se ,$ m . . . 'know what? 1 calft quite You entcr an exdusive men's shop in the downtown area
time you mum ,
ke up my mindl'' Y Where you live, to buy a suit. Someone importaat to you isma
jj alesman now has six hours of his life invested in mu. gctting married and you want to look good at the wedding.
T e s 

,(Iay afternoon, as ex>cted, mu walk ill al0nC Because men's lawl widths change from year to year
, owing

On Thurs
nHi oere--remember me? I'm interzsted in buyiu to planned obsolescence, you're concerned about style. That's

and say,
frigerator,'' WY F'O:1 have a tape mtasure is youç pycket.1k r (, 

4: jy u: ,,h lesman wgl make a wry face antl say, I shotlld 012 May I hrlp you? asks a salesman.T e sa
,, u tjjirl.k so . . .,, you repjy, frownisg thougiafuny.

so(
uue, ''j-ook . . . I only have this $450.00 plus a 1%r three and a half hours yeu shuïe from rack to rackYou cont

f matclws, a fountain pens and eight cents in change. and from suit to suit, painstakingly measuzing lapels
, always

book o 
. . .., ,,de1 lqease . . . mgybe we can rnaxe a ceal. trailed by the salesman, who doesn't dare leave because you

I just lov: this mo .
'ru a it lw doesn't resperd immediately, yotl :llruç Pivot, and keep asking questîons ahmt shoulder widtbs pocket flaps,
e. 

. t1 tgrt for tlw exit. Sleeve styles cuffs, and number of buttons. You remat, over
slow y s 

,!1 tbe sausman fotlow you? Yes. He lzas a.a iqvesfment anrt over, uHow long win this particular suit stay ia stgervpk (! he wants some return on the effort he has wllen he offçzrs us educated guess, you ask ''Ar: you sure/''in the sitvation, an 
,.u obably mutter, uokay, okay! Etkour,ll is Mter you've exaznined thirtpnine suits and fmgerr.d xventp

exwndel. He m
,s a (ual.'. eight lapels. and tbe now stonpfaced salesman is ready to

enough. lt
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38 seventy-eight lapds. A11 right; that's down the drain. What'' ay '$l think IX take that Hkkey-Free-çiblow his coo1, mtl S , have I got here? What can l assemblo from the wrtckage? Athere . . . the one. witb $1)* .man for $370.00-that one ov*r $370 ()0 sale. from which IRI get a $60.00 commlssion. For

,, 
' 

ak $7 x from myvery subuuell strilm. tlle sake of the $60.00, I suppoK I can t e. .f Trying to remain CRlrnp heThe salesman Sighs with felie . ket and buy this clewn a tie wholesale. I just hope I never1 ase?'' He leads ytm into WC,1rmurs irwoultl you follow me, p e la,% againl',m , jj store's tailor Seeall mirrored room in th1 rear where t e ezt tii? of course. Will you win the love andtbe sm , ljp Will you getyou remove tbe suit you re wearing, s . , su else again. H:doe.s alteraoons. admlration of the salesman? That s somet g' bout te lmrcbase, and Staldinto tlw Hkkey-Fteeman y0u re a will =ve you a free tie because of Ms emouonal involvementoollen box before a tllree-wa.y mirror' Xcar ytm.on a smcial w in the situation, not because of his asection for you.is the salesman, now' Somewhat .while you stan; on the bcmr would tha nibble have worked if he hadn t investH anhe sales slip aad calculates YS C0m- .relaxed as hw writeg up t inordlnate amount of time? No. The success of a nibble is in
mission. direct promrtion t tlie amount of 'ime invested. No timed fortil on the platform, ?- .Beneath you, as yoll teeter back an jrwestment, no dice.. n at s why you sbould always induce theith a stoomd back, ping in his mouth, .a!l elderly gentleman W other side to invest in a situation. M d that s why your irtitial(1 hig neck is on one knee. He re-ard a ta> measure aroun awroach to a negotiation should always be collaborative, asMs mouth and Slides them into tlwmoves fve pins from tlmugll you're hungry for hellj jakes chmed X% on tbe Seat d -material. Moments later, he minches at the crotch. As he dOe9the pants, tllen tq:9 in tluee an'y identify, '''l'hiS i9 a Help metitis be mumbles in an accent you c' )1 on yom'' Wherever you go tbat , flxautiful suit. lt hangs we Acting as thougll you re hung!y for help is the oppesite ot Maybe ifs not an accent-justold guy always ha: an açcen . acting like you know it a11. What do 1 mean by acting like
the pins in his mouth. you know it a11? Consider some top executives i!l lxivate 1:1-ist your head toward the salesman tg mpu-At this juncture, yot! tw dustry and even in government. Because of pop art! uAnd wha.t kind of tie will ylm be ' I aurrsantl ask, matter-of-fac yp ology tbat (Iictates how they should look and act, these e
throwing itl freer sttive îo project a!z impressive image.wdting. He looks at the 0ld man On. . f Robert'rhe salesman stcm: Tl'lis image is an artful cosmetic job. It s a Nend oaises his head, not knowing Wilethe: tfh a dashtlm ioor. Tht old man r Redford or Robert Goulet on a good day, lace.d IV(! make anotller chalk mark. He ; furto sbove in anotixr Pin an of Lorne Greene as commander of tlm spaceship Batt eshole tlting SWZgS forwarfl three 1release,s your crotch. The w Galacdca (or, better still, on tbt Ponderosa, with Hoss, Litt e
inches. Re, and Adam galloping behind himl. This stereotyped ex-is what's known as the Hnibbll'' tive is sligiltly gray at tim temples, thougll be has a full'rhat j eculesman'g mind after the flrst wave 0What goes o!l in the sa heall of smartly styled hair. His jaw is square and thrust for-irtwardly, ''TMS blnrkoty-blankhatred subsides? He grkmts wari His voice is deep and resonant. His handshake is firmhours of my time. I didn't b&v'eItas consltmed three and a half .. a.jw. vnouglk to crush your knuckles. He strides about with his

.ve straîned thoth shoulflers PBI'VLLC ='M'J- çt uve striding aboutr) Hea cose,e break. I virile walk. ( lli, there! Top execuI've watohed the nitwit meagllrenine jackets on his back.
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alwav.l rumbles, ''GOZ to see voul'' whethtr he means it or I say, H'rake it easv. What are von f'rtrpnœ to sayrot - - You reply, -'Num - num -mJm-'?-,7n . . . . . .If you awaken this plastic executive in the middle of the I say, S'Does that mean number one?''
nisht, after he's been drinking and partying excessivdy, htrll You nod yes.
Ieap out of bed and exclaim, t'Hi, there! Top executive getting dd/kll right, wbat is number one?''
up! Good to scc youl'' You reply, 't'rhe pri . . . pri . . . o:i . . ..,If you then ask Mm, *'Te1l me, top executive, have you ever I say, ''Does that mean the pri -oe?',
llafl a pimple?'' he'll reply, ''Huh?'' You see ht's never had ' You nod yes.
one! ttAll r'kht, now we're rolling. what's number -0.3.,
This hollow. stereotyped modol is a fraud. He's for the ' You reply, 4'The qua . . . qua . . . qua . . .'>

' ..d f tin (and alsxz tiring) to forever ' I say, A'DOe,,S that mean llle quallityrbirds, because it s self e ea gstriue ahmt, straight-backed anu digniiied, bursting with ex- ' You ned yes . . . and so on.
mrtise anu knowleuge. It's selfdefeaung to pretend to always What have you said? Nothing. What Rm I doing? I'm Iwlp
know everything. But it's periodically benefkiai to say the ' ing you with your argumtnt, anll I'm irwesting time in tho''I (junno . . . lwlp mel'' Admitting that you ' situation, which really puts you in control: nn the catbirdequivalent of, Idora have a11 the answers humanizes you an4 cause,s others seaq'' as card sharks say when playing wit.lt a stacked deck.
to be more receptive to your approach. My wife claims that when l speak to blind people, I always

raise my voice. why? unconscîously, I guer,s I'm trying to
hclp them see!

weokness as o strength weakness itself can even result in negotiatlng leverage. sup
In negotiation dumb is often better tllart smart, inarticulate Ixsiug a large battk calls a major cuent to expre.ss dismay

frequently bette' than articulate, and many times weaknes: over a delay in repayment of an outstanding loan. The debtor
can actually be strtngth. So train yourself occasionally to gay, replies, GI'm really glad to hear from you, ktcause our fmall-
zzf don't knowv'' 4LI don't understandy'' diyctl 1:+ me soztw time cial situation ha& receatly deteriorate. In hct tlm only'' .q l '* hen these phrastw suit your putwseg. chance of aveiding bnnknlptcy is for you to reduce' tlz inter-ago, or He p me, w eThink of your owa exmriences whea dealing w1t.11 sttlpid ' e.st rate to prime, or primt plus one and a half mrcent, and
mople. What happens lo al1 your Sophisticatetl argttments, defer payments on the principal for at least a yean'' 'l'he ver.y
logk, and comprehensive data when yousre dealing with : helplessness of tbe debtor's position undercuts the mwor and
moron who can't even comprehend what you'ro talking ahmt? bargaining ability of the creditor.
Obviously. your Nrsuasive devices are worthless.
Have you ever tried to negotiate with someone you Percdve ç'w d 't d r ùand''e on un e s

has a learning or speaking disability? For example, imagine
that 1'm trying to negotiate with you and that you stammer Especially when dealing with diEerent regions or tultures,
or stutter or Prttend to. I might say, ''Okay, what's your language is oftrn used as a phony disabilitp 1'm koeniy aware
objection to making tbis deal?'' Of thts because many years ago I saw three npanese gentle-
You replya 'LNIlm . . . num . . . nllm . . .'' tLen, representing JAL tlapaa Air Linesl tuse tllis ruso whea
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dealing with a large group of sopitisticated execuuve-s from an ratio. Learn to ask questions, even when you think you miglaAmerican corporation. know the answers.
'rile companp presentation to the orientals was over- Furthermore, if you approach others askin. for hfalr, 1.

wizelming. starting at eight in the mornlng, it lastetl two ancl . tentls to set tlw cll'mate for a mutuallv bexfici Wal relns -,n J'J 'u1 C
a half hours. witlz the aid of flip charts, elaborate computer At the least you'll cause the other kde to make 'J 'J-i-Wa Wv â'e-stluntouts aad osier presentation-supposung d ata, tbree pro- . nzent that uluma ately accrues to your advantage.P ,
jectol's flashed Hollyivood-style images on the screen, justify' -
ing tlte asking price. I was there at the conference-room table, Making #he elflmafum stkk
aztd 1et me tell you, it was like Disneyland.Throughout this dopand-mny show, the Japanese gentle.- ' ln Some Of !he illustratiens discussed earlier

, ultimatumsmen sat quietly at tlte table and said nothing. Were used. Ultimatnms are commouly employed
, whether bvFinally, his face glowing witil expectation and self-sausfac- lt Parent giving a child tlw ltlast anvl fmal proposal'' regardineg

tion one of tho key American executives sicke.d tlle room a. ottrfeW Or by a union approachlng the wire in collective' d mrned to the impassive men from Japan. bargaining.lights back tm an
itwell what do you think?'' FOr ylmr ultimatum to succeed, it must meet four criteria:
One d the Japanese smiled mlitely and answered RW:, 1, y'rosting tpu thv cakv. zrjw otjsr sze must hav; no otherdon't understani'' 11 ice or they must have such an investment that they can'tç o'rjm blood drained from the executivt's face. 'sWhat do you fold tllrir cards and walk away. Therefore, an ultimatllmmean, you don't understand? What doll't you ulderstanto'' must come at th: end of a negotiation, never at the beginning.Another of the Japanese smiled Politely and answered, you gan't frost a cake until you bake it.f'Tlle whole tlling.'' 2 Soft cntf patatabu. y's words used must never belittleI was studying th@ frustrated executive, mld 1 thought he'd 'Or çdend the other side. ''Hard'' Itimatums such as xl'rake itç$ ', 1: ,have a coronary. From When? he asked. or Ieave itl'' '$Tt' tltis or elsel'' are self-defeating. tKsoft''. Or sTjle tllird Japanese gentleman smlled lyolitdy and an- ultimatums are palatable because they're simply a statementswered, ''From When tlm ligllts Went out.'' f9 mur reality

. Example: <1I certainly understand your pre-The executivt leaned against the wall, loosened his expen- (!i
j( ramgut, your position is valid but tMs is a11 rve got. HelpSive tie, anll Foalled dispiritedly, We2 . . . What do yOu m; ss $

t US to d0T' 'wan :y a 
pecye yjwy coyy gc amjsmrj woy. ws uways wjseA1l tllree Japanese nOW replied, Gcan you do it agllinT' 'to back up your fmal position with some form of documenta-W1m Was in the catbird seat now? Who was kidding w/ltm? QOn or legitimacy. Example: S'You desen'e what you're ask-HoW could anylme possibly rerat a two-and-a-half-hour pre- iLi for. I wish I could give it to you

, but this is all I have insentation with anything rcsembling the initial entllusiasm and my budgetl''convktitm? The colwrate asking Price swirled down the 'l'he Visual dsplay of the s<oKcial budget '' which consistsdrain. oj uxk marks oa white paper, usually does' the trkk. OrherMoral: Dlm't l>e too qukk to ''understand'' or Prove your Ofereace.s such as 'lThis would be a violation of tke presiden.Ztelled at tlle Outset Of an encounter. Watch your listell-tnlk' >
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tjal waje guidelines '' fs'l'he F.T.C. won't 1et us,'' or $çIt would t 'rhat meals younl probably be Iet out in about ten' 0PS.be ItgalDst Complmy Policy'' art also highly etlkctive. th '.mon s.
Even without supmrting documentatiop a11 of us have w jtirl for a mement so that would gnk in tljq Fanch' a g'been swayed by Futh Statcmentg a: isYut 41l my friends are tinued tillut if wq haw to capturo you the Pe' nalty js oxe.

p COngoingl'' or Glf we 1et you do it, everyone will want îo do itl'' tjon ac'cording to tho 1aw of France. No'w what wouldCu I4. Seleaion Rom a limited menu. Never leave 1he other like to do?'' ' ' '
side without alternatives. Never statc, Stlt's this or nothingl'' selieve it or not, the skyjackkrs (lecide.tl lo surrûnder a.r14
Rather, structure the situation to allow them to make the take tlwir chancqs with the American judicial systemchoice witiï one option obviously much more desirable tcl '
them-at least compartd to the other.
For instance, assume l'd like to hire you foT a position in

my organization. You want a $50,000 salary, bur 1 catz't
aflbrd lo p'ty you more than $30,000. Do I say the equivalent
of GTake it or leave itt'' No. That's ofknsive. Instead, I say
to you, flYou deserve what you're Rskîng for. It's reasonable.
H/wever, this is a11 1 can offcr you in that particular pay
grade: between $28,090 and $30,000. What do you want?''
Obvtously, you reply, 4171 take $30,000.*
1 pretest slightly, ay lhough you're getting 1he ellge in 1he
situation: ''Could you make that $29,0001*'
You say. ':No . . . I want $30 000.''l sigh, (hen capitupate. 1'011 all riglzt. If you feel that

strongly, r11 go along with it. $30,000 R i$.''
The same limited-menu technique works even in highly

dramatic situations. In August of 1977 Croatiaz?s skyjacked
a TWA aircraft scheduled to go from New York's La Guardia
Airport to Chicago-o'llare. In a Stalt fer time, tbe plane was
Eown a srrpentinc route via Montreal Nrwfoundland Shan-
non, Lontlon, and ultimately to Charles de Gaulle Airport
outside Paris. where French authorities shot out its tires.
The plane sat on the runway for threq days. Finally the

French mlice, mreting my critcria gave the terrorists a lim-
ited-menu ultimatumy which 1'11 paraphrast as follows : 'took
. . . 
you guys can do whattver you waut. Howtver, American

mlice have arrivrl, and if you give up and go back to the
State.s with them now, you'll get two to four years in prison,



P A RT TWO ussnoss.Unreality is the frl:tr source t7/ power
What we do not understand, wc cantwt control.

T E T EE =harles Reich
I L I BLES

nere is a touching znoment in Atthur Mlller's play Death
0/ a âblezznca when pathetic Willy Loman turns to his wealthy
brother and asks K'Oh, Ben, how did you do it? What is the
tmmwer?''
For all of us-losers and winners nllke-Willy is asking

for tàe all-embracing formula for success in tile game ef life.
lf lifo is a game, negotiation is a way oi life. If !ou want

lo succee, you must try to comprehend the game m its en-
tirets
Inioally you must be reality oriented-seeing things as

they really are witllout passing judgment. It is all too common
f0r People to look at their situatioa sele-ctively and pass their
()*n moral jud ent. Avoid this subjectivity, since it can onlyll::L 

. . tç ,,trnntlate itself mto wishful thlnktng. Rather, See it like it is!
Altltough the subject matter and tlle players change from one
negotiation to another the essential ingredient.s are three, and
tkey rern nln the sanae.
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nlind's eye : Several men, with f aces asPicmre this in your ake tlwm, huddled around a table inimpassive as they can mIt's late at night. What are they doing?a smokee-fzlle; room. z/ ou mfnk you can or you cantt,' 1 Something by engaghu in a Strategic :Fn ey re tzying to reso ve , , pwwy.ç gpt.b recetknt and ritual. What S l'*u rt, tlcontest, a contest governed y P ker . . . or '-llenr.r Ford 1test about? R might easily be politics, 1>Othe con

negotiation. d negotiation, success derives not onlyh mlitks, poker, anhand but from analyzing the total sitlz-from holding a strong ,killfully played. Even the slickest, best-auon so cards can be s akes little headway un1e39 bc takesposkdoned contestant md-nosed realîties aActing everyone. You soe,into account har utcomo-in poiitics, poker, or ntgo-in order to inEuence a.n olistically analyze the otller side's msbtiauon-you must rea in light of throe ever-present tightlytion, as well as your OWn, 4. Mowerinterrelated Variables:
1 . POWERs, Earlier, I deftrted mwer as tlm capacity or ability to get thlngs2
. TIMjxsopMxTjoN done . . . to exercise control over people, ev:nts, simations,3
. oneself. As such, it isn't goo; or bad. It isn't moral or im-

moral. It isn't ethical or unetllical. It's neutral.
Power is a way of getting from one place to another. Let's
&a.y you're currently at position A (your present situation or
Y caent) . You want to go to msioon B (yottr objecuve,
goal, or destination) . Power enables you to go from A to B.
It enables you to change your reality to achîeve titat goal.
TTower'' is a concept witll ugly commtadon6. Wlly? Bo

(/a.18e it implies a master-slave relationship, w1111 one side
domlnatmg' tlw otlmr. This blnnket indictment i: out of touch
witk life's realities. When knowledgeable people complm'n
about mwer, it is fcr one of two reasons:
1. They don't like tlle way it's bdng used. It's being
employed in a manipulative cxrdve, or dom:'neeri!zg
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beisg ' Lynette ç'squeaky'' Fromme was one of tlms: who becameway; power over ratller than power to. Power isriticksm is valid. hostile. She attempted to gun down President Gerald Ford.abused and the c' ' f wer's goal. If tlle desired end After àlr arrest, she expbined ''Wllen peoye around you2. 'rhey tlon t approve o po ,(1 corrupt and exploktative, treat you like a chilcl anu pay no attention to tlle things youor desunation is consillere 't make tlzat ond say, you have to do somethingr'even the most appropriate means won The usometlling'' squeaky flid was psychopatluc aatl self-
acceptablea destructive. Her self-perception was miles ofl base. she dida't

other than in tlwse two instances, l see no objecticn to tbe jjat she had other altematives tilat were sodally ac-realize t
f wer. Power should never be a goal in and Of itsdf . uo anlj ugal. she diljn.t realix that a criminal act,use o Pt7 RptaIt should be transpol't to a destination. lf we Split Ihlmer from aess of its goal, is almost always an abuse of mwer.regar

iblo goals, the goals may be dclightfttlly YEKd'' In essente, power is neutral. It's a mcans, not an end. It'sits many Poss
bominably xsbatk'' but the IMmer to implement the gOZS djsmnsable for mental health and nonaggreessive survival-or a i!lis a neutral force lAe electricity or wind. N0w, mu and 15 (j js based umn mrception.

know that eloctridty isn't a1l bad betause chccasionally Some- yxt me illustrate what I mean when I say you have mwer
ts a shock from it. Air, in tbe form of wind, isn't batl if ou perceive that you have it. Imaglne a prisoner izt solitaryone ge # yim 1 because it occasionally twirls into tornadoes. Most ot flnement. Tht authorities have removed his shx laces ands P Y Gm

the time air simply slides in and out of our ltmgs. We need hjo lzt becaux tlmy don't want bj'm to hurt himself. (T.hey' d lf-destruzt. We alS0 nee,d i'it; without it, our bodies woul Se are sav ng him for them for later om ) The wretch slouches
wer to ptotect ourselves and to ensure that we have a sense back and forth in his cell, holding up his pants w1t1: his leftW ,of masttry over our livts. hand, not only because he's zninus a belt but lxcause lm's

f wer. Use it to sensibly implement m,uus âfteen pounds. 'rhe food they shove under the stodYou havo plenty o 1>o
bjoctives that are immrtant to you. You ow'e it to murself dxr fs slop, and Iw refnse.s to eat D. But now, as he nms ltisonot to livo by what someone else tbinks you ought to do. fmgertips over his ribs, his nostrils pick up the Kent of a
If you're awaro oi an injustice-to yoursdf er someone Marlboro dgarette, his favorite brand.tgse-you have tile power to act. If you turn away bocause Tluough a tiny porthole in tlle (loor, he watcheas ms the
u believe you are helpless (ttWimt can one mrson d0?':) , lone guard ilz the corridor sucks in a lungt'ul, then exhalesyo'll no doubt feel frustrated and wretched. blissfully. Desmrate for a cigarette, tlle prisoner respectfully

youwiwn people i!z our society believe they calft, as intlivid- taps on the door with the knuckles of his right hand.
als mak; a dilorence, it's bad fQr all of tIs. Ktpowerless'' The guard ambles ovqr and contempmously gnmts, ççWhad-
u , ,.1 become apathetic :.af1 toss h the towel, which means dya want?
mop ehave to cany them on their bacH, or they lv-ome The prisonor rrplies, x'rd like a cigareltey please . . . theothers ,t In they can't understand Mnd mu re smoking: a Marlboro.''hostile anG t!y to tear down a sys t.'t believe they can control. Tbis attitude pe>ades We guard mistakenly perceive,s the pzisoner as poworless,and don decliniag productivity O he 8norts derisively and tums his back.our world. Some of it& sm ptonls are The prisoner percdvts hîs situation difhrently. Ho's awareanfl senseless violence.
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Ms options; he's Willing to test IIiS RSSUDPEOnS and take individual who exercises a 1ot of power in that 6lm : the Great,ofks so he tam again On the d00r With the knuckles of YS Migllty Powerful Wizard. He has Dorothy and her frienctsri: . $

rigltt haad, thiâ time Commanllingly. SPCDX g mllch Of tlle.ir time doing Mtïy dangerous things as
ne guari exlmllng a doud Of smoke, irritattdly t111'18 t11& attempt to steal the broornstick belonging to the Wicked

hjs head. f'Nolv Whatddya Want?'' Witch of tlle West. They obediently IiSk their live.s in pursuitThe prisoner resptmds, l'Pleage, l Would like 0ne Of your of tltis goal because they think the Wizard has power.
d ettes wifhln the ntAt titirty SeCOnd5. lf I dolft gCt it, I'm At the end of tlle 61m when Toto, the dog, yanks the cur-KA 

.m ..:1, v, ;
kng to bang my head against the Oncrde W>u uzz A m 9. tatn back, who dor.s tlm WI'z.ard turn eut to be? Just a bum-gO

bloody mess and unconscioug. Whcn the Prison OKYaIS Pkk bling o1d codger w1t11 a smoke machlne and a noisemaker.
me o; the floor and revive me, 1'11 swear you did kt. In reality the old getzer had no mwer, but he exercised auNow, they'll neve.r belitve m*, but think Of all the hearings great deal of power because evermne was convinced he had
nl have to attenll ald the COIEASSiOELS yotl'll 1:* testtfyl' '14 it. Up to the llnmaskinp evermne else's percepoon was basetlytm

bdore. Think of the remrts yOuR1 have to fill Out in triplicate. on tile Wizarfrs self-mrception.
Think of the administrivia mu'll be tangled in--cll that fll Unlik'e the Wizard, you needn't fake your power. J'(w have

d to giving m& one crMmmy hfGtlboro.' lost 0nC CigAe znore p/wcr sources at y/ ur Fngertlps th an y@N realize?GFPOJC
,rette allll 1 Womise not to bother you again.''
the guard slip bim a cigarette throu.gh the tiny Port-Dce.s 1 . The power of competRion1: 1e? Yes. Does he light it for him? Yes. Why7 Because theo

(j lws done a fast cost-benetk analysis of the sima.tion. Whenever you create comxtition for something you possessguar
'whatever your circumstances, chances are that you're in a -in tlm sears example, money-what you have movcs up in
better positios than that prisoner tugsng up Ms Pants 'Fit.b value. Obviously, the more people who want mur money,
his left hand, He wanted a Marlboro, ancl he got it. Nithfn t:e further your money will go.

u ccrl get whclever you wlnf f/ youere Jw/rtr *1 Tids applies not only to prcducts or services, if you'rereason, yotions, fj you test your ttçllkznptitprls f/ you ftlke a seller-end to money, if you're a cozksumer-but also toyour op
àjrewiy calculated risks based on solid frlxrMtiOn, 6IFI;I V uometiing as abstract as an idea. Supmse rm your lmmediate
ou believe you have power. eu>reor at work, ard yeu rush into my oïc,e and say,y 

,The fonnula is almost laughably simple. Believe flrmly qlerb! I have a marvelous idea . . . a new concept that s
have power, and you'll convey that self-conEdent really somethingl'' If I tlzen ask you, t'Have you discussed itthat you

uon to otilers. lt is you who determine how tiley see, witll aayone dser ard you reply, GYe.S a number of otbermrctp ,
believe, and react to you. Rlfrvisors, but they don't tI'Ii!Q it's worth very mlzch,'' does
sucdnctly stated, mwer is their mrception that you can, 1at eahanc.s tlle value of your idea in my eyes? No. Your
(j just might, bring about intended esects that they believe idea is devalue.d becaus: there's no competition for it.

migut lwlp t11. or hu.rt them. Altllougll mwer, like beauty, But if ia resmnse to my question you reply, slYes . . . Iis stzictly in tho eye of the beholder . . . it ilegins with you! M e,II it over witlz otllers at your level
, and they said they'dkj'n g of mwer teing in fie eye Of the teholder, re- Eke to hear raore, bec ause it sounds ter; 5c!'' nly reacuonSPQR .  .ke 6àe alouon piçbzre The Bzfzlrd 0/ OZ? tnefc S an MiQ be Gfc7ose Eie door, sit down, and teX nze a; about itl''nlenl r *
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because thrlmgh creating competition, you#ve made mur idea gay, tltreopiec; bank-loaa suit. rf you're a woman, put on a
valuable and desirable. conRnative-looking dress suit. Wzar an expensive gold watch
continuing wkth the mwe.r of competition, i: it easier to ard a PM Beta Kappa key if you ()= borrow one. Have fhre.e
e;t a job when you already have one or wilen ylm don't? Of of your friends-your entourage-outfit themselves the same
course, the answer is that it's easier to get a job when ycm way. Wal.k througlz the bnnk exudiag vibrations that say,
alreatly have (me. GI'1i there.! 1'm & top executive striding through the bank. Keep
Consider sllis Scenario: Y(m alply for a msititm, F0r Kme away from me with your lousy money . . . I don't need it. I'm

,reason vou've becn unemlfoytll for twelvt montbs. 1 exnmine on my way to mail a lttterl'' Do tbat and the lendiag olcer
' u $ )j ou wgj fojlow you out of the baak and b thle.ssl traiz ouour qualifkations aad then Flitaly ask, PWhat ave y rea y y!? ,,done, in the past year, to keep yoursdf challenged? halfway home.

You clear your throat an4 say, ttNot very mucik'' You tell Incidentally, what I've just described is what I call The
me youeve been a domestic engineer . . . or a censultaat. Wçt Lance Tàxr.i' of Meney Acquisition. Remember Lance?
I reply, Si-fhallks-rll get back to you.'' He serve.tl as President Jlmmy Carter's federal budget director.
vour anxiety now causes you to lor,e your cool. You blurt, By using tlle t'Keep away from me w1t.1: your lousy money''

''But, when? Coaltl you give mo a datet?'' pley, he was granted .381 Ioans by 41 banks: loans totaling
I dttect that yotfre under stress because you lack options. more th= twenty million dollars. Twenty mgTft)n dollars.t

I'm thinking, 'tl.low geod can this person be, if llo one rlr'e Why ditl banks compete with each other to lend huge sums of
wants himr l smile woodenly anll answer your query witiz; money to Lance? For tluee reasons:
S'Our oïce will correspond with you in tke near futtzre.''. jaar, 1. wcause other banks were lending Mm money, whichYou lick your lower 1ip and whisper, But w

. jjjsk uwhat for all Ivactical purwses meant Ms credit w'as ârst-I try to make my smlle less wooden atk I t ,
, .. rate.diserence dots it make? You aren t going anywhere!

. 2. Because banks îhought he didzt't need the money.Crospfade to another scenazio. You neefl a loan. You re
q$ ,, krt today.s eczm. nat was their mrception based on the fact that lteconcerned because, as an average mrsoa '

, j casjy. acted blasé. He seemingly hadn't a care in the werld.omy, you kntm that you aren t tlw only one short o Lance's attitude was that he was doing banks a favor
Have banks pounded cn mur dxr, offering mu their xr- by gving them tla opportunity to lend him money.

vices? No. :5 sf t important tjecause he obviously had options-d gin ou wilip up enou@ . OS ,Finally, after much foot rag g, y .wliicil he mllked for all they were worth. His optionscourage to enter the Iocal fmancial institution. Is it a gofxl, y uug osxr on wtre that he could borrow from any bank he wamedpolicy to hesitatingly approacil the bank s en'$ 1 me l'm destitutt. tO: Pickin: and choosing as he saw ât. Tlzis put banksbended knee and say, in efect, Please be p . jj in dog-eat-dog commtition with each oyber to pushsave my family from tlw horrors of bankruptoy. 1q ave nojj money into his hands.collateral, and probably can't repay what you lend me, ut
ou'll be rewarded in the next world for your generositf'? When the same banks Ieamed that Lanc.e desperately
n at is not an approach tbat woçks. IIQeI:OII th- loaas to pay back other loanq, his sources uried
Here's the approach to use: lf yelz'ro a man, put on a up.



My point is that Be'rt Lance mrceive.ll tlmt he he QXOnS (lrawer, yanked cut a book, t110 thumbetl tbrough jt.s pages.and capitalizell on them. He cashed in Oll titè CompctYon he c/ook '' he grunted ç'the book says it rigllt here: thirty yearsl''
created. You should do the same whenever Possible. Above I stootl up, walked to the rear of tlle duk, studied the par,
all 'never enter a negotiation wflh/l/f options. lf y0u (lOy the gntj M ocently askeed ;DOees that book mention my name?
other sjde will treat you lightly, as in the neeclinpa-job antl Does it ldicate the location and address of my buildingr
tlm selling-an-idea examples 1 just gave ytm. He repliet <<Of cotuw notl''

I countered ç'nen I don't 'hl'nk it's my book.''
f 1 itimocy TO empbasize my msiuon, I punea otser books or a shelfa. ne power o eq .a:1.d b'm.

Another source Of Power at your YSPOSZ is tlle mWer Of He protested, dtWllat are you dolng?''
legitimacy. I replie.t '1I'm looking for my book-tlm book w1t11 myIa our society, Pcople are conditioncd îO rvard Wi'.II aWC name and my building i!l it''
anything printed. Printed words, doçuments, and Sign9 CaI'I'X Tlw audtor said, Xome on, put those back on the shelf.authority. Most mople tend not to question them. You caa't argue 5v1111 the bookl''
I'm telling you, flat out, tbat as yOu negotiate yollr Way irWhy not7'' I asked.
tllrougll lifey le#timacy cln l>e questioned and Challenged. Pm He made a face. Oecause no one ever did it beforel''
also advising you, flat Out, to uSe the Pmer Of legitimaoy I smiled <ewell . , . 1et me be tlm flrstl''
whea it's advantageous and to challenge tllat mwer When it's 'ngnv about the book I successfally challenged. Was jt a
advantageous for you to do so. stetute enacte,fl by Congress? No. Was it a decree from on
what I've just said is so important, it's wortlz repeating: lugh? No. It was an IRS document, which was the moduct of

yza:j,flfmccy can be questîoned and câoenJFtf. Us6 the PoW'dr : negcdation drawn up by bareaucratq to jntermet a reglz-
' d cnJ laqoa that w also tlm product of a negotiation. Sinc.e tlzeof legitimacy when lt s advantogeous ft7r 5*u 1t7 @ J@ as

,càcl/enge that power whrn it's advantaleous /&r you 1/ do m. hmk's position was the end result d a negotiation the matter
. instance of challenging tl!e Power d legitimacy: was negotiable.Hore s an

Tllree years ago, the lntez'nal Revenue Service calle.d me in to Here's an instanco of uslng tlm power of letimacp Allen
audit my tax retvrm I hatl Purchased a building, whiçh l had Rmt's Candld Camera has been a mpular 'f'V show for dec-
depreciated over a number of years when fillng my taxes. aœ . 'I'he show is based on the incredible efect legitimncy
During a review of my return an I1kS auditor clnlmed, for the lt% on most pe,o le regardless of s:x education or back-?. , , ,
wcord, tilat the building sholtld be depreciated over thirty ground. In one epsode, aired several ye'krs ago, Funt closedears. I said, for the record, that it should be depredate over down tie state of Delaware for an lmur alld a half. How? Byy
twenty. wlly (lid I take that position? We.11, that's what I had msiooning a large sign over a major expressway-a sign that
my income-tax retlzrn aad I thought it would be a gooll e ply stated:On :idea to be consistent dunng tlle audit.''Thirtpyear depreciatlonl'' D'LAWARE CLOSED'J'he auditor muttered

,I muttered, çsw entpyear depreciationl'' Line.s of cars squealed to a halt. Vehicles pulled os tllewith a scowl on his face, he reached into his bottom desk lliglmay. Confused drivers stepped out and approached Funt,
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wlm stoou beseauz tile sip. as utuen movie cameras recordeu much! ru do anyuung for them! we just have to bring tl.
oe event. scores blurtea variatioas of ''Hey! what's the stcry noing prlce Jown.''
on Delawarer Take a gue-ss. Di4 smith pay $130 (0() for the dream lmuse

(j ,.jualj th.o or slso ooo? youw right he. paiclklx ox wio us atti-Fuut merely pointea overlwad asu replie , , , , .um!,, jutje ,e,, juoksj,e adu,, my $:4;(j4,4s. a. sous; .0,,,, w
'iw drivers frowned, scratclwd uwkr heus, tlwn tuxeu muciz to um that he was unwilling to risk Iosing it. secause
uzeir lower lips. one askea: ''wlwn uo you tlunk it'n reopen? lm care.a too mucs (moral: care, lm, never ,a, mucil), ho
I uve there, antl my fomil js in tlwre-'' coidn't agord any uncertainty l''sfayw tureu another

.ï' sousel coultl get interkstea ia . . ..,), uncertainty oa, miguobviously, lesiumacy As extremely pxent in our scxaw.
Tap in on ifs power. use your heatl and tap z on t!,e mwe.r have caused e. seller to auju. tlte asking prix downwaru.
f risk tnking as well. He held on to the electric live wire so to speak, antl couldn'tO ,1et go, because he had nothing else to grab. The reattlt was

that he paid tllrougll the nose. Rememlv : When you feel
3. The powet of risk flklng you have to have sometV g you always pay !op dollar. You
You must be wtlling to take risks while negotiating. Risk put yonrself irt a position where the other party can manipu-

taking involvea rm'xl'ng courage with common seme. If you Iate you witll ease.
don't tako czlculated chances, the other side will manipulate Intelligent zisk taking involves a knowl/ge of the ueddsy''
ou. As y'lip wilson said, ''Before you can hit tlle jackpot, p1us a pliilosophical winingness to sluug your shouldors alld
you ljave to put a coin in tke machine.'' absorb a mauageabl loss wilbout whiaing f'bnat's the wayy tjy jlall ouaxs,,l.cobviously. tlw chanc: of a setback is theA man nauxd smith approached me duritv a break in oae eof my recent seminars anll saitl, ç'Herb, I'm glad I came to PdC.e you must pay for any progress.
this session. Iq have a problem. My fMmily and I are in the M en I SaJ' you slould 1:e willirlg to take visks, 1'm not
process of moving, and we've fouzd a house we're crazy advocating that you do anytlting as itliotic as riskiag your
about. we call it our drearrt house.'' Bavings account on tlu spin of a Las vegas roulette wlwel.
1 looked at Mm and said, i'so?'' rm 2mt Promsing fàat you tak: far-out cllances tàat migllt
He conunued, ''stl . . . the seller wants $150,000 antl rm tempt you to slash your wrista if tlle whxl of fortune stoosonly prtpared to pay $130s()00. How can I get this houso for at the wrong number. I am suggesting that you take mod Jr-
$130 000 though the rkeller wants $20,000 more? Cvive me *le or incrementi rïsks: dsks you can atford without lxing

, , uxgu ahmt adverse consequencessome negotiauon tacticsru (j 't et tus uream Let me #ve you aa example atxlut calculating the otzs,I asked, What would hapmn if you di n g
,, fonowed by a suggestion on how you can make your risy.shouse?Io replied, uAre you kiddillg? I think my wife woulfl kill more manageable. At a pardcular point in one of my nego-
b. k my lrit!s wou!cl kave llomel'' tiatln: Bemlnars I stand before tlle group witil an orllinar.vherselfl I # 'n .

I then murmured. ''H-m-m-m. Tell me . . . how do you feel RK'IIIX in my hand and say, -I'm about to do the traditional
(t usy,, coin sp. 1,n s.p tus twentpjwe-ceut xece juxt onoe. If youabout your wife anVome on, Herb . . . I love them M%T.Y C'RB heatls or tails coractlya r11 givo you a milllon dollars. IfBjs aaswer waw
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yoa call heads or tafls ïncorrecty you have to give me a lmn- Stmpoâing I Sttcàeu from a milll'on donars versus a htmdzed
dred tlwusanu dollars. Assuming that tlus is a legttmate bqt thousand dollars to a more manageable liunclred donars ver-
anu that I'm not kidding arotmd . . . how many of you in this sIB ten? Woulcl anyone in tile audieace take me up on the
room would take this betr &t? Tlle cllalzces are that almost everyone present wouldNormally no one raises a hand. I flip the coin, gla.nce at it, since tlle risk is now no more than incremental witlz resmct'
ancl slide it back into my pocket. Thert J comment, Sstaet me to tileir assets.
tly to analyze what went through your mlna wlwn I maue Keep in mfnd emt the rauo betweea tile two sgures is still
this proposition. You said to yoursdvcs ç'I'lus guy is givirtc the same, but tlw possibiliv of a crippling loss has bees e1im-
m; ten-to-xe otjtls on a rlftprzft.r brz. k e znay know a 1 -ot inated. Most of us ca!l handle tlm mtqnual loss of ten dollarsabout negotiation, but statisucany, ike isn't very brkhtl' '' witlmut flinching. Few can absorb tlle mssiblo loss of a hun-
Most of the aullience nods in agreement. I keep tnlkinz: (1rx1 tllousand dollars without chewiag th.e wallpamr,

ttwere mu tlzirgcfrlg of winnisg.? were you trying to tigure o-ut Bven if I dcm't reduce the bet's equation, the auclience caa
what you'd do with a mlllion donars? Perhaps work out a tax ''mk'e the risk manageable if they n'ndicate it or sprea; it out.
shelter then heacl for Tahiti? No. You wert thinking of los- HWC''S What 1 mean by that: If each of the thousanll people in
h1g. srou werz tM> c dflow can I çossibly scrounge up a SO *D d'enoo dTOPS a â undred JeX ars àR a àittr, and a chggea

' 
, rrsentative c ans t:e coka gâp correcuy one aunion donarshundred thousand bucks? sug:t now I nz a litue shou unql D'P ,paydayr'' #dE be spEt e qua;y anzong one fNousand bzdividuah, Anus

sfany nlenabers of the audience laugh nervoudy. I con- DIOV'S the equ zion Lnto an euidely new Egàt for t:e ffkr.
unue $iI c an Magne sonle of yeu waMng into yiur hoz:e 5* POBSibGitF of losL:g bnvolves only one hun' dred dozao,
after ti. semiuar. vour sxuse zreets vou antl savs. 'oi: anw wMch is fairly unpletsast but not disastrous. Howover-
thing unusual laappenr -vou re-yy, ' Well, there 'w 'as this ga'y, .nf1 here's the clincher-tlw rzftprtfty mssibgity of wizminaand im lzacl a quarter and he (lu this coin mp. By tl,e way, involves one-tlzousandtlz of a minion donars, or a whopplng
how nquid are we 'zight ncw? z, there any cash zying one tlyusanu donars.

(j?, ., vwwken much is at stake always consicler slmring orarOUn ,The auclience is wise irk not taking me up on that coin sp. syndicating the lisk involved. when you spread a risk so tkat
ne degee of usk to anyone, in such a monetar.f simation, ies on otàers, shoulder, a, wa as wurown, mu des,e ana
is proportional to what that person already has in tlw way of *1X1se that risk. In distributing or syndicating risks, you put
assets. If anycoe ia oe auconx were a multimilllonaire, ke yourself i.a oe enviable wsition of being aige to ca- in oa
or she znight challeng, m, on the gamxe. z. paul oetty or opmrtunises where the odds are iu your favor.
Howar: Huslus wouldn-t uave givon it a secotz tlmugl. 'rize By getuns otlwrs iavolved, you also expand your horaons
ou sayisg is s,.ill valu: t-sfones soes to moues-. and increase your -wayix mwen-, wlwoer puying wker or
eossession of wealth enabus one to explore favorable op iqve-stin: in tile stock market, youw in a stronger power

wxuniues, for tiw inherent risk is moderate. It's no more y''itioa if your capiti is considerauy larger tllan yourop
th= sle-size. In case of ,os,, 'a)a wazthy person can shrug ponena-.
and exdaim, --uow about tha.t!,, h encouraging you to take risks, I want you to take opu-
supposing I quantitauvely reuuced ,he bet-s equauon? mum or moderate risks. I dozn want you to gamble or '.simot
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crayw pith desuny.'' Before cb ancing anythin g, c dculate the hrou soe, your ability to gi u the conuniunent of ouiers
odus to detercune whe*er ule potenEz ttneE? are wolh nlagnises fbe inapact of your words an d : ves you power.
Nbe possible oost of fagure. Be rationz not impisive. llever Conversely, when the other side yerceives that your teana or
oke a risk out of pride, impatience, or a deéire to get it over group is ''singing from diferent hymn books '* your msition#,S undezmincd as in !be sears refrigerator 'sitaaticn

, w'henwith. you
, your spouse, and your osspdng transnétted eoncicEng

signpls to the salesnlan.
4.The power ofco m nnitnAeRt ?ks a funher glustration let's assume that you and four
As rvq just shown getting tlw commltment of a large num- others representing your company are abxt to negouate witll

' j!i tile coin enables you to spreau your wme people from another organization. As you approachber of people when I prisk amoug the wholo group. It lets you casll irt on the favor- the oonferenqe table, you assume that everyone on your team
able oclds. By syndicating mur risk you put yourself iu a posi- sees things your way. when the meeting stans, somecme on
tion to exploit the favorable opportunity because the risk is mur sido makes an unexmcted concession that the other side
only moderate for you. Tltis technique of involving others agtees with.
shoulu be applied to all of life's substantial endeavors where 'I'his gsnezous or revealing comrnent from out ot the blue
the outcome is uncertain. undenztines your negotiating xsîtfon. shocked, you half-
For example, if you ar= about îo embark umn a monu- believe that the other side has planted a spy in your midst.

mtntal, lisk'y venture, you don't stride up to your boss, fqm''ly, Yotfro so upset that at the fust cogee break you testily mutterd aaim, eq'llis is a big one! It*s my idea! to the offender, i'Are you sure you?re w1t11 'our company? Letor asstxsates an prouy proposal! If anything goe.s wrong rll go down BIG itr' me see your m, so I w111 know whom you work forl''
xo. That's crazp Ratlwr, you walk around your oKce, silop, What hapmned here was tllat you failed to negotiate for
home and remind evevonc, HWe/re all in tlzis togetherl'' tlle commitment of evely tearn member before entering theorIn short, don't crawl out alone on a limb that mighp be Reetizlp Meral; Alwayr get tlle c'ornrnr'ttnent of others in any
awed off to lxcomo either a hero teday or a ztro tomonow. undertaking. Have them take a pi= of the action so it's their
S >persu aue others to uelp, set thenA iavolveu in tue planning actios as wtll as yours. Involve ment beges conuuituaent.

akin anll +ey will shoulder part of the bmv Commitment begets power.
aad decision m g,R ber wople supwrt that wliich they help create. On a broauer scale. you know that when a colnmunity faus
(Ien. emem , lication of ttte power of commitment to support Iocal mlice, law enforcement sueers. Banks failYou tan make the app if confzence in their stability wanes. Armies are useless un-of otllers work for you in three ways: 1%$ soluiers besevr in what lheyw nghting for. vietnam wa.s
1 . sy lspersing the overall risk, you can tnke aivan- lost not because t:e ''best and brigktest', realizecl their mis-
tage of propitiokl Circumst&lmc. tdoy but becatlse commitment groded in the jungles and at

z sitjco your asseciates sbare the total anlitty and lontj home and uational wlicy followed. In reality, Presidenttjwir support, your stress Ievel is reduced. Xiçllard Nixoa's troop withdrawal ratified a decision that had
3 The sboulder-to-shoulder deditation of your FOUP Yready been made by the majority who were committed to
' mits awesome power vibrations to the otller sitle. Oe g the war.trans
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Retlzrning to the fact that you need never fake your Powfr A mimeographed sheat is give!l to you, alld you are asked
h more mtential t11% Jrthu ç$Do mu ihavo any questions?'' You rexsponll in the nagative;capacity, beczuse y'ou ilavg Illtlçtkink 1et me thow you some additional slmrcees. and the ntxt thing you re:alize, you're scheduling anothqr

' apmintmeut witli the receptionist. Although you can't pro-
; notmce or spell your illness, you know 4' ou got it.'' Why?5. Tbe power of experi se !Who could possibly question the diagaostm proclamation in

Have mu ever noticed that when others mrceive-or view of the physical surrounttings and professioual çredentials
believe-that you have more technical knowledge, spedalized of the expert?
skill or experience than they have, they treat yoll With a Let me uplain how yeu can use this attitude of acceptance,

' s from res> t to awe? IY give yOu a respect, and awe-which ste!ns ilz part, from the aura ofconsideration that range ,real example and two llnrthetical OQey. mpter:r and magic that surrounded primitive witch doctozr,....-
Tho real example: During World War I1, Genoral George in negotiatiog situations. You can tap ill on the mwer of ex-

s Patton commandtd t1. flrst Mied hwasion of north Mrka. rtiso beeause the same reverence for sacinlivd knowledge
. u: PPatton was one of the most egotistical men of :11 time. s rampant today.
glought he knew everythm' g about everything, from loetrj to As you know, most of u.s rardy question the statements of
ballistics. Yet he humbly accepted evtry Wortl d RGWO pven tax accountants, physicians, auto mechanics, attorneys, com-
b his flagsbip's navigator. Why? Because tl!e navigator had uter specialists, stock brokers, research scientksts professors,y 7 ,txpertise tilat Patton admittealy lacked.. Pentagon generals, or plambers. Wlzy don't we quation tlmm?
Tho jirst hypothetical example: You're redecorating your Because wew somehow convincell tlmy know more th= we

house, apartment, or condotrtinium. You llave certain Wal1- do about their specialties.
in mind but you arerft sare it'll blend witk your furni- Here's what to do if you want to present youtselj as havinglmper ,twe. vou hire an expeusive kntedor decorator to dispense expertise: atablish your background and credvntials early in

dvice. Her work has aplxared in an exclusive magazine. tim confrontation. Jf you do, your statements may not evenashe tells you to use entirely diGerent wallpa>r be'cause your l)e challonged. In otlwr words, casll in on the fact tlmt in
lection is passé. You do so without hesitation. Why7 Be- complicated negotiations, participants often lack slxdnllyz.xqseause for the sizable fee she cbarges, yoll assume she has knowledge of certain aspects of t1w matter being discussed.csavvy anâ expert taste that you don't ilave. Whenever mssible, actually have thc szmy othel's assume
The second hypothetical example: You experience sharp you have. Prepare yourself allead of time. If the negotiation
ins in your abdomcn. Your local physidan reters mu to a i: importatlt enougll to you to win, it cught to be w'orth somepacialist in internal medicine. Mter giving your Cage Ystory of your time ia boning up. (Bone up o!l subjects before youspe

recall tlla.t tlwse symptoms are similar to tllost confer ort them.l If you den't have the savvy, don't pushto a nurse youlwd when your gall bladder actell up three years a:o. your luck. Just make somo incisive remarks or drop a fewyou = ,Aftfv gm rrquisite Sests and brid exnmination you are uste choice words in the jargon of th: exmrts, tlzn keep your
ed into a room lined witll certiftates and diplomas tmu mouth shut.er ted fourteen while waiting) . The internist aniv'es aIIG Above all don't l>e pretendous. In today's world, whe'recoun ,issue,s tho Giagnosis: diverticulitis. %'knowleçko keeps about as well as dead 6mh'' (and even tmder
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68 xpel fags to nleet that organizauon's true needs. N/hy? As you' long) , it's imWgsible to be An *efrigeration that s not ea for klmw, Sears may not really be a retail establishment. It merelyX be 0n1X kiTZ Of exmrtise reïpiria atl areas. ln getteral t uolls fronts as one. Actually, Sears is a fmancial institution that maybility to ask intelligent quegt negotiations is the a efur that you cbarge your purchase. Why? So it can get amos curate responses. Fknow whether you are Betting ac g rcent interest on money still to be paid on yourand r heall becalzso tlle l/Ry 1 I>Cfeel you are in over y011What ; y0u aatl a mono- r>olving charge account.rt who wrote twe PAPCI'Sotlwr side has an exm u our Will this moneyen-the-barrelhead approach work else-discussed? No Problelm Se yaph on the subject being (j brkng where? Yes; depending on where you try it, If you make theV ffiendg, Ofisanizition, etC.) anresources (communitj', apks, .pme oser to a neighborhocd hardware store that is experi-te three palers, t3v0 Otmo?in your own expert who Wr0 jkan xclg a cashdow problem, the proprietor will probablyObviously. that will more t(j a book on the subject. knock you over in bis haste to accept. You see, he'll be ablean
neutralize the other Side. ,. uor to whed and deal with the cash. Moreover, who can say*'The Expert tm the Otwherk you are confronted by jsther he'll actually declare it on his inceme-tax return?' be overimpressed. Keep in Wk(le of tho desk or table, den t Bvrryoneœs necds arc different. Sears doesn't necd yolzrS ' Wbat yOu ilzve to 0Ger,lnirtll that if they didn t need y0l1 Or <K lj roprietor often does. Jj you can establlsh aionally say, 1 * ; a Sma p' there. Train ylmrself to occas ,tlwy wouldn t be ,, o dicas reaonable guess about w/lc/ someone s needs are you canthree minutes ago. r >don't understand. You lost me dict waà remarkable certainty, what will happen in any' 7'' A f1OSe of irfeverençe, 4re ,lain that inlayman S lanrvty01: *XP (! with polite mrsis- mtertwtism.when combYelus a dash of innocence, tu. Never forget that behind every apparently nzthless or un-2 i0nS, Will Often challB* tb* *tence antl the asking of qtlest cu.in organization or instittztion, there are ordinary peoplegior of the so-calted exmrt. t

.l& ir unique needs. To success-tutle ancl behav dRperately striving to meet e
fully interact with any individual in any setup, a1l you havod f ''needs''1, ower of ii'e knowle ge o to do is determine his or her noeds, then fulflll them. So when6. T e p k theing bargaine.z Koeone says to you in a negotiation, u'l'his is my rock-bottomthere are thvo th ngSIn a11 negotiations, w e!., (Ever notice how thcy all use that geological semanti-

for: ti=?), is that their real rock bottom or their really real rockds which are statedifio issues and deman , lttom?1 
. The specnly. l EKgentially what mople say tlwy want (their demands)0pe ilje wluch are rare yThe real needs of the other $ , may not be what will actuatly satisfy their needs. For exam-2. balized. ?le, let's say I intend to buy a new car. I have a particularver

i n by remrning to tlw SC'MS modd and a particular dealership in mind. My approach isillustrate this distinct oIxt me .)k into the Large œo pronged;al Let's assnmt you Wrefrigerator an C'gy. u k if(1 a to a salesman, 1..00 ' ' ' lA liances Department an s T' h . I gatlzer as much specific data as I can atlout the car00 P2QI fO1' %4S0, I'B PW YO1' ill C*9sell me this $489.50 m itself. This isn't hard to come by. l check the Blueyou
rkga nowll' îuon Book and Consumer Reports. I talk to reoent buyersk with Searo NO' ThQ WOWSWitl this appfoach WOr
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f tlw modd. 1 question servico station mechanics 'ne trnnqaction will be concluded to tlm saqsfaction of allo
ho've worked on it. 2E jot down notes on perfor- xncerned.w
mance, oosts, and potential servioe problems.

z xext, I finu out as much as possible about tlle y ne power of investment. , (j yo come by -dealership. This informatkon isn t hat
ither if I ask the right woplo-those who've dealt Wefve already discussed the immrtanco of getting the othere 

.witk the aaler-the right questions. I pinpoint his N n to invest tlme money, or energy in a situauon. It'sj I liaz.n the current status of his business, tlte ke,y factor in mnkl'ng an ttltimatum work. It formq thereputat on.
f the inventory be mast Enance, his item- bas: of the 'Lnibble'' ('Yhat kind of tie will you be tllrowingthe extent o
(î how his salespeople arô commnsated, ia free?'') . It was clucial irt the example of tâe three Japane-seizetl costs, anh ck with other competing deakrships to determine gentlemen versus tlte sophisticated American colwrauonI c e

h ir pricing. INC'O y'Ou do it again?''). That's why, at the begnning oft e
eacll encounter, you sllould apmoach people collaborativel .t to the dealer ltimself, I acquaint myself !'rhen, with respec If you want to become competitive later or give an ttltswith his likes dislikes, prejudices, ancl value system. l hnd ', matum

, wu can . . . but onTy at the end, after the other sideif he's the type who makes quick decisions or deliberateout llas made an investment.d isions. J discovtr whether he likes to take risks or whether ,x 'nere s a direct ratio between the extent of an invest-he's an advocate ()f the one-în-ie-h=d-is-woe-mo-h-le- ment and the willingness to compromise. why was it so hardbush outlook. for the tlnited syates to pull out of thc Vietnam War? B
e.-If this sounds unrealistic for you to tackle, keep in mind cause by the time we tried to extricate ottrselve.s we hadth t ou are about to invest thousands of dollars in a car that 'a y oeady sacrifked fortpâve thousand American lives jn thatb st you hope will give you reasonably good service for ,at : endeavor. w. in America don t casually walk away froms As I said before, if the deal is worth your time wc: a human investmrnt.some year .(j money, it's worth preparing yourself to make it a good If bu two stocb or make two real estate investmentsaa you y

RG one goes up in value and the other goes down whiclldei.wlwa face to face with the dealer, or one of Ms key sales- eae will wu csell tkst? Natkt<ally, tùe one iat gxs u'p. HowI robe obïerve, ask questions, and listen more than 1 about tlle otlwr? You hang on to it for a time. You might evenmen, p ,
talk TMs gves m; valuable information that enables me to buy more of it because, if jt was priced rlght before, it's cer-' uation. 1 then adapt my Imrchasing tainly a bargain now. Recognize this prindplo of humanbest stnzcmre the ntgo
le to sadsfy the real needs of the seller. Hi: real needs may nature. Make it work for mu, not against you.sty 

.be to bargain, to haggle like a z'ug merchant in an oriental Here s another insight regarding this power: Let's say my
kick out of bargaining, out of matching bo* çommissions me to negotiate with someone named Copbazaar. He may get al the game because 1, too, like to negotiate mrâeld. He states, &4I want you to get this price. You canwits. I allroitly p ay I most assuredly won't meet the. seller's Ompromise on otlrr 'throwaway' items but not tla price.over bipticket items. ,,ll meet his real, nonverbalized needs. '1Ye pdce is tncasefl in concretw''price demands, but I
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tuting witlz copmrâeld. We begirr at tlteoreti- &u' ntade a Ae/fy expenaiture 6,/ energy and a substantuL timeI start nego
ber one. I state my position; CopmrEeld states investment.cal square n''mw rience diEculty but resolve eur diferences. We What if the emotional issue or quantïable item sudaceshis. e exmt.h tical square two, the square having to do with at the beginaing of the negotiation? Acknowledgo it

, chatmove to eore copwrlield statea his. We Y about it but put it ofl till later- returning to it only after tlmrice. Again l state my position; , ,p 
, th ue jjms swrjt a jot of time with you. Younl be surprisedtdve to reach a n asreenlent but can t. o er s9 

,, ,d'copperfield, we can return to this later. how the other side s investment will cause them to becomeI say
, uokay.., flexible at the end of the negotiation.He says,h r words, after mucil travail and irritation, we moveIn ot e

ff this issue, which was headins for an impasse. 8 ne power of rewarding or punishingO 'dvance to square n''mber tbroe. Though it takes time,We a .arcling square numlxr tIU'e,e s subject Your mrceptioa that I can and might help you or hurl youwe come to terms reg
to square number four. We struggle but -physically, fmancially, or psychologcally-give.s me itmus-matter. We progressItem mlrnlxr five is up next, and after cle'' in our relationship. The çfactual factual'' reallty of the%ally work it out. ,finaljy agae to buy Copperfeld's creative sug- situation is immaterial. If you think I can and might do some-discussion, I thing to agect you (even though I can't or won't) I will exer.gestion. ,h tlw fmish Ene, with areement on cise mwer in my denlings with you. It's this mrception, trueFinally, we approaçfive items under discussion. Copmrlieid grins. He or false, that give.s the boss's secretary massive clout

, as it didfour of the11 the roses. The negotiation is virtually in hi: lmket. yesteryear's king's znistress. (It's the shortsighted salesmancan smeojnks I say. ucopperlield, can we go back to square who treats the boss's secretary as if she's an insigaificant mem-or so he .y, ur of tlle team. ne smart mrson knows she can oftennllmber twoucortainly. Maybe we can compromise on tbe smxth his way or scatter broken glass in his path.)He says.
,. since a1l woye are unique, what's perceived as threateningPrke. ,,se.e copwmeld, I'm sony, blzt tlwre can be n0 by one is considered harmless by another. what someoneI say, ,hatevcr on that issue. The price is intlexible. M ceives as a reward. someone else rcgards as no big deal.compromise wu tjj.jug,,, Rew'ards anlj cxrcions . . . msitive and negative stroke.s . . .I noed tho whoider whore Copperfield is. If he breaks of witli Ome in as many formq as there art individual mrceptionsNow consint lw loses his entire time-and-esort illve-stment. attfl needs. IJ rm Jware of your perceptions and needs. tzn/fme at tbis po , ain wifh someone else. For all he VOWG 11 l kat- you think l have power over you. z can controlHe has to tegin agi< lse'' may be far more diïcult to deal Avith tha11 Dour behavior.tlle someone tf this, ho tends to beçome malleable. rll get my Supmsing you thiak I can call the shots regarding whether1

. Because o mu get a promotion or raise, whether you get fzred, whenprice. u.ji jf yoa have something difscult to negotb Nu go to lunch, whether you get reprimanded in front ofMy mint is s: te itom that can be stated otlterss where your desk or oïce is situated whether you get aate-an emotional issue, or a concre ph. as price, cost, interest rate, or salary- Ompany car, wbetber you have a private parking slot
, whennumerically, suc d of a negotiatîon, after the other side >ur vacation is schtduled, or whether your budget or expensecope wflà it at the en
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account is increased. If these matters are immrtatlt to you, smnounced that the. United states would never send trxps to
doe.s tha.t make you treat me with lcicl gloves? You'tl bette.r Africa or the Middle Bast. Fidel castro munclung a cigar,believe it, said, in e/ect, ftwilat do you know? The Americans aren't
Dcscendisg to the seemingly trivial: Supposing I know you going to send armed forcees into Africa! How considerate of

feel it's cnzdal that I pause at your desk and say good morn- tllem! ln that case, Cuba will send armft forces into Africal''
ing evev day or send you a Citristams or birthday card. Can Md Cuba did, putting troops into Angola and the Horn of
l make you cuny my favor by neglectîng to say good morning Africa.
or by failing to send you a card? Again, you'd betler believe ne President should have kept Castro os-balance. He
it. shouu have kept open tile perceived option (whetller used or
If some of this seems to be small mutoes-as imsignifcant not) of meeting aggression witil diplomatic pressure or even

as a glass of wa= milk to a dedicated wino-that's the way mlh'tary force. He should have said, S'We're the moral leader,
it is in the real world. I'm not saying you should take advan- but we don't know exactly what we will or won't do. Come
ta:e of this mrcdved power if others think wu have it. 1'm to think of it aren't we the guys who sent B-52s over Hanoi on
jtust saying you must be aware of tlle reality of the situation. Chris%as Eve? Who knows w/lc/ our Nghting men plan to do
Here are two things to remember: When the weather gets colderl''

. Ifhe'd said that Castro would have 1et his cigar sputter out,1. No one will ever negotiate witiz you in any sigmfkant 'utl if Cuban mercenaries had gone to Afdca they would haveway unless thefre convinced that you can and might glancell skyward each time a plane broke through the clouds
.help them-or can and might hut't them. ,

. Moral: Don t transform yourself into a paper tiger. ln a2
. In an adversary relationship, if you thpnk I migllt hdp ,

z xmmtitive situation don t eliminate options and reduce theyou or htut you, I should never defuse your percep- ,
. yy' other side s stress unless you receive quid pro quo, Let tllemtion of my power unless I get somethlng in return, ,wonder until yeu havo received what you re shooting for. Insuch as a concession on your pat't, or a repositioning , geopolitks the perception that you arewilling to take risks andon your part, that truly benelits me or our relation- exercise mwer may prevent opportunism by a potentialsllip. a r

Ancl herz's what I mean by not defusing tite percepuon of
xwer (whetlwr tlw mrception is true or faue) . when Pre-si- #-ne power of identmca,ion
dent Jimmy carter srst came into omce, he talked ahmt
human ripts in foreign wlicy. There was nothing wrong witll Youwin maximize your negotiating ability if you get otliers1 lze immediately smlle,d out what wewould to identtfy' witiz you.that. unfortunate y,ulcwt do. In tize eyes of some adversaries this prompuy lat me explain. why do you preftr one store to anotller iaOr WO tiuvatensng thas tl/ same shopping center? wia do you take your car to tlwtronqformell us into a paper tiger, no moreighbor's kitten. He made the unfortunate mistake of Mm* service station time after time? why do you have youryour ne

qhecking account at one bank aad not anoler? Ia the businesspubucly eliminaung opuons without getting sometiung in re- Korld. why do you ueal wio one company ancl not its com-* . ' 1 leader, President C aler l*otors?For ùzstance, as the world : nzora
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It's not just because of qualits convenience, price, or cost to General Dwight Eisenhower and Motllor Terosa. Altlmue
factors. What tips the scale one way or the other is your degree hardly in the same class media stars owe tlzoir popttlarit

.
y -to

of identification with the people you come in contact with or tlze widespread idenucation that tàey engender. Johnny car.
are exposed to. son, host of the z'onlkht show oa television may need a trailer

, k ou fee! good, important, or tnlck to hold his money, but lze comes a'cross on your .1*VIf someone at Macy s ma es y
at least comfortable and understands your needs, yeu'll iden- screen as likable decent, open and honest witlt his feelings.tify with and favor Macy's, even if Bloomingdale's otïers somo- His self-deprecatiqg wit makes him human ancl transmits empa-
tbkng that looks bettez. That's wby youz abitity to llave otiters tlwtk vibts into livin: roozns anu bwârooms across xorth
identify with you is crucial, whomever you'ro dealing witlz anll America. we liko him.
for whatqver reason. The pmer of identi:cation exists in all interpersonal rela-For exnmple, much of the success of the IBM Cozwration tionships including business transaotioas and politics. For in-stems from the professionalism of tiieir wople, not just in stance, I'm sometimes in situations where I'm exmsed to
appearance but in their approach to customers. Several years xveral experts who take turns discussing an issue.s many as-
ago I asked a corwrate client why they purchased an expensive mcts. what I normally do-in addition to relying on my
stem from IBM rather than from one of its competitors. My homework-is to give more credtmco to the statements of asyclient resmnded, x'we could have mt it cheaper elsewhere, mrson I know and respect: a mrson with a proven track rec-
and tecllnically tlw IBM quality was not the best. However. ord. I g.o alonga wcn. feasible, V::II Ms o: her fxlings azdit's a complex system, and we know that if we got into trouble insights becauso I tnut anu identify witlz um or her.they would help us.'' Now thaês identitkation! We rarely admit to or talk about tMs identiâcauon

, but it'sHow do you get others to identify with you? lf you act as a a big factor in our decisions from the stereo we purchase torofessional antl reasonable mrson in dealing with people you the mlitical candidate we supmrt. wlwfe data and factsP ,an gain their cooperation, loyalty, and respect. Don t pull aboun; and issues are complex, we are all innuenced by tlmsecrank or ovtrplay your authority. Rather, t!'y to convey untler- witlh whom we can identify. As a result mople may even vote
lwr person's needs, a>nst tlleir own economic self-interestlecause they can iden-stanfling and empathy. Speak to the othopes, dreams, and aspirations. Approach eacli mrson on a Qfy strongly with a mlitical candidate.humaa Ievel with the hope that you can help them solve their ldentifkatiorl also works in reverse. Otw mrsoa may lye

blem. If you exhibit tMs behavior you wili release a subtle, rkht on the issues but is such a bigot and so.obnoxious thatpro kind of power reminiscent of the magic appeal of be or she completely turns us off
. Many mople vote for candi-persuasived Piper of Hamelin. date A not because of any degree of aKnity, but because theythe Pie

wlwn we speak of leadership and charisma we are often Cannot stomach candidate B. This is tna in all of our dealingslking ahmt individuals who conduct themselves in such a and decision making.ta tj fashion that they inspire emulation. Those who fol- Let me tell you about my own experience 5v1t11 this pdn-respecte times at great sacrifice, so identify with that dple.
zlow a leader somehat tlwy fed that his or her trblmphs are their own! A couple of decades ago, when I got out of 1aw school, theremrson t i lete with examples from Buddha and Christ *a: a recession in America. No one tolfl mo there was a reces-History s rep



sion so when I couldn't get a jOb I took it Personally. Ten ygan a sharp cross-examination. Apparently he not only' 
jj I learntd there had been a recession at that wanted to snd her son the defendant, guilty, but he wanted toyears later! W en ,

fime, I felt much better. flnd tlw defendant very &11t.7, super 011, one of the mostAfter a short Period Of unemiloyment I went to work for guilty ddendants ever tried in that court.
the Legal Atd Socitty, defending indigent Peeople charged Jn attempting to discrçdit the motiler as a witness, he p'ac-
w1:11 mtty crimes. ticed What We now call overkill. He baited the o1d lady, badp
One of the flrst people I represented was a man accused of erez her, sltouted at her berated her. She broke vlown and

burglary. M I look back on the case I believe he was Probably 'wblmmred. Then she sobbed and as she wiped the tears from
guilty. Why do I say that? ( 1 ) He had given two separate her eyes, her glasses fell from her face. Stepping back, the
coafeassions to two difierent law-enforcement agendes; (2) he prosxutor accidentally crushed her spxtades under his heel.
had left his fmgerprints all ove.r the scene of the crime; and After hastily calling a recess, the judge gestured to me to(3 ) when he was apprehended he was watching the stolen tele- lwlp the now hysterical old lady down from the stand. As I
vision set. did SO, I happened to glance at the jury. Suddenly, amazed, IThis was not what you would call a strongly deftmsible case. knew what was about to happen. That jury loathed the prose-Regardless of the odds, l was young and consdentious and cutor. I'm certain they were thinking, etlt's bad enough thatattempted to se,e that my client received IIiS full rights under this poor mother has a son who's a criminal. Does that monster
the Iaw. In trykng to establish a defense I went to visit the of a prosecutor have to subject her to this kind of abuse toor
defendant in prison. After several interviews in which he con- T1w jury returned quickly with a verdict of not guilty-
stantly changed his story and alibi, it was evident to me that one of the ftw victories I had at that stage of my life.
my client was stupid and a liar. l hesitated to put him on the Please don't blame me for that miscarriage of justice. 1
witness stand because I kntw the contradictions in his story didn't wfn that case. The other side lost the case. Why? Be-
would be easily exmsed. Caur.e the facts were so clouded over by the prosecutor's be-
since I had to put someone on the stand to testtfy' for him, ltavior that the jui'y couldn't identify with either him or the

I sdected his mother. Mothers will always testify for their v411(1 mirtts he tried to make. The jury's vote went contrarychildren, whatever the circumstances. My client's mother was to tlle evidence presented.
quite presentable: a gray-haired 0ld lady with thick glasses and More often than people care to admit, identiâcation (whethera cane-the type of woman one automatically helps across with or against) plays a signiflcant role in negotiations and
streets. dedsion making. That's why behaving decently and trying to
After she was guided to the witness chair, I started to ques. help others is the equivalent of having a canteen of water in

tion ber. Within two minutes, it wa& evident that my client's lhe Gobi Desert.roblem was, in Parq genetic. The mether was also stupid andP
a liar. She contradicted herself four timts in 120 sectmds. My ) ; yjje ower of morality' pmouth went drw and 1 sat down, ltnowing in my heart that
tlle case wa9 lost. XOst Of us raised in the Western world are imprinted with
For some strange reastm the prosecutor was not Willing tcl e ar etbical and moral standards. We learned them from theleave well enough alone. He confronted the elderly lady and Rheols or churcbe,s we attended or observed them in action in
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our family situations, and we picked them up from our ao- our boss, or a subordinate for instance-shafts you by put-? ,
quaintances in the business world and on the street. Whatever, tmj you down, lctting you down takin a cheap shot exer-, ! ,cklr conccpts of fairness tend to be vezy much alike. Few of cislng znalicious obedience or nol dolr)g wbat lm or sbe
us can walk through life without lxlieving that what we're promised, ask the other party if it was fair and right. Not
doing is for the good of mankind--or ''peoplekind.'' surprisingly, that question shakes up tven the most worldly,
That's why, if yolz 1ay morality on people in an unqualified self-seeeking, and jaded.

way, it may c'ften work. And if you throw yourself on their
mercy without defense or pretense there's a chance they may J 1 'rhe power of precedenfsuccumb. Why? Because they can rolate to you and are hesl- '
tant to take advantage of someone who is truly defenseless. 1 mentioned this power with resmct to the Sears rdrig-
Even if someone has tlw law en his sido aad theoretically m'ator situation, when I said that most people believe they

can crush you, if you say, HYou can do anything you want with can't negotiate with a one-price stere. lf I ask them why, they
me . . . but wottlt:l it be the right thing?'' your appeal for mercy reply, itWhy else would they call it a one-price stere?''
has a lighting cbance. This is true even in the iudicial system. I also sald : Don't act as though your limited exmrience
Defendants sometimes throw themselves on tbe mercy of ' reprensents universal truths. Force yourself to go outside your
courts, and courts occasionally grant mercy. exDrience by testing your assumptions. Don't Iock yourselt
For example, a defendant, staading before a judge, may into time-worn ways of doing things.

plead, S<ludge, would putting me behind bars for a long time It's easy to lock yourself in-or to get locked in by othera
be the right thing? 1 have three small children at home. I have -because one aspect of the power of precedent is based on
a wife. By sending me away, you'rc only Nnalizing them. R 'Oon't make waves '' WYbu canet argue with success '' and
Judge, I don't Inind taking my punisbment, but thiak of what OWe've always done it this waj' outlook. This asmct stemRa long sentence would do to my family. Judge, I know l de- from applying pressure to tlo thmgs the way they're currently
serve to be sent away forever for this crime, but would it l>e lxing done . . . or to do tbings the way they were done before.
the right tlting for my innocent family?'' Chance,s are, the nt and past customs polides and practkes are con-
judge will think lon g and h ard about sentencing. ddered sacred. They'ro presented as the only way to do
Svill this type of a ppeal work with yeople *ho h ave diser- Qfnts. ''Change'' is a dkty sl-letter word.
tnt values in other cultures? è10. 5V;1 it work B4Sb those For exanaple, one of the thorniest tasks facing a new resi-?whose ïmprinting is entirely differcnt? N0. Peopze w'ho are d'nt in Wasltington, a new' ccrporatica head in aa btwmess,?'program med in w ays alien to us, such as FandanlentaEst Or a new leader of any Ion gestablished organazaion is

' thangjn deeply ingrained ast practicts. Jdter the 1 9 6 8 e'lec-
,$ hiite 51 uslims ca n t c onaprehe nd our concepts of for/veness, glon yuch ard lkixon proclalnaed, Silt's énle to get big gove ra-c heek turning, a nd extende d olive branches. svhat they under- .stand ig power, gpportu nism, and reven ge. Ix7n'l be mnad/ a Ment oF your back aa d @ut of your pocketl'' Jk few wxk:

tucker by such pe ople. Y ou should deal with people base d lekr he propostd the bkgest federz bu dget in the nation's
heir franae of reference. bbbarK

.on tHowever, naost pe ople you c onle into co ntact with share B kt here's a n other aspect of tht power of precedent: It
your ba ckgrou nd. So if someon e close lo you --your spouse, **R be used as an excuse for c h ange. N/hen Kie tlnîted A uto
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ïuorkers in the tinïted States achieved a seven percent pay 'F:F do you say eùs? Beca use everyene knows tb al last year's
ùlcrcase in their contract the Ca nadi an auto workers using zzodel is che aper than lhis year's even tiough last year's
the United States example as justification, promptly negoti. model may bo in mint condition. Do you know the diserence
ated for and achieved the same pay increase. The logic 111- atwegn a. 1960 and a 1981 refrigerator model? Perhaps one
volved was simple: SsThere's our medel. They got it; we should 1% $Z1 ftrld. In dollars-and-cents terms the concept doesn't
get it tx.'' lmlfj wattr if the modd or appliance hasrt't bqen used but
IYe rnayor of sTenaphis, Tennrssee publicly announced faBdore and Precedent are heavzy in your favor. Cash ùl on

that all policemen antl firemea going on strike would be flred, th=u
They wen! on stzike and los! their jobs. Several dayy lattv, a
settlement was reached and the mayor reinstated thtm. Con- 1: ne power of persistencesequently, the Chicago firefighters went on strike, with the '
exwctation that even il they were suspended, they wtre likely Pmfi:lenr.e is lch mwer what carbcm is to sleel. By gnaw-
to be reinstated after a settlement was reached. Subseguent ing throa?,h a dike long enough even a rat can drown a nation.
events proved them correct, Most people qren't pcrqelenl enough whea negotiating.
In other words, if people at mint A do something and '1'âc Prcsent Someth'lng' to the cfller side and if the other side

people at mint B leam about it, it afects the way xople at d@eno't 'Yuy'' it right away, they shrug and move on to some-
mint B act. lnformation spreads fast. We're all tuned to the tMng else. lf that's a quaiity you have, I suggnt you change
same 'FV station. So if you're trying to control a situation lt T'Mrn to han: in lere. You must be tenadous. That's an
and you don't want what happens at A to inlluence what hap *dmlrable quality President Carter has. He's tenacious. He's
mns at B, be prepared to show mople at B why tbtir set-up eteadast. He's remarkably persistent.
differs from the A stt-up. Tn my opinion President Carter is an extremely meral,
while avoiding beiag ''taken in'' by tlw mwer of precedent, dqcent, etbical mrson. However, at the same time, he may be
use this mwer te mur advantage. Te justify wlnt yeu're Oae of the most bozing leaders in American liistory. wiien
doing or asking for, always Tefer to other situations sim'llar YR Spend. more than flfteen micutes with him it's like taking
to the one you're currently in, where you or others did so-and. * sHaove. somoone once commented, 'swheu carter ives a
so, and the result you wanted occurred. Reeaide chat, tlle flre usuany gozs out'' In sâozt, if he entez's
For instance, if you're at a retail outlet, toring to sego- : rœm, it's as thoul someone had just left.

tiate the price of an ittm so it's less of a drain on your wallet, But he eNectively used his reverse cimrisma on Anwar
and the salesmrson says, çq'm sorry-you know we don't nts Adat of Egypt atld Menachem Begin of Jsrael qt his secluded
gotiatel'' what do you do? You say, uwait a rnitmte-of le d*noi retreat in the Maryland lM'lls.
course you do! I bought a hammer herw in your hardware C'= P David is not the sodom ancl oomorrah of tile west-
section, just two weeks ago. It was chipped, and the clerk QX World. It's emphatically not a place for swingers--even
gave me two dollars 0:!., fe tite mederately alivev 'rlze most exdung acuvity there is
Use the bindin, tdlozc'' ot mpular traclilion, though tbr ' pino cones.

txaditioa actually mny bo illogcal. If you,re buying an appli- Xnowiug this, aad realizing he wanted to achieve ''accept-
ance or a car, say, ''I want lazt year's model, not thi: yearvs.'' *b1* minlmum results,'' Carter deverly saw to it that ther:
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were only two bicycles for fourteen people and a total lack There also may be practical considerations that discourage
of other recreational facilities. Evenings, to relax, those pres- the insuraace company from facing you in court . . . consid-
ent for tho extended stay had a choice of watching one of erations that can range from the unavailability of witnesses
three insipid motion pictures. By the sixth day, everyone had to the backbreaking workload of their counsel.
seen the films twice and they were bored out of their minds. Will you get your $8007 Yes-if you keep talking to the
But eveor day at 8:00 A.M. Sadat and Begin heard the adjuster and his superiors write letters and furnish additional

usual knock on thtir cabin door followld by tho same familiar information (repair bills and receipts) that justify your claim
monotone, t'lli, it's Jimmy carters ready for anotlwr ten that this auto was a ç'unique vehicle'' not within the purdew
boring hours of the same dull stufL'' By the thirteenth day of of the book. Persistence pays o:.
thisp if you were sadat and Begin, you would have signed
anything to get out of there. The Camp David mace agree- 1 a Tjje power of persuasive copacivment was a classic, attributable to the patience and mrsistence '
of Jimmy Carter. Most of us, in our civilized society, rely too heavily on rea-
You aren't personally irwolved in Camp David mace agree- soning capacity to make things happen. We've been raised to

ments, but you cre mrsonally involved in many other situa- believe that logk will prevail. Logic, in and of itself, w111
tions. Let's say you've locked horns with your insurance rarely influenoe people. Most often logic doesn't work.
company over a claim. Your six-year-old car, which was in If you want to persuade me to believe something, do some-
excellent condition, was totaled in an accitlent. Its book value tlung, or buy something, you must rely on three factors:
is listed as only $500. Yet you can't replace that car for less ,1. I have to understand what you re saying. It's impera-than $800. You don't care what the book says. The book is tive that you put your reasons into analogies that re-nothing but a collection of black marks on white pamr any- j to to my exmlotjces

, my particalar imprinting. Ina
jway. order to do this you must enter my world. (That'swhat should you do? 1, jtu so hard for you to negouate with someonew y

You should emphaticaliy convey to the insurance company ,who s stupid or who you tbink is a lunauc.)tllat younl settle for nothing less than $800. You do this by 2 your evidence must be so ovezwhelming that I can't
saying, t'I'm perfectly willing to go to court . . . with a11 the 'dispute it.attendant costs and publicityl'' 3 M kauving you must meet my exisung needs and. ywill your comment about attendant costs and publkity desires

.prick up the claims adjuster's ears? You can bet a bottle of '
your favorite bourbon on it. He knows that litkation means Of these three factors, tlw third (meeting my needs and
delay, uncertainty, inquiries from government agencir,s and desiresl is, by far, tbe most immrtant. why do I say that?he state Department of Insurance, plus a damaged reputa- M ause even if you present me w1t.1, ove-helzning evidencettion for his company in its dealings with daimants. He also thet l uuderstand, should tho conclusion depress me, 1 willknows that a lawsuit entails legal costs and the setting aside RmYR unconvitlced. Your facts and logic may be unassam
f eserves that might otherwise l)e invested proûtably. Able, but their acceptance will not mxt my existing needs ando r
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desires. P are nts of tee na ge children u R derstan d tbis ilo/cal uy, Jdïer all, his logc was ovemhelm'ln g. OMy a haikdt
phenonlenon better th an most, but it's the basis of nluch fil- could dispute the eddence. B ut no one rea;y accepted his
ure in persu asion. Kàeory at fbe gut level because hl discovery naade no dxler-
The advelïsïn g in dustry, whose business it is to mzctivate enc: ù: auycne's Afe. It .> ra sier hcwhua:. ne fact 1 at Kie

behavior, uses tbis co nce pt to inquence prospective consuul- oxnh revolves around the sun seenled no nzore inlpolant Nb an
ers. You've an see n a certain dco dora nt conznaercial on tele- Kàe fact Kk at cats eat nuce.
dsio n, Arou put one spray--psst . . . psst--un der e ach arnz, çy:e d ay sonaeone bluMed, ''Hey, wit a second! sve can
and for twenty-four hours a d ay, an iavisible sbield for> u:e an tu kl a nevz sdence caBed aseonomy! n ow what?
around your body. The a dvertiser c ouldn't care less whelher Nkenl be able to navsgate out there on the ocean! We'z be able
you or I u nderstand the conunercial or whether there is evi- to tut our unenlploynaent by sending people to distant lands
dence to support his claim. The advertiser sim/y w'allts tck to tncounter the lleathen-to conquer, subjugate, and exploit.
demonstrate how this spray meets your needs and desirev to 7*'ll lye able to grab a lot of gold atld silver and bri!lg it back
be socially acceptable. here! ràcl'll meet our existing needs and desiresl''
r11 be honest with you: I don't undtrstand that commer- The others stopped yawning. Someone else said, StForget

cial, I know there's ne evidence to support the invisible-shield aimut tlïe old stu:. Wedre going with that Polish Md Coperni-
eleory. I've never seen an invisible shield, nor do I kaow m>l'' Once again, science marched on.
anyone who has, and not only because it's invisible! But I /'r Moral: If you want to persuade people, silow the immedi-
like belt'eving in an invfsible sllield that surrounds me. Believ- I ate relevaqce and valtle oî wlmt ycu're saling zn termq of
jng in 1he shield makes me feel at ease and consdent in any meting their needs antf deslres.
situation.
Let's say that wq mqet ort a social occasion and that l lean 14 yjle power of cttitudeforward to tell you something pdvately. You PUII back *
slightly. Had I not sprayed two hours earlier, I might regard Wllo's the worst mrson you can negotiate for?
your movement as a cue that I have a personal-hygieno prob- Yourself.
letm But since I hav'e at zeast twenty mtpre lmurs of tlle You do a much better job nagotiating for sonwonp alse.
invisible shield enveloping me, I figure lhat the person beside Why?
you, whom you came with, is in trouble. Bxause you take yourself too seriously in arjy interaction
Swaking of problems, for centuries everyone thought the .' tht Xncerns you. You carû too much about yoarself. That

sun revolved around the earth. People knew in their hmes . Fl!z you under pressure and stress. Whetî you negouate for
that the. earlh was the center of the universe. Along came a Kmeone else you're mere relaxed. You're more objective.' y . 'brilliant man namtd Copernicus, wbo tried to upset thtlt Ou don t care as much because you regard the gituation asfx 'apyecart by Jqpmunding a new tlleer.g abxt the solar sy> or as a nmz-which iz is.tem. He stated, flat out, that the earth revolved around the '1'Ms characteristic of cadng too much when we're mrson-

ally involved is true with all of us. Receuuy I was asked tosun
.fnsuenu al people of his day yawned and nodded. T hey b*idle a large fnand al negotiauen for R nlajor bank over-

understood Coxec us in an abstract, inteEectu/ son of 9e'K n e transacdon involved mlbllx'ons of do; ars. and evecy-
i
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one was uptight . . . except me. I was relaxed, enjoying the by explosive vitality when someone suggests you do
trip antl thinking clearly. Do you know why I was so calm Something that you regard as a game-or fun.)
with so much at stake? It was tbe bankers wlio had the stake 2. You'll be under reduced stress. There will be less uric
- not me. If evelghiag went wrong they could lose millions, acid in your bloodstream, and the tendency toward
and were I them (knowing me as I do), 1 would have worried hymrtension will d'Iminish. You can even knock ofl
also. As for myself, I was getting paitl by the day, so my atti- some of the jogging you dos because your physical
t'udo was, i'Another day, anotller dollar.'' I viewed their big condition will improve. (If your job becomes fun,
fmancial negotiation as a game-as fun. 0h, I cared-but I your anxiety will flrop to the Ievel you exmrience in
didn't care that much. Yet when I returned home to my a çhallenging game of Pinpponp)
uaughter's report card, the gnmes and fun were over. The 3. You'll get better results, because your attitude will
fnmily transaction around the kitchen table was serious, and convey your feeling of power and mastery of your life.
because I cared so much l'm not so sure that I did as well at (You will transrnit a confidence lndicative of options,
home as I had overseas. and people will start following you.)
TG to regard all encounters and situations, including your Ironically

, one of the more visible practitioners of this atti-job, as a game, as the world of illusion. Pull back a little and tude is a media minister. The Revrrend lke star of TV andenjoy it all. Do your lxst, but don't fall apart if everything 'ratlio
, attracts a wide following with his message and unortho-floesnpt pan out tho way you'd lAe it to. Remember that things q: ,,dox style. He preaches green power and frequently urgesare seldom what they seem. Even skim rnilk masquerades a.s 11 ,.1gs audience to Give God a great bis hand.cream, and as Oscar Levant once said e'when you strip away. one day ho was walking among tlie people of M.9 conpega-the phony tinsel, what do you Iind underneath? n e real i: , ,tion and repeating over and over Don t worry. There s noth-tinsel '' ,, '. klg jo tje concerned about.Train yourself to say in every one of your negotiations, 1.A parishioner raised Ms hand antl said

, Reverend Ike . . .ç'If everytbing goes wrong, will my life end?'' If tbe answer ,mu don t understand. I have a serious problem. I am wor-to this question is no, teach yourself to say, S'Big dealy'' xried.uwho cares?'' and ç$So whatr Develop the attitude of caring ïxne Reverend responded witli cool demeanor, Well, forget
- but not caring tllat much. To paraphrase Eugene O'Nci!l, ,,it.''This episode is but a strange interlude in the electrical dis- <z , , , ..No

, no! I can t . . . it s serious and I m worried.play of God the Fathenl' çtso tell me 'v said the Reverend. .tBrhat could possiblylf you develop this healthy, somewhat amused, ttit's a tro ue you so 
'
much?''ugame'' attitudt toward a1l your negotiation encounters, both u . ,, ,.It s tlm bank, dedared the parishioner. I owe the bank

on and otï the job, thze.e lxnefits will follow. six t: (j dollars. Tlw Ioaa is due tomorrow. I don't haveousan
1. You'll have considerably more energy, because you'll Rny part of it, and I am really worrietl.''
always have qnergy to do the fbings you enjoy doing. Reverend Ike didn't miss a beat. :1My good man, why are
(You've undoubtedly experiencrd utter fatigue at the Su worried? It's that bank that has a serious probleml''
end of a grueling day, ealy to fmd the fatigtze replaced Although I have a nagging suspicion that the Reverend
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' itlanx was a take-cd on an old joke, there is a greatRes gu
deal to be said for tI'IiS attitude.

' der a ma ' ' g Sass. NOIV lQt tuWe ve put power un
tllesc three cnwial variables present jn evzryreview again

negotiatiozl. .?fJ long tz.& you pfrr there before
it's over y/uw never lute1. Powe: '

.-nmes j'. Walker2. Time
3. Information

It's time to look at time. . . .

5 Time
It is an accepted truisrrl that time marches on. lt moves at the
same rate for all of us, no mattcr what we do. Since we can-
not control tke clock, we must examint *ow tbo passagm of
time affects the negotiation process.
Most mople slxak of negotiation as though it were an

event-somcfhing that has a deflnite beXnning and endlng.If tlkks v'eço so, it woul; ha've a rIXM tkme frame. It IniglztGgin on a certain day at 9 :00 A.M., when you have schmluled
a meeting with your boss to ask about an overdue raise. Sincehi
s secretary told you that th: boss has another appgintment1*. following ilour, you are aware d tlle time limltatlon. Youbelieve your meetirg MII entl at 10: 00 A.k.ne following illustration depicts the stming pojnt for tkis
negotiation as G (wlwn you eater the ofllcœ) and tim termina-
titm polt as K (wllen he or she stands up to wm you to the
tloorl. It is Shis concluding point that we commonly call the
deadline. How ominous that word sounds.

91
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Assuming that this is an accurate portrayal, when will most Was omrating internationally. I had the type of key manage.-
concession behavior take place? At points G, H, 1 or J? In ment position typifked by my superiors' saying, itlley, Cohen,
virtually every negotkation, concessions will be mado between how ahmt two with cream anfl two with sugarl'' To para-
points J' and K, as close to the deadline as possible. Moreover, Phraso Rodney Dangerlield, I didn't get no respect.
in almost a11 negotiations, agreements and settlements will While fetching cofe,e for the biggies, I was exposed to those
not occur untii point K (or mssibly L) , at or beyond the Who had returned from overseas brimming with exotic sto-
de adline. ues. sonzeuznes I.d n,eet tkenl at breakfast tmfore work. I'd
In other words if the boss acknowledges the nzerits of your ask, <4lley, where,ve you been?''
case and linally agrees to grant the raise, it will probably 0ne would say, $'Aw, just got back from Singamre, where
happen at 9:55 A.M. This reality that alI the action occurs I pieced together this nine-million-dollar deal.''
at the eleventh hour, holds true in every single negotiation: Tllen turning to the cther rd ask ttHow about you?''
s/hen do na ost pe ople sle their inconae tax returns? lle'd say, itf)h Jkbu Ilhabi.'' I didn't even know where
If a secretary is given seven days to type a report. when Abu Dhabk was.

will it be completed? Being polite they would ask .eWhere've you breeny''
Having two months to write a term paper, when will the What cou)d I say? Well, I went to the zoo . . . the aquarium

student submit it? (Forget the submission when will R be '-but I'm looking fonvard to the botanic gardens. I had
starledt?) notlting to lalk about. Since young mople need tfwar storie.s ''
Even such a well-disciplined and responsible body as the I used to go in to my boss every Friday. I begged him, over

U.S. Congress passes most of its lesslation just prior to and (wer, 'rive me a shot at the big time. Send me out there.
recess. Let me be a negotiator.'' I qetç:d b'lm so much, he. fmaltyJT
Therdore, irt any negotiation expect most significant con- gnmted, x'Okay, Cohen-l'm going to send you to Tokyo to

cessien behavior and any settlement action to occar close to deal with 1he Japanese.''
the deadline. That being the case if I know your deadline l was overjoyed. In my exhilaration, I told myself GTMS
and you don't know mine, who has the advantage? If you is my moment! Destiny calls! 1:1 wipe out the Japane-se, then
are a literalist about time (you believe it because you saw it move on to the rest of the international community.''
in writing) and I'm flexlble about timo ('iHey, tlwre's a dead- 0ne wetk later I was on a plane en rout: to Tokyo for the
line, and there's a real deadline'') who will have the edge? fourteen-day negotiation. I'd taken along all these boolcs on
Why, I will, because as we near the point that you perceivô the Japantse mentality, their psychology. I kept telling mp
as the deadline, your stress level will increase, and you will r'elf, 4'I'm really going to do we11.''
make concessiotts. Whea tlw plane Ianded in Tokm, I was the flrst passenger
As I watch you squirm, I can hold off yielding anything to trot down the ramp, raring to go. At the bottom of the

to you, even though my deadlino is right after yours. The ramp two Japanese gentlemen awaited me, bowing mlitely. I
following will indicate how I learned tMs concept the hard liked that.
way: The two Japanese hdped me through customs, then es-
Twenty years ago, 1 was employed by a corporation that Corted me to a large limousine. I reclined comfortably on the
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plush seat at the rear of the limousine, and they sat stimy on qnmetl our nemtiating in earnest. zust as w: were gettiqg to
tsvo fold-up stools. I said expansivdy, l'Why don't you people tlle crtux of things, the limousine pulled up to take m: to tho
join me? There's plenty of roem back here.'' airmrt. We a11 piled in aad continue,d hashing out tile tenns.
They repueu, ooh no-you,re an important person. You Just as tlie limousix's brakes wero applied at tis termsr'al,

obviously need your rest.'' I liked tlla.t too. We consltmmated the deal.
As the limousine rolled along, one of my hosts asked, ''By How well (le you tbink I dill in that negotiation? For many

tlw way, do you know the languager years my sumriors referred to it as K'The ftrst geat Japane,,w
I replied, ''You mean Japasesefr' victory since Pearl Harbor.''
He said, ''ltight-that's what wa speak in Japan.'' Why did tlze debacle occur? Because my hosts knew my

:' lz to Iearn a few expressions. deadline and I didn't know theirs. They held os mplring con-I said, well, no, but I om
rve brought a dictionar.r with me.'' cessions, correctly antidpaung that I woultlra anow myself
His compasion asked, <'Are you concernecl about getting to go home empty handed. Furthermore tile impatience +at

back to your phne on 1:'me?,' tUp to tùat moment I had not I uadoubtedly displayed conveyed my belief that this depar-
been concerned.) ''we can sclwdule tMs limousine to trans- ture deadnne wa somehow sacrect As if tus would be tlte
mrt you back to the airportr last plane to leave Tok'yo for all time.
I thoug:t to myself, uHow considerate.'' Even the most experienced negotiatoz's occasionally fall for
Reaclung into my pocket, I handed tàem my retum iligbt a similar ploy. For example, do you remember when tlze

ucket, so the limousine would know when to get me. I didn't United States wanted to extricate itseif from tlx vietnam
realize jt then, but they knew my deadline, whereas I uidn't War? ' - '
know tlwkrs. We tried for months to get the Nortlz vietnamese to tlle
Instead of beginning negotiations riglzt away, they ârst had bargainirtg table. For montàs we used dircct appeals aad

me experience Japmwse hospitality anfl culture. For more iatermediaries. All to no avail.
than a week I toarell the country from tlm Imperial Palace to In efect, what they were saying was, t'We've been flghting
tl)e shlines of Kyoto. They ev'en enmlled me in an English- tbi: War îor 627 years. Wllat doe: it matler jf we Iigllt anotller
lanszage coursz in zen to study tllcir religion. 128? In fact, a 32-year war would l>e. a quickie for ust'' Amer-
Evez.y evening for four and a half hours, tiwy had me slt icans couldn't believe it. A 32-year quickk!

on a cushion on a hardwod floor for a traditional dirmer and Did tlw North vietnnmesz literally mean that? Of course
entertainment. can you imagine what it's like sittiag on a not. Diu tizy Izave a (Ieadline? Yess just as tho Japanese did
harclwoo: noor for au those hours? If I diM't get hemorrhoids when I doa!t witlz tllem irt Tokyo. were tlwv are under ore-s-
as a rusult, 111 probably never get tlwm. wlwnever I inquireu sure to conclude at Ieast tlkis phase of tàe c Jnfllct? cert znly.
about the start of negotiations, they'd murmur, ddlnenty of But they perpemated their blug because they knew tllat Amer-
ume! lqenty of fn.mel'' icans wtre not committed to an lndefmite stnzggle in soues
At last, on the twelftil uay, we began the negotiations, east Asia.

finishing early so we could play golf. on the tlurteentlz day, Mter months of continuqu hostilitie-s, tlw xortll vietna-
we began again, and entlecl early because of tile farewell din- mese flnally relentH. Just prior to an American presidenual
ner. Finally, on the morning of tlw fourteenth (lay, we re- elecqon, they apeed to hold peace tnlt.s in Paris, The United
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state.s quickly dispatched Averell Harriman as our representa- deadline. I'm not saying you should ignore deadlines. I Rm
tive, anâ ho rentfq a room on a week-to-week basis in tbe WV saying you siieuld anal them. Siace tiley are invariably
Hotel at the Place Vendôme in the center of the city. the products of a negottatlon they might wdl be negotiable.
Do you remember what the Nortil Vietnamese did? They Always ask yoursclf, '4What will happell if I go beyond the

eventually rented a villa outside of Paris with a two-and-a-half- dearlline? What is the certainty of the detriment or penalty?
year lease. Do you $.1t1% that this Nortll Viemamese attimde What is the extent of the puaishment? In shoft how great is
about time, Iater compoundred by endless disputes over the the risk I'm takingr
sham of the bargaining table hatl an impact on the outcome For instance, we all know that the deadline for fllirlg your
of the negotiations? Emphatkally it did. In retrospect we can income-tax return in tlw Unite.d States is April 15. What
now understand why the' Paris peace accordg never succe-ss- hapmns when you flle late? Will someone mund on your door
fully resolved the war-at least to our satisfaction. with a rifle butt and drag you off for incarceration? Hardly.
In spite of their seeming devil-may-care attitude about time, If you analyze tMs deadline a yardstick for your behavior

the North Vietnamese did have a deadline. Take it from me, might l:e whether you owe tlw government money or whether
as an article of faith, that the other sider-.ev'ry dtotller side'' the government owes you. If you are a substantial debtor who
.-always has a deadline. If they didn't have some Pressure fzles really late, the Internal Revenue Service will penalizo
to negotiate, you would not be able to fmd them. But time you, chargng you interest and a penalty on the sum owed.
anJ time again, the other side tries to act nonchalant-and However, if you compare the rate of retlmz that tho govern-
the nonchalant msture is eflective. It works because mu ment is getting for allowing you to use their money to the
fez $he pressure of your own time cfmstraints, which always rate that bnnks charge for a comparable loan you'll find that
appear greater than thdrs. TMs is true in all negotiation en- tlle government's terms may be mor: favorable.
cotmters. The real questiort should be, ''To whom do you want to
Do you recall the Sears refrigerator salesman who rettlnw give your business, the loçal bnnk at a high rate or the United

periodically with a greeting of, GI.Ii there-made up your Sfates government at a reasonable rate?'' Myself, I say, K#Gomind?'' Chances are that beneath his calm façade lies an wit.lk Uncle Saml''
anxiety-ridden human being whose boss told him that very Wllat hapmns jf the government owes you money and you
morning, dllf mu don't sell a refrigerator today, tomonow âle your return late? Althougll you may havo to wait a little
you'll be out in the elements pumping gas on an island.'' longer for the refand, tliere is no mnalty. Why, the IRS is
Here's another article of faith you can hang your hat on: Iucky you aren't charging them interest. Yet people who know

Deadlines-your own and other Kople's-are more flexible they will have a refund coming knock themselves out to get
than you realize. Who gives yoa your dearllines? Who im- the magical postmal'k prior to nzidnighq April 15. Som: of
poses them on you? Essentially. you yourself, in an activity tlltm gxf up tlleir computations because of last-minute haste
called self-discipline or managiag your time. Your boss, the mld end up being subjected to a costly, time-consuming audit.
goNernment, a customer, o: a f amily mtmbel may haAe rsome- Mk yomself , 4$If the government owes me money, wby Rmthing to do with it, but primarily your deadline is W your tawêl 1 rttnning?'' Then say to yourselt $T11 go over my return
making. leistuvly, doublercheck the arithmetic, and then drop it off atSince this is tlw case, you never need blindly follow a the post oïce when it's convenient to do so.''



99
A.s we have seen, the way we view and uso tiznei can bw wer will occur prosgutfag a caatjvo solutioa orW ,

crucial to success. Time may even aEect a relationship. A even a turnaround by tlw other side. The peopl: may
drlaye:ll anival may be. seen as evidence of confidence or not change jmt w1,)1 tke passag: of time drolm.hcstility, whereas aa early arrival may be viepred as anxiety stancts de. ' *
or a lack of consideration for others. Time can favor eitherside, depending on the circllmstances. Regardless of Qtese Hzvillg examined power and time, Iet's move to the next
interim interpretations which may asect the negotiation cE- in#tedient l înformation. . . .
mate, some of the observations Zready made are worth re-
Peatiag)
1. Knce most coucessiort behavior and settlements w111
occur at or evett beyond tlm dkadlline, be patient. Trile
strength often calls for the abllity to sustairt the ten-
sion without âight or Iight. Leal'n to keep your auto-
matic defens: resmnses under centrel. Remnln calm
but keep alert for the favorable moment to act. As a
general rule. patience pays. lt may be that the thing
to d0, when you do not know what to do, is to do
nothing,2. In an adversar.y negotiation your best strattgy is not
to reveal your real deadine to the other side. Always
keep in mind that sitlce deadlines are the product of
a negotiation tlley arr mclre flexible tha!z llm.st Jeeople
renllle, Never blindly follow a deadllne but evaluate
the benefits and detriments that wili ensue as you ap-
proach, or go beyond, the brink.

3. The x'otlwr side '' cool and serene as they may appeu,
always have a deaflline. Most oftea tho tranqllilllty
they display outwrfy nxzsks a great de/ of sless
and pressure.

4. Precipitous action should be taken only when it's
gu aranteed to be to your advantage. tienerany sçeak-
ing, you cannot achieve tht iest Qutc onAt quickly;
you can acbieve it only slowly and mrNevedn/y.
Arery often as you approach tbe deadine a shlt of



Sonle people feel the rain:
others just &e/ y?er.

---ltoger hliller

6 Information
Inforn:ation is Sio heart of the nzatter. It can unlock the door
&> 6àe vault caned success. lt asec? our appraisal of rea;yr
and the decisions that we saake. svhy then do we fai NR get
adequate infornaauon? Bxause wz tend to regard our negow
Qation encounters Rith people as a e ted happenkag or an
event, sve seldonl anticipate that we Mâ2 neod Oo=aEon
un*1 the occurrence of a cdsis or a Gïoc 2 event,'' wïch
creates a c ascade of dysfwnctional consequences.
Oiy under ennergency circunzstances and a pressing dead-

Bne do we see ourselves as enlbarking uyon a nego; adon.Suddenly, we are in the ess's ofice, enterzag the car dezc-
ship, or about to greet tho Sears refHgerator szesm= . CX
course, obtaining infornlauon un der fNese condiq ons presen?
enornlous dieiculues.
ln discussb,g tinqe w; saw how eae end of a nego/ation is

'zore :exjble th an t:ost peoplo reaEze. ShnG arly, Kie actzal
sou4h:g pokat of a nego; auon always precedes the facotœ

10l
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face happens n g by weeks or even naonths. Sks you read fés being-a regul ar Joe or S iny, connplete with ççpksples.''book y ou art in the ç'pvocess stage'' of nàany negotiadons Son:e of us azsuxae tb at the slore ::t,* Jaung or sawless
th at won't take place for souae time ytt. we app@ar to oien the zaore Sbey piE teE us. Jkcnzazy, theTherefore, a negotiation-or any meltningful interaction- opmsite is tnze. 'I'he more confused and defensdess you seem,isn't an event, it's a process. If you'll pardon the analogy, a the more readily they will help you with information alld
negotiation is like a performance appraisal or mental illness, advice. So leave mur bank-loan suit home anG forget tlm
neitlwr of whicl'k has a predsely dermr.d titx rstsmtrtt. For maketp; a visible pimplo or two won't hurt. Wgtik tNs ap-example, if a psychiatrist declares that a patient is mentally proach you will rmd it easy to listen more th% talk. YouiI1 on Friday, June 6, at 4:00 P.M., does that mean the patient should prefer asking questions to giving answers. ln fact youbecomcs ill at that precise moment? Does it mean lhat the ask questions even when you thintr you know tlm antwers
p atient is perfecoy n ormi at 3 :5 9 P.M. an d sud denly goes bec aupz by doing h>, you test fbe credibiitr of fbe otber sido.
bananas sktty seconds later? Of course n ot. s!e or she has Front whom do yoa gsean and gather infornladol? From
developed synapton:s long before then. slenti illness is a anyone who works M4:4 or for the pe oon you M4E naeet wi+
process occur; ng over a n exte nde d period. duH n g the eve nt or anyone who h as deft M4th thenl in the
Du: ng the actu al ne gotiating event it is often c om m o n past. This inclu des secreta; es clerks eno eeu, janitorsstrategy for one or b0th sides to co nce al their True interests, smuses, tech nicians or past custouzers. Rliey vz;R yznldn:;yneeds, and priorities. Their rationale is that information is respond to you if you use a nontiratening apgroach.power, particularly in situations whtre you cannot tnzst the In many years of negotiaGon, agaia and again people haveoîher side fuily. OId horse traders never 1et the seller know told me rewarding things. One summer I had a job in saleswMch h orse really interests thena bec ause if 6bey did the and 1 renaenlber a forenlan's naenuoning in an hdormi con-price might go up. Of course, it would give yeu a big advan- versation, f'Your product is the only one that passed our teaststage if you could learn what 1he otiler side really want, their and meets our speciNcations

y'' and ''Hey, Cohen! When (lolimits, and their deadline. Your chances of getting this infor- you think we'l! conclude next month's negotiation? We're
mation from an experienced negotiator during the event itl an running out of itlventoryl'' Obviously I tuckeed all 'hlA infor-adversary transaction are very remote. maoon away and then remembered it when face to face dmu
How do you gather this information? You start early, ing the acmal negotiating with the purchasing manager.because the earlier you start, tho easier it is to obtain infor- Realistically, it may not always be possible for you to makemation. You always get more information precedkng an ac- this direct contact with the other side's associates. On theseknowledged, forma) confrontation because people willing)y 1et occasions you can make use of third parties use the tele-
fkeir h air down before the red light gows on the T V canlera, Phone, or speak M::l geople who have negoEated M4:1 thenz
to use a sgure of syeech. Once the red hght glows, thek atti- in 6be past. Eveaone has a track rccord, and you can learntu de bec or&es defensive. They say, ucome on . . . I caa't tell kom uk: exyehence of oSiers.
you anything n ow-it's negotiation titael'* Staother source of data is your adversary's conapedtors
During the information-gathering period prior to the nego- who may well 1:m willing to talk te you about costs. If you, astiation event, you quietly and consistently probe, You do not a buyer, can gain access to the seller's costs you will have a

come on like a p'and inquisitor but rather as a humbl: lrtman tremendous barggining advantage. This informauon is not ms
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discult to obtaba as you nEght 'hino since nàany pubDca- kntzrvzs, the concept would beconze fauiEar to ebe ofNer
tions, t*1 pivate (for exanlple Sle autonlobGe Blue S/ok ) side. If tbis n&atter were now brought up dudng fbe event.
and gover- entz, furnish aD sorz of data upon requelt. fie response nught we; te ç'f)h that-it's been around for
Remember, what you want to know going into the negoda- a while.'' In essence it takes some timo to get usell to any new

tion event fs tlle real linlits tm the ctàrr side that 2s, tlle exlent idea. Because iz's now famiiiar, it': somelmw acceptable.
beyond which they will not go. The more informatitm you Doa't be surprised, thorefore, when you receive tlle initial
have ahmt their financial simation, priorities, deadlines, costs, rejection to your new request prior to the event. âtNo'' is a
real needs and organizational pressures, the better yolz can reaction not a position. The mople who react negativd to

. , y'
bargain. And the sooner you start to acqulre the'se data, tlm your proposal simply need time to evaluate it and adjust
easier they will l>: to obtain. their thinking. With the passage of suëcient time and repeated
In most instances there's more to gathedng information eforts on your part, almost over.y d'no'' can be transformed

tlmn yaying llumblr and sayiag, Hlfelp zne.,' General!y mu ipto a ddmaybe'' and eventually a çyres.'' lf you allow a sam-
liave to give informauon in order to get some in remrn. You cient period for acceptance ume and caa furnish them with
gradually give selective information for three reasons: the new iaformation that they havo not considered in formu-

, lating thejr initial ''no ., you catt win tlwm over.2 . According ta tllc Bible, it s more ble-wed to yve than 'An example of this was the American publio's initial reac-
to reoeive.

, uon toward the impeachment of President mchard Nixon.2. Perceptive mople woa t communkate witll you be- witen this idea was rtrst raised, a survey was taken of sixteenyond the cltit-ciiat level until reciprwal risks take
, luadred people, presumably a cross-section of tke electorato.place. Thoy won t share information witli you until ne reaction was 92 percent against, and the reasons givertyou share some commensurate informauon witll tlwm. were: ''I never heard of this before,'' q'why, it would weaken

To persuade someone to advance to another square
. , tlle o/ce of tlze presidencs'' and ult woulu serve as a badyeu lmve to advance to another squazr seemlny on, ?' precedent for futlzre generations.''an even-stevtn basis with their revelauons. Tlus isk takiag behavior-the delilxrate building ThRC months later another mll was taken of the samemutual ris -f two-way tnzst. PeopY and those not in favor of the proposition dropmd to

o
.
3 Wlzen you gve carefully worded and controlled infor- 80 Percent. After the passage of a few. mere montb,s lhe same
mation during the ''proctss stagw'' you hope to Iower regmndents were 68 percent against immachment. wlwn the
the expectation level of the other side. funl interdews were tonducted less than a year after these

mople were first contacted, 60 percent were for the immach-
This tlurd poirtt is especially important because if you ment of the president.

spring something completely new during tlze event th.e re-, How come all those Ivople cltanged their minds? obviously
sponse you receive will be <ilqlo way-l never hearcl of that.'', there wero two reasons:
If mur suzpzise is cltxsr to the ckadline you have a stzongcizance of deadlocking tlle negotiation. However, if you were 1. They had received additional information.

to introduco the samo new conccpt early during the ''proceâs 2. They had become usod to what oziginally was a new
stager'' then raiso it several more times, at auroitly spacetl idea.
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stenlenlber that change and new ideas are acceptable only To furuler explain what we rnean by behador/ cues or
when presented slowly in bite-size fragnlents. 'Ceep th at ba â'nonverb f vibts,'' 1et nle set fie scene. Jk husband has been
nûnd when NAing to iter somaeone's viev int, tbinking, per- away on a business t; p for an extended pehod. :le has Eved
cepdons, and expectations. For nAost people, it's easier and an ascetic life on the roa d an d lon/ng h as buGt up ba bis
more comfortable to stay in the groove. The fact that the heart. Wllking toward his house suitcase in hand he noticeâ
diierence between a z'ut and a groove is just a matter ef de- that the lights are somewhat dim. Moving doser he hrars
gree doesn't seem to bother them. Only through perseverance soh music emanating from the house. He quickens his pace
can you hope to change them and implement mur goals. as anxiety begins to build. Then he notices a woman, who
When you snally anive at the. negotiating event, you must appears to be Ms wife sunding in the doolway in a diapha-

isdpine yoursel to pracuce eieckve Dstening techniques. neus gou, a nlaruni in each hand.
lf you are c arefu:y concentrating on what's gobag on, you '!e cans out to her ç'ïvhere are the kidu?''
caa 1e.m1 a great deal about tlle other side's feelings, motiva- She respcmds, G'fhey woa't be homt for hours.'' Now I ask
tion, and real neecks. Of course attentive listening and obser- you, is that a cue or is that a cue? To some of us the cue
vation mean not just hearing what is being said, but also may be that we're ill the wrong house!
understanding what is lxing omitted. People are reluctant to ne mhlt is that we a1l live in a world where nonverbal
lie outright, but seme are not hesitant to fudge, circumvent, signa!s are being transmitted and received. How doees a wife
or evade. When you begirl to hear gentralities, that's your cue *11 a husbazd that tonight's the night' when ordinarily it's
to sta.rt asking specific questions in order to clarify wbat is not the night? Does she write him a memo .'Re: Activitie,s
actually being said. for the evening-please disregard pdor scbedie''? Con-
ne study anll interpretation of cues has become very popu- versely, how does a wife inform a husband that tonight's not

lar in recent years. A cue is a message sent indirectly whose the night, when ordinarily it is? The Iatter is a more fnmlliar
meaning may be ambiguous and require interpretation. Essen- œcufrence for some of us.
tially they fall into three basic categories : From the time we were infants we all learneG to commu-

nicate cmr needs, likes and dislikes to others witlmut resort-1 . Unintentîonal Cues in wlzich behavior or wortls trans- 'z ing to words. This ability has remaine.d w1t.11 us, and it ofteamit an inadvertent mesage (for example, the Freudian
yyraplzars in the form of a raised eyebrow a smile a touch aSliP) ; 1 wirzk juctartx to make e taKow , a , or a re yt con ct during a2

. Verbal Cues, in which voice intonation or emphasis otmversation. These actions are a11 teavioral cues, or a formsends a message that seems to contradict the words f bod language,(d y
being spoktn; peoye have become fascinated w1111 the art of sending atd

3. Behavioral Cues. which are the language of the body decoding nonverbal mtssages (reading behavioral cues) , asas displayed in posture, facial expressions, eye con- evidermed by the growing number of published wriungs and
tact, and hand gestures where a person sits at a con- lxtures on the sabject. Authorities have even given legltimacy
ference table, who nudges whom or who pats whom to this seld by labeling it the science of proxemics-the smdy
on the shoulder (presumably, in our culture, pattors of space and tht movement of people witlzin it. As for the
havo more power than pattees) . value of this wordless language itl negotiation, it ls defmltely
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limitoll. The interpretation of most body language is obvious; observing that a rose smells better than a cabbage, concludes
nevertheless, it may be misleading to asclibe some universal Qlat it will also makm better soup,
meaning to atl isolated gesture, regardless of the circllm- As a negotiator you must be sensitive to tlw nonverbal
stances. factors in any communication. Bven saint Paul advised ''The
Here's an example of a situation in which the interpretation letter k'ills but the spirit gives life.'' So dudng tho negotiation

is rather obvjous. Bec ause of an unexpecttd early-naorning event, force yourself to step back so you c an nsten B4:k your
errand, you get a delayed start for work. M dving out of Gqurd ear'' and observe vd:h your ttthird oye.'' TMs detach-
breath, you notice that the %ss is situng at your desk. Jks you nlent will en ablo you to hear tie wore in their proper non-
vpproach, he le aus back in yo ur chair, puts àis hands bebind verbaz c/ntext aad ena bIe you te dee the pattera. Ia
tis head and sprea ds his elews wide. With tâs eyes on the negotiation, cues are zneaningful / they are pax of a cluster
wall clock he casually remarks 1'Do you know what time it Dd indicate the direction of movement.
isr Assuming that the boss can tell time, you don't have to To show the sigaificance of cues if they are seen as a part
be an exlvt to know what's going on. of a pattern, I give you this case in point, Ixt's say you are
As for trying to cataiog and /ve meaning to each and trying to sell an idea to your boss. As you start your explana-

every body gesture, the following example should suëce. Qon you're aware that tlw boss is staring out the window at a
Assllme that you are trying to sell me a service or a product, tdephone pole. That's a cue that in and of itself may mean
anll in the middle of the sales pitch I begkn to stroke my chin nothing, like my rubbing my chin. You continue your (lis-
w1t11 my tlrlmb and forefinger. What does that mean? Have 1 course. Now the boss leans back in his chair, constructs Jt
decided to buy or not? 1 don't tllink anyone has any idea what steeple with his fmgertips, and squin? at you through the
i( means. Freud wouldn't have known w'hat it meant. It may :leeple. Thaz's anceer cue. I3llt in conjunction pith the flrst
indicate that I have a pimple, that I cut myself while shaving, tue, it may be meaningful. Neveeeless, you continue to
that I'm trying to make a cleft like Cary Grant's, that rm pitch away. The boss starts drumming his dtsk-top with hi:
ttying to cover my double chin or that l have a neuromus- left index flnger. That's anotlier cue continuing to form a
cular habit that I'm unaware of . pattem with the preceding two. Dxs tho Enger tapping mean,
Although I'm saying that trying to interpret one single cue GKeeep up the good work! You're doing fmel'' Hardly. A lit-

in isolation is a waste of 'ime, a sensitivity to what is really eralist would probably think edHey my boss has got a Latin
being communicated is immrtant. If some people have be- American beatl''
come paranoid about picking up on nonverbal vibeâ, more Now tlle boss stands up, puts his arm aronnd your shoul-
people are completely literal. These are the audio-visual types ders and begi.ns to edge you toward the door. That's still
who beliove only what they can se,e and hear. Invariably they another cue. If you're halfway percepuve, the cue pattern is
say (Mngg iike, ssLet's put it in w'ritingr'' liAround here p'e Xalizlgly ob:ervable. (A literldbt w'ould ask hinzself, 'ssvhat'd
go by the booky'' and fmally, 'tWhy am 1 the last to know?'' the stozy? Why this sudden asection? What's this Person
When Eteralists se,e the ''handwriting on the walk'' they don't trying to pull? I thought he had a fnm1'lyl'') But it is to be
even read the message but closely exnmine tlle mnmanship. holp.d that you aren't a literalist. By this time you're at the
To paraphrase H. L. Mencken, a literalist is one who, upon door, the boss's eyes are opaque, and he's nodding soodbye.
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rnz obviously exaggerating here, but nay point is th at 6be kig a conaboraove resdt, I MdB have to play th: conzpeuuve
advantage ù1 reading cues is fi at in a cluster eiey furnish ganae. In oûs clim ate here's how I sheul; let you How that
feedback concernbng how you aro progressing tow ard your $1 5 00 is n:y ceuing. l nzake an ùûui oser of $900 wMch
goal. If the paltern is not to your liking, you can use your you reject. My next tender is $1,200. Then I extend myself
lead time (before you get to tlle door) to make the necessary to $1,350. After some (klay I go to $1,425. 'f'he next advance
adjustments. is to a reluctant $1,433.62. It is easier to get you to believe
How can we apply all thts to a negotiating simation? The 1 have $1,500 this way, because I have steadily decreased

key piece of information tliat any negotiator would like to the increments instead of acting like a dnznken sailor. Creep
have about tlle other party is their real limlts or just how ing upward as I just dtll is known a.s playiug tbe Y onetarp
mucll tlley will sacriâce to make tlti: deal. In other wtyzdl, increment g'ame.''
what is the lowe'st price that the seller will sell for, or what Some of you reading this book who are disdples of
is the absolute top figure that tl!e buyer will pay? Very often Howard Cosell may sa , t;I don't like to play games. Whyï ,. . ,tllis cau be ascertained by observing the pattern of cortces- calft I just tell it like it 1s? Certatnly that s your merogative,sion behavior on tile part of the other side. but remember that in order to ac/lfevc a ccllaborative result
suppose tbat l'm negotiating with you to purchase some fn a competîtive environment you have to play she vme. If

expensive stereo e qi pnzent that contins advanced technol- you don't want to do tbis, you have an itemaûve: You can
osy new in the nlarketplace. Let's say for the sake of argu- ch ange the clin&ate of our relauonship to build tnast beeveen
naent that /1 I have in này bu dget is $ 1,5 00. Since your us. To the extent that you are successhz, you can m'ln'Im!'z>
product is new, you would lDce to get as rauch as you can to tbe gaz/n g. sty Sxint is n&ereiy tbat you Quke your rta:yr as
test what the custonler denland nfght be for this sopbisucated it acbzany is and nzust zways operate ù: accordance M4u:
technology. NNat reiil. So to rertat: To atbieve a con akoradve result
If s:y ârst ofer to you is $ 1,00 0 and nay next ofer is ba an advenaa environrnent, you have to play Kbe conlped-

$1,400 how much money will you assllme I have in my dve game.
' h t f adversaries *111 little 'nis brings to mind an ammsing expgrience I had w1t11budget? If our relationship is t a o

tzust you may well antkipate tllat T actually have $1,600, mmeone who didn't play the l'monetarpmcrement game.'' I
$1,800 or even $2,000 to spend. Why? BecauK the inçre- hAve a neighbor who's a medical doctor, a twofessional per-
ment between $ 1 ,000 and $ 1,400 is so great that you prob- son.'' (ne defsnition of a proiessional person is someone
ably will expect that l have more than $1 ,500. Even if l swear who like.s to make meney but not to 'nlk about it.) When his
that l have only $1,500, and it happerls to be tnze, you are not lome sustained storm damage, he rang my front-dxr -11
likely to believe me in a perceived competitive transaction. aud said, ''Herb, do me a favor, will you? A claims adjuster
nis is valid because we a11 tend to disregard the protesta- is coming over to haggle abeut money. You deal with this sort
tions of the other side. Our experlence teaches us that the d thing a11 1he ttme. Woulll you mintl tnlking te him for me7'*
increments of concession behavior are the most accurate I said, 'ssure, 1'd be glall to. How much would you like to
barometer of the true limits of authorization. get?''Accordingly, if the environment for negotiations is com- He replied, x'See if the insurance company will pay $390,
mtitix'e mu see me aus an adversarp antl in order to achieve okayr
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I nodded, then asked i'Te1l me, what did the storm loss keep saying. RGX . . . I don't know''? Gee . . . I don't know-
cost you out of pocketr but it's working like crazp I'm afraid to say anything else!
He replied, '4l lost mort than $390-that's fot' surel'' The claim was jinally settle.d for $950 and l went next
I said, HAB right, what if I can gtt you $3507' door to get tl)t release signed. My neighbor greeted me with,
He said, GOh, $350 would be fantasticl'' S'llow did w'e dc?'' and I Nurted our, ''GX . . . I don't kaom''
What I had done was to get Ms commitment to an obiective To tltis day, I'm not so slzte tllat I did that well iq 'hiq
in order tc amid the mssibility of Mondapmorning quarler- negotiation, because tho adjuster's utiintentional cueing blew
backing on his part. my mind. Moral: Watch the increments of conoession be-
A half hour Iater, the claims adjuster rang my doorbell. havior, since they send a strong message about the real limits

When I ushered him into my living room, he opene.d his of authority.
attaché case and said, E*Mr. Cohen, I know a person like you
is accustomed to dealing w1t11 big numbers. I'm afraid I don't
havq much for you here. How woulti you feel about a #r.çl
cetr of only $1001)''I was silent for a moment, but the blckod draiued from my
face. You see, I've been programmed and conditioned to
resmnd to a1l ftrst cders by blurting the equivalent of, GMe
you out of your cotton-picking mitld? Are you crazy? I can't
acctpt thatr' Besides, I karned in rarly puberty that a frst
oier Jlwzly.ç implies a second and maybo tven a third. More-
over, when he usrs the w'ord ssonl)r,'' it means tha. he himself
is embarrassed in mentioning such a paltry sum, so how Rm l
supmsed to fed as the recipient of such an offer?
Mter I snortqd my disbelief the adjuster muttered, 'CM
rigltt, I'm sorry. Forget what I just said. How ahmt a littlt
more, like $2007,1 reslxmded, teA litoe more? Absolutely no.''
He continued, 6$A11 right then, what about $300?1'
After a slight pause I said. .t$30()? Gee . . . I don't know.''
He swallowed and said, S'Okay, make that $400.*
l said, 1$$400. Gee . . . l dorft know.''
He said, i'okay . . . make that $500.''
l said, .'$5007 Gee . . . I don't know.''
He said, $.Al! right . . . make that $600.*Now I ask you, w'hat do ma think 1 w'ill say now? Yes,

you guesxed it: ç'$60()? Gee . . . 1 don't know.'' Why do I



Never get caé'ry. Never make
PART T HREE hreat. Reawn witk ptwple.a t

- Don Corleone

ST LES F rhe E'/d/cfàcr
E TI TI

A few years ago during a plane trip, my seat partner uked,
ttWhat do you do f0r a living?''
I replied dtl'm a negotiator.''
My companion got a glimmer in his eye and tried to sup-

press an all-knowing smile. From his reaction I klmw what
he was thinking: <%We11, what do you know? Th:is juy prob-
ably selks aluminum siding to tenants re-siding in bnck apart-
ment houses.''
Unforttmately, thks negative reaction to the word ç'negoti-

ator'' is a misconceptien shared by a great many people. When
tlley hear it they automatically think of a slick manipulator
who is attempting to win at tlle expeme ot some innocent
victim. Certainly there are those wim omratt thkq way. How-t
ever, tllis competdvo strategy is only one approach to getting
What you want. Actually, the style of negotiators can cover a
broad range along a continuum beGeen those who are com-

1 17
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tiuve (1 wbl, yOu 1OSe) and those Wh0 are cozaborativeW
(both of us can winl .We now fchcus on tllese tW0 Primaly mfdes of negotiating
beimvior that intlividuals uSe for conKct resolution:
In Cbapter 7, ''Winning at A11 Costs . . . Soviet Stylec The meek shall inherit f/le earth
otiators try to get what they Want at the expense ofne; - 1If1 n0t ïlJ mineral rightt.the otiler side. Even if mu never use Qlis Strategy, yOu shoultl - J. Paul Gettyhave tlle ability to recognize it; otherwise, y0u may be vktim-

ized by it.
nen, in Chapters 8 and 9, GNegetiating for Mutual Satis-

,. ancl GNore os tbe win-wia Techniquey'' the empiz- 1facdon,sis shifts fwm tlle ezort to ddeat a:l opxnent to the esort
to defeat a problem and acllie've a mutually accepted out-
come. Here everyone is working together to flnd a creative

he needs of 1:0t.1. sides. 7 inning at al I tosts . . .solutbn tbat w111 meet t
Soviet style

Alfmd P. Doolittle sings in My Faîr Lady,
T/ze Lord above made man to help àf.v neighbor
No matter where-on land or sea or /@Jm-
But wff: a little bit OJ luck,
P'àea àe comes around, you wtw', be home.

Tlm song is supmsedly British, but the lyrics, written by
Alan Jay Lerner could apply to almost any weste!'n culture.
To naany people thl is a conapetiuve world b: wMch one's

j success is nzeasured not by how wel1 you have done conaparedto your potential but by how na any you have eutdùtanced.
' N/e a; Eve k: a societr pervaded by potential Wl-Mse situa-

dons hz wïch the conlpetitive sluggle for adm bsion to a
Qfgood cozege'' can tm just as rugged as the conlyetiGon tts
ewren McDonald's a nd Burger Kl'n g.
Son;e people interpret this to raean that a1l life 1 a constant

l19
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battle of winning and losing, Tlley see a world slled with rivals sideratz, llzey appear concerned about mur needs. They con-
and competitors, with persons who want their job, their class front you with a smile on their lips and a twiakle in their eyes.
standing, their money. their promotion, their parking space, They figuratively carry a Bible i!z their left hand and tote holy
their place in line, or their spouse. water in a hip flask. Witlx thdr right hattfl tliey bless you,
The competitive negotiator sees almost everything as a tllen benignly murmur, ''Go in mace my sonl'' Only after

constant struggle of winning and losing. Ht is a tough battler tlley've ldt do you notice a trickle of blood running down your
whe seeks to meet his own goals at al1 costs without worrying leg. Only then do you have difliculty removing your coat be.-
about the needs and the acceptance of others. There is no cause of the stiletto ilz your back. Only then do you mutter,
doubt in his mind that he is right in his conviction and ap- RSon of a gun! Sovîetr'
proach. For such a person each victory brings a sense of After they are gone and you become aware of the damages
exhilaration. tllty have inlcted, it is diëcult to do muclz. Again, the ques-
Altllough such a view and strategy have limited application tion: How do you recognize the Soviet style? You distinguish

there are. some people who constantly employ this style without it by the speciâc behavior of the other side. A11 ddsoviets,''
making a disttction between an associate and a true ad- whether from Moscow or from Memphis use the same six
versary. Tho ugh they na ay be c oncerned only with thek ou steps in their negotiation dance:
wp'n nin g, tbe resultbag outconze is the defe at of the ooler .1. Extreme infz/ll/ posîtlona. They always stan wiiside. If their relationship is a contùlubag one, the o utconae of to ugh dennands or Hdiculous ofeu that asect tbethis negotiation ie aves a legacy Kiat will asect the future re- ,other side s expectation level.lations of the p arues. 2. Limited culA/rfty. Rlle negouators Kbenlselves haveThe connpetitivo (W1-Los:) approach occurs when sonze- zttle or no auulority to raake any concessions.
one or souae group attenlp? to achieve thep objective at tbe 3. Emotional tactics. They get red faced, rabe thektxpe nse of a perceived adversary. These attemp? to thumaph voices, and act txaspcrated-hoe ed that they areo ver an oppo nent cnay run the ganlut fronl blatant eGorts at beùag taken advantage of. œ c%ionaEy *key wiKbzthnid ation to subtle fo rnls of na anipulation. I caE this sek- stazc out of a naeetiag hz a hus.odented strategy the ''Soviet style.'' This ternl % descriptlve, 4

. # dversary concessions vfdwel Ja wea kness. Shouldbec ause naore than anyone eke, the Soviet t/nion's leaders you gsve ù4 and concede thenz sonlething, they arecensistently try to wl at the expense of other nations or unnkely to qeciprocate.
VFOUPS. s stingy in fjeir (bàkqessions. anaey delay naaking anyIlon't get rae wrong. l'nl not referring to a n ational or '

, , concession and when they sn aZy do, it re:ec 2 onlyethnic way of interactblg. I na taleln g about a negotiauon strle
. a minpsyule change itl their positiomthat has nothlng to do witlz geography. There are people with '6. Ignore deadlines. They tend to be patient and act a.sexcellent local pedigree, people we all encounter, who try to thouglz time is of no sigaiNcance to tilem.operate soviet style.

How do you spot these Win-l-ose negotiators? Obviously Having outlined the six-step Soviet style, 1et me now elabo-
they try never to tlp their hands. They're much too sllck to mte on each of these mints witll specitk examples and
unmask themselves as d'Soviets.'' seemingly humble and con- Malogies:
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1 Exfreme lnitial posi#ions WhCIt tl)e Soviets are sellers of anytlzing substanfi&l, they* 
do just the opmsite. Tlley make excessive demands, then

Whenever purchasing an expensive (bipticket) item, they fling the doors wide open to encourage competitive bidding.
will make a paltry flrst offer. Usually this ig done in secret, By playing various bidders against eacil otàer and egging
lxlund closed doers, to prevent additional buyers from bid- them on to outdo each other, they escalate the flnal agreed-
ding. 'rhe tactic is used to make the seller believe that there umn selling price to stratospheric levels.
is no available option other than dealing with them. For A graphic illustration of this method can be seen ilz the
examplr, when did we learn about the. Sovitt purchase of Ca.- sale of the rights to televise the 1980 Olympics from Moscow
nadian or American wheat? Usually afttr the tonnage had (before the United States boycotted tlle Olm pics antl made
been loadtd on special tankers for overseas shipment. Iq some tbe matter academic.) .places these transactions were referred to as Tlle Great Grxln ne cost of tlleâe rigllts has risen considerably from what
Robbery. CBS paid for the 1960 Olympics irl Rome to ABC'S wiuning
Here's anotherinstance of how the Soviets operatt asbuyers: bid for the Montreal games in 1976. nt approximate selling

Almost ' years ago they were interested ilz securing a prices follow:
large parcel of land on the Nortk Shore of Long Jsland. They . .1960 one-half mllllon dollarsintended to build a recreational center for their embassy 1964 tbree million dollarsrrsonnel. At that time, atreage the. size the.y wanted in tltis 1968 five million dollargarea was selling between $360,000 and $500,000. 'I'he prop . .1972 thirteen mllllon dollarserty they decided on was appraised at $420

,000. 1976 twentptwo million dollarsDid the cagey Russians oser to pay $420,000, or even
$360,000? Not on your life. Since they're past masters at ne Soviets, with typical gtul' e, smashed thl'q predictable
'dlowballing,'' they made an initial oGer of $125,000-.a succession pattern. Dttting tlm sllmmer games in Montreal,
laughable figure. But no one laughed. How did the Soviets get the top brass of all three networks wtre illvited to a lavish
away with this? ney did what they always do when ptuu part.y on board tlle Alexander #loWklW, whiclz was moored inchasing: Negotiating in secret, they eliminated possible thei St. Lawrence mver. Each network was contacted sepa-
commtition. rately and given tlw Soviet demand: 'rlley wanted $210
In this case tlley paid a small amount for an exclnsive one- milllon-in cash! Their asking price did not exactly follow

year option to buy with the proviso that the matter be kept a geometric progression.
secret. n e owners of thc property knew that the $125,000 Generating cut-throat in-fighting, they did what I mentioned
Egure was ludicrous. However, they werc unable to get other earlier: Tlwy encouraged competitive bidding. Inviting repre-
osers because of the secrecy restriction. After three months sentatives of ABC, NBC and CBS to the Soviet capital, they
of token haggling and frustration, they muttered in esect, essentially reduced them to three gladiators hacking at each
t*We know this is ridiculous, but maybt we wtre a little high.'' otàer i!l a Romaa arena. Roone Arledge, then head of ABC
So they dropwd the asking prlce from $420,000 to $360,000. Smrts, bitterly commented, ''They want us to be like thre.e
Psychologkally, the Soviets had set them up like pawns on a Korpions fkhting in a bottle. When it's over, two will be (kad
chess board. and the wlxmer will be exlzausted.m1
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I witnessed part of this struggle between the minions of televise the Olympics now belongtd to an obscure American

Moscow and tbe moguls of Manhattan. I was in the Soviet trading company named SATIIA, which had an oëce itl New
Union at the time, embroiled in negotiations of a dilercnt York City. SATRA is not what anyone might call a media
nature. I attended one of the cocktail parties thrown to keep conglomerate. Granting the riglzts to them wms equivalent to
the gladiators' spirits up. Never have I sipped better vodka, telling a kid wilo owns a Polaroid, i'Do a good job. sonny-
nibbled tastier caviar, or seen more strained and determined tbe Olympics are yours.''
faces. Cleverly usingsA'f'ltA Ieverage, the Soviets induced Lothar
As they entered tlw stretch hcre was the bidding: NBc Bock to recontact the networks. He did and cventualiy osered

$70 million; CBS $71 million; and ABC had come up to $73 his connections and serviccs to NBC. Wbeedling, wheeling
million. It was generally assumed at the tkne, that the ex- and dealing, and qying back and forth between Moscow and
mrience of ABC in broadcasting eigllt of ten prior Olympics Manhattan, Bock ultimately peddled the righ? to televise
would give them the edge. However, CBS hired the services the Olympics to NBC for $87 million. On top of that sum,
of Lothar Bock, a professional go-between from Munich the network agreed to pay Bock roughly $6 million for
Germany. with the help of Bock a meeting was arranged bis senices, plus additional sums for entertainment s iak.
betwecn the Soviet ncgotiators and William S. Pale the Of course, stzbsequent events caused NBC to regret thln vic-F.
Chairman of CBS, in November 1976. On this occasion a tory over their arch-rivals. (Note: The Sovie? were never
deal was struck, with CBS agreeing to raise its bid one more serlous about their excessive demand of $210 million, It wms
time and osering even more concessiors. later learned that they expected tlle rights to be sold for be.-
Everyone asumed that CBs had won out over its compe- tween $60 million and $70 million.)

tition. However, the soviets could not resist the tinibble,'' and Although the cited examples actually involve tlle Soviet
earlï in December 1976 they announced another round of Union, similar tactics have Iong been used ill our society.biddmg. The CBS executivcs were upset but went back to Many years ago I worked for a large casualty insurance com-
Moscow for the showdown, which was to take place o!l De- pany that had a publicized claim philoso hy that stated,
cember 15. At that time the Soviets announced to the three 'Trompt, fair settlement of a1l just clnims, wltlz courtesy and
networks that what had occurred up to that point merely Onsideration for a11.''
qualified each of them to enter tlle final stagc of the auction. ln spite of these lofty sentiments the system rewarded
The Americans werc appalled by the impudence of thcir hosts, adjusters wbo lowballed claimants with meager flrst oflers
and despite Soviet threats, they a11 dropped out and went in the best Kremlin tradition. This tactic worked lxcause
home, the recipients mistakenly believed that tlzey had no other option
This Ieft the Soviet negotiators empty handed. To be left but to deal with the adjuster, who regesented a monomly

empty handed in the U.S.S.R. is to be ln big trouble, When msition. Of course, they had other optmns: Complaia to the
Amerlcan omcials ncgotiate and goof up, their livelihoods may State Department of Insurance write to the president of the
be affected. when soviet officials negotiate and goof up, their insurance company, go over the adjuster's head to mrsonally
lives may be affected. visit the claims manager, pursue this matter in small-claims
Desperate to generate fresh competition, the soviets came Ourt, retain an attorney to re resent them or even just wait? ,up with a fourth option. They proclaimed that the rights to for the pressure of time to take 1t$1 toll on their adversary.
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simauons where the asking price is eactssive and intense a period of time? I may make oiers ançl çonceFsious, whereas
competiuon is generated among prospoctive buyers skoald tlwy only give me vodka antl comradoship.
also sound fnmiliar. It caa be seen at auctitms everm ilere, Having been away a long time, I have a compulsion to make
witll bidders pittecl agzinst eaclz other ia the âercest sort of some headway. As a result, I continue to make oqers. What
price haggling. whenever you have a scarce product, com- am I doing? I am biddùu agaiast myself. n atls why you
modits or service, sellers havobxnknown to txploit tim greed should never negotiate witk anyone totally lacking ia author-
of prospective buyers who w=t instant gratitication of tfleir ity. The oaly exception milt be when you>re vez.y ionely.
needs, A number of years ago the Mnvrla RX 7 an imported Presumably, you would the'n be neglxiating for something
Japanese automobile, waq iu sucd lmt demand that some else, wllicll may be beyond the scope ot tltis book.
dealers orchestrated a flurz'y of bkds and counter-bids timt re- A variation of tMs gimmick is frequently practiced by car
sultH in titts car's selling for as much as $2,000 more tllan dealer:, w'ho give limited authority to tlzir salespeople on
its listefl price. tlle showroom floor. Invariably the mrson you're dealing
why uo tkese win-Lose soviet tactics work? Because we witll will alwayN excuse hlmself to sma.k to tho sales manager

1ot them work. We are inquence.d by the extreme initial and even on occasion to tl!e owner of tbe dealership. He. may
positbu, and we're furoer bafed wlzen tlle people we negcti- or may not speak lo anyone, but lle noe: lhe skne to help hl'm
ate witil seqm to lack Authority. evalvate tlze newtiation.

Many years ago during a particularly coltl Chicago wimer,i
d thority l ftmnd myself On a used-car 1ot searching for a second auto.2. umite tsll Since the temptrature was bzlow Rmzing

, I made an ofer
Let's say that I am a representative of Imernational Har- and was arlzious to conclude the purchase. To my amuscment,

vester anll I have bee.a entrusted wit: the autlzority to go to tlle individual I was (Iealing witlz daimed a lack of authority
tlm soviet Union to sell tizem tractors. If the Soviets are at that price and said tçone moment, plemse. 1'11 have to speak
inferested, 1 will ullimately meet witil some tougll, experienced to the guy in the. shack.'' Now I ask you, do you believe any-
negotiators from one of tlmir government's foreign-trade one is actually itl tllat shack? Could anyone mssibly survive a
agencies. Tllese are not the people who will oversee tbe use Citieago wirtter itl that shack?
of my product and certally not those wht) will make the But there's a flip side ttl that coin. Never allow yourself
decision on whetlltr to buy. Because everytlling itl the Sovid '-or anyone who negotiates for you-llnlimited autiodty.
Union Ls determine.d by a select few in tlle Politburo the Some famous last words are, TlWhatever you do is okay with
people sitting across the table from me for tkree months have me . . . you have total authoritp'' You may recall tllat Ne-
no discretionary autlmrity to make any concessions or agreo ville Chamberlain went to Munich to negotiate with Hitler
muno. witlj unxmitecl autllority. Certninly, he did not fare well as a
What is the eEect oi tbl'm dilemma? I have adequate aqtlmr- . negotïator.

zity to constpmmate a deal, but my adversaries always have to If you extend authorization to others always get tlwm
in 1 (1 in setting an objective tlmt thqy believe k attainable.consult witll some absent commissar to make any movement. vo ve

If tlmy have no autlmrity, what happens when we interact over Tlmy must fetl committed to what you expect tllem to ac-
l
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conlpish. Your ncgotiators are n0t ecand boys Or gY1 but tlniltd Naéons? svhen people learned of fàat ql:k shocked
responsible people who slmuld have autlmrity, but only up to reaction was, '1My Godt The man's a barbadan. Ht dersecrated
a point. Ultimately say to tllem, $$Go out there and try to a world body with that kind of behavior. If my child (11(1 that,
get it for that amount. If you can, that's peat. If you can't, 1'd qall it a temper tantrum. Why, if he awakens one morning
come back and we'll discuss it further.'' witk heartburn, he's liable to blow up the. worldl''
Earlier I mentloned that the worst person you can negotiate Months later, someone enlarged the photo of Kllrushchev

for ig yourself. You art too emotiocally involved, and it's unding his shoe, then studied it with a. magaifying glass.W
a1l too easy to lose perspective. In addition, when you handle To his astonkshment, there, under the table, were two otlmr
your own negotiations you have total authority, and it's easy slmes, on tile soviet leader's feet. Now what does that mean?to make snap decisions without making proper use of your As 1. see it tlwre are three possibilities:
time.How can you get around this? By imposing checks and 1. 'l'he man has three feet. TV alternative would ap>ar
balances on yourself. By deEberately limiting yourself, at Somewhat remote.
least for a period of time, By vowing, before you negotiate 2. That morning as he was getting dressed, Ile turned
or interact, the equivalent of, 1'I'm going to pay no more to Gromyko and said, 'icomrade, pack tlm shoe itl tlle
than $1,200 for that 'l*V console. That's it-not one ceat brown paper bag. We'll use it at 3:00 P.M.''
more. If I can't get it for that price today, I'm going home.'' 3. During tlm session he called to Cornmlcsar Ivanovich,
Irt other words, by being obedient to your own dictatos. 'Tass down your shoe-we'll need ft in a few minutts.''
lf having too much authority is a handicap in negotiations, .What we are talklng about is a craftily planned, premedi-it follows that the worst mrson to negotiate for any organiza- tated act designed to bring about a particular reswnse. Wastion is the chief executive oilicer. It is a truism that the worst tltat calculated outburst efective? Probably so. People fedperson to negotiate for a city is the mayor, the worst for a uneasy when confrontell by irrationality joined at tlw Mp withrstate, the governor, and the worst for tlle United States tbeidtnt. The particular individual may be brilliant. patient, Strogth. They may even be inclined to give in to threats, topresd expez't but has too much autllority. avoid rttinf hurt. 1! remirlds one Jf the classic joke; Whrrean
There's another aspect of the Soviet approach I'd like to CO a. Zloo-pmnd gorilla sltop? Atlmllere it wants to. That

toucll on: the use of emotlons that seemingly aren't house- IllW ICWC beell the reaction that the Soviût Union wanted.
broken. Of course, one needn't pound on a table to be emotional.

Even a common display of feelings cazl be used to manipulate.
Have you ever tried to negotiate with someone who brenkx3

. Cmofionol tactics down and cries? It's devastating. Think of your own experi-
For years, Sovitts have swept papers aside and lumbered eace ilz tltis regard. YouFve got all the facts and Iogic on your

out of meetings without provocation. They may even act I side as you deal with a spouse, parent, or child. Since your
personally ofensive, all in the interest of provoklng, distract- evidence is overwhelming, you've got them backed into a
ing, or intimidating thdr opponents. Who can forget Nikita coraer witil no place to go. suddenly tears well up in their
Khrushchev's pouuding his shoe on a table at a session of the eye: and begin to trickle down their cheeks.1
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klo,z do you react? I)o you tbink, KTokay, I got Tenz-- glaace at your vzatch and say. çsv/hy don't we break for
I'n nzove h1 for the kzi''? lunch? There's a swanky place around the corner wher: uzey
lle hen you do. If you are Eke nlost of us, you back know nle so we won't need a reservauon.''
ff and say, 'dcvem, rm sorry I made ylm cry. I guess l came 'Ushered to your usual table, we glance at expensive entréeso
on a little seonp'' You probably go even further, ç'Not only on tho menu, tilen order driaks and food. sipping my martiai,
will I #ve you what you originally wanted, but r11 tllrow in I ask you, ;'Te11 me-wilat were you thinkiag of charging for
mpensatozy dalzuges for making è'eu cn'. Here, take my tlgs so/tware program?'.X
ollarge card, go into town, atld buy yourself somebinjt'' you answer, ''well to be frank with you, Herb, I wasobviously, I'm uot referring only to females crymg. My thinka'ng about $240,000.'*
irsonal opinion ks tllat men's tears are more elective than I explode.l become amplectic.luising my voice, I exclnim,17 

, vçwomen's. I say tkis because 1'm aware of a company that s What are you tr/ng to pull? Are you crazy? An astronomical
been trying to flre a big, huslcy male ioremaa for more titan $240 000? What do you lhink I am?''
twdve montbs. 'I'hw style of tlzis out:t is to be very discreet. Lmbarrassed, since everyone's stadng at us, you cover
It doe.s not hand out piztk slips or ever ca2 somecme in antl yot!r lips and muzmur, 'ishhizhl''
snnounce, xlYou're flredl'' 1 raise my voice anotlzer decibd. RYou really must be
lnstead, it sets up a counseling session where the personnel out of your mindl That's highway robberyr'

manager chats witll tlze employee to be dkscharged about Ha You now feel like crawling under tàe table, for many
life beyond the company's walls'' and otller career options. dixrs in the establisimwnt know you, tllouglz tlley don't know
usually, the employee responds to these subtle hints, leaves on me. 'ne maitre d' is staring at you not knowing wllat to
hks own, aad even savts the company severance pay. do. Even our waiter with the iaming sllashllk sword hesitates
Hzrz's rlze catch: In the past yrar tllis personnel mazuger to approach us. He's afraid he znight gel huzt. You know Jia

hms met witll tlmt foreman four timer. On each occasion he your gut that onlooken are asking themselves, çsWhat (114 lm
has attempted to cue h'lm that his selwices are no longer say to provoke that guy? Was he trying to cheat himr rve
desired. Before they even get to tlm mssible alternatives, the publidy intimidated ma Soviet-style, with feigned oueage.
bjg male foreman ha.s begun to sob and wail convulslvely. Should you ever talk to me again, it is nQt likely to be ill a
'nis may be an artful acting job. but it unners'es the personnel public place. But if you do, it is fairly cez'tain you will expectager, who aftemartl always mumbks to a peer, fiLook- I to get much less tllan tlze $240,000.mK
if you wan! to fzre him, m to it. I can'tl'' Recently I learned Oddly enougit, silence, whicll Ls much easier to can'y out,
tlmt the outst hax given up on thes: exit interviews of tlle can be just as elective as tears, anger, and aggresslon.
foreman. As far as I can tell, he's heme free. Of all these emotional ploys tllis is tlle one tllat hms tlle
If tears are tGective, whether spontaneous or staged, so greatest impact on me. My wife antl I have been happily

is anger. married for twentptwo years, but wken we have a dispute
Here's a hypotke-ykal simation: You and I are negotiating. ller top tactic is always silence-withdrawal or, as I call it,
wn spent tie morning in your olce distmssing a software abslinence. You must understantl my vulnerability because I
rop'am for my company's computers. You're anxious ttl sell am away from llome so much. Assume tllat I rdurn from aP
me your serdces. Just as we are about to discuss cost, you two-week trip overseas, craving love and asection. Anxiously,
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I enter uay house. '':lezo, htzo, l'nl honle, honey! svhere k For sonae reason unknown to n:e you suddenly burst out
everybodyr laughing. What am I thinking? ''Wlmt's so funny? . . . Maybe
Silence. the zipper on my pants is open? . . . Gee, I didzpt mean to
After waiting for a respolkse, I try again. ''Hey, it's me. start so 1ow for a genuine rare antiquet'' One would have to be

I'm here. Anybody home?'' very secure about tileir appearance and knowledge of old sleeds
Silenco. not to rakse their ofer if they really wanted tikis object.Finally, after what seems like an interminable dtlay, my Walkzng out is another emotional gambit. Especially if

wife appears. She seems very restrved and indiierent to my it's unexpected, a precipitous withdrawal may startle and
arrival. Nevertheless, I rush up to her and announce, ''Honey, embarrass the side left bebind. It raises additional issues and
it's me! I'm homel'' problems and creates uncertainty about tlw future.
Silence. Imagine tids situation: A husband and wife med aftef
tiwhat's îhe matter honey? Anybody sick? Anybody die? work at a quiet restaurant for dinner. Halfway throug: the

What's wrong?'' meal she informs him of a wonderful promotion, with a 50
silence. percent salary increase, that has been osered her if she re-
Her face is expressionless and she's looking right througb locates to a dxerent part of the country. From his expression,

me. What am I thinking? ç$Oh oh, she knows something l it is apparent that he does not share her pride and excitement.
don't know. I know what I'il do. I'il confess.'' Now what if I He remarks. HBut what about me and my jobr
confess to the wrong thing? 1'11 go from one problem to two she respmds, HDon't worry-you can come with me. As
problems very quickly. I for that job you can equal it anywherel''ïçhen you gjve sonleone tho sGent treatnnent you often suddenly, without warnbag, he cully says, S%Excuse n1e.''lforce the other person to talk, if only out of discomfort. They He stands up and walks toward tlje door.
inadvertently give you information you might othenvise not Five mhmtes after the unexpectod departure, amidst her
receive. Constqufmtly, there is a favorable shift in the balance conflicting feelings, she is ' ' g about what happened and
of power. evaluating her current situation:
There are many other emotional tactics that are often in . Did he leave became he was upset?

evidence. Laughter is one. lf you decide not to discuss any- Is he a11 riglzt?
thing seriously; if you choose to change the subject; or if you Maybe he only went to put money in the part'lng meter.elect to put someone down, a burst of derisive laughter is as Perhaps he's in the rest room or making a phone call.
devastating as the mish of a samurai sword. Did I say anything to hurt lu'm ?
supposing you are holding a garage sale and I stop by on Is he depressed or just envious?a weekend to examine your merchandise. You have an o1d Do I have suEcient cash to pay the bill?

sled upon which there is a handwlitten Piece Of Paper that Did he have an accident?
says, dllkare antique-make an offer.'' Since Citizen Kane WaS Has he kft me for good?
my all-time favorkte movie. 1 want to make this ''Rosebud'' I ls he coming back?
mine. As you approach 1 blurt out, $$1*11 #ve mu $7 for the How will I get home?
sled.'' To further increase her anxiety, the waiter asks, Gshould I



j 3 5serve both entrées now or hold thena under the keep.hot I pf nay auto I n oticed that the car dkectly behind nae ha d whatlighu until your fdend returns?'' looked :ke an auvelising c1c ular on tke windsMell. Beîngspc ak1 g of raisin g a nxiety, the veiled threat is a pote nt ba qugitive, I stopped to read it an d I rvprùaf is contentsweawn. lt m akes use of the other side's inlagùn ation because below: 'what they thàzk nnight happen is alAvays naore frightenin g than
. zyfs vesicle is parked on p uvate propsxy. The mako mourl audwhat co uld bappen. Aro u see. if aa eppoaeat beEeves sonAt- license numbrr have been recorued. lf tus improper' parbnz isoue has the capacity to exec ute a threat, the threat perceived repeated a second smc tkis vehiclr wvig be towe i to 'Mnpm -nn..i: naore feaxsonae thzn t*e tbreat enacted. Brotbea where :he lterior will be removed bv are an 

M-d -- -e ï rYf;F instance, / I were in volved in an ad versary negotiatio n Will be co mpressed 1to a scrap cube approx/mately 1 -H' W -x W'3'or T:e cube will be su ol (freight çollect) to your some far use
'vdtb you and w anted to elex ate y our stress level l would PP

adroitly use ambiguities and generalities. 1'd never say the on rivate propeny.pequivalent of q'll fracture your rigbt index Iingerlf' n at's ncht
' downright boerish. Instead, I'd look YDdotlbtedly, tllis was some sort of joke, But not knowing

only too specitk, but i: s
., ux ajyty j , oe sjabijity of the author, and needing a car more than a

you rigllt in the eye and say, I never forget a ,,, y sjq ,j cejse tabu, yy (scjtxtj to nrz auother yurung space.
clwcy.r paymy debts! Who knows what that even means

Although there are a great many other emotional yactics,
if you thought I had the capacity and Jetermination and was

it is litting to dose thts representative sampliug wifh onecrg.zy enough, it might Oect your composure. that should sound familiar
. Listen to the following telephone

Of course, a shrewd Soviet will rarely carfy out a tllreat-
cenversatien between a mother aad twv maturo and intle-only enough to keep Ms mwer credible; because otwe the
mndenî ofrspring,tllreat is enacted, the stress is reduced ancl the other side

adjusts atd copts. MOTHEK: Hello
, Pat! Do you know who tlzis is? It's vour-In 1979, there was the possibility of a mlice strike in New PATI Gee

, Moms how are you? I've bean mcaning to ecall.œleans that migybt caust tlm annual Mardi Cxras to be can- MOTHER: It's okay-you don't have to call me. I'm only yourceled. As long as this was a credible threat, the union on mother. Why should yoa have to spend a dime?ganizers had maximum power in negotiatiag wîttt t'he city for PAT: Aw
, Mom, c'mon. I've beea very busy at work, Howrecognition. do you feel?Once they made the mistake of actually going on strike . MOTHER: How doTs a person my age feel? Listen, 1 am cele-and causing the Mardi Gras to be curtailed and public opiaion brating your twentpnint!z birthday tjus saturday nightto shift against themv they lost all bargaining Ievtrage. ne and have inviyed my best fziends from the club to meetupshot was tllat the te-qmsters' attempf to orgnnize a mlice mu. I've ordered a btautiful cake an4 bougkt yourunion was thwarted. favorite food so . . .Several years agO I weat to RaWniz. a mtlsic ftstival held PATJ But motll-er, I inttnlled to go away this weekend. I toldeach Summer in a Suburb nortll of Chicago. Since close park- you about-

irtj i: always a probleln, I +aF, tlzttd to fm41 a S'pKe on a MOTRER: You mean you can't lind a few hours on your busyqumt Privatc road nOt t()0 far from the event. As I got ou! Khedule for me?
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. hat It's just that l've planned this trip and fected an emotional tactic to a virtual science. When makingr'aT: No it s not t .' 
his sales calls he ke t a running stop watch in the left pocketIzave made ?

P t I understand. l'm sorry to bother you. of hi% sllirt, under lus suit jacktt. This congenial seqer spokeMOTHER: A11 right, a ,
' 11 my friends that you are too busy for me. virtually nonstop from the timt he got in tlle door. When heI 11 just te ' t saying that. sensed he was losing the potential sale he would stand up andpA'r: Please, Mom-l m no '

uerstatzd. Donet concern yourself about approach the customer, ostensibly to say goodbye. LookingMOTHER: No, I un
'lI manage somehow. After all, no 1aw says a child downcast and depressed he would pause during a prolongedme. I

handshake.has to see his mother.
Because of their close proximity and tlw prevailing silenceM bo this sketch is somewhat melodramatic, but the tactic k. 'ay the prospective customer could now hear a sligh

.t clic lng.is easily recognizable as giving guiît. 'ln The Two-bhousand- tl ,>soundp Tic-tic-tic-tic. Hearing the ticking, tht customervear-old Man, Mel Brooks does a great caricature of the ust jtj usually say, tlwiiat's tlzat noiserWOuof guilt. He has a mother and father trudge through the rain After pretending sgrprise, the seller would tap his heartto visit their son's cave. Upon arrival, they are wannly dd jj ws only my pactmaker. By tizt way, migilt II and say, O ,eeted and invited inside. But they meekly stand outside, ,, jj () jwgr disturb you for a glass of water? From wliat I ear 
,saying, ttlt's okay. It's geod enough for us to stand in the rain. jj fteralways got the water and usually made the sale t erea .We don't mind.'' 'rlie person who told me this story was one of the victims ofThe bestowal of guitt otcu'rs in clost relationstlim, bul. $$ jj je unclwr, a stapler, andthis tactic. As he put it, It was a o pit also js used beyond the circle of frknds and family. Have a (j tjjat pacemakers don'ta calculator later before I real eou ever asked yogr boss for a raise and heard him respond, k i (j ',y ma e no s 

.iiYou think you've got a complaint, 1et me tell you about the : xj t of us would question tlzis bellavtor ort ethical grolmds.oscross I have to bear''? Whatever the injustice of your case, his k (j r condojwd, but to be under-I present it not to be cop e ogrievances with top management make yours pale by com- (j yet wlwn the guilt tactic is modified to eliminate tllestoo .parison. You have just been one-upped. When you leave yvious lie and is used in the service of high ideats it is ofteno 
,tlw mavtyres pçeseree you feel seltish for even botlwdrtg Mtrt à (je(àapp au 

.with your petty complaint. Mahatma Gandhi is generally revered as a practitioner ofwhy do people use these emotional maneuvers? Because nonviolence, but his tactical means were just a variation ofthey workl They succeed if we don't recognize what's rezlly the old guilt ploy. What this emaciated ascetic was really
happening. We say to ourselves, ttoh, that's just the way 'he ' saying to Great Britain was, Glf you don't give indemndenceor she is. They can't help it.'' As if they were born with a ' to India, I'm going on a public hunger strike. Each day Imanipulative chromosome. Certainly most people do not Plan wjll deteriorate furtherp and the blame for my death will beto stage tlwse plckyt. Tkley unconsciously revert to successful ugcm your soul.'' His tnds may t'tave bten lofty, but tlw means
roven techniques to maintain the upper hand. Yet there are are just the good old-fashioned guilt-giving tactics. TheyP
some who use compassion and guilt as part of their regular ultimately worked, stirring the world conscience and forcingtoire. ' England to Change her colonial policy.reper
I once heard about an omce prodvcts salesman who per- i Why have I elaborated so much on these Soviet-style emo-
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tional uctics? Not because I want mu to use tlwm, but sretl anu is now a homesteader in the sout: Bron...
beoause I want you to recognize tlwm, so you won-t i,e lwod- 2, Legitimacv. Post a sis, ou the. wall tsat states i!z
winked. A familiarity anu understanding of evun the most ezect, m'rH Tms sxcs Tusp.s hvfcc as xo EMBst.-
shady means will not corrupt you. Mere knowledge of evil usssfzxrs.
d.s not ccnstitute sin. Ia crder te nave silz you need knowl. a. Knawingly ?w.:7,. using a ngl:t touch, acknowledge
euge, plus mouve, plus actlon. unmistakably, I arn acwocating tlw taetic and praise the eustomer-s skill in eareing
recognitiou anfl twt adoptios. it out so well. vou are auckling with tlw customer,
pamember that a tactic tiot is identzeu for what it is- not laqghing at Mm.

a tactic that-s seen through-is inesxtive. vour opponentmayhave ahandgun, but it is sowwithout cartridges. In brief, Speaking of counteracting emotional tactics, tttis brings
a tactic perceived is no tactic' me to a question that I have often been asked htely. 'r'he
ror izxstance, let-s backtrack to the ''xbble.'' supposing I tiuestioner is commonly a woman executive in business or

went tluough my entire routine in a men-s store. After sttting #overnment. Tlm problem generally devel:ps jn meetings with
it up beautîfully and trying on tlw suit, I proclaim, ''How Peers and higher-ups. Apparently, while this female marmger
about tluowinc in a tie freel'' is stathu her opinion or rendering a report, a male staffwhat happ '-ens if tfle saîesman diagnoses the maneuver? Io member will habiluany engag, in taua t-kumping or verbal
may begn to chortle and amiust peals of laughter say to me. buliyilw by raisitzg his voice or even skouting, Ihe advice
unat w.s a magnificest noue. I love tlw way you set it up. being solicited is, t-How do you deal with tkis verbal bulv
Please, it's not fair to keeo titis to mvself. we,ve .ot to share it Qngaied in tactical intimidation?''
with others.', At this po-il,t he calfs out to his-feuow sales- Flmdamentally, it is important to reagz.e that the so-canedmen t-Hey, Arzeu, t-arry, anu Irv-come lwre, win you? I intimidator or ''man cMld'- is the person with tlw problem.

, , ,, okspz, tue pmvocation, tlw recipient of tlus abusq must rowara you to hear a fantastic nibble! Its a scream. Turningback te rne and stipl zaugning', I,e cxdaims, ''ybu've got to do main calm and serene. Never tv to slug it out with tl,e bany,
it for them . . . from tlw hepfnnfrfs-tlwv'n love itl', but don't back down either. continue te state your remsoned
How do you think even I woul -(1 react t-o an this commotion? ideas with confidence. If he contirmes, lower your voice bdow

y'lustereu and embarrassed, rd orobablv mumble. uAw. I was its normal pitcl,. shouz his rantings persist, you mav not
iust lwrsing around. oive me '-two suit -s- full nric J. of c 'oursel'' Cv'en be heard, but your controi wul be in stark centreast to
Let-s stay with tiz nibue for another mo Jent. 'Assume that . his infantile behavior. By this time those present win identifyou are a salesmrson in an estabnshmeat, or anyone who has with you and the verbal bully win be an embanassment antl

yin vested hva vfly is a nunsactfon and sonleone tues to oun t:e ' nO longer an n m usenheat.
nibble on you. Therc are three' sinaple countea that-can be ne Verbal buny and those who practice these emotioni
ustd to out-% ust and out-parry such a ptrso n: PIOYS have usu any learnzd this behavior as children. It na ay

bave been observed in a role nlodel or picked up througb
1. slo cvrA/rf/y. ATake it clear that you would Dke to Rial and eaor. nose tactics wMc: IeJ to rewards were re.
help b ut lack the authority to grant the request. say, tataed, and those which resulted :a pu nssunzant or pain were
''I'na sorry. ne last person who did such a thing was discarded.I
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Not long ago, I overheard a child in a department store Obviously the same attitude of victory at all cos? does not
say to his parenq ç'If I don't get a toy, 1'11 lie down on the ervade our thinking. Sure there are some parts of ourP ,
escalatorl'' Fivo minutes later, the youngster walked past me society where stron competitive attitudes prevail; presidential!'
with a toy under one arm and a self-satisfied smile on his elections, competitlve sports, litigation in our adversary lejal
face. Should such a child be continually rewarded for threats system, and business whert we sometimes speak of ttwlnnlng
and temper tantrums, these tactics will become ingrained in a promotion'' and iibeating the competition.''
the child's approach to controlling others. Conceivably, our own home-grown Soviets, who believe that
Be reminded that when an adult negotiator occasionally rethless cempetition is part of the divine plan, have generalized

lets lly--engages in a verbal attack it can be assumed that I from limited observations of these areas. In spite of this Win-
it is usually unconscious behavior. The best track under these Lose minority, most of us tend to accept a solution that is
circumstances is to wait until the outburst is over and then best for alI rather than trying to get our own way. Moreover,
thank the person for explaining his or her views so clearly we may mistakenly ascribe the same motives and philosophy
and forcefull . to aIl others with whem we deal.?This reactlon on your part most always makes the other This means that the typical American or western negotiator,
person regret the outburst and the person may even become when confronted with a sygkmale, is often willing to make the
nnore annen able. qrst concession to get things raoving. s?e assumae that the
Since the renlainin g three steps in the conl etitive S oviet other p arty will respect this candor a nd collaborative s idt a nd1? 11style are consistent with what has been said prevlously, we can reciprocate. Actually, if you are dealing with a Sovlet-style

now pick up the pace. operator, the opposite is true.
During the armistice negotiation ending tlze Korean War,

.# Adversory concessions viewed as weaknes, both sides stated their initial demands regarding the location
Of the iinal truce line. Obviously, they were far apart. Sud-

The Russians, going back to the czars, have always re. denly the United Nations negotiators, departing from ap-
spected power while exhibiting distrust for foreigners that propriate adversary bargaining yractices, made a. qukk major
occasionally bordered on paranoia. They still believe that the concession. Irl trying to be concillatory with the issoviets'' from
best way of gaining the cooperation of others is to ezhibit a North Korea, we actually revtaled our flnal fallback position.willingness to employ ovemhelming force. In this, their Instead of this being perceived as reasonableness, it gave the
philosophy of détfmte resembles that of the Roman Empire, impression of weakness to our opmnents and hardened thdr
which maintained peace (Pax Romana) based on a frequently negotiating posture.
demonstrated readiness to use force. The American admiral, C. Turner Joy, who headed the
Whereas western diplomats generally regard negotiations U.N negotiating team at Panmunjom, later admitted that tMs

as compromise between conflicting positlons, the Kremlin sees quick concession (which was never returned in kind) gave
them as a struggle to be won. To them it is a figtzrative street the Communists a big advantage in the negotiations. Writing
fight, and if an opponent adheres to the Marquis of Queens- of this experience he said, ''Because of our American tendency
bury Rules tltey begin to question the opposition's real to feel that a deadlocked issue should be solved by mutual
Strength. concessions, the Communists are ort favorable ground in
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applybzg uzek delaybag tactics.'' In essence, when deaung with c ations, Essentiany what we know about tkenz u what
soviets whatever theè pedigree, sho u1d you generously con- the Pontburo w ants to tell us.' 

thazg to thtn,, it u unnktly that a reciprocal con. 2. 5ior6 rfme. In t:e naaua, very gttle turnover occurscede soc:e
cession M4n te forthcona iag. bn the toysechelon rem% leadersbip. ssqaether it's
Rememar the exauaple of the soviets' trying to purchasc O ushchev Brezh n ev, or clonayko, thek tenure
ropexy on tize North Shore of Long Island? We saw how seems endless. By contrast, tlle United States has regu-p
t<y oeead. $125.0()0 against aa asking price of $420,000. 1ar leadership changes due tc slzortqr polittcal cydes.
wlwn after three months the sellers reduced their demand to Further compounding our inability to use time e/ec-
$360 ntm iow did tlwv respond? Before answering that tively, are the incessant popularity polls and tlw' '' v v ' v .' 

juestion, I ask you, GWilat would most d us do if we were dynam c nature of our society, which causes persozmelq
ill their position as buyers?'' Changes and a compelling need to produce quick
If our attitude is mnbodied in the sayings t'Give a little, tangible results.
et a little '' or GOne hand washes the other '' we would maktg , , As secretary of state Dean Acheson said more than thirtya counter-oier increasing the initial lowball offer. uyears ago

, The business of dealing witil tite Russians is a long,The Soviet Union's negotiators, like the North Koreans, did ,,long job. The nature of tlwir system, with its state-controlledno such thing. On the contrary. they remained f1r111 at media and absence of accountability, gives them the luxury of$125 000
. They viewed the $60,000 concession by the sellers, patleace.not as a. gracious gesmre, but as vintlication and a sijq of With this advanuge they can ostablish longer time framesweakness. As a coMequence, tiley held flnn at their tmtial to get what tlwy want, During this period they attempt toofer for eight months; tllen they penny-pinched their Way to wear us down through endless delays, issuing constant 'knyets''$133

,000. and making mcager concessions, scparated by long intenrals.It should not have been unexpected, as the next Mep in td ,,To most Americans, Time is money, and this attitudetlleir tactical pattern indicates. has conditioned us to obsen'e and respect schedules and dead-
lines. As a correlative to tllis attitade, we have been taught to

5. Stingy in concessions revere eïciency wllich means we prefer meetings and negotia-
tions that are crisp and brief.At tlw outset we must realize that the Soviets, because of More tlmn one hundred years ago Alexis de Tocquevilletheir system, have tsvo buiibin negotiating advantages in said of the American character: 'l-fhere Ls a tendency todealing witlz tlw United states: yanljon mature design to gratify a momentary passiom*'a

1 More information. Because of the closed nature of One of the most decisive detenninants in the outcome of' 
i h freedom tlwy always any negotiation ks the size an4 number of concessions made bytheir societ'y, contrasteu w t our ,

start out knowing more about our real needs. priod- one side compared to thosz of its adversaty. slick soviet-style
ties, anfl deadlines than we know about theirs. Their negotiators, wherever reared, will always try to induce you
representatives and agents watch our media, rea; our to make the flrst concession. Thereafter, they will tz.y to avoid
ewspapers, and even subscribe to our scientifio publi- . any reciprocation. wfwn you yiel: something to them, whatn
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you receive irt return will be of lesser value by comparision, By to the deadline.When the deadline passed, it lookell as though
practicin forebearance, competitive negotiators strive to see lmth sides were hopelessly deadlocked. ney were still a!
that the slze and number of times you concede is greater than considerable distance apart: soviet oflbr $197 000 versus
tileirs. sellers' asking price of $360 000.

The real estate agent was about to put this large hnd
d dlines PXCCI back tm the market when he was contacted by tlte6

. Ignore eo ,Soviets, one day after the option had expired. After another
Titroughout this discourse on the competitive Win-Lose i week of frtnetic negotiations, tlle Soviets paid $216,000 in

negotiating style, I have been using the practices of the Soviet cash to the owner, who needed the money desperately brrause
Union as our model. Without doubt, their key tactical ele- of a Ssliquidity problem.''
ment, serving as the fulcrum around whjcil the other Ihart: Needltss to say, !he final salr pric.e doesn't always tell the
revolve, is time. whole story, but there is considerable evidenr,e that the So.
As we have seen, whenever !ou negotiate with a Soviet you viet urchase price was way below the market rice. This1! ?must be patient. Everything wlll start on tilne but the delays negotlation vignette dramatically depicts the Sovlet style in

will seera endless. lf you attempt to speed things along, your action.
request will be discussed and debated, but nothing will change. The aftermath is also interesting. The Soviets now had
Even when arriving at the end they are not in a huri'y, for they their property, which required rezoning before it could be
know that al1 deadlines are the product of a negotiation. used for their purposes. In going before the requisite beard
Therefore it's negotiable! They will try to convince you that they encountered the former owner who was still seetidng.
the original deadline is for real, but they have never been Mter submitting many sets of revised plans and after
persuaded. inordinate delays, the Soviets realized they would not be able
Coming back to the purchase of propezly on Lon Island's to secure approval for the needed changes. Aknost a year from?èêorth Shore, when we left o; it was four nlonths prlor to the the date of the ohgjnal purchase they resold the acre age for

cxpiration of the option. The Soviets had just offered $ 133,000 $372 000. Subsequently, with toned down negotiating tactics,
against an asking price of $360,000. From then on, little they acquired suitable land in King's Point, Long Island, not
occurred until the qurry of the following Russian moves (at far from the o1d Guggenheim estate.
tlle left is when their olkr was made relative to the deadline, once again, I have presented the Soviet competitive style
and on the right the amouns) : in great detail not because I want you to o>rate this way.

twenty days prior $145,000 AS l Said before, I would like you to recognize these tactics
five days prior 164 000 S0 yOu will not be victimized by them. To further reiterate,'04): c tactic perceived is no tactic.three days prior 176,one day prior 182,000 FOr Soviet tactics to work, all three of these criteria must
Deadline Day 197,000 eXist:

From tlwse figures it is evident that virtually all the 1. No continul'ng relzzlftzzt&/îfp. The negotiation mtzst l;e a
Soviet activity was compressed into the last five days prior one-shot transaction where the perpetrator is sure he
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will not need his victim again. Conseqnently, if your 3. No cwcrene'd.î by victîm. The potential victim must be
relationship Ls a continuing one, you may wi!l a pyrrhic naïve-innocent and unaware-at kast momentarily.
victoz'y at the expense of mortgabng your future re- If the prey understands the hunting game, they are
lationship. unlikely to remain in the lin.e of flre. Therefore, re-
Let's say, for example, that 1, as a Soviet negotiator, I gardless of the skill oi the hunter, the cooperation of

S'sting'' you and get away scot free. Will you realize an unsuspecting mark is required.
that you've been duped? Maybe not izkstantly, but For tltis reason alone, it is advisable to recogniz.e
eventually you will become aware of what happened. the competitive Win-Lose style. If enough people lntl
Should you manage to ignore the blood on your shoes, this knowledge, we would be able to deny tl!e slick
someone will tap you on the shoulder and politely j Soviets ëmong us their cheap victories at the expense

Gpardon me, but there's a metallic object pro- I of the unsuspecting. In fact, if this knowledge weresay,
truding from your back and . . . oh yes-you are widespread we would neutralize competitive tactics
bleeding profusely.'' Even the slowest learner will and minimize game playing.
realize what occurred. All rigllt, kt's discuss you, the reader. How can you protectN
o matter how upset you may be, you have little I yotuwlf so you don't get a stiletto itl your back? How canrecourse. However, should we ste. each other again .' you guard aqainst having blood trickling down your leg?mu could be waiting for me. supposing I still have 'f'he answer ls the ability to anticipate and recognize tids

,more power than you itl this second encounter your'' ' i dtmn again, but he's SWIC.attitude might be
, I m go ng ,

, Remember, the Soviet s flrst criterion for springing the trapgoing down with me. I 11 pull tite temple down on
,, is a one-shot deal. So when your o1d jalopy conks out andboth our heads. , you rush to see a used-car dealer in downtown New York City,In essence, you re now willing to sacrifke yourself Los Angeles, or Philadelpllia, what kind of tactics are youif it means getting back at me. What you have done likely to encounter? Contrast this to a new-car dealer inis adopted the Lose.Lose strategy embodied in the

&t , ,, Billings, Montana, or Rhinelandtr, Wisconsin, where reputa-expression We 11 all Need together.
, . tion Ls needed for repeat business and survival.2

. No remorse afterward. Whether it s derived from Wherever you may be, should the behavior of the othertthics
, morality, or religious upbringing, most of us I u ,,pal'ty cause your antennas to qaiver Win-Lose, you havehave a concept of what constitutes fair play. You and three options :your conscience must go on living witlz the tactical

means ustd to achieve this victory. If afterward, you 1. You always have other alternatives, so pivot on yourare overcome by a sense of guilt and contrition, was , heels and walk away. S'ince life Ls so short
, mu may

winning this way worthwhile? As the late Janis Joplin ' even want to tell the mnnipulator to negotiate with
said, Sron't compromise yourself, because it's a11 Mmself or herself.
you've gotl'' 2 If mu have tlm time and inclination yoa can enter the
Nevertheless, those who believe that the end justi- fray. By your counter-moves you may well beat tile

fies the means have no dilhculty with this criterion. dekil at his own game.
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3. Artfully switch the relationship from a competitive
Win-l-ose contest to a collaborative encounter in whioh I
you can lx4h meet your needs. 'r

In the next chapters r11 show you why and how thts tralzs-
formation can take place, and I will explain negotiations in Mtme' JJXJ ' ' ' but
which %th sides can win. does ï' tell the truth?

8. Negotiating for mutual
t- f t-sa Is ac Ion

nere 1 a legend œqr story that has A ome pan of the foDï-
lore of negotiations;
Si brother and sister h ave been squabbhng over sonle

1 leftover pie, with eac h insisting on the larger slice. Each
wants to get a big piece and not be cheated by tbe sibsng.

j Just as the koy has gaùaed control of the k nlfe and is pobedt
o hack o; tht Don's sh are for bimseu, the naother or fauàerj arrives on the scene. ,ln the tradition of klng Solonzon, the parent says, *q'lold
it! I don't care who cu ? Sbat pie blto evo pieces, but whxver
does has to give the other the right to select the piece they
want.'' N aturally, to protect hlmsel, the boy c ua fNe slab ùlto
ewo pieces of equal size,
The tale nlay be apocrypbal, but il underlyh;g nzoral has

çontin u 1 g revela nce today. RRlere are naany situauons b:
wïçh the needs of the protagonll are not reazy :z opposi-

l49
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ion. If the focus shlts fronz defeaung each othzr lo defeztùzg az yf you thfnk for a nzouzent, you'n see ykat coversthe problena, everyone can beneNt. V0 V'
In a coEaborative svin-sv:n negotiation we are eying to K02C1X *2 your negoYeuons.
roduce aa outconze that provides acceptable gain to a11 neqszxoe *2:QT* ZOCS not create az hunaau bgbags aûke yourP ,paruvs. couict is regarded as a naparal pax of the h unaa n os,n' and nzz needs are usn asy not ideaticas Taerefere, it'sconuition. ,f connbct is viewed as a problenz to be solveu P ible for tmth of us to enaerge victohous.
creative solutions c an be found th at enh ance the positions' fae

Y
t-
bo QXCQQQDQSS Of e ach mnon seenas to be an accepted

of botk sides, and the p arties maay even be brought closer . ro achat le ast on an iatenzcnzal level. Tken w:y do ,ze ays
togesker. I p naost ne ouauons as . tsey were auvea. encountrrs,!It may be a coincilleac; but in colkctivo hn.r.o1.,,'-- I WXQVC your Sattsfactioa must be at tlm expense of tlze otlwr
between management and Iab'or the metaphor -of -

t
--11 l R'p-i 'e ''/s f Side? The reason ks that in most negouations, discussion kstomara bandied about one sfde wul often say uwe just l zbfmt a ''lixcd s''m '' 11cus y , usua y mones

want our share of tho pieli' However, if the nie 1o '.00.- a- - - WY is negotiation talk always about monev, or a form
Exed sum of money, what one side gains the rotk-e

-
r 
O
s
'-i 'Ji'e Zu 1 Lowtreof' like Price, rate, salary, or T<bread-and- Qtter issueg'?necessarily Iose. consider tls followincr: Y is everyone seemingly hung up on money? It's not the

After a bargaîn,'ng impasse a uniorn rroes rm c.wbw .ç .u- moner-it's tlte m-o-n-e-y! secause m-o-n-o.y is spxzc, sre..
union wins, the wagcs lost dur' îne the Ctrike --w1 -11 ''--hov *0 '. *- l VJn! Qise', and quantifiable, It gives feedback on wlmthe.r Gur
benefits gained. coaversely, witiz Ae strike, m-a--n Aa '-g n/ YmWeWno't tklw C'111 Other needs are being met. u àeys you lwp score. It's a-waylose more tllan tlla ces! of erantirle tke ajxenuna. ma;..%-. .,.- Of measllring progress. It's a yardstick for determinft)s woztll
Strike. so 1,0th lose witk t Q str milce. If '-t -h -er J 7 Jr 'i Ak/ouWst'r i'U 1, l Q'S 'Ome homemakers know al1 too wen. It's even a '-means of'
in a cl''mate of trust they could achieve a settlement that woulu '1 Ocoding distasteful messages,
enable bot: sides to get what thev waut. , - 

Wimt if I go in to my boss and say, 'vo work for a ierk
In spite of tus Iogic, we ctmtin-ue to witneu tkrlw o -u--- '' DKe :F'Ou' under tàese degrafeg circl,mstanxs, I want emore

not only do union and manaaement lox bn,- -,.1, 
-
.
--
.v J Js: T 2*- mO- neyl'' suclt canuoz is unnkely to endt.r me to my suoerjer.

economy anu even the nat-ional interes't ; -u 'W '-r ''''''w C '%Vl *es . ''Jlan edrefore, l've learned to convert int'o coue my real fAeelings, . y fnzstrations and simply say urd like to make morethis happen? Ivrhaps pavt o: tze proxem fs tlte aualogy of moues', '
the pie. wilen we converge oc a sxed sum and start to argue x

ot only is tus pure moneury message more palalaxe,back and foro making demands, counteriemands, con- I but tlw boss puts his arm around my shoulder and e 'x'claims,clusions
, and ultimatums, there is no likelihood of a creative . u ltik xtiops mops, yx atz I w.:z go îo îs top to-outcome.. Instead wz siould see our true interests as comxe- atorelm ,

naentary and ùa egect ask eack other, qtHow can xze get to- s<an' y of us h ave been conditioned &om the tina: we weregether :, a way that will na ake the total pie bigger so there's youngsters to accept naoney as a conversational topic. sona enaore to go around?': '
Obdously, this does not refer to labor relations alone, but i' h*V* been 1ed to believe that thek faveHte color sho u1d be

to each and every negotiation where relationships are on- ' VTe2K--dODAr Breen. Lùten to people tanc and you sonaetinaes
thânk that they are nving dollar signs. B ut if yeu beneve thatI
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most negotiations pivot on money alone you're mistaken. one ofer and one ofier alone for the clock and that'll be it
People are not the way they speak or appear to be. Surely And I'm sure it'll thrill your very being. Are you readyr He
money is a need, but it's merely one of many. If you neglect pauses for effect. ''We11 here it is-$250.''
their other needs, satisfying people's dollar need alone will The clock salesman, without batting an eye, says, ttlt's
not make them happy. Let me prove this via a hypothetical yours. Sold.''
situation: What's the husband's first reaction? Elation? Is he saying
While thumbing through a magazine one evening, two peo- to himself, 4.I did exceedingly well, beating my objective by a

ple living together-say a husband and wife-notice an considerable amount''? Heck no! You know as well as I do,
antique clock used as a background piece in an advertisement. because we've a11 been in similar situations his initial reaction
The wife comments ''Isn't that the most beautiful clock Ls, ççllow stupid of me! I should have osered tile guy $150!*'

you ever saw? Wouldn't it look wonderful in our center You also know his second reaction: 'sThere must be something
entrance hallway or foyer?'' wrong with the clockl''
The husband replies, 'tlt sure would! I wonder what it As the husband carries the dock to his car, he says to

costs. There's no price tag in the ad.'' Mmself d'This sure Ls light, because 1'm not tkat strong!
Together they decide to look for the clock in antique shops. l 1'11 bet some internal pieces are missingl''

5 Nevertheless, he puts it in the entrance hallway of theirThey mutually agree that should they find it, they'll pay no I
more than $500. home. It looks stunning. It seems to be working fme. but he
After three months of searching, they finally see the clock and his wife feel uneasy.

displayed at an antique.show b00th. etThere it isl'' the wife After they retire, they get up three times in the middle of
exclaims excitedly. tho nîght. Why? They're sure they didn't hear the clock@ 

'rjwirSsàrou're right, that's itl'' says the husband. ttlkemember,'' chime. This goes on for days and sleepkss nights.
he adds, uwe aren't going to pay more than $500!** ' health is deteriorating rapidly, and they are becoming hyper.
They approach the b00th. ''Oh-oh,'' mutters the wife. tensive. Why? Because the clock salesman had the effrontery
'srfhere's a sign on top of the clock that says $750. We might to sell them that clook for $250.
as weil go home. We said wesd spend no more than $500, ' If he'd been a decent, reasonable, compassionate person,
rememberr he'd have permitted them tht pleasure and self-satisfaction of
''1 remember,'' says the husband, 'tbut let's take a stab bargaining up to $497. By saving them $247, he'll eventually

at it anpvay. We've been looking for so lonp'' They huddle cost them thre.e times that nmount in irritation bills. The
privately and appoint him the negotiator, with an outside ' classic mistake in this negotiation was that a11 attention was
chance to secure it for the $500. directed to a single facet-the price. If tht couple were one-
Gathering his courage, he addresses himself to the clock dimensional, having only a money need, they would have been

salesman. ''I notice you have a small clock for sale. I notice F-ç-s-t#ic. However, like a11 of us, they are multi-faceted, havingthe alleged price on top. I also notice a little dust around . man'y needs, some unconscious and unacknowledged.
the sign giving it an antique qualitp'' Building momentum, ' Satisfying this couple's price demand alone did not make
the husband now says, ''Te1! you what 1'11 do. 1'11 make you i them happy. Apparently getting the clock at their desired priceI
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Nvasn't enough. For thena under the:z ckcunastances the h, v 1 . Using # e process to mee needsnegotiation ended too quickly. They needed a little chitchat,
a discussion to establish trust, and even some bargaining. If . At tlm oulet of a negotiation you slzoultl always come on
tlle husband had been able to pit his wits saccessfully agaizsst like velvet, not coarsm sandpaper. State your qase moderately,
tke seller, this process would have made 111m feel better- scratch your head, and admit you migllt even be in errer.
about tlle purchase and about himself. Remember ç'To err is human; to forgive divine.'' Don't
Previously, we said that negotiation is an activity in which hesitate to say, <$I need your help with tkis problem, 'camqe
parties are trying to satisfy their nqeds. Yet their real I dnnno.''1
needs are seldonz wh at they seena to be, because the negotiators Mways address the o fber side with tact and concgrn for
tqy to conceal theuz or don't recognize then;. Consequently, thek dignity. Bven ; they have a reputadon for tfb:g ots
negotîauons are never totaRy for Nvhat is beiag openly taEked noxious, negative, and contrary, they ve be disarnzod by an
a&ut or contested, be it price, seMces, producl, territory, appro ach that conveys positive expectations. tf given a chn n ce
concessions, interest rates, or money. Wllat is being discussed, ' most people try to be accommodaeg and play tlle role sug-
and the manner frl wàfc/l it f.ç being considered, are used to ' gested for them. In other words, people tend to behave the
satisfy psychokgkal needs. ' way you expect them to behave.IA 

negotiation is more than an exchange of matedal objects. Try to see the problem from their point W Wew or hame
It is a wJy of acting and behaving that can develop under- of reference. Listen with empathy, which means stop yourself
standing, belief, acceptance, respect, and tnzst. It is the man- . from working on counter arguments wltile tiwfre speaking.
ner of your approach, the tone of your voice, the attitude you I Don't ever be abraéiye, because àtlw you say something will
convey, the methods you use, and the concern you exhibit for I often determine the response mu get. Avoid using absolutes
the otlwr side's feelings and needs. irt respondng to them. Learn to preface your replies with
A11 these things comprise the process of negotiation. Hence, : 'tWhat I think I may have heard you say . . .''

tlm way you go about trying to obtain your objective may in ' This ''lubricant Jeqltuapr'' will soften your words, çon-and of ltself mett some of the other party's needs. Fecrate your actions and minimize the friction. Follow these
Up to tMs point we have explored why negotiations often guidelines and you will acquire an ally as both of you search

get unnecessarily bogged down in adversary struggles, con- for a mutually acceptable solution.
flicts that may not benefit either side. If negotiation involves Let me show how this approach worked in a brief en-
the satisfaction of needs we have suggested that the process counter I had several years ago:
itsek-the veay we go about resolvbag the c on ëct-may caeet 7*n asso ciate and I were :a 5: anh attan on busùless. Since
the needs of the participants. Further, since all people are ' we had some time before our first appointment that morning,
unique, the needs of prospective opponents can be harmonized we were having a leisurely breakfast. After ordering, my com-
or rrconciled. panion went outside for a newspaper. Five minutes later he
Ivet me now elaborate on how the negotiating process and returned emptphanded. He was shaking his head and mum-

reconciling opponent's needs can be used to bting about bling expletives under his breath.
collaborative Win-Win outcomes: T%itat's the matterr I asked.
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He responded, u'rlwse damn people! I witlked up to this However, with the realienuon that lwman beings are
newsstand across tlw street, and as 1 took a paper, I hauded matchless, it follows tlzat their goaks cannot be mutuall ex.
tlze guy a .$20 bin. Intlead of getting clzange, he puned the clusive. (In tilis climate, candor =f1 trust can b: establlsheçl
paper right out from under my arm. There I was in a state of and there will be an exchange of attitudes, facts, porsonal
shock and lze started lecturing me tlmt Iw was not in the feelings, and needs. With lhic free interaction atld sharing,
business of making cimnge dur'mg the rush hour.'' creative solutions may be found tllat make 170t11 sides winnen.
condudsn, breakfast, we discusscd the episode. My com- For example, in the mid-1940s the late Howard Hughe.s

panion took tlw position that uw arrogance was in the air and produced a motion picture vhe outuw. It featured JaneI '
th at his adversary was such an ttornery cuss'' that he would ltussell, a beautiul brunette with an inapressive Fleavglk4. The
never cash a $ 1 0 bill for an yone. Taking up the chanenge, ' nnovie nA ay have been forgettable, but 1he bzlboarks advertis-
1 crossed the street as nny friend watche d fro nl outside the ::: the 5hn were nâenlorable. There was J ane >tusse; lykng
restaurant. on sonae hay, supbAe in the sky. Ju . youngster 1 can still
Jts the newsstand proprietor turned to nae I said nleekly, renzenaber gettin g up real high a nd trybcg to look down.
tssir . . . excuse nae . . . but I wonder if you co u1d help n:e ?kt the thne, 'Iughes was so enanao ed of Itussell thatïwith a problem. I'm a stranger itz town and I need a New York he Signed her to a one-year, one-milhon-dollar personal-
Times. I only have a $10 bill. What can l dor Witlmut J Krdces contract.hesitation, he handed me the paper and said, ttHere, take it; Twelve months later, Jane said, in eiect, Gl'd like my
get the change and come backl'' money pursuant to tlle contract.''
Exuding confidence, I triumphantly strode across the street Howard claimed he wasn't ç'liqlzid'' itt that moment but had

with the Gtrophy'' in my hand. My asscciate, who had ob- . Plenty of assets. Tlle position of the actress was that she didn't
served what he later called '$The Mirade on 54th Street,'' I want excuses; slw wanted her money. Hughes kept on telling
was shaking his head. her about his ttmporary cash-ikw problem and asking her
Casuallys I remarked, d'Score another one for the. process. to Wait. Russell kept pointing to the legal centtact, which

It's ail fn tlle approachl'' clearly called for payment at year's end.
The demands of each side seemed irreconcilable. Acting

2 Harmonlzing or reconclllng needs 'j ZS ACWWS3WCS irt the competitive mode, tiley were doaling' through their attorneys. What was formerly a close working
Unfortunately, whtm people see themselves da: adverlarits f relationship (hall become a win-lose stnlggle. Rumors were
they deal at ann's length or even through third parties. From I repant that the matter would end up in tlle legal system.this distance they state demands and counter-demands, pro- .e' ' (Keep in mind that Howard Hughe,s is the person wlm would
nounce conclusions, and hurl ultimatums at each other. S'mce Subsequently spqnd $12 million in legal fees in the controversy
each party attempts to increase bis relalive power, sirificant (wer control of TwA.) If this conflict were litigatep., who
data, facts, and information are hoarded. Ono's feelings, atti- Would win? Perhaps the only witmers would be the lawyers!
tudes, and real needs are concealed lest they be used against How was thls conflict rcsolved? ln elect, Russdl and
one. Obviously in such a climate, it is virtually impossible to I Hughes wisely said, ''Look, you and I are diserent people.

negotiate for the satisfaction of mutual needs. j We have dilerent goals. Let's see if we can't share infonna.
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uon, feenngs, an; needs ba an atnosphere of tnzst'' nat's group:, it is valu able to sgure out vzhy an4 how eze Gbagreo
precbely what they dïd. nen, actb:g as conaborators, they nzent developed. Basicany, tke nzst step :a gnlnlng tk: cooser-
canae up pdql a creativo solution to tbel ptoblenl that satb- : aion of the other side is to recpgnize whcre bot: of you arz
N.G thena to:b. Jmsitieneu on th; usues. rust wktre do you agree an: where
ney ea foceu the origbzal contract bato a teenty-year dp you direr? llext, try to analyze how Nie vaiance of view-deal for $ 5 0 00 0 per annunz. The package contabaed t:e 1. Jmb:t canae about. If these d:ferences c an be plotted, andsame amount of money, but it was now shaped digerently. As their causr diagnozed, it is easier to briug tlm partirs togetizr

a result, Huglv solved hks ssliquidity problem'' axld kept the ic a collaborative WI-Wh negotiaion.
iaterest (m tile prinoipal sum. On tie otlàtr ùancl, Russell In zentral, tlle reason we aIe at odfls on aa issue may
benefited by spreading her tsxable income over a eriod of stem from three areas of diserertce:?yeaD, probably decreasùag her taxes. By receivs:g what 1

. Expeienceanaounted to an annuitr for rrenty years
, she solved her day- u2

. Inforna a o ntodkzy snancial problenzs
. 3. Ftolellle actblg profession ordinahly is no! very secure. siore-

over, she not only <<saved facer'' but she won! Remember tbat
, . 1 . Ex p erle nc e'/hen you re denhn g Ndth an eccentic Eke llowrd llughes,

qven / you're H@t you naay not w1. In ternas of badividual I Arou and I do not see Qéngg as they are. &ve see thùagqI
- =d dœerent-nee , Stussez and 'Iughes were b0th big ' a: we are. Clearly, each person 1 the product of hb or herœ en. expehence, and n0 two people can have identical ùnprintdzg.

' Rsvo cbûdren of tïo sanle sex one year ape , raised by theConrie 8ame Partnts, see the world througlz rli/erent leases. If that's
true of thcse two youngsters raised under the same roof whatConlct is an unavoidabk Part of Iife. Some of us have ahmt people from totally digerent environrnents? To quote

goak that are ill opposition. But conflict nll matter what its I journalist Walter Lippmann, <'We are all captives of the:form-from tile disposition of a slab of p1e to the distribution pictures jn our head- our belief that tlle world we have ex-of a million dollars-will often atise even if tot11 sides are in j! pedenced is the world tlzat really exists.''apeement on what they want. 1. n erefore, to understand llow you think and intermetHere's an example where b0th parties want the same thing events I must get into your world. To fathom mur behavior,but the consict ks over how te get it (or the means) : I must try to elicit your feelings, attitudes, aatl belief system.Near tlm end of a football game. the home team has moved I z In the vernacular of today'a young, I've got to knowdowtt tlke fkld, cmly two yards away from tlx goal line. 'iwlwre you're comsng fzom.''During a time out the quarterback urges that they go for the
.touchdown. The coach is insistent that they try for a field 2 Informotlonal 80t11 have t'ile same gual-to win the game. The djs-go .

areement is over tlle means, or the approach. Ordinarily, people have been exmsed to deerent data and
Wlzatever the nature of $he conflict between people or HVe acquired diserent facts along tl!e way. There are
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always things i'on my shoet of pamr,'' to use a figure of strnints, problems ard real needs. Having this outlook is tlw
speech, that are not contained on yours, and vice versa. From ke.y to creative problem solving.
this information in our possession, each of us will make de- Before going any further, let's sllmmadze the negotiation
ductions and conclusions, frame issues, and determine a gpproach being outlined in this chapter.
cottrse of action. The emphasis is not upon slick maneuvers titat fmesse or
Obviously, jf we are worklng from a diserent information manipulate the other side; rather, it's on the development of

base, we will end up peles apart. If an approaching conflict is genuine relationslzips based umn trust, where lxlth sides win.
to be minimized, we must be willing to share thks knowledge We have been saying that all people are unique but not
with each other. This would include not just fmancial details, that complex-they merely wish to satisfy their needs. If my
but relevant ideas, feelings, and needs as well. The only way nteds are diserent from yotlrs, we are not really adversaries.
you can expect someone to understand your point of view Mmrefore if I can use the rigbt method and mnnner in ap
1 to provid e thenl with the substance fro nz which your o ut- proaching you, and we c an transforal Qze shaye of thl'ngs to
look was develope d. Essentially then, the task is educ ation mzeet nâutual needs bO:E of us c an enlerge victodo..
and not argumentation! successful collaborative negotiation lies in #atffa: out

w/wz thc other wtfe really wuna antt showîng them a wuy to
3 Role &et i?, whae :FOu 'et B'hcl s'ou want.

Very often divergent views are a result of the part you have
been given to play in the negotiation drama. The role or job
you have afects how you perceive the situation and colors
your view of what might constitute an equitable settlement.
A1l things being equal, a prostcutor ard a defense attorney
can honestly advocate very different positions.
No matter whom you represent, there is a tendency for ycm

to be morally directed-to believe, xsel'he angels are on my
side for I represent the forces of good against the forces of
evil.'' Such a pose is, of course, ridiculous. It's also self-
defeating. If a negotiation is to be successful some of this
emotional content must be drained. Both sides must learn
to say, 'qf 1 were in their place, representing that constituency,
maybe I would take a similar positiom''
Believe mey this attitude will not cause you to defect to

the opposition. Somehow no matter how empathetic you act,
you v/ill never forget who signs your paycheck. But thinking
this v/ay will help you to recognize the other party's c on-



It's not over until it's over.
- -Y'0gi Berra

9 ore on the in- in
h -tet nlque

Accomplishing mutual satisfaction using the ccllaborative
WI-WI style involves emphasis on three important activi-
ties:

l . Building trust
2. Gaining commitment
3. Managing opmsition

1 . Bullding trust
By now you must realize tllat I de not share tile cyaical

view that people are inescapably F'eedy or evil. Without
-. tmderestimating the dimculty of developiug trust in a competi-
tive society, experience has shown me that it can be done. In
a continulng reladonsldp, the more trust you place in others,
the more they will justify your faith. Convey your belief in
their honesty and reliability and you will encoarage them to
live up to ttrse expectations.

163
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what is the alternative? start out suspicious and distrustful merely the culmination of a iengthy process, has broad ap

and surely you will havc yeur prophecy fulfilled. Thus, the plication to everyday life. Whether producing a delicious
only way to save ourselvcs from the worst may just be to homemade cakc or taking a final cxamination the success of
expcct the best. these events depends upon forethought and timely enterprise.
And tbe best is a lrlfllfn# relaîinnship, in which each To illustrate further, here's anothtr analogy:

party has a firm belicf in the honesty and reliability of the Your daughter and future son-in-law wish to have a formal
other. It's a mutual depcndenfle-a potential alliance to deal church wedding and a large reception aftenvard. As the
with inevitable disagreement. R's a climate that lays the happy parents of the bride you agree to make the arrange-
foundation for transforming conflict into satisfying outcomes. I menks and foot the bill. Although the formal event wil!
This mutual trust is the mainspring of collaborative Win. l encompass only a seven.hour pcriod, the preparation will
Win negotialions. Let's discuss now how and when this rela- 1 consume a process stage of six montils.tionship can bc established. For reasons that wili become Fortunate people are by definition those whom fortune
evident I ha: e divided the activity of building trust into two favors-but they are favored because they ef/ctively use
time frames: thek le ad tinae d uring the process stage. In b aking a cake

takùa g a h nal exana, or pla n ning a wedding, the esoMs ex!l de d e arly dctc rmincd th, n n al result.h. T he process sta ge penB. The fornx al e vent I By the sanle token it is c hoic e not cha nce th at deter-
A. The process stage mines the ultimate outcome of a negotiation. Circumstances
Previously, in distinguishing between the process stage 1 do not evolve by chance-they gre brought about by actionh or, more often, by inaction during the process stage. It is then,and the forma! event, we used the analogy of mental illness.
As you will recall, we said that this condition develops--or j prior to the actual bargaining event, that attitudes are shaped
is in process--over an extended period. TMs naeasure of confdencc established and expectations developed. should
time wo u1d alwa ys precede the fornaa! event in wbich the the negotiation event prod uce a harvest of discord the Ekeli-
patient is diagnosed and certified as mentally ill, The point I hood is that the seeds were sown and cultivated during the
made was that a negotiation i5 also a continuous precess con. l process stage. As Benjamin oisrgeli said, ''we make our for-cluding w'ith a formal interaction between the parties. There- . tunes and call thcm fate.''fore, when we say, lll'he negotiation will begin on March 5 ' Therefore, fortune will favor the person who uses his
at 2 : 00 P.M. ,'' we are referring only to the formal event. lead time to seed an environment of trust that will grow and
This final step in the negoîiation process usually takes the ripen during the event. This ability, to use the present in

forn4 of a person al nAeeting betwee n the partiess but it c ould anticipation of the future, wi2 n: ake the diïere nce.also occ ur b y telephone or e ve n by way of written rnessages. M Before the c on iict h as been fo rnlalize d is whe n you c an
51 ost p: o ple pcrsist in thinking th at this last sta ge of îhe kn pact m ost e fectively on the other side's attitude. As I
process is the negoliatio n. tlowever, every co ncludin g form al izdicated, o nce the re d nght glows on the TV c am era, thee ve nt is preceded by weeks or nno nths of lea d time contained Other side is often on gu ard a nd becomes reluctant to expose
in the process sta ge of a negotiation. I anything th at will increast their v ulnerability.This c oncept, w hic h recognizes that the fornlaà event h J Before the process h as beco me a form al event yo ur acuons

l
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kon at face value. But tmce an rve.nt has ; B. The jormal eventand beikavior are taqia(! anytking you de is often viewed as a ploy, a Once a relatienship of trust has been established, it elicits
crysta ,. .(;k especially ia a competitive environment. reecognition of mutual vulnerability, it prevents disruptive con-
punbit or a , .I-et me rxaggerat: to ehborate upon this point. Eict frem developing, and it encourages the sharing of in-
vou 4nd I meet for the Erst time during the event, in whal . formation. The evolution to this climate will change attitudes,
ulu bq a prolonged competitive ntgotiation. Supposiug you afect expectatbns, and transform gladiatols into problem

K :ger mq a cuy of coffee and a cigarette. even theugh you solvez's. If tlle process stage was used to bring about lhiso ,lf abstam. Wimt will my reaction be? If the!'e S nk'l traasformation, the parties will approaoh the fonna! event
yourse ,t in our relationship, I might be thinklng, f'What s his wekîng a solution that will satisfy everyone's needs.
trustive? Is he lrying to soften me up?'' Conceivably, if l were At the outset ef the formal event, continue to build uponmo
ven more susplcious I miglzt tbink, tl'ni: guy is 1ryi.ng to j!m common ground and establish trust. Slart o' wit: a posi-
ekeep me awake at nigbt. Maybe he wantâ me to gtt emphy' tN.e approach that will get lmmediate agreement on a1l

!'' obviously, if you made the same offer prior to the sidvs. If tlw event js a group meeting, you msght say, ''Ladiessecn ant l would regard it as a gratious gesture fronh a c o n. d enllemen ca n we agree on why we are here? :loweve , an g ,sideratq person. does tbis strike yo u? . . . To fashion a fa1 and equitable
ln shon there are cenah actions pdor te the event that j uou to tul situ ation that an of us can ëv: with?''

, K Uwill give you pluses, goodwili, and credit. Yet during the Obviously, you are not asking for feedback, but youri n adversary climate, those samt actions will re.event n a frnming of the problem or goal is bound to generate assent.
lt in minuses, cocked eyebrows, and debits. wh Ls oe equivaltnt of asking for approvalsu y, your statementrlerefere you must makr eGective use of the process stage

, of appl; ie, the flag, and a hot lunch for orphans!agord to wait until the actual 11of a negotiation. You carmot a 4 'rlle kutjal focus of tlle discussïon slmupd always be ond time to analyze anu j mujug agrxmgm te tus general statement of the problem. Ifcoafrontation or event. Use this 1ea
diagnose the cause of the potential disagreement. Earlier m'% '. you can get everyone lcoking to tllis end result, they willid that conflict may arise from dderences in experience,sa smnd thrir enrrgy and creativi!y srarching for digerfml aller-
information' or the role we have. s natives and new ways that might accommodate tlw needs of allTake action beîore the formal event in these thre: areaC n. ORcerned.w the variance of viewpoint and îo build trust. 0to narro conversey, if you staz't out talking about means or alterna-1 hold irt your mind a Picture Of the trusting, Probkm-stant y uves as in 4çm way versus your wayv'' you wjll quickly geti limate that you would like to see when tile event , ysolv ng c aggelj dowu kl disageement. From tlliq tnt demands andltimately takes place and take action to bring it about. P2 ,u ia but trust is N Cmmter-demands follow, and the next step ls that the group isOur world may be ene of walking parano , .11 oa anything WYOA'''i'1 into wirmers and losers.the universal lubrkant. No (me WiII ever te yd witll tha.t information. N0 'IXUS. by keeping tlle emphasis on ends aad not means,wolhwhile tmless you are truste itu you tbat they intentl tllchse ilwolved will move from general disagreement to generalone wil! ever make an agreement wu so use the process stagc to Q'reement. This will reduce nnxîety, dzfuse hostility, andto keep unless they trust yo .hi based upon trust. QRcokrRge freer communication of facts, feelings, and needs.
build rdations ps
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In sucll a creative climate a broad range of new alternatives éefhat's not all,'' continued Tanet. 'iMy belovtd husband
will develop, enabling everyone to get what they want. ' goesn't want to wear a jacket and tie to djnner-and 1, for
Let me give you an example of this. About a year ago, ojm, plan to dine out at a nice restaurant every evening, I'm

when condueting a bit of business in Ames, Iowam 1: had dinner gretl of being the cltief cook and bottlt washerl''
at a restaurant with a couple I've known for a long time. 1'11 <$I plan to be casual this year,'' said Gary. i1I want to play
call thenl Gary and Janet. After we examined the menu lf while you play tennis and then not have to change againF
I asked, 'sWhat's wrong? If you don't mind my saying so, you for a meal. By the way, our high school son doesn't want to
both seem a little tense.'' (Irrmss for dinner either. A11 he wants to do is walk arourd in
Gary fiddled with his fork. *tY'ou won't beliove thts, lgs jeans.''Herb, but we*re having troublt deciding where to go on our zçAre you going to drive or take a planey'' l asktd mtntally

two-w'eek vacation this year. I want te ge to northern Minne- Ntting ylleîr information (idtits (ogetlier.
sota, or possibly Canada. Janet wants to go to play tennis :çwe're going to drive '' said Gary. ttl'm a white-kntzckle
at a resort in woodlands Texas-'' ,., gyer.
qtour high school son, who's so crazy about water he's like <çs j once we get to where we're going,'' Jauet said .1u ,

tlze creature from the Black La oon wants to go to the , jn (j to et in the car until we're ready to come back.11 ' don t ten gLake of the Ozarks in southern Mlssouri,'' interjected Taaet. (j too much of my time, whatever the season, acting asI smn
she added, %'our grade sclzool son wants to see the Adiron- ,,an unpaid chauffeur.
dacks again, because he has a. thing about mountains . . . After our waiter queried us then jotted down our entréesand our daughters who's a junior in college, doesn't care if 11 , ' 'I said, if you 11 pardon my saying this-and I think I can
slze goes anywhero this year.'' say it, because I've known you for a long time-l have a''How come?'' I asked. ,,

,, feeling you may be approaching tliis problem tlle wrong way.ttBecause she yearns for peace and quiet, grumbled Gary. çç , ,, o fituuyjg wit: his fork
.I m a11 ears, said ary,usho'd like to bask in the sun in our backyard and study for u

, Ylzat you ought to try,'' I said, diis to find a solution a11 ofher Law school Aptitude Test. But we don t want to leave her
,, mu can not only live wità, bat be happy with.''home alone. ç. ,,tç ,, u . jl over the lot geo- UHOW? asked Janet, grindiug out her cigarette.Hmmm . . . I said. Yotz ro sure a f Trom what I hear,'' I said d'all five of you are actinggraphically. Minnesota, Texas, the Adirondacks, the Lake o 'like adversaries, rather than collaborative problem solvers.''the Ozarks and your backyard are about as far apart as yell

.. ' I ttuzed to oary. x'According to our comments, your needscan get. :h:''You'd think it would be fun discussing a vacation, but D to Play golf, not dress for dlnner, and get away from
! T lk abou! 'confliot! Gar.v llerc doesn't 'N Mth air conditioning and humidity.''a1l we Jo is axgue. a

. 
. ,, upi u ,. j) jtjwant to go to Texas because he can t stand air conditioning. : , e sa .

'fcan you blame mek'' said Gary. <tI have an air condi- 1 turned to Janet. i'According to your comments, your
tioner breathing down my neck five montlts out of the year! Reeeds are to play tennis, eat out, and not have to drive a car.''
It makes my muscëes ache. I also can't stand humidity, aikd *'True,'' she assented.
Texas is humid.'' W'Vbur real needs aren't necessarily to go to Texas or
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Canada. rnoso are means or alternativts that you think will SsBecauso it met all our needs. You were rigllt about
satisfy your needs.'' 'rexas, Canada, anll all that. Thefre great places, apparently,
'rlwy IX)t.II pursed thdr lips. llu, this place seemed to really flll the bill for all of us. On
Gestuting to a bus boy to bring us more water, I contirmgd paper, that Ls. Arld whtn we got there, it did. Tennl's courts

ççY'our youngest child wants to seô mountains; your middle jor Janet, golf course for me, really big mountains for the
child want.s to swim, fish, or do both; and your oldest child gttle guy, plenty of swimming and Iishing for my high school
wants to study for an aptitude test. Are all those individua.l .kftl (he even wgnt wltite-water rafting) , no air ccnditionirlg,
needs incompatible?'' lpcause there's no humidity duting tlle day and it's cool at
<<I don't know '' satd Gary. Seblaybe not.'' nigilt ample peace and quiet for my stndious daughter, no
HListeq, I know your family, and you a11 like and trust ne  to drive our car, because ther: were shuttle buses-anu,

each other. So you are already halfway home. Have you tried tlmugik we dined out tvery night, 1 didn't have to dress for
having a collaborative WI-WK session with the whole family dlnner! How about that?''
where you flrst get ayzement on the general problem?'' Rczreatr'' I said. çsy'ou also apparently enjoyed your pre-
tsNot really,'' admmed Ianet. vacation brainstorming sessionl''
%lv'lly don't you try it after you leave here?'' I suggested. f'You bety'' said Gaty. ç'It brought a11 of us closer together.

RHuddle with each other and your kids and ask for thdr Wlho are you coming to Ames again?''
help in solving the family's problem. Don't discuss individual ï''l'he very next time I get the itch for actiony'' l said
alternatives or means at the beginning, but keep the focus ' ' g.
on tlle end result. ln other words, lllbw can we satisfy everp GYbu're okay, Herb-you certainly know the mechanics of
one'?' '' fxing things '' ho said.
Gary cocked an eyebrow. t'What do you say, ranet? Want '*Not really, Gau. As mu know, I'm mechanically inept.

to gve it a try? You're much more tactful than l am. Ycru Even when I try hard to put my foot in my mouth I sometimes
should be chairman of tlle family discussion.'' m'*es. However, the way you solved your problom was okay.''
Tanet sltrugged. etA11 right. l'm game.'' 'fhat phone call made my day, because I like to see people
A month and a half Jater, Galy phoned me at my oflice M'llo are in continuing relationsitips collaborate to resolve

and blurted, tlllerb! It workedl'' OnKct creatively.
nWhat workedr 1 asked. ln tlle Gars Janet and family situation, everyone emerged
'l'l''he collaborative solution to our vacationl'' Yktorious. The StWhere shall we go?'' negotiation wasn't
''Goodv'' I grunted. ftwhere did you go?'' eproached as an adversary encounter. Concet.n was exhibited
<'To the Manor Vail Lodge in Colorado,'' Gary said. ''We f'Qr each person's feelings and needs. lndividual needs were
did exactly as you snggested. Everyone got together, and we ' ' Yermonized and reconciled. Al1 acted in a collaborative mode,
all shared our feelinrvs and desires. Then we got travel folders mther than a competitive mode. The five gladiators were
and looked for a solution that would satisfy all our needs. trahsfornwd into problem solvers. Because the brainstorming
Frcm this discussicm we came up with Vail. Colorado.'' t'O%ion eemphasized ends, not means, a fair and equitable solu-
i'Wlly vailr I asked. Qoh was arrived at-a. solution that deliglzted evenone.
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I wasn't a.t tho brainstorming session, but r11 bet my bottom ''A ' to a college feotball game at 1 1 :00 A.M., I didn't have much
*1i,' of an interval itz which to gather information. ust time elkc-dollar that the formal event was kicked o; with a positive . ..

approach that got immediate agreemtnt on a11 sides. '' . uvely, and exercise power.
ordinarily, where continuing relationships exist, thert's Fortunately, I knew my needs, They were to acquire the

adequate lead time available before a negotiating event- product at a reasonable prict and to have it delivered and
lead tim: in which you can build trust. icstalled in good working order. The latter need is especially
However, life being what it is, there cre instances in which immrtant for me, since I am tlie person who once spent 3H
you cannot or do not anticipate a negotiating event that sud- lmurs putting together a three- iece bird feeder.' F! ,denly Iooms before ou. Instead of anticipating the event and while driving into town, l smd to mystlf, 'tllerb, you don t! , !and preparing for !t, the way you d like to, you re dumped want to get a great deal; just don't end up in the Guinness
into it, head over heels. ln such a circumstance, can you Book of accerJx for buying the most expensive standard
establisll the conlidence and faith required to produce a Win. vidxtape recorder. So play it cool.''
wjn outcome? The answer is yes, if you size up the situation arting as though I had all tlie time in tlw world--so cool
correctly. Even witllout a process stage, you can use the l:ju jrtually catatonic-l casually entered the establish-as to v
event itself to yrobe for information and establish a rdation- u ,,ment at 9 : 20 A.M. Hi, I said to the proprietor.ship that will yleld a favorable outcome for lloth sides. Let me . ,, jje replied, d'can I help yourHello there,share with you what happtned to me not too long ago. cw lj I (jora know

,'' I responded. 4Tm just lookinge ,After some discussion during my absence, my family dt- ,,&round.cided that our lifestyle was inadequate unless graced with the Since 1 was the only customer in îhe store and seemed to
resence of a videotape recorder to be exact, an RCA VHSP hav: a 1ot of time l started up a friendly conversation. I asketl,Sekcu-visicn, plus a tmentyenc-inch Sony TV set wilh a ill an ocand manner, how the new shopping center in theremote control. When I arrived home late one Friday night,, (j n neklzborhood was affecting his business.l was sumnlarily infonned that I d been selected, base upo uWe1l,'' he vouched, 'ithere's been a slump due to it, becauseualifications. to buy these items the following morning. Mine8 I rotested, the it jtzst opened. But I think business will come back youls a democratic family, so no matter how p kllow how things are. People want to see what the center's aliscales were tipptd four to ene against me. i lf but only Rhmt, yOu know? But thefll soon get tired of it. don't youActually, I wa.s protesting not the request tse , tYnk?''
the timing. I planned to use a videotape reoorder in a newlu king for some time of 17 nodded in agreement.business venturq and had been t nff tiveness. Nevertheless, after spending an entire lle continued, ''Eveatuany, I believe, old customers willgauging its e ec .t.I uitln-t relish return.''week in an exasperating negotiation overseas,h ht of facing off with a department store clerk or a While looking at clock radios and TV sets, and expressingthe t ougl shop owner. *me interest in videotape recorders, I continued to ask ques-l
oca Aft au one must maintain one's status in one's tions and build a relationship. I told him where I lived andBut I did. er , 1 the local ': :ow im rtant I tliouzl,t tlte lxal merckants were to tbefamily. The biggest problcm I had was time. A1 I!o. . :t 9:0n x.M. since I was takin g nay yo ungest '' cocun unlty.stores ope n a
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wiping his mouth with the back of one hand, he munnured -'-1 ' gny way. Whatever number you come up with-whatever you

'çI wish more residents of this town felt that way.'' ' .J ' write down as a fair price-rli pay yeu right nowl'''

' 

'.5E :,

' 

:,

' 

.

'

As I listened witlz empathy, he started to talk about ilis ' ,; e'Thank you, Herb, John said, genltlnely pleased.
roblems. 1tI don't know why people in this town always have Q I continued, still casual, still fairly ocand, tt1 rely on yourp z ,to uso tllose plastic charge cards. You-u thlnk the goverrs :: lrne-sty, John. I feel I know you. I won t question any figure
t dxsn't print enough meney. It costs me whenever they 'y you come up with, even though I realize I can probably bettermen .llarge.'' . ''' it by shopping around at various department stores.''c
While continuing our amicable discourse l ran my fingcrs ' Jblm Wrote down a figure, though he shielded it from me

id otape recordcr. etllrrtm . . .'' I interjected. ttHow . Fith bis right hand.over a v e' k? I'm all thumbs you know. I don't even ' 4%l Want you to make a reasonable profit, John . . . but, ofdoes thks thlng wor 
,

., ' oeurse, I want to (et a reasonable deal myseï''know tlr dilerence between AC and DC. .
çç , ,, At this point, 1 mtroduced more information. (RememberxHe showed me hew it worked. Here s all example, he

.. ' rd entered Ms shop with instructions to also urchase asaid. Before that shopping center opened, some executives ' ?twenty-one-inch Sony coler TV set, complete with remotewoul; buy two or thret of thtse at one time for tlleir business. ($
,, control.l I said, Wait a second . . . w/lcl if I also got thisBut lately nething! 

I Kmy with remote control? Would that bave a bearing on theFollowing this I asked, '60h, if they buy more than one, I .,total price?you give a disceunt like tlle big stores?'' ' ,,r nreu mean as a package deal?tioh )w.'' he said, iâs eyes visibly sparkling. .iI do sell <.y j oougkt about jt based upon what you said earlier
y
''J1 es,items cheamr in quantity.'' t l said softly.After showing specilk interest in the videotape recorders : ..oL ,, j) (j uust one second while I addcourse

, e murmure .and receiving a sfteen-minute demonstration I inquired, l u tjwse numbers.''' Was'Wllich would you personally recommendr wizn he was ftnally ready to give me the total price
, I said,GWhy this RCA is your best 1 u'rjwx's just one more thing I should mention to yotz. I expectWithout hesitation he stated, , F

bet. l have one myself.'' i! tllat what I am paying you is fair-a transaction where we
It was now almost 9 :45 A.M. and we w'ere on a first-name 10t11 rogt should that be the case when my business, p . ,basis, Htrb and John. We had a relationship going, and I knew xakes a smiliar purchase in three months, you have already

a great deal about his needs and problems. mqde that sale.''
Now, with the foundation in place, I said, with the humilitï A1 I continued to talk, I noticcd that he crossed out the

of Oliver Twist hesitantly asking for a bowl of gruel, tsLook price he had written. ilBut Joha, if 1 should AI:I olzt that my
l don't know what these things cost. In fact, I haven't W trust was misplaced, this disappointment will prevent me from

the faintest idea. But John, I want to encourage yeu to stay Xving you any additional business.''
in business. You know your costs. Tell you what I'm going te *'Of course,'' he murmured. 'dLet me go into the back room
,do John-l'm going to rely on you. Just as I îrust your ' Yr a minutt. ril be right back.''

' After consulting a book, he returned in a minute and arecemmendation as to the best model so I 11 trust you when l
. 

' N'L half and scrawled another figure.it comes to a fair price. I m not going to quibble with you in .y. r
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whether a head of state or the head of a housthold, have an Bmerson once said, ''Things are in the saddle and the.y ride
orgnnizmtion behind them sha ing lhdr decùions. ln fact msmkind.'' Let me give you an episode from my own experi-? .ltzdersllip is often the ratifkatlon of decisions that were a1- Oce, where 1 exercised leaderslup very much Iike a wooden
ready made. flgurehead on a Norse ship:
Assume that you need your boss's permission to get some- several years ago l lived in a l'ustic community in nortizrn

thing you want. In tryin to persuade him, you have ceme lllinois called Libertyvillm 1 had five acres of rolling land, tall!to tlle conclusion that he zs stubborn bemnd belief. You mut. ()G trees, and a nine-room custom-built home. I thought 1
ter to yourself, ''T'O guy is unbditvable, inhuman. Talking to vws really happy there-until my wife explained to me one
him is like talking into a dead phone. Maybe there's something morning that we weren't that happy. She said, 'ine value
wrong witil his genesl'' tem lwre isn't right for us. There's no public transportation.
'l'he solution to tltis roblem may not be docile submission wizo more, the children aren't being properly educated in?to authority, getting hlm to take a genetic examination, or lxal schoob.'' I nlbbed my chi!t and Mished my coflee,even a continuanco of the frontal attack. 'fllt answer may 1ie d idetj to move.Otl we ecin fmding out who's important te the boss and getting thos: f home a great deal

, the house-Since I was away rompeople to help you influence him. Gaining the commitment of ! jjhunting responsibility foll on my wife s shoulders. T ey
these peoyle to your idea will do wonders-even with the slumped when sile realized, &st hand, how tbe real estatemost obstmate boss. , j1. dmarket had thanged in seven years. It s one t 1ng to reaExcepting hennits and recluses everyone has an organiza. ,' ahmt skyrocketing prices; it s something else to confront themtion. It's true of your boss and it's true of you. lf I see you in, pssoaauy.context, you are cennected to a web of relationships. These 'nough despondent, my wife continued the futile searchare the people that you listen to and talk to--on the .job for two montlu. Throughout her ordeal I remained cheerful-and at home. You have friends, subordinates, associates, ece l was not lookin . During tlze weekends, to raise hcrpeers, and acquaintances whose opinions you value and re- !spirits, I said such thmgs as, EtKeep up the geod work!spect-those ou care about; individuals who carry weigùt! A11 of your efoz'ts will tventually pay 0:

,.1 and 66h stitch inbecattse you mlght need thtm in the futurc. This newvork com. time saves ninel''prises your organization. You may be the hub or corc, butbo t ou influence your behavior. Rmehow these aphorisms didn't help our relationship. Asthe bodies rotating a u y
If l can somehow sway your organization, their movcment * Teaction to my attitude, she decided that I required sensi-
divert you from your original course. Think about it for Qvity training. To sensitize me to the realities of the market-may
t Wlly do you do certain tbings? why do you live Flap'e, she involved me, wtekends, in lookiag at rejecteda momen . M 1. %where you live? why de you drive a particular model car? .

were these decisions yours alone, or did yolzr organization, Pd come home late each Friday night and collapse in btd,
whatever its constituency, influence your behavior? lf you're llopîng to get some needed sleep. It wasn't in the cards. My
leveling with yourself, you'll conctde that many of your *1% aWakened me at dawn, gave rne a cup of cofïee, then
choices were already madc-at least i:z part-by others. You lDtted me around all day Saturday examining homes. She re-
may often lead, as I often lead, by following in front. . Xated the process on Sunflay, until it was fime for me to

lk.
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leave for tht airport. I suftered tilrou*h this schedule thar ' A lump was forming in my throat. $$No, no, you mean that
weekends ilï a row. pu saw a house that you liked and you made an ofer on the
Finally, footsore and exasperated, I blurted, GLook-yoll :ouse that you likeG.''

claim you want self-actualization, self-f ulflllment, and mor: ' Gllight,'' she said. ''And they accepted it, and we got it.''
responsibility. You're a liberated woman! Why don't you buy ' (( swallowed hard. 4tN'ou b-b-b-bought a house? A whc'lér
the house? And when ytm buy ît, you 1et me know. Yon t jpuse? You couldn't havel''
d d 1'11 be happy to move in with you and ': / <'Oh es '' she stated matter-of-faetly. illt was really easy.sen me a memo, an y ,the cbildrenl'' I paused, reflected, then continued, GIn fact, I ! . . . You'll love it. It>s an English Tudor style. Sixteen rooms.

don't even know why l'm looking at all, because J don't even ' , Fifty-live years old. It overlooks Lake Michigan.''
live at homq that much.'' In other words, I 'lput the bali in . ' k A pain shot tiupugh my shoulder and down my left arm. I:1
her courtn! stammered over and over isxrou b-b-b-bought a house.''!( , ,
During the next couple of weeks I knew she was lookinp - ' &'Yes!'' emphasized my partner.

It didn't bother me that she was-because I wasn't. That .' Finally, realizing I was under stress, she lowered her voice
is, until that fatef ul week. 'a. utl added $1 did write on the contract that the purchase
When I'm on the road which is most of the time, I call ' *. is subject to your approval.''
home evejy night. Admittedly, I'm not a creative ttkphone ne pain itl my left arm subsided somewhat. $$You mean,conversatlonalist. Over tilt years, I have fallen into a z'ut if I don't approve, you can get out of it?''
in my phone discussions. My standard opener is always the. tct)f course '' my wife assured me. çtW'e have till ten o'clock
sanae, HHi-how's everythin g?'' Juzd nny preferred a nswer 1 ' .Naturday naorninj. If you reany ditluce the set-up, we canalways '$Fine!'' I then follow that with, SsWhat's new?'' an1 mt out of it. It Just means l have to start looking a1l over
m referred answer is always tsNothingl'' '' *  ''y P o .

t I arrived home late Friday night and got up nice andNow we tome to the portentous week. My broken-record
dialogue was repeated on Monday, Tuesday, and Wednesday Y ecly. The wife and I were going to see this home that sbe
evenings-all with the standard questions and the preferred ' k 7 thought she might have bought. However, it was 1, the alleged
respo nses. O n Thursd ay evenùag, I phoned and onte again *, œW cal titular leader of the ho usehold, who was perso n aliy14asked, d'Hi-lzow's everything?'' ' . j?. ming to the scene to make the command decision. We botb
My wife replied, 4'Fine.'' .J:' mtwed out smartly into the Qommand car,'' teclmical titular
<'What's rtew?'' I continued. (What could be new? I just $! leader at tke wheel, my associate beside me.
talked to her last night.) 'IiZ ' We drove along, and I said to my wife, d'By tht way, does

u ,. ' ;! aayhzy know about tMs house you almost bougilt?''she replied
, I bougllt a house. . 1*'What? Say tha.t again.'' ' ' '' G()iz es '' he said.y , S

''ola, I bougbt a houser she saz casuany. '. ' -.wl,o could possibly know? It just happenedl',
-I-ook,,, I interjected, .'I believe you are semanucany . z m'Many people,'' she responded.

incorrect. what you rneant to say was that you mw a Izoasô '. çtwlto?-. I rsisted.: Pe
that you likecl... ' ewell, a11 our neyhbors and frieads know, for starters. In--ltigi,t '- she said. ''And I bouzht it.,- 'Tact tlwy are throwm: us a gala farewen party tonight...
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My jaw muscles tightened. ''What do you mean for starurs? ' tlm people whQ are important to me. She put into prac-
Who tlse could knowk'' '. eke o1d saying timt 'dit is often easier to ask forgiveness
'eWe11, our families know-your family and my family, 1u '' yrmission.'' She presented me with a fait accompli, an

fact, my mother has already ordered custum-made drapes for ' plished fact. To sustain the apgearance--even tht self-
the living room. I callcd in the measurements to her.'' xpt--of leadership, 1 followed m front. In putting my
While my stomach knotted I wheeled around a corner. ture on $he agreement, 1 merely ratilied a decision that
GWho else knows?'' ' already made by my wife, our children, our familits,
WWel1, the children know. They told their friends they friends and neighbors, and of course our dog, Flusy.

told their teachers; they selected the bedrooms tlley want ' Niver see anyone as an isolated unit. See those whom youSharon and Steven have even ordered furuiture for their new' to persuade in context, as a central core around whiçh
rooms from a department store.'' move. Get the support of those others and you will
iiWhat about our dog?'' I asked, trying to prevent a vein uence the position and movement of the eore.

on my forehead from throbbing. )'
5<Oh, Fluà's been titere, snifling around as only Flusy '' neollng wifh oppositlonk

can. She likes the neighborhood's ftre hydrants, and a cute -,
male dog down the block caugkt her eye.'' To progress to your place in the sun mu must always put
What was happening here? The organization was moving ' w1t11 some blisters those who dispute your right of gas-

away from the leader, that's what! It was the Zig Zag Theory . There is nothing wrong with having tMs oppositlon.
of Organizational Behavior. As you know, a11 organizations m it, you sharpen your mind, increast your skill, and
start down the road shoulder-to-shoulder. Everyont's in lock zeest to your life. In fair competition with an opponent you
step-everyone's together. When suddenly, without warning, ' ' inqight into yourself that will foster gowth and develop-
the troom atl abruptly zig and then zag. ''. t. As Walt Whitman wrote, S'Have you not learned great
When that happens, the leader is left stranded in left ' ' ns from those who braced themselves against you?''

field, muttering, S'What happened? Wilere'd they a11 go? Where ''' sition is what life is all about. Your entire muscular
is everyone?'' TMS phenomenon is known as loneliness- .' tem depends on it. When an lnfant first tries to stand he
without a cigarette. . untezs resistance from the force of avity and falls down.
In my case, the alkged tecimical titular Teader was now ' t its he mrsists, he builds tile musdes m his arms, legs, and

lonely in the zig, with Ms organization having zagged away. '.ht' k =t11 he finally rises. Dealing with opposition can keep
What do you think tho alleged technlcal titular-now lonely ' . Zert.
leader did undtr these circumstances? You're so right. He f T0 getwhat you want, you have to encounter opposition. If
ratïed a. decùion that was already made, to keep the title kYmw have no opponents, it may be that yotfre still seattd. In
of alleged technical titular leader. rXolltre, you're not negotiating to get the result you want.
It often scems that my wife knows more about negotiations :. Kdod that you are doing nothing, yolfll soon get op-

thanl do. She tmdtrstands that wAerl the body moves, the head . ' ents. Your boss, peers, subordinates, mate, family, and
is inclined to follow. . w111 oppose you because of your inaction. You may
What my spetuse did was obtain commitment to iler decision .. end up negotiating witlz yourself, as you try to manage1
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your disappointment. so the questiou jsapt whether yotz will ! ' mmoundng their alternative or answer. They may even
have opposition. Tlw question is, x'From whenct cometk your ' ('<' : a harder line and express their conclusion as a demandopposition?'' !> ultimatum. Being confronted by your oppment's msition

Iwgglly stated numerically, canses ycu t/ resgmd ia kind.I .,o osition comes in rww lorms: t , k- denly, both sides art poles apart itz a competitive wjzst-osepp . wgotiatirtg mode. 'rhe mtential ally lzas suddenly bocome
2A

. ldea opponents ?wl adversary.
B. Visceral opponents ! Should both sides realize their dilenlma, they can scrap

' *  framework with its focus on ttmy way versus your way.''
A ldea opponenu I .'1'' (Pmtlumebly, if too muth damage has not been done, they can
' p . ' .'tjwn sflare information, redesign the package, and stiil arrive
A.n idea opponent is one who disagrets with you on a k k xaWin-Win conclusion.
particular issue or alternative. The disparity of mistlnder. ' r But if tlle focus is not changed, attempts to reconcile the1
standing is theorelical. You say, 5:I think it should bo done ' ' . dvislve positions are frustrating. Trying to negotiate con-
this wayq'' ' 'J ''. 'vlusions or ultimatums is like trying to cut down a redwood
He or she says, $$No, I think it should be done that way.'' '' fme. with a pocket knife. You can jab away forever, but it just

Approaching this conflict of views, using the method sup i . .' 'eqnds thtre. There are no soft spots. There's no give.
gested in the previous chapter, it is possible to arrive at a sok- ' 6 J lhre's what I mean : You apply to me for a job and ask

:1 ' .tion that will satisfy both of you. : .fpr a salary of $50,000. That's what you have concluded
Remember, our method encouragts the pooling of itleas, : Lmu are worth. Based uoon mv comparw's rawzrade structure
information, experience, and feelings to find a mutually bene- .te  what others are earning, I oser you $30,000. That's my
ficial outcome. It is even possible, witl't b0th sides working j : ' 'LOndusion. You reiterate that $50,000 is your Nock bottom.''

' 'Q I restate that $30,000 is my x'absolute top.'' I refuse to budge.together, to bring about a synergistic result. This happens : t# ,when the final result surpasses the contributions of both ' ek rduse to budge. You won t consider going lower and I
sides. Where synergy occurs, ç'The whole is greater than the ' *m't consider going Mgher..9sum of its parts,'' or one plus ene equals three. In other words, . To break tbis impasse and in a spirit of harmony, I say.
the snal agreemetlt could give t'oth sides more than tlwy â'okay maybe I can go to $30,200.,:
even expected at the outset. - ' '. Sarcastically, you respond, S'Okay, maybe I can drop to
When this occurs, you have used the pressure of adversity ) ' , ,$49,990 ''

or opposition to help you gtt what you want. In this way, aîl ! . We butt our heads together with the force of two mountainI .. .' aatsidea opponent i: alway.s a mlential ally. Gzantrd lhat : . on a cliff.
composito solution could bo better for you and your 0P- ) ... 'V that it?'' you finally ask.' fTlut's it '' I reply.ponent, why is tlzis outcome so rarely achieved? . . y ,Because most people violate what we have said about build- ou depart in a htd and start looking dsewhere. Somewhat

. hjing trust a nd startùag with agreenâent on the problenl to be ; .- Q'ted, 1 open s;y top desk drawer and begjn to leaf thro ugh
solved. Instead, they begin negotiating with an idea opço nent .' # PDe of résunaés.
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But what if-as îdea opponents-we stazted out searchkw 11. Future educational opportunities for yourself
for a solution to tlw probkm of meeting both of our needse? 12. Stock options
Gradually, as we build trust we sitare information, experienct ' 13. Additienal time o;
feelino anll needs witll each otller. As we progress each of' . 14, An extra week of vacation
us itas ilearu she other's point of view antl is able to see thins,s ,. l5. Control over your own budget
from his angle as weu as our own, we now can understa-nd . 16. A new oflke with a window
tueir constraints and wlwa each party eventuany states itis .' 17. Your own designated parking space
salaz.y position, we can comprehend tlw rationale behind it ,. 18. Bducational opportunities for your children

f 11 this effort expended a logjam continue; ' .. 19. Relocation expensesIn spite o a ,
to exist, anu we are far apart on salaly. Supposing I now . 20. A bonus upon completion of each successful project:'pour both of us a glass of water from a container and suggesl, . 21. Your own secretary
ççMaybe, we can move off the discussion of salav itself alld '. 22. Two inches of additional foam under your carpeting,
talk about other forms of compensation that migkt meet your J so mu can spring about
particular needs.'' '.' 23. n e companypurchase of your o1d home if necessav5 ,
vou nou your head in assent. Togetlwr, we proceeu to q. z4. An .n-expenses-paiu annual trip to attend the Incus-

repackage or rework tis ageement, taking into account my ey Associatlon's convention irl Hawaii
restzictions, limitations- and neeus as well as yours. wsat we .. 2s. A sman royalv percentage on tlw new procucts cle-Lare doing is moving from the competitivt Win-kose area of ' Yeloped
salary where I am confined, to use leverage in other areas Cl Clearly, I have gone beyond the realm of realism in any
where I have more sexibiiity. 4. jom ent contract that I know about. Titis listing was de-P
After a candid give-and-take discussion, we set up a sillb .: 1k.1. tey expandelj to give you an idea of how dollar billsz a
ation in which although you receive only $30,000 in salary, ja some cases personal satisfaction, can come in forms'(.?z'you get monry in other forms. The final accord calls for yoll oly.r tkazj salary.
to receive more than the equivalent of $20,000 in terms of : ït should be noted that such items cost tho company money,uj' j1. gk convpany c ar . t t nzay be in an area where the expenuiture js ra oro ac-
a. >ua expense accou nt '. ' eqpszbl. fronz thep point of view. Flany, unluûe salary,
3 Jk c o untrywlub nlenlbership ''ztue of these benests are uot legany taxed as inconae. zknd
4. Prost shaung .. tke real worth and v alue of an itenz gjven to vou in this
5. yk free vested contribuuon to your retpenaent fund 'znenner is azuc: greater than l yo u vzere to p av -for it your-
6 yk lovz-interest loan 'RR. You have just experienceu a synergisuc e -ge Jt.' 

, K. :: uyind that these twenty-sve extras represe nt an in.7
, Jk free nledic al plan8. gk subsidized dental plan . Plete ësting, and some are of greater or iesser value t:
9 Freo 1le insurance . ' depending on your unique neeus. They are nothsag nlore' 

. uonar bins in a dglerent fo rnz or dispenseu in a d zEerent1 0
. Jk hospitaluatiol, plan that s 8 s percent c omp any ;.
funded .'. er.
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If you were the prospective job applicant, this refashioned mceived. Then we can reshape and repackage our proposal.
anu reshaped package might meet your needs much bttter ' Apparently, we are dealing witlz important pzrsonal needs
than the $50,000 in salary. Assuming that this creative agrec. ' that have little to do with pure market value.''
ment was withkn reason, don't feel sorry for the empkyer; all The corporate olhcials concurred, and we proceeded along
experienced buyer of servictt generally gets value for his or ' .tlmse lines. Shortly thereafter, the negotiation was concluded.
her exptnditur'e. ''.'l':e fitlaz price fell wcll within tlhe corpomte budget but tliet tin a ne- ' lyments and extras were such that the owner felt''rhat was a hypothetical example of recons ruc g j:o jjad
gotiation to meet the needs of idea opponents. Here's a real ' g.done much better than ltis brother.
onez :sev/ral years ago, l represe nte d a large corporation that 4% s visceral opponents
was attempting to purchase a. coal mine in eastern Ohio. The .

':' We llave obsezwed that idea opponents can be addressedmine owntr was a tough negotiator who wanted $26 million ..
from îhe outset. A $15 million offer was made as a starter. ' gn an infellectual levd with factual and descri tïve comments.?
'çAre you kiddinz?'' blustered the owner. h this climatei des ite the difference in the mitial Miewpoint?The cotporation answered in ejfect, $'Ne, we'ro not! But . '4f the parties, creatlve preblem solving can take phce.

give us your realistic selling price. and we'11 consider it.'' A visceral opponent is an emotional adversary, who not
The mine owner remained adamant at $26 million. @nly disagrees with your point of view, but disagrees with you
In the ensaing months the buyer ofïered $18 million, $20 1% a human being. He may even attributz sinister or nefarious

million, $21 million, and $2113 million, but the stlkr refused ''Ootives to the position you espouse. In this climate there is
to budge. stalemated, neither side moved. The sktuation? A hordinate stress, judgments are formed, accusation; may be
$2141 million offer against a $26 million demand. As (E stated . ,'Wmde and scorekeeping takes place. Obviously, this is not
before, it is almost impossible to creatively negotiate only . '* fruitful environment in which creative problem solving can
concpusions. sincc yeu have rlo jnformatitm about needs, ir ''take place.
is dimcult to rtstructure or reshape tho package. Once you make visceral opponents, they tend to stay with
perplexed as to why the owner wouldn't accept what ap- 'ym for a 1on time, for they are ditlicult to convert. All the. Fared to be a fair o:er, I had dinner with him evtning after ' 'logic, facts, ldeas, and evidence you marshal will not bepeevening. Bach time we ate, I explained how reasonable thô Rou:lz. so try not to bring them into being in the first phce.

i making their current offer. The sener was Avoid producing a visceral opponent the way you would
company was nusuany taciturn or changed tbe subject. one night iri respond- Avoid a contagious disease.
fng to my regular pitch, Iw commented, ''Ycu know, my Tbe zlext obvious questiorl is now you make (cr transfcrm)
brother gc't $251 million and some extras for his mine.'' *meone into a visceral opponent. Attacking S'face'' is wh Jt
''Aha!'' I thouglzt. ''That's the reason he's locked in on that 'Ouse.s someont to becomt an emotional enemv.
icular number. He's got other needs that we are apparently Face sense is who I want othtrs to think -1 am. It's howpart .,, ,# wrson wants to be seen publicly. when I am concerned withneglecting.with that inskht, I huddled wîth the corporate executives - *:? szving face aftzr a dimcult negotiation, I want to make

ttkxt's find out exacuy what his brotlwr . 'lK'e lhat the stature I have always projected jn terms ofinvolved anu said,
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prrstige, worthz djgrdty, and repect will not be diminiskx ' ular some time ago, ççWhat is too painft!l to rtmember, we
Self-imab'e, on the other haad, is concerned with how ; ' p1y choose to forget.''person sees birnself in tlle privacy of his own head. It is wu I Tea years age, I was acquainted with an executive who

you think you are. The conception that you alone have ot ' unexpectedly ftred by his organization after many years
yourself, mur abilities, your vallte, and ycir rcle, ' faitlzful serdce. He never informed his family or fritmds
The two concepts overlap, but only slightly. Briefly they ' 111 discharge. Every morning at tlle usual time, carrying

can be distingtkished if we refer to one's vublic face sense ne '' briefcase, he boarded the trnin at Ms suburban station
, 

' ' ' '*''z 
hdistinct from one s private ,çcl/-frnfl.j'e. was transporled into Manlzattan. Thereafter he smnt

For the sake of further clarijkation, let's say that in a ' (lless days in the motion picture houses in Times Square or
private discussion I attacked you personally by calling yon a '' t the public library, waiting until it was time to catch his
fraud, a cl/w'n, and a liar. Tlzis cdensive, though unprovoked r train home.
attack might have momentarily annoyed you, but your self- ( It was almost two months bdore the make-believe world he
image is undoubtedly strong enough to withstand even thts . ' ncocted came apart, when his uninformed wife made an un-
abuse. ' een plmne call to the oilke. The story k tragic. but it
Ks you walked away, shaking your head, you might tven '' ' ts out the incredible illusions that we are all capable of

llave thought, ''TMS fellow is not only obnoxious, but he's = tling in place to protect our stature in tile eyes of the people
oickl'' In addition if J camô to my sensas $11e next day and '?p: care about. (In reatling the plays of Eugene O'Nei11 and
sincerely apologized for my aberration, you might even forgive Tennessee Williams, you will fmd that this is a recuning
me, since we were the only people itwolved. t' eme-the maintenance of make-believe and pipe dreams
Now let's assume that during a public meeting, or in front '!e protect x'face sense.''of your associates I made a similar blistering assault, calling . Keeping i!l mlnd the dcsperate and irrational behavior that

you a fraud, a clown, and a liar. Sûthough your sel-knage 'm' dlviduak n4ay enlploy to save face, we naust avoid anyïywould rejecl my charges as tolally unjustised, you will sus. '. iblo public embarrassment to the people with whom we
tain loss of face and wounded pride. At this point you prob' .'deRI. You must train yourself to speak honestly to idea
ably will start keeping score, savinl to yourself, H'rhat's one, ' . . nents without ofknding face sense.

y 
-
% 

-' ' '
two, or three I owe that creep. You must be able to make your point and present your case

' kSupposiag I y/ere to visit you the ne xt day, beggjng your Slout nn ak bAg a visceral enenây. Arou naust always keep bn
forgsveness for cay tenlp orary derangenlent? C hances are that = ' G qle physical 1aw that 'sfor every action there k a re-
rny ayelogy would not be accepted. plot only does wo unded ',*1Gon.'' The gjst of this was verb aloed by Bemrd B aruch

' 
' 
k <$ hùl b d for the he art-runn'lng uppdde produce a tenacious enenly, but the onslaught W> ;' en he said Two t gs are a

made i!l public and rm trying to make amends in private. #es and running down people.''
People 4d2 ge to extrenle lengths to avoid loss of façe' ' Empuse g the c onse quences and Hsks bnvolved in nzaking

ïve an dlplay a rena ark able abiûty to protect o urselves bn Such '; vbceral opponent, two bastances conAe to naiad:
situations, fronl dbtortion and ration a:zatlon to blocklg . V e Grst ùlvolves a supervisor nanled 'rate, a conlpetent
out the episode entirely. In the v/ords of a so ng that %nb ' 'Rploycg of a large corporation that has an esopendloor
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policy.'' This doctrine means that if employees believe tluy '' pjaced tlwm in her briefcase, she asked the rhetorical questionyhave a grievaqce that is not being rectiâed by the boss, tke ' mo any of you have any commento''?
have tile right of appeal. In ellect, they can go over thelr : At tltis point, Vinc: took the unjntended bait and pointed
boss's head and even to the president if necessary. Kate had (mt several errors in logic that had been made in selecting the
just cause to believe she was being mistreated by her boss, 

'
. : stgtistics shown. Elaborating further, he made a convincing

and after pursuing the matter locally antl getting nowhere, she grgument that the principal's conclusions and action plan
decided to exercise her rights. ' xul.d not be supported by ttle evidtnct she prestnted..She wrote a letter to the president and was flown to ' ' 'nese statements were particularly telling to this principal,the corporate office at the company's expense. There, she met . , w:o had an advanced degree in mathematics and who alwaysith the division vice-president, who was two levels above htr ' uoted Michelangelo that Gtrifles make perfection, but per-W j qboss in the hierarchy. When the facts of the case were laid k fxtion itself is no trifle.'' Nothing was ever said to him about

' ' h'q long proftssional career. Howevo<,ouq Kate's Etnmediate boss looked bad. ljjis blid intûtludo in 4
One week after her return, Kate was summoned to see her ! gje next semester Vince was asked to coach soccer instead of

boss a nd bis b oss. I n this sessio n her boss adnlitte d the basvball and one year later he wu transferred to another.' . à >error of his ways
, pronnise d to rectify her connplaint, and 7. ' iijN school a greater dista nce fronà his honae.asked forgiveness. There after, the nn atter was resolve d to $ . : pks far as I knovz, A/ince is stiz n7 aking the long coc:na utebtr satisfactkon, but the velationship witN her supmrior w as . . >; xeork. ltegard bag bis career, you rnighl say it's cuTrently. ') jnever the same. : 1 stalled. On the road to success, he s parked on the shoulder.

For starters, he began to point out her mistakes publicly. j .! k Tlwse two cases pojnt out the chances you are taking when
He kept a written record of her arrival and departure times. I V y;u expose someone to ridicule in front of others. Even when
In tlte months that followed, there wer: minor slkhts at stafi 1y' you are right, shun all opmrtunities to humiliate peoplemeetings and inf ormational memos that were not received in 'q at least in public. Remember thiss not only for them, but fori Althpugh she '.' 6f idance of visceral optimc for her to make plans and take act on. yourself as well. Ultimatdy, the avo.r

=
j . .obtained a raise, it was somewhat less than she zxpected. . msjtion is the avoidance of mutual dlssatisfaction.T

en months after the ç'ope.n door'' episode, Kate got the y, ' How can you ensure that you do not make visceral op-&é i '' f ew osition that she ' S jve tenns :message and ldt captiv ty or a n P ï .; mnents? My two rules are stated in tene negat
described to me as tsall milk and honey.'' g &

ience . $l: )The second incident concerns Vince, a social-sc
, .' . Never forget the power of your otfltudeteacher and a. longtime baseball coach a.t a metropolitan high . ..n

i tax ' Y ill recall that I said earlier that negotiation whetherschool. Because of changing demographics and a m n0r jrl ou w ,
revolt in their district, the principal called a metting Of the ' . at work or at home, is a game 'fcàre, but dtm't care that. i .
entire faculty to discuss where the budget cuts would have 5 > muclu'' Evea if you have just cause to retaliate, restrain your-k -; 'to be made. Site had an elaborate slide presentation in whicb . .Jt Vltkemember, the provocative act by itself rarely upsets you;her conclusions flowed naturally from the comprehensive data 4 ratiter it's tlw view that you take of it that rankles. No onepresente d. pkt th e c o nclusio n, as she gathered the sndes and ' RnG nothing c an irritate you v/itho ut your co nsent. Thom as%r:
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Teierson was alluding to this demeanor when he said, f'Noth- . Exqmple 1
tng gives a person so much advantage over anotller as to ' A parent walks imo thtir child's room and says, ''TV place
remain always cool and unrumett under all circumstancey.'' !' looks like a pig sty-oink-ojnk,''
Keep saying to yourself over and over, ''It's a game. It'S the
world of illusion. A tactic perceived is no tactic. 1 care, but . v Exqmple .2h h '' ' ' 'zlot t Jl muç . A smuse comments to their mate ''You don't give a damnI j

- '
. ilxmt me! Can't you leam how to scrape tlw foo:j ()i: your

2. Never itldge Ille odion.s ond mofives of otbers plate before you dump it in the sinkr.2
sinco you cannot look into snmeone'a heart or mindv it -..., Examse .:?would seem absurd to believe that you migbt know what Azl (j t skouts to tljeir ckud ttnat zoo.. exasperate parenimpels or propels tlwm. Many times even tlmy don't know. . s 'mmic you re blasting on th: stereo is so loud it's ponutingFurtllezwore, should you evaluate the information givtn ,, 'tâe entire neigllborhood.to you too soon, tite speaker may either wind down or clam I

up. ' d casuany ' Example 4
For example, a. cllilcl arrives home one evenlng an

,, , A nigotutor turns to an opponezx across the table andremarks to his parents, Hey, Mom, Dad, you know wlmt? I ve
,, zemarks <iyottr analysjs of yhese clata and +c, way you aro

just been ofrerecl a marijuana cigarette! .
44 ,,, flsrnnng the costs arz an m'onp''You whcf. the partnts shout i!z unison, startlirig thek

child with the vehemencq of their respouse. Unconsciously, .
itild lurches backward, and a pregnant pause ensues. .. 1 Sllould be evidqnt that in all foar of thase examples the

tlm cNow I ask you, how candid and tlpen will this discussion be? , gpeaker is acting out tlw role of judge. In each instance,f wre? ' = evaluation is being made of anotlmr's lifestyle, values,Forget tuis particular confrontation, what about the uwill th''s ogspring come back to these parents witlz more 11:- ' ?' Oœideration integrify, o.r iutelligznce., #
u f tbss type in the saonths and yzaa ahead? I doubt . g'. By no naeans anz I suggestbag that you can v=sfo= af

ornaa on o .jy L; moar of your fanzuy hato a wsceral oppontnt with a con:-
. hat -, ahouplace : azaague. svsat ) ana sayàqg s that such pubncwhy ? Because chïldren are su mcie ntly bright to knoG t
> ùz o aching parents with one prote . 

$. 4eârances tan osend and do aeect face sense. sloreover,there s no percentage appr Y- fkese speech habits are haru to break
, an4 they c an c arrylera and leavilg with two problems. Sho u1d you operate tNs -;

vzay hz yo ur nouae or at work, yea dry up your saurces of ..' *ver to o1k tr deapogs wàere tust :as net yct yoea estabu) .
information, and your abiiity to negotiate for the commitment . .'' and the stnsitivity is greater.ql.
f othea beconaes greatly hnpMred. i:. Rlle eh'm baation of thl pottnual problenl is very sknple.
O :; ,J ?up tuat :as to ye : ona js ,:e ,uystjtutien of t:e we- x<I''perhaps Ys n.. of parental o utburst is extrenn e; yet t
same kind of negativt judgment is often rendered in more % ' . d of '' ou'' ill all theae messagvs, By making use ofy(1 the cues thal : Y' or 'tme'' ou can express your mrsonal feelings, reactionsfamiliar ways by the language we use an yk MII neefls wilout sitting in judm ant. 'accompany it. To illustrale;
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Here's how the four examples would read with the incozw. no need for conniving, intimidating, fast talking manipulat-

ration of this simple change: ing, flimflamming, or wheeling and dealing.
on the contrary, I am surgesting a strategy that is orientod

Example .1 toward building and maintaining a continuing relationship.
..wiwn this room is not tidy I feei clepressed, frustrated, 'fhe trusting partîes are equals who direct tjwir enerzies

and upset.'' toward solving problems for their mutual benent. They cr-eate
a climatt of confidence where the needs of bflth sides can be

Example 2 fully satislied and their positions enhanced.
t*I 5nd that when the food is scraped from the plates it

takes me half the time to ckan up after a meal. This is im. The compromise solvtion
ortant to me, since I hate washing dishes.''P

Unfertunately, many ntgotiators think that compromise
Example 3 is synonymous with collaboration. It Ls not. By its very defini-

$1 am bothered by loud music. I am tired and uptight, tion, compromise results in an agreement in whiclz each side
and that music is making me irritable.'' gives up something it really wanted. It is an outcome where

no one fully meets his or her needs.
Example 4 The strategy of compromise zesls on le faulty premise

<1 must look at data differently than you. I ftel that . . .'' that your needs and mine are always in opmsition. And so
' it is never possible for mutual satisfaction to be achieved.

imt some opposition is essential be- ' Acting upon this assumption, each of tls starts out making anWe have been saying t
jt results in growth and progress. AII Provess Ls derived outlandish demand so that he can ultimately have room tocauso ,from oppments-those who are dissatisfied witil the status make concessions.
It is these people with their dilerent ideas and ways When the pressure builds on both of us to 1ay aside ourquo.ho generate tho required tension that leads to creative diflerences for the sake of society as a wllole we compromiseW >olutions and new possibiEties-the very found ation of prog- et a naidpoint between o ur extrenae msitions. This selution is

S accepted to avoid a deadlock but neither of us is really
ress. .h ish your idea opponvnts as potenual anies. Give satislied.so, c erlwm your views with sincerity and pergstence, witlmut letting our needs frustrated, we rmcl some solace in recieng oM
t lf-esteem ride on the outcome. Though some tension bromides and clicha: uHalf a loaf Ls better than noney'' oryour Se ukst it should be drained of emotional content Give a iîîtle get a littley'' or 4zA good negotiation outcome iswill of course ex , ,idea opponents are never transformed into visceral one where lyoth sides are somewhat dissatisfied.'' Needless toso that

ts say, neither of us feels much obligation to supmrt tllks anange-opponen .j, to share the concepts an4 ideas presentrd ment which has not given either side what it reany wanted.As you ave comehapter you can see that I am not talking about a. If we were to apply <ithe compromise formula'' literally toin this c ,con game. In a collaborativo negotiation, there s *me of life's negotiation dilemmas the solutiorls would be
come-on or . j
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ridioulous. Let mt show you what I mean with the following Playing the role of patriarch, but without getting any
simple anecdotes: information, my friend made the decision for them. In the

Buddhist tradition of S'middk way,'' he cut the potato in half
Vignette 1 and divided it between the sibling rivals. Satistkd with his

Two graduate students from Seattle, Washington, decide to solution, he adjourned to the living room for serenity of soul
spend their winter holiday together. He wants to ge to Las .-or nirvana via TV.
Vegas, and her preference is Taos, New Mexico. AII we knew Later that evening, Big Buddha was advised that his
is tllat each of them has independently arrived at their con- eperfect compromise'' had te be renegotiated. It seemed that
dusion. one son wanted only the skin, whereas ltis brother desired
Let's assume tbat we çan uSe only the two geographic merely the soft inside of the potato. Obviously, their needs

alternadves in finding a middle-ground solution. lf we were were not irl oppositions and the best solution was not a sym-
to metilodically apply the compromise formula thc couple metrical compromise.
would spend thdr holiday in the vicinity of Polacca on the
Hopi Indian resenratitm in northeast Arizona. Vignette 3
Obviously, 1 have exaggerated to make my point. By now As a yonngster I shared a bedroom with my older sister.you realize that if this couple shared information, experience, Althougll the age disertnce was slight, in jrttellect and ma-

assumptions, and txpectations, a location could be selecttd turity she viewed me from across the great divide. Her serious
that would result in a mutually rewarding trip. academic and cultural pursuits contrasted sharply with my
For the Sake of argumertt, if his needs are gambling and activities of closely monitoring the radio adventures of Jack

bipname entertainment antl her needs are dewnhBl skiing Armstrong and The Shadow.
and fresh air, options exigt (such as Lake Tahoe and Squaw Because of thest dissimilar interests and the limitefl re-
Valley) for both of them te get exactly what they want. source of one bedroom betwreen us, we frequently had conflict

Over what constituted disturbillg and inconsiderate behavior.
Vignette 2 For months, there were attempts to compromise by f'splitting

Recently, l ran across an interesting story dealing with the diFerence'' in our divergent viewpoints or practicing
compromke. It was told to me by a friend, who is Oectionately Nhare and share alike.'' Even witil written scheflules and
lcnown as Big Buddha, Hthe enlightened one.'l He goes by tilis agreementq plus parental mediation, the controversy penmoniker because he onçe left his wife and. infant son to devote sisted.
himself wholeheartedly to the search for truth. In his case, Ultimately the matter was resolvell when we 130th came to
tlze noble quest lasted twenty-two hours, but tlze nickname recognize that considerable time and energy were being wasted
remained. 1% We maneuvered and. positioned ourselves for the next
Big Buddha recounted a disptlte that his tw'o teenage Sons mathematical compromise. With recognition of a common in-
had at the condusion of a Sunday fnmlly dinner. n e object terest ill solving the problem fer our mutual benefit, we were
of tileir conHict was a leftover baked Idaho potato-not a able to think beyond tlw obvious physical resources of space,vel'y big issue in the sçheme of tllillgs. Bach s(m Ontendetl hours, and materials. The satisfying solutlon that met both of
tbat hkq clnim was stzperior, alld the disagreement inteMixd. ' Our needs was the purcltase of carphones for the radio.
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Thereafter. 1 was able to use the radio wheneve.r I chose true and clear and being able te react witll the appropriate
without disturbing my sister. Chief among the benefits of this strategy.
olution was that I was listening at the very moment that ' Winning means fulfilling your needs while being consistentsKeuogg's announccd ''a once.in-a-lifetime opportuaity to with your bcliefs and values. Winning means finding out what
send for a Junior G.man Card.'' In retrospect, this may have the other side really wants and showing them a way to get it
been a crucial turning point in my life. while you get what you want.
As these examplcs show, the use of a dbstatistical com- And it is possible for b0th sides to get what they want,romise formula'' will not necessarily result in the successf ul because no two people aro identical in tenns of likes or dis-P

resolution of conflict. If such atl approach is employed S'across likes. Each of us is trying to satisfy our needs, but those needs,
the board >' it causes an increase in game playing, accompanied like our fmgerprints are difkrent.
by now familiar tactical mantuvers, ultimatums, and self- lronically as I try to get what I want, only a part of my
centereu adversary behavior. satisfaction willbe derived from acquiring the products senice,
'rnis is not te say that compromise is always a poor choice. right, or tbing-thc what that I am bazgainingfon To a mucll

often the strategy of compromise may be appropriate to p'eaîer cxtent, my satisfactien will result from the process it-
the particular circumstances. Therefore, you must recognize self-the pltluz of the bargaining encuunter. Rtmember the
that once in a while, to bc truly cflkctive, you will have to couple that purchased an antique clock and the way I secured
compromise, accommodate, persuade, comptte, antl even be a newspaper in the Miracle on 54th Street? In these episodes,
repared te walk away. QIC nature of the process was what fulâlied needs and deter-P
However, where your rclationsbip with the other side is mined satisfaction.

continuing, you should strive at the outset for a solution It is this individuality and the meeting of needs through
that is not just acceptable, but is mutually satisfying. Should the process itself that causes us a1l to do silly things. Have you
circumstances w'arrant, you may need to alter tlw course of ever obsenvd peoplo returning from a tropical winter vaca-
our initial collaboration to display more accommodation or tion? Away for just two weeks, they stand in a customs liney
even competition. at a northern airport. They are wearing Hawaiian shirts
Much like a great chess master, a winning negotiator needs and muumuus holding huge sombreros, or carping stuffetl

to know every possible strategy from the opening gambit nllirators. Whenever I see them, I start to smile. But then, 1
to the end.game play. Then he can enter the event with recollect that I myself am the owner of a Mexican serape!
confidence that he is prepared for every possible eventualit? Do you know what a serape is? It's a shawl a poncho,

ives for the best outcome a brigbt-colored woolen blanket that Mexicans Vear slungthat might occur. Nonetheless, he str
tllat can give everyone w'hat he u'ants. And he kpow's lhzlï Over lheir shopldprs, More than that, mos! serape.ç are scld for
compromise may be acceptablc, but it's not mutually satis- txorbitant prices to gringos who come down from the north.
flyîng, lt is a back-up, a concluding strategy that he may Before I ttll you about the circumstances of my purchase,ltimately have to use to avoid the consequence of a deadlock. 1et me furnish you with some insight into my background anduThrougbout this chapter, the point has been made that your . needs. From the time I was a little boy, I can honestly sayinning in negotiations does not require someone to lose. ' ; Qmt 1 never wantcd a serape. 1 never coveted, craved, orw ,)2 .winning means managing the outcome by seeing your reality '' desired a serape. In my wildest fantasy. I never saw myself
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vd:: a serape. I co u1d have Eved nly entke ;fe B4thout a ''Sf'' he repëed, kndicaung he understood mdecûy.
serape an4 looked back and said, tçYou know, it was a good Again, I strode away, only to hear his foolteps behind me.
life.'' That being the case, how did this need-a need that still with me, as if we were attached by a chnin, lle said
I never knew I had-develop and get satisfled? ever and over, ççBigllt hundred peaosl''
seven years ago, my wife and I went to Mexico City. We somewhat nnnoyed, I started to jog, but tl)e serape seller

wore walking abxt, wlwn she suddenly tugged my elbow matched me stride f0r stride. He was now down to six
anll said, xlllark! Yonder I see lightsl'' (She speaks that way, lluzldrtd pesos. Wz had to stop at the corzmr for traKc, and
you know. ) lm continued his one-way convenation, Oix hunllred pesos!
I grunted, 4;Oh no-l'm not going over there. That's the . . . Five hundred pesos! . . . A1l rigllt, all rigllt, four hundred

crass commercial stction for tourists. I didn't come ali this jxsosl''
way for that. I came here to pick up the flavor of a diferent When the traflic passed. I dashed across the street hoping
culture . . , to encounter the unexpected . . . to get in touch he would be deterred. Before I even turned around, I heard
with unspoile; humanity . . . to experience the authentic . . . lzts b'mbering footsteps and Ms voice, ttseiior, four hundred
to move through the streets witll the ebb and tlow. if you pesosl''
want to wallow in commercialism, go ahead. r11 meet you By now I was hot, sweating, tired, and initated with his
back at the hotd.'' tenacity. Somewhat breathless, I confronted 111m. Spitting
My wife, unconvitlced and independent as always, waved tlle words through half-denched teeth I said, eDammit I
goodbye atld left. Moving through the streets with the ebb and just told you, I don't want a serape. Now stop following mel''
flow, I noticed a genuine native some distance away. Ap From my attitude and tone he seemed to get the message.
proaclting closer I saw that despite the heat, he was wearing ç'Okay, you win,'' he repsonded. ''For you only, two hun-
a serape. Actually, he was wearing a 1ot of serapes and dred pesos.''
shouting, ft-fwelve hundred pesosl'' 'tWhat did you say?'' 1 called out, surprised by my own
d'Who can he be talkirlg to?'' I asked myself. Ourely not words.

me! In the first place, how could he know tilat I'm a tourist? dsl'wo hundretl pesosl'' ho reiterated.
In the second place, 1 could not be cueing him, even sub- çtet me ste one of those serapesl''
liminally. that I want a seraper' As 1 mentioned earlier, 1 Why did I ask te see the zerape? Ditl I need a serape? Difl
absolutely did not want a serapel 1 want a serape? Did I even like a serape? No, I don't think
Doing my best to ignore hlm, I picked up the pace some- ; x>-but maybe I changed my mind.

what. diokayy'' he said. 41I go from one thousand pesos and .
'
. Don't forget that titis native serape seller started at twelve

#ve a bargairï-eight hundred pesos.'' hundred pesos. He now wanted only two hundred pesos. I
At tllis mint I spoke to hi!n directly for the first time. Tf' didn't evea know what I was doingiyet somehow 1 had negoti-
uMy friend, I certainly respect your initiative, your diligence, q;I ated tlte price down one thousand pesos./and your perskstenct. Howevtr, I do not wtzrl/ a serape. I do Aswe commenced our more formal negotiatiens, I fotmd out' 4not covet, crave, or desire titis item. Would you kindly Sell from tMs mercllant that the cileapest anyone ever paid for a
our product etsewherer I even spoke to him in his own ' '. zerape in the Mstory of Mexico City was a fellow from Winni-y
ianguage, t'Do you understando?'' ' peg, Canada. He bought one for 175 msos, but Ms mother
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and father Were born in Otmdalajara. Wells I got mine for To me, a11 these things are ''serapes'' and almost everyone
j7() pgsos, giving me the ne'w serape record fOr Mexktl City I know has one. Tllink about your serape acquisition. Was it
that I would take back to America for tile Bicentennial year! . the item itself or the process that met yotlr needs?
It was a hot day, and I Svas Porspiring. Nevertheless, I Basically, my message is sjmplo. You can get what you
was wearing my serape and feding terrilic. Adjusting it S0 it want if yoa recoguizo that each erson is unique and needs?
rnhancecl my bedy contours, modest as they are, I admired can be reconciled. At the same tlme, nover forget that most
my reflected image in store fronts as I sauntered to the hotel. necds can be fulflled by the way you act and behave. Mutual
Bntering our room where my wife was stretched out on a satisfaction should be our goal and the means of achieve-?bed readfnj a magazine 1 exultrd, dfHey, look wllat I gotl'' ment--collaboralive Wln-Win nrgotiations.
''What dld yotl geti?'' she inquired.
'EA beautiful seraprl''
x'What did you pay for it?'' she asked casually.
t'Let me put it this way,'' l said with covdence. d1A natiMe

negotiator Wanted twelve hundrtd pesos, but the international
negotiator-who occasionally resides witll you on weekends-
bougkt it for 170 pesos.''
S1w ginned. 4'Gee, that's interesting, beçause l got an

identical one for 150 pesos. lt's in the doset.''
After my face fell, I checked the desct, removetl my serape,

and sat down to think about what had happened.
Why did 1 really blzy that zerape? Did I ever need a serape?

Did 1 ever want a serape? Did I even like a serape? No, l
den't think so. But on the streets of Mexico City 1 encotlntered
not a ptddler but an international psychological negotiating
marketeer. This individual constructed a Process that met my
articuzar needs. Tc be sure, lle met needs that J didn't rvenP
know l had.Obviously, I am not only talking about my serapet but
somewhere m the back of a closet or high on a shdf , you may
have acquired what I call a tigurative serape. You know what
I mean: The porcelain Canadian Mountie made in Hong Konl,
the puka shell beads hand athered on the island of Matu,! 

ttlw enuine Zuni ring, the plece of turquoiso minell just wes! doubloon 'of Blsbee, the sparkling abalone shell, the Spanish
washed ashore at Boca Raton, or the authentic Wells Fargo ..'
belt buckle.



PART FOUR

NEGOTIATING
ANYTH I N ,G
ANY PLACE



He f.ç free w/ltl kn/wl hew
to keep in his tpwrl hazds
the ptlwer to decide.

- -salvador de Madariaga

IQ Telephone negotiations
d memos of agreementan

The telephlme is a vital verbal linlr in modern life. On a daily
basis, you probably u$e a phone more often tlmn you do a
knife, fork, or spoon. A pholm is attractively shaped. It's
smootll to tlle touch, h's easy to pick up. It looks harmless.
ls it harmless? No. It can cause serious mksundtrstandlngs
($1 had no idea you meant that1''). It can be employe,d as an
instrument of deception (itYour qheck kq in the. mair') . And
it is apowerful economic force-milllons of dollars are gained
or lort according to tllo degree of understanding witll whicb
it is used.Above all, the telephont commands attention. When its
mrsirtent linging occurs, there is always tlm fnstinctive
thougllt, ''Who wants me?'' Even wouldrbe suicider have been
lured from high narrow ltdges by tNe commlling netd to
ansyver i? call.Rret despite ïl signHicance, feyz people tak: Qpz thue te

209
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lexnmlne the nnique role the. tdephone plays in negotiations. or follow such a mekting, but they are not persuasive in

Let us aaalyze this widespread activity. a Gemsdves.
The message is simple: If mu are serious about getting

Characterlstlcs 6'J Phone Nelotiations: .. something you want, present it yourself--in person.
F1 . More misenderstanding ' l 3. Much quicker

Because visual feetlback Ls lacklng, it's easier to be mis. 'e. Teltphone negotiations are always shorter than person-to-
. tunderstoed on tilt phone than in person. Talkîng to someone g mrson dealings. TMs is true becatuse the length of a facee-to-

on the phone, you can't observe facial expressions and behav. face meeting must justlfy' tlle time, travel, and expense in-
ioral cues. The intetpretation of wice tones Ls often faulty. Not vested.
only can voice tones be t'misread,'' but innuendos and hidden '. Consider a hypotlwtical situation in which your child is
meanings can be conjured up where none exist-or missed having some diïculty in school. Silould you call tile teacher
where they do exist. involved, the plloae conversation znight zast fivr to ten minules.

However, if you took time from your bttsy schedule to go itl
2 Easier to soy no Pel'SOn, the discussion could extend thirty minutes to an hotm

It's esortless and uncomplkated to say no on tlle phone.
, #. More competltiveLet's assdlme I dial your number. 1 politely say, ''l d like you

to do the following, if you don't mind . . .'' ' Owing to the relative brevity of a phone transaction, titere's
You briskly reply, ttI can't. rm awfully busy zight now. oftcn instxdenf time to share iaformation and experiences

Thanks for calling anyway.'' Click. Because we aren't face to and to explore the satisfaction of mutual needs. TII reality
face, you have no dilliculty turning me down. combined with the formal nature of phone contacts, produces
But if l see you in person, you can't get rid of me that a climate ill which competitive Win-Lose behavior flourishes.

easily. I walk into your office and gasp, ççplease . . . I've come On the phone, people tend to be impersonal and stick more
a lcmg way! Oh, what a tripl'' to the mint, Conversation is not spontanqous, and the govern-
Standing there, perspiring profusely, tears iti my eyts, 1 ing rules and procedures are the focus of discussion. As a

lpeseeck your favor. It is unlikoly lhat you will deny me under result. tàe sze with the stronger case prevaiks.these circumstances. ' Theoretkally, if you are a competitive negotiator with more
Feeling gtzklty that I traveled so far you may worry about power, it would be to your advantage to resolve a dispute by

my physical and mental state. Naturally, you would like to . r' ttlephone. Insisting that the negotiation be done tilis way is:;11.
resolve the matter without a fuss. All things considered the ' part of your strategy to win at my expense.
odds are strong that you will go along with my request. .. Not surprisinglyr in this context, I desire an eyeball-to-
Arty time an idea, proposal, or request calls for a change in ' eytball meeting. 'rhen you will see me, not as a statistical

the curzent bandling of afairs, it requires a personal oral exception to a general rule, but ag a flesh-and-blood humande ' hin Wllen negotlators see each other and get involved inpresentation. Documents. letters, and phone calls may prece g.E
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the normal exchange of greetjngs, nods, smiles, and head I cannot ascertain, based upon my data and observation, that
stratciling, it diiutes antagonism. Discussion Ls freer and your proposal is fair. Instead, I must rely totally upon your
there's less thne pressure and a better opportunitr for a representation. If yo u are a shlcere honest and straighlor-
mutually benvcial outcome. ward person, I will benefit from my faitlz in your integrity.
Before going any ftzrther, let me briefly mention a frustrat- But what if your display of decency and façade of fairness are

ing and diEcult negotiation. As almost everycme knows, the ' illusory? What if underneath those reassuring words lurks
telephone company can be a formidable adversary. a Ooviet-style slicker''? In this case, I will be brutalized and
After receiving wur monthly statement, you call the busi- immiliattd.

ness oflice concerning an unusual charge of $72 for a call a1- Therefore, if you are less prepared cannot verify the state-
legedly placed to Kuala Lumpur, Malaysia from your phone. ments made and have no basis to trust the other person
As an orpilan, living alone, witllout friends, who never mar- from past dealings, the general rule is to wait it out. Jllmping
ried and failed geography in public school, you plead not into a muddy puddle makes it muddier. Afttr it hms had
guilty. Hme to settle, you can see the bottom and know what you're
Yet in trying to explain tllis injustice you are. confronted getting into. More often than not success comes to the ne-
vâth an inxnaovable object in the fornl of a suçervisor whose goiator with greater patience and stayin wwer.
voice and self-confidence remind you of General Douglas So if it might be a one-time trarusactlon and you cannot
MacArthur-in drag. After countless telephone conversations, ddermine equity, slow things down and drag your feet. The
even the innocent among us are incllned to capitulate. In large &st thing to do, when you do not know what to do, is to do
measure, the reasons for the lack of negotiation success in nothing. It is only good sense to act when it is to your advantage
such a situation are the subject of tlzis chapter. In essence, and to avoid acting if acting would be solely to the advantage
you are playing poker whh a dealer named Luck'y who of your adversary. Remember, power is never constant; the
invented the game and is using his cards. '. passage of timt can causeyour bargaining leverage to increase.

Sometimes a negotiator will want to push for prompt action.
5 Greofer risk Let'B assume that I am better preparod than you or can at
' . least asctrtain, based upon my data and observation, that this
By its very nature, a. negotiation via telephone is generally . agreement will meet my needs. l need not rely upon your

quicker and moro competitive tha.n a personal meeting. It fol- representations or even your integrity. Obviously, in this in-
lows that such a negotiation is likdy to produce a wirmer anJ 1 stance, I will tsgo quick'' without incurring any unnecessary
a loser. risk.
Implicit in these observations is an axiom to remember: :z
In any type of negotiation, quick is always synonymous with 4'. 6 Ad uge--cojler

. * VQn
risk, .FV Telephone calls are made for many reasons and sometimesWhether a conflict is resolved by phone or even itl person,
undue haste puts one party in potential jeopardy. ? k fOr no reason at all. Stiil, most experienced people recognize

rW'llo takes the risk in a quick settlement? The person who ' '' that tlte telephone can be used as a potential ofensive or
' hat defensive weapon in the negotiation arsenal. Hence, an e/ec-is less prepared and cannot determine equity. Let s say t



2l4 Y'OE; cAx N'ECOTIATE o NeœrlArfNfg ANWHTNG, AM' PLACB 215

tive negotiator does not tttake things as they co=,'' but antici. olent, wonderful person, r11 give you justice and mercy.
pates tlm effects of Ms action or inaction. If I'm a Soviet slicker, 1'11 crtam you.
In any phone conversation, the person placing the call-the Despite the problems and drawbacks I've detailed, you're

taller-is in a privileged position. The recipient os an unex- ' involved itï a grtat many telephone negotiations. Ald I'm
pected incoming can-oe callee--is handicapmd. Jlmt referrit!g to nine-to-five work calls alone. Anyone who
To begin with, assume that we are involved in a lengthy . tries to arrange a group pitnic, mailltain a relationsllip with

and humdrlzm negotiation. As far you are conczrned tko . fnmlly Or fliends, deal with telephone solicitors, or make
matter is on the back burner-in llrnbo. Unexpectedly, I t Wcdding Plans knows what Pm referring to. ln fact, putting a
make an ''impromptu'' telephone call suggesting a proposition ' Wedding tegether is like plotting tbe D-Day invasion.
tilat will settle things between us. It this an impulsive act on '.' YOu nertiatt over the phone with a vast assortment of

rt or a premeditated tactic? ' ' POPIe, from total strangers to loved onts. Even if the negoti-my paChances are, îlzis pbone call was not made on the spur of ' I'GB ''WOt'' doem't Ootmr On the pimne tand it frequently
' dees) , the process stage does. Phrasing it another way, youtlle moment. Before maldng it, I weighed the available .t do your prellminary maneuvering via the phone, whether youoptions: face-to-face talk, letter, tekgram, use d a third-party I ): clitlcll tlie deal on tlle pllone or i!z persen. Since you do useintermediary, telepilone, or inaction. Presumably, I selected II ' the phone so mucll, you should make that tlectronlc device

tlm phone call, at tlus particular moment, because il best suits 'i 'i . work for you, not against you.
my oWective. Of course, 1 àave prepared extensively. I am in . '' 'rhe following are some suggestions that can be esortlessly
a quiet place, fret from distraction. In front of me are twelve 1 susyomize.4 to help you achieve success:sharpened pencils and six blank pads of paper. At my right is k!â
an adding machine or a calculator Behlnd me is a computer JaGerding instant access to data. I ha've an objective, a strategy, 3ï' 1 ' B* 'h* O11W' DC? 'h* Collee
and tactics in mind. Additionally, I ilave anticipated your gl. î Try to iaitiate the vast majority of your calls in mtential
pessibpe opjections and llave the aasw'ers and facts to over. >..' adversary situations. If someone plmnes you and you aren't
qome them. Basically, I'm rarin' to go! ' prepared, say tlw equivalent of, %$1'm sorry, but I havt anNows let's look at your predicament. surprised by this : ' important meeting to attetld. I'm already hte. What timt.j ,,predpitous pbone call, you are not prepared. You even have ' would it be convenient for me to call back?15 

. <:to struggle to fmd tlw phone under the mounds of papor on .'j You see the instant you say somethlng like, I have someoI $
yo ur desk. Rc ady reference ca aterial 1 not within reac h. Sks ((( 'bin g else on ray schedule--l'z caX you backl'' you're no1.W'e talk mu am distracted by people who approach with ques- 13.' ienger tl!e callee. Wllvn you prepare ycurself and do call
tions and by lkhts jlashing on your phone receiver. Compli- ; 41' back, you/re the caller.

' fmd the secretary, you can't )-tating matters furtiwr you can t' , .. rrmd the sle
, and you can t oven sncl a peacil or pen. 't a. plan ond prepore

vnder these conditioris, you are speakirv with me at -kt1,g'eat rksk. Because I am muclz bettor prepared, you defer to ' '' Before you take action, tbink tltrougil tllt reslzlt you want
my argumcnts aad computations. tf I am an altruïstic, benev- ' ' en.d make Sure that tbe phone can is tbe best way to #et it.
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1Decitle whether you wish a no answer or a yes answer. Earlier ' ;, %. 3. A grotef :1 exii

we indicated that it ïs easier to get a no than a yes via telo ''fphone. ': Always have a ready excuse to get ofr the phone if tlw
someone once said, t'Jf you fail to plan, you are planning V djscussion drifts in a direction detrimental to you. If a long-

tto fail.'' Always think in terms of the specifk objective or . wjnded cakler or Sovitt slicker will not allow you to make a
goal that you want achitved by the phone call. M the Koran aceful emit you can exerdse the option of hanging up ongr ,
says, <$If you don't know where you are going, any road will ourselj. Please-j would never recommend that you hang up
ae.t you tlwre.'' Admittedly, if you don't know where you are os another Grson. n at would be discourteous antl socially
going, you can nevtr get lost. In the end if you don't know table Hang up while you are talking., unaccep .
where you are going, when yoll get there, you don't even know H incin 1 hang up oa yourself? Veryow can you cortv g y
you*re there! jm 1e. say the equivalent of , iilley, rm really glad yous P
The point is, as the caller, plan and prepare to make what .,çalkd. You know, 1 was just thinking about you yester

you want hapmn. Here are a few tips fer phone negotiations: Click.
A. Prepare a checklist of points to be covered during The other party will never usume that you hung up on
the call. murgelf. He'll think tlle telopbone company goofed again!

B. Dry run the negotialion or transaction in ottr mind. What's the. upshot? The other party will call you back.ï , ,C. In an adversal'y encounter, attefnpt to antlcipate the Wllen he does you ve Just stepped out, if you re at ll1e omce,
tactics of the other party. lt is a truisnl that fore- or you tenz porarily d on't ansvzer l yo u're at honae (141 had to
warned is forearmefl. set somdbing from the garage'') This gives you time in which

D. Try to h ave a11 the relev ant facts at hand as you to prepare yeursel so you w;l n ot be at die merty of an
m a ke the phone c all. unexpected caller.

E. Notwithstandin g y o ur preparatio a y ou m ay be sur-
prised by divtrsions or ofï-the-cufï querîes. Ctrtainly, 4 plsclpline yourself io IistenShere is no indignity in admitting some lack of knowl- '
edgt. EFective listening requires more than hearing the words

F. Concentrate and avoid distractions. Give this phone . transmitted. It demands that you find meaning and unden
call your un4ivided attention. Don't be a contortion- standing in what is being said. After all, :imeaningr are not
ist. (TMs is the person who, wlkile speaking or listen- in words, but in people.''
ing, jerform: other functions, from housekeeping to Obviously, yeu can't listen intelligently while you are
chattmg with others. ) talking, so be sensitive to your own S'listen.versus-talk ratio.''

G. If facts and figurts are invelved, keep a11 reference I Consider the use of the pregnant pause. This is a magical
material, ylus an adding machine or pocket caku- moment when you go mute. hs soon as there's a prolonged
lator, withm antfs reach. dlence on the line--especially during a longdistance call-

H. At the end, summarize what was agreed upen and Qle other party may talk comptllsively, either out of nervous-
difine the responsibility for follow-up action. . ' . ness or from a need to get his money's worth. Invariably, he
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d ickly. Mter aB, who knows better than the . Suddenly, I regard you M::h avze. Arou now have con-solve qu
hor how the Constitution should be interpreted? ' siderable power. svho oan better interpret the chickenaut 

4j scratches than the chicken that scratched thenl?
Let's refoc us frona a phone transaction to a face-to-face

' i C Nvhen yOu know fronl the oulet tNat you wz betransaction, 1 nl your a dversary seattd across fronx you at a r '
1 conference table. The negotiating sessio ns go o n !'' Writing the nAenAo of agreenaent, you Esten nzore ef-rectangu ard after d ay. 'J fectively and take better notes. Indeed, you wl teand on, ay .king notes? èko. LAe na any top executives, I fakely 1... nAore attentive anG exercise considerable seRdlici-Jun I ta

think I have a photographic nain d. Jire you takin g notes? You ) PlbRe.bottonz dollar you are. #/hy are yo u taking :J I). Arour bftial draft will estabhsh the framework forcan bet yo ur
doing so na ay gjve you leverage and power t any Possible future revisions. It w;l deternabae desni-notes? Bec ause

ith respect to tze. tions anG set the lY ? for dlc ussion.W
After the third day, l irritatedly ask you, during a break, ''' Heres an example. Let's say you and I wrap up a phone

Sçw'hy are you taking so many notes? You aren't a court j you agree to 1et me write the letter of intent,2. transact on.reporter! We've already covered those aspects of the proposed itjmut realizing tlze eiects of your gesture. I writo the mernoWcontract likt a tentl'' and mail you a copy.
You smile, sitrug, and mumble something about not being Two days later, you phone me and say, filley, wait a minute!able to remember anything without committing it to paper. I ot your write-up, and you left out item A.''
On the fifth day, my photographic mind isn't as phote. ntem Ar I reply, a1l innocence.graphic as I thought. During another break, 1 pull you aside ' :sveah .' you continue. HRemember A?''
and ask, tiTe1I me-what did we say about those three new I t i uqy puzzled. çrh . . . item A. 1 seem to remem-ac g
codicils to the contract? They aren't quite clear to rne, k au jt briefy',Kr your ment o g
especially since we added two other codicils on Tuesday. . you persist, '1We11, why didn't you put it 1î0'3I'm afraid l'm getting them mixed upl'' I counter with, $$I didn't think it was that immrtant. AfterYou thumb through your notes while I impatiently tap . ajl yoa hardly mentioned it.''
my foot. f'Here it is . . . the three new codicils were spelled ' you clear your throat. f1I hardly mentioned it because you
out on Wednesday at 2 :00 P.M.'' seemed to agree with it.''
I study your scrawling. I frown at your hieroglyphics. '11 I ause for a moment, as though yotpre imposing on meE P

can't make heads or tails of your handwritingl'' E -as though you're asking for too much. Then I say, t$Do youIn tlle manner of a fighter pilot recapping a combat mission, .'u really want it 111:/**
you reply, t'The codicils were so-and-so, and so-and-so, and sœ r' You reply, ''Yes, I really want it in.''
and-so.'' b I pause again. ''We11, why don t we just have a private
I make a face. :'A11 I ste on that page is two dots, an understanding that it's in there, even though it isrptk''

asterisk, and a starl'' .' A You get irritated. <INO-.I want it inl''
You give me your best choir-boy look. ii-lkat's what those 1 1t: Why am I giving you such a rough time regardlng A?

marks meanl'' ., Asstune that 1'm a collaborative negotiator, how could A be



solved quickly. After all, who knows better than the Suddenly, I regard you wi* awe. You now have con-
author how the Constitution should be interpreted? siderable power. Wilo can better interpret tlze chicken

J : scratches thall tllt chicken that scratched them?
Let's refocus from a phone transaction to a face-to-face !.transaction. I'm your adversary seated across from you at a ' C. When yOu ktlow from tlle olltqet that you will be.

rectangular conference table. The negotiating sessions go oa t : Writing the memo of ageement, you listen more ef-
d on day aher day. ' fedively and take better notes. Indeed, you will l:man ,Am I taking notes? No. Like many top executives, I falsely k ' more attentive and exercise considerable self-dtisci-

a $ uatbink I have a photographic raind. Skre you taking notes? Aro u P e.ttt yo ur bottonl dollar you are, Svhy are yo u taking ' I). srour bûtial draft N/ill estabnsh the framework forc an

tes? Bec ause doing so naay give you leverage and power ,'''JV. any possible future revisions. It wz deternabze de5 ni-n0 .with resped to me. : ;y YOEIS and Set the limits for disçussitm.
After the third day, I irritatedly ask you, during a break . :1 H e's an example. Let's say you and I wrap up a phone, er
eW'hy are you taking so many notes? Ytm aren't a court k'i k y a x to 1et me write tlle letter of intent' transact on. ou gr >reporter! We've already covered those apects of the proposed 'S I ite the memo.!q without realizing the eflects of your gesture. wrcontract like a ttntl'' ij ou a copy.- Od ma yYou smile, shrug, and mumble something about net being Tw (!a s later you phone me and say, txey, wait a mitmte!(R y ,ablt to remember anything without committing it to paper. I t our write-up, and you left out item A.''r y
On the fifth day, my photographic mind isn't as photo. ' ultrm A?.. I rexy, al1 innocence.graphic as I thought. During another break, T pull you aside ' : uyeah .' you continue. nRemember A?''and ask, .ETe11 me-what did we say about those three new I act s'lightly puzzled. .60h . . . item X. l seem to remem-

codicils to the contract? They aren't quite clear to me, u tjon.jng jt briefly.''r your men
especially since we addell two other codicils on Tuesday. you persist, ttWell, why didn't yotl put it 1z0*:I'm afraid I'm getting them mixed upl'' I ter witll, $% didn't think it was that important. AftercounYou thumb through your notes while I impationtly tap 2 . all ou hardly mentioned it.''. : ymy foot. E'Here it is . . . the three new codicils were spelled . you clear your throat. $'I hardly mentioneed it because youout on Wednesday at 2: 00 P.M.'' ' ueemed to agree witll it.''
I study your scrawling. I frown at your hieroglyphics. '1I L'' I pause for a moment, as though you're imposing on mecan't make heads or tails of your handwritingl'' ' .--as though you'rt asking for too much. Then l say, ''Do yoa
ln the manner of a fighter pilot recapping a combat mission, ' ' really want it i!1?''

you reply, ''The codicils were so-and-sos and so-and-so, and s0- You reply, tlYes, I really want it 1!1.''J
and-so.'' 1h' I ause again. 1'Well why don't we just have a private. p ,
I make a face. $$A11 I see on that page is two dots, an ' )'T understanding that it's in there, even tilough it isn'tr
asterisk, and a starl'' ' @t You get irritated. GNO-.I want it 1n!''
You give mo your best choir-boy look. ttrrhat's what thoso 77h. Why am I giving you such a rougll time regarding A?

marks meanl'' Assume that I'm a collaborative negotiator, how could A be
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left oat? Some sdectivity always otcurs ia producing any '
writing. Otbezwiw, tlle agreament would be lile siz.e of War !. ,ca4 Peace. But if I write the agreement any selectivity will
be at your expense. Tlw items that are somehow important
to me zre includetl. But ït's harcl for me to read your mind.Remember, you hardly mentioned A duting the negotiation. # P'Y nhtmld l tzldt'fisn the rltmkey
Ultimately, I will give you item A. Please note though, ï *gE'n l CJa queztion the t/rgt;n grinder?

tllat I have made a concessiou to you on this point 'an.d now # '-Meurin Beva.n
expect something in return. Furthermore, after slzth a difli. 67
cult time wilh A, you may be hesitapt to a&k about ilem B, 'i
whicll I also left out of tlze draft. Your attitudt now is
ç'Brotlwr, I'm not going through a1l that hasylt againl''
And so. tlie power of tlm scribe prevaïls again.
E. Because you,ve t'othere.d to do tlw writlg, tlle otiler ' 11 oving u pparty is alvreciative. ney tend net te ye ycayane *
or quibble over lesser points. Bven if your write-up
contains some minor imperfections, most mople will
be magnanimous and not engage in Ilir split 'tmg. .In cfmclusion, 1et me summarize w1,.1: a pithy comment of . DOCS th* Stlîeaky Wheel really get tlle pease? Yes-if it knows

Ellen Eisenstadt. Wlzea her bosg gave ller a pat on tlke back WbCFC alld h0W to squeak.d a va e promise of future opmrtunities she remarked, 'C LYt'S C0VQr a grievance that you may have against a large,
Rn #q ,.'ne pea w mightier tlian a pat and a promiser ' r'eemingly impersonal bureaucracy. I recommtnd . . .

'
: 1. Phone tlle organization's nearest omce. Get tlze full
i', name and positiou of the wrsoa vou sxak with. Put; '' '' '' '' .
. your plight in simple human terms so they can identlfy
'j' . with you. After asking for tlleir help, obtain a verbal
1.. commitment and a time for retaedial action to occur.
:/.l 2. Fchlicwz up the plmne call with a gracious letter to
1. remind thc person with whom you spoke that you are
:( x' counting (m them

.il 3 Just before the action deadllnt, call your :ëfriend''
.'''' to check on the progress of their perstmai efforts. If
''' . tllis dotsn't stir thingg up . . .$
. . 4. Visit the nearest oflke i!l person. Be polite and cour-
' teous. See your ''friend,'' but make sure otbers are also
. 223
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i11 exists. Solidt help from to Prtsident Carter: $$I don't have the authority to make aaware of the injustice that $t I
ios to assist itl tindin: depmitt national commitment but I will gtzarantee that if theothers so they feel art obligat . '

. Israeli Parliament doesn't ratify tlle agreement, 1'11 resign.''an equitable selution. You can't ask for more than that.hat if the preceding still doesa't result in Satigfactory . t-et me give you five examples of a squeaky wlleel gettingW
? Move up another level. E'V/I'.F Organizfttioll L% a hier- tlm ease because it moves up to leveb of greater authority.action :1 grSteadily go up tile ladder, rung by rung, ultlzi yOu get I each case, you're the hypotltetical squeaky wheel,archy. rljsfaction. The higher y0u g0, the more likely you are to Ijkre's the first example. Because the plane you tooksat

hav: your nceds met. dragged it& wings in a holding pattern, thanks to a thunder-Wh ? Several reasons. People wh0 are higlief UP understand jj tej forty minutes before midnigitt.y Stonn, yOu arrive at a o1 rules were never meant to Cover every SPCCZC Your suit is damp and wrinkled your shoes are wet, you havethat genera >ion They're more aware Of tbe Big Picture and Can (j spepsia
, and you're fatigued right down to your bone mar-situat . u )'k alize the fall-out that nlight result from improper handxang. Evea your teeth are tired. You're eager to hit the sackM su rOW.

i itkant, they have gjyatcr authority and get jn tjjat sjngle room for which you have a guaranteed reserva-EVCn more S gn
aid to take some risks and make declgions. tion. Thank G()d you havo that reservation.P ksAt any level, tl'y not to negotiate witll a person Wh0 Iac Tjw clwck-in clerk glances at you, then mutters, irt a flat,

it unless you enjoy Wasting your thne. lf yfm're metallic voice, 'fYes, your resenration is guaranteed, but weauthor y,itlerkn interaçling witb Someotte, fkr%t a%k yOk1tNClf: WhO u 't kave a zoom. We atddentally o'verbooked. l.t happensconB !, 911d Vidual? What experience have others had with j jtije .,is this in 1 Once n a w .im? Where is he on the organizational Chart? What types Of what should you do? Immediately Iower your suitcas: toh isions can ile actually make? Does he have any real dout? tll tj remind yourself that the clerk is, at thatdec e carpet an
when you'vt determined an thi: to a reasonable extent, ly âcauy a reacting, nonthinking machine. He'smoment, asheck it out by asking the person, politely but pointblank, hhaving likc a programmed robot or computer

, feeding youc.tc ou remedy this situation?'' or 'tltre you abk to help lnformation his superiors in tho hotel's hierarchy fed to hun.an y ,solve this problemlr' or, tiDo you have the authority to eawy told him there are no rooms available. Parrotlike, he'smetake tlze kind of action l want right now?'' If the response is transmittlg this data to you. Since he isn't tllinking of options
negative, turn to someone else. at the hotel's disposal, it's up to you to help him solve their
No one has total authority, so don't expect it. AII y0u problem.

t of someone with moderate to considerable aushority You run the options thzough your head. The hotel rnaycan expec
ially ia a bureaucracy-is that if he makes an agree- bave a suite it can ive you. It can put a bed itl one of it.s--espec qt he'll do everything in his power to implement it. He'11 meetin rooms. lt mlght 1et you use the livin room portionmen , , ! !l t on a limb to honor his commitment. He 11 stick of a sulte. It could even have a room, if you mtend to leavecraw ou

for you, if only because it's a matter of his Orly the next morning.lzi.s neck outd inciple. A'J a Starter you say, tdwell . . . how about a suite? Howinîegrity an pr
h Begin of Israel flnally agreed to go along about the Governor's Suite, if the others are taken? I knowwhen Menac em

f la ho said the equivalent of tlzis Y'Ot1 have meeting rooms and conference rooms. They're ad-with the Mideast peace ormu ,
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tsqd in au your broclmres. could you put a. btu in on: of tile lmtel's carelessness, tlle quesuon of t:e room chargo would
vertthe conference rooms er meeîing rooms?'' never hav: come up. Antl he.s aware tllat in tite long nm,
The clerk baiks. ''0b$ no-we can't do anything like that. it pays to be fair.

wiw uort't vou 1et me try to put you up in anotber hotel?'' Ltt me give you a personal â'for instasctr izwolving a. sirrs
evou rep fy, '4I don't want to be put up in another lmtel. I'm ilar situaticn, Two year's ago, 1 uad a guararte.ed resenationtired, anu l wast to go to bed, to quote an old song. And 1 aî a Manhattan hotel. As I took a taxi to my destilution,

wam to go to bed rigllt here. Let me tak to your general laîe in tlw evening, tbe cllivr.r saii ç'we'n have to stop at
manager, pleaser (You know the gtneral manager won't be this conler. ne street's blocktd. It looks like a wlice fani-
on Juty 1Ms lale at night, but mu want the clerk to know cade.''
ou are determined.) ..0h, great,'' I gumbled, getting out of the cab and paying
yne cltrk makes a. face, picks up a special pllonq, and my fare. Hoistiztg my bags, I silouldere.d my way past mlice.
mumbles something into its mouthpiece. Tht n'kht mzaager men, press photogapllers, gawkfng pedestrians, 'f'V' ca era
suudesly appears, as you knew he would. You repeat your crews, and newspaper personnel.
uev aboutsuitessmeeting rooms, acd etiter availabla options. çç>ley, whal's going on?'. I askt.tl ae dxrmam, after
qThe night manager consults a room chart, frowns, and trudging to tht hotel's ornate entranceway.
looks up ''we ao happen to havt a suîte left. lt's being re. He pointed skywaru. t'some guy on the: dgventh qoor's
decorated. Howevcr. it's double the price of a single room.'' abom to jump. nat's what's going onl''
vou qaittly bat rtrmly state, HIt shouldn't cost one rfd ''Gee, that's too bad,'' I sid upset at the tkougbt of a

cent more, because I have a guarameed reservationl'' fellow lluman tmnbling to the sidewalk. I edgecj tllrough tim
'rhe nigijt manager sighs, timn says, ''Well . . . do you want zevolving door anu approaclwd tllt dtsk. '$My name's Cohen,''

it or not?'> 1 Said. fsHezbe.!'t A. Cbben. I have a guaraateed resenzatiom''
you rcply. ç'l'll take it . . . and wenl discuss the price ne regittration clerk murmured, $$Yes, you dos Mr. Cohen

jv a. . , . but we don't have a room.''
tcmorre .Next morning, when you,re at the front counter again. I grimactd. ttwhat do you mean, you don't have a room?''
ready to check out, you're presented with your bill. Sure çlorryr'' saifl tke tkrk, ubut we're all rllled up, You know
enough, it's double tht price you expected to pay. Now you how ït is.''
ask to see the general manager. Are you self-conâdeaî? Yes. %tNo, I don't know how it Ls!'' I rttorttd. ttY'ou have to
You know you're in the driver's seat, because the service has save a room semewnerel''
alzqady bqen rendered. (once a servico has been rendertd, it's ''Let me check around at other hotels,'' la suggtsted, reach-
zmver as vazuablr as it B'as pzior to beipg rendered.) You in- ing for a desk phone.
fonn the general manager about your surprise when the. hotd <tllold itl'' I snapped. ççYou do have a room! You know
failell to honor its reservations po:icy. After listening to his the guy on the deventh floor? The one wlm's causing all tlmt
explanation, yoa now discuss the exorbitant room charge. çommotion outside? He's checking outr'
Ninetpfive percent of the time, the general manager will ne wind-up? The guy uida't jump. n e wgr,e corralkfl
a ologze for the billing error. He7I 1et you pay the single' bim but checked bl'm intc a diékrent facllity for psychatricproom pricc for tile suite. He knows tbat, had it not been for examination. I got hi.s vacant roolm
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asotlwr personal experignce. In tlle winter ushe's out to luz/ch. wbn't bo yack for fortplige minutes.''Let me give you97: I tkw to Mexico Ctty to conduot a negotiations 't1'i1 waitj'' you mumble, seating yourself on the nearestof 1 ,zar for locktl busintssmen. I had a restrvation at a map chair. (If you calft get satisfktction from someone, go over
sem'ficent hotel. Unfortunately, tile hotel could not ionor it. tllat pcrson's Iuad. Movc up a IeveI.)nl tio:l clerk announqed that a1l rooms were flled. In fortpfive minutes, the proprietor returns. You closetThe registra!)y gucsts lkad stayed over because a snowstorm had yoursclz witll her in hcr oflke. You explain the circumstances:
Appareu ,lerl flights to the Midwestern United States. Your daughter's sick; the gown was never worn.
cancexfter making no progcess with the clerk, primarily because ''How do I know the gown wasn't wornlr' the proprietor
f a language prebkm, I asketl to see the manager. l 1it a asks. ''This is a.n o1d lrick some partnts pull. They simply
ok ar rested an clbow on the marble check-in cotmter, and reattach the price tag, then try to remove any soiled spots
c g ,fl the manager, S'What if the president of Mexko showed with a damp ragl''askeu ? would you have a roorn for Mm?'' You show her lhe purchase datc on the sales zlip. yeu
P''si ,e/ior . . .'' o'er to phone your family physiciau, in her presence, to
I uew a smoke ring toward the ceiling. --wen, he.s nm verify that your daughter was kome ilI the night of the prom.
ing so r11 take llis room.'- GOll an rlgl't '' ccncedes tlte propcfctor. ''wo,II make anCOm , ' >oz I get a room? You bes, but I had to promise that if exception this time. r11 have 1he woman who waited on you

im rtsident arrivtd, I would vacate immediateiy. cancel the charge for the gown.''
t pHereu the second ''moving up'' example. You azld your You see there's an exception to every rule. Rales are gen-
daughter shop for an tvening gown fQr iler htgii school sesior eral. In most cases, they should be adkered to or we'd live in

h t tlwitls her to the bottom of her feet. a world of anarthy. But 1et me give you one sklplistic exampleprem. she fmös one t aYou purchase it andtakc it home, antl your daushter promptb where a rule should bc broken.
down with a severe caso of stomach flu. Witit tears in You're listening to a sermon in clwrch. The congregation

comesjsr eyes, slm calls ller date from a bedside phone and informs is silent hanging on tht ministcr's evety word. There's a rul:
him site'll have to cancel. tn that church that no one speaks during a sermom To speak
,,wlAat about the evening gown?'' you ask, displaying poc'r would break the spell. suddenly, you detcct a flicker of

timinz aod a wor sense of p 'norities. Bn'me at the baw of one wall. A wire behind tlm Igaster is
t,p-lcase ta-ke it backl'' she sobs, burying her face in a malfunctioning. What should you do? If you cannot break a
illow. '': never wast to see it agaio. I hate itt'T rult untler any drcumstances, you have three alternatives,
pYou return the evening gown to tlle dress shop.o . gurts 1. Cue the minister by blowing the smokc itis way.Gl'm very sorry,'' mumurs a clerk but we havo a no r, z. compose a note that witl be passetl slowly down to the
policyr .. ,,' d essl'' you ptotest. G'riie price Ptllpit. readixg, Thr chnrch is on fire?
''she didn t cven wear the r 3. Gtt up and leave without a word, since there's no rule

tag's still on itl'' (tlw against this behavior.You glance at a wall sign. lt states: xo RETURNS
ower of legtimacy). .. . Tbe yarticular circumstances govern whetller or not youP ..'I want to talk to the proprietorl'' you say. Can justlfiably break a reasonable rule. If you do not want a
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latioa to govern your situation, be prepared to q tight, and foel-proof. In brief, your interpretationapolicy or regu
hat tlw framers of this rule never intended it to è and evaluatiou may é)c as valid tz.ç theirs. If you deubtdemonstrate t yi ue facts. this, consider the wdl-publicized instances, each year,cover your un (t. tike tiurlj 'tmoving up'' example. You dutiflzlly mail in which ear-marked retunls have been shuttled pastHere s

b midnigbt, April 15. You've an- ) eight to ten auditors. Have the Sçtest'' auditors, stirringin your federal tax form y
(1 every question like an Eagle Scout, faksifying nothing. the samo breth, cooked up the same figures? No. Theswere
hs uter, you receive a modified form letter from the fi res have been unbelievably-almest laughably'Iqwe mont P1 Revenue Service. The IRS wants you to visit a local dlvergent.Interna

ëce at 10:00 A.M, the following Thursday. There are dis-
,o xts you wait fer your name to be called you double-checke ancits that need straightening out. ): t ou're wearing to make sure you aren't overdressed.cr p w a yh wraps around yeur spine. You idiotically .Your stomac you should never dress likea fashion plate when entermg anfantasize that you must be guilty of something. , ,IP.S oïce. Don t look like a b'lrn, but also don t resemble tlmU9e your head. Stop being tmotienal. Let your stomach , .front cover of Gentlemen s Quarterly or Harper .ç Bazaar. 'ne1ax No ont's going to flog you with a truncheon. In actual-re . , pqtsea you deal with will feel comfortable with you, andit ou'll be treated with exaggerated respcct. You 11 get they, y fnendl toward you, only if he or she can identify with you.,, ?'''kid glove treatment. l'ngs ys a psychololcal insigllt sharp trial la ers cash incl canceled checlcs, you drop , FXcarrying pertinent records an on so they won t turn juries oS. some leave thelr hair in needthe ERS oflke at 10:00 A.M., Per instructions. You tellby of a trim; others don't shave too closely; and still others 1et

ionist your name, then jlance over his left shoulder.the, recept tlwir shoes get sctlfry.)R f desks poj into focus behmd him. Seated at each deskews o Your name is called. simultaneously, a designatgd auditoris an individual wlth an electronic calculator. a pad of pa>r, steps fonvard to greet you. At this point-and tlzroupoutble books, and a serious, kindly face. Remember four 11 ,,tax-ta tiz transactien-your attitude is one of pure Help me! You
fslngs about these auditors: li lf coming across as a reasonable likablemrsona ze ycurse , , ,
! 'rhey're simply doing a job . . . and not making mlzch friendly human being. Are you argumentative? To tl)e con-' money at it. trarh'. Are you defensive? Absolutely not. You're tltere to be
2 Tlwy dislike paying taxes as much as you do. When cooperative. Butter wouldn't melt in your mouth.' it comes to their own taxts, they probably fudgo a The auditor says, x'There are four things I want to discuss
trifle to the same extent as the general populace. In with you: flrst, your charitable contributions; second, tlle
faot some of them are also audited. fim e you put down for home demeciation; thirtl, your en-

' t very imaginative, they tend to ç'go by the book,'' hancement of your property througk extensive additions; and3. Ii nohinking in general terms, rather than specific applka- fourth, the amount of money you claim you sent in as at .'' quarterly tax payment.''tions.Anu here's the biggie: L You clear your throat. TMs may be tougher than you antici-
4 Desoite electronic daculatorsz what they do is sub- : pated. But need it be? No. Jast play it cool.' 

C ' bjective, air- . 'I'lm auditor contixmes, x'I'u like to see veriscation of thejecuve and evaluative. It s anything but o



zgz yoU cAN NEGOTIATE ANYTHINO NBGOTIATING ANYTHING ANY PLACE 233

$900 nn wou nut down on your return for charitable contri- Marker, the auditer, a nteralist from tlle word '$go,'' proceeds.'vx'
,.' r uyou enhanxtj your prop:rty by $2,000.00 when you matlebutions.,.xo problemc you reply. 'q have the canceled checks the additions spelled out on page four ot the typowritten

i ht here, in thir envelope.'' slteets attached.''r g'rhe auditor thumbs througll tlte checkâ, conctarrently de- **011, no-you have that all w'rgng,'' you state quietiy.
ressing buttons on the desk-top calculator. ''These only x'These weren't additions. They were badly needed repairs.P ,.total $360.00. How do you account for the other $540.00? Tlle houre was falling ajart. You should have seen it! If l
your answer is as sincere as it is quick. *'I faithfully go to hadn't done what I did lt would have resembled a tarpaper
hurch every sunday. Bach time. I urop ten dollars in tlie shackl''ccollection plate.'' The auditor smiles wrgy as tilough suffering from a gas
çii:ifly-two times a ycar?'' pain. Even a literalist caq have a sense of humor. This is
uwithout fail. That comes to five hundred dollars.'' another matttr of judgmcnt. Therefore, another question mark
''what about the remaining forty dollars?'' is scrawled, You now have a third matter that can be moved
You dort't even bother to clear your tiuoat. is-rhat was up the pyramid.

for Girl Scout cookies, handeuts to kids soliciting funds for You come a cropper on the fourth mint of contention. You
j-atle txague Baseball, and so forth. I probably should have claim, en your tax return, that yotz paid $1,400.00 in quar-
ut down sixty bucks for all tbat.'' terly tax payments. Tlle ms has proof that yeu paid onlyP .''Hmmm . . .'' comments she auditor. G'rhat s hard to be- $900.00. The figure you put down was a slipup-an honest
lieve. No one's tbat generousl'' mistake on your part. You filled out the form late at night,
You shrug. ''I am.'' and your mind was tired. Here the 1RS does have you dead to
u'm going to put a question mark next to îhat $540.00 rights. It's not a matter of judgment. There's no chance to

sgtlre,'' says the auditor. appeal. You must make up the $500.00 difference.
xote the situation here. Tho auditor can't prove that you But what if the auditor disagrees with you on those other

tfanv drop tert donars in the fdatc eacll Slmday or dùpense mints; your charitable cerklribulitms, nome depreciaticn, and
oney to fresh-faced youngsters. That's strictly a matter of property enhancement?mjudgment of what is reasonable. With respect to matters of The answer is simple. lf you acted honestly and believe
judcrment. tlze IRS doesn't have yeu 'ldead to rightsy'' as the you are right, start moving up. Appeal. First, make an ap
r- ' 1 to a Mgher leve). mintment with an IRS examiner. If that get-together doesn'tsaymg goes. There can always be an appea
The interaction continues. The auditor claims your home- satisfy you, make an apmintment with a member of the Omce

de re-ciation :gure should retlect a twelve-year period. You of tlw Re ional Director of Apmak. If that gebtogether;! , Fntely disagree, rdterating that tlw figure should reflect an doesn t sausfy you, take mur case to court-eithtr a United
P!7 like stonewall states taa court, a United states court of claims, or a Unitedelgbt-year period. You stick to your gtlrus,Jackson at tlle Battle of Bull Run. Nothmg can blzdge you. States tlistrict court. In short, even if only a small amount is
oxs tlw ms have you dead to rilts? No. This, teo, ls a '. involved, appeal, if you're so inclined. You have Constitutionalhis too, can bo appealed. ' rights. Lean on them. You also have luts. Use them.matter of judment. T ,Having scrawled a second question mark witlx a Magic One final note about negotiating wlth the IRS: If variox



uitors and examiners demarlu that you produce additicnal ,'son.y ', says tlle derk, ''TIA store doesn't accept c:ecks.z,au ,
rïcation for everything, as if you were a magcia.a who Let's freeze the frame. why flxm't tllks hazdware storevean mnk rabbitsfrom hatszuon't xusiu Get delays. Tell wilom- accept checks? At one time it did but it was burned. r11zrr.e

c 
,

ever veu're dealing with that it's going to take a lonb', 10n# percent of the checks it received bounced. Universalizing
time -to run uown the required records. Use time, and learn from that tltree percent, the proprieter adopted a new store
To lwe witjl îhe ambiguity, bccause i: w'ill saA'e mu money policy. Frowning like scroogr, i)e proclaimed to tnese at tàe

,in tiw long rum Casll registers, çtoonpt accept checks gverl'' n at's wlw the
i eager to close your âle. Ftncing svith clerks at the cash registers un ' ' gly obey tlus iro QlauRemember, the ms suires people, time. anll money. n e eiïort expended rule, making no exceptions.

you rcqcase produces a very poor retum, and they know it. Ançl then you show up. K'You have to accept my chock,', you
on yourso costitlue to say, ttLook, 1*m sure I'm zight, Perhaps we can state. ddotherwise, I won't be able to move into tbe coftage rve
k somellzing out.'' Bventually, even wilen it believes it's r'ectted.''

worright the IRs is willing to negotiate matters of tMs type. As ''Sorry,'* rkpeats tlw clerk. 11I have my orders.':
' will find more understartding for mur point <'Wllo vve mu tkose crders?'' you ask.

you move up youf view. The hightr-ups know tkat sound tax administration G'I'he owntr '' lle replies.0 *
uires flexibilit.y in dealirw with questlens of judrent ;'I want to speak to hirn ', you say.req ,

about trivial sums. Tht proprietor appears. uwhat's tim storvr la ask-s.
H e,s tlw fourth ''moving up'' exampie. You and a friend '% necd these tools and pal'ts .' ou -aoswor x'and yourer , y ,

dtcide to rtnt a rustic summer cottage fer weekend usw shty derk won't acccpt a check''
milts from the city in whiclz you live. when you arrive, the He stares at tlle tbopping cart. Hllow much doe,s all tllat
fu'st wtekend, you discover timt the cottage needs an incredible come toy''
mount of repair work. Tlw doors don't o>n and clost ''Eightpfour dollarsy'' you reply.
a ly the plumbing is faulty. much of the wiring demands *$Yotz don't have thc cash?'' he aslo.
preper ,attenticn, and tnekitclwn ramgeis a disaster azea, Forttmattly, ''No but my credit's ftrst-rate.. I bank at the state Na.tional
,re clever witk your hands. Unfortunately, you haven't in Middletomu''

youbrought tools, parts, or very much monty with you. Let's stop the actiort again. Are you in a gxd barzainingLeaving your compartion to swetp floors azid wash win. msilien, despjte sterc mlicy? yes. rlle best time to n JgotutWe
dows you drive to a ntarby town anu enttr a convenient for acceptance of a clwck is after you've USeXI a store's services.

' e slore. After an hour of searching. you find all tbe The proprietor is staring at tlw dgiltpfour dollars, wortlz ofhardwararts you need, plus the tools requized to attach and tit them parts and tooks i:z your shopping cm. He's tbinking, çgollP , ,where they belong. 'rhe shopping cart yoa ve been wlwelins my God, if tus meatball szys. 'ybrget itl' and walks out t:e
u and down tlw aisles is full. Yeu push it to a check-out front doorin a Jlug, I have jo fake all these ilezzs, one p)r xe,
pcounter, anu tlw clerk at tue cash regster rings up the total of and put tlxm back on the slwlves. 'rizat'll take foreverlâ
$84 00. 

WUI he accept your aeck? v'es, if you show h1m prowr
..s' i ht-four donarsl', you excuim. Ke-aat-s tmiyelievable! .

( identzcation tlken gwe sm your bankes puo:w sumur, asg ,ru have to write out a clwckr well as tl)e phone number of tlw outfit you work for. Re-
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membtr: ttt most iastancess an order-enforcing subordinate Ls ately appeal to the next level ia tlze schoo! system's lleraçcby.simply a mouthpiece, acting in a robotlike manner. Sidestep Keep climbing the Iadder, if need be, till you closet yourselfrobots. Negate any policy that's detrimental to your interests with the superintendent of scheols.
by takjng a step upward. The person who gives the policy Nonnally, the superintendent of schools will bt much more
can also take it away. Aflord 1aw givers a chance to amend understanding of the stalemate than will the math teacher.tlwir pelicy in light of your particular situation. Often, they Why? Because the sumrintendent is intensely political. He
are grateful for this opportunity. Or she perceives you, not only as a complaining, concernedHere's the flftil t'moving up'' example. Your youngest scm, parent, but as a taxpayer-a taxpayer who can address the
whoœs in seventh grade, is havin a tenible time with mathe.- school board at its next meeting, along with fellow disgruntled! ,matics. lt isn't that he's not brlgizt: He s a crackerjack at parents, and initiate a mass movement to reduce school taxes.English. But he can't seem to grasp anytbing quantifiable. Tha.t remote possibility, and the possibility of concurrent
why? His mathematics teaciier hum'tliated him in front of negative publicity, makes the superintendent shudder.classmates because lw failed to show up for special hdp Will your son pass into eighth grade? Yes- if you moveafter school wllen ordered to do so. Now he has a mental fast. The higher you go in any administrative pyramid

, theblock regarding numbers. That's bad enougil. What's worse better off you are. Those in tlle rarelied air of tlle higlwr
is tilat if titis teacher doesn't give bim a begrudging nod, yotzr altitudes are more flexible and pragmatic than those at the
son wonlt advance into eightlz grade. The boy's hypersensitive. bottom of the pyramid. Tlwy're more willing to flex so-called
It would wipe out his syche. unbendable rules.? .How do you negottate your kid into eighth grade? Obvi- A fmal word about moving up. In most slzmble communi-
ously, I am assuming that this outcome is just and beneficial to ties, there are a11 sorts of people and groups you can appeal
all parties concerned, It's crucial that you confront the math to for help, such as the Better Busitless Bureau, the Chambertegcher befere be actually gives and records the tltmking grade of Commerce, consumer groups. Call for Action operations
for the year. on TV or in the newspapers, and even legislators. Don't hesi-once a grado is on the schoors records, it's almost set tate to plug ia to such facilities. To quote Hubert Humphroy
in concrete, so to speak. This presupposes that your child on the subject of principle: SsNever give up and nevtr give 1n.:*conhdes in you regarding his predicament. You must have a
ood relationship with your olpring-a rdationship of I
mutual trust, based on acceptance of each other's short-
comings.
It's also crucial that you see the math teacher in person. I

Don't negotiate with him on the phone. Saying no 0n tht phone
is easy. Being unreasonable on the plzone is easy. Saying Imlso again. Iand beinr unreasonable face to face is somethzg e
When you huddle witb tbe teaciler, personalir.e likt mad. ç

d ur needg, with ' 'Make sure he favorably perceives you, an yo
very one of his nerve endings. If that doesn't work, lmmedi- 'e 1



To resort to power one need not be vlolent
and to J'pedk to conscience one névdl not be
meek. The most decfïv: action b0th
remrt.ç to power an4 engages conscience.

- Barbara Dtming

12. Taking it personally

Within our own lifetimes, the acceltrating pace of change aIIII
tlw increasing comglexity of proble!ns stagger even the ex-
mrts. Al1 organizatlons have grown-larger and away from
us. M  a result, some people feel like strangers, like ciphers
lost in the crowd. Such an attitude is a curious blend of apathy
and dopair. The apt metaphor is Franz Knfka's The Castle,
5v1t.11 its red tape and. faceless masses waiting in endlee!s lines.
It's as if we have become demrsonalized like mlnute par-

tkles of Some g'eat statistical censurr-working ants in tlle
giant anthill of life.
But it wasn't always this way. You may recall a time when

even in a large city imople Nvent into a neighborhood store
and the owner greeted them by name. Although this way of
doing business may have been less eëcient than modern com-
merce, it was somehow more satisfyiag.
Obviously, I nm not advocating that we ''return to tlms'e

thrilling days of yesteryean'' What I nm suggesting is that if
239
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you are to negotizto e Fectively the other partr nAust n et see a W 7id and tender acccunt of her experiencrs. Her w'grds
you as a statistic, a thing, a commodity, Or an article of com- expreeued innocence optimism and humanity that produced
merce. If you psesent yoursclf as a unique. wzlnerable human atl emotional impact. This wms of course Annr Frank: DJ/Z:P
beings there is grtater ltkelihood that you will get what you of a Young Girl. published in 1947 and lvter made into a
want. Htpw many of us can be indiöerent to those we see ia play and a fzlm that asected the world.
human terrus without being indiferent to ourselves? Deep Accordingly, to maximizo our impact as a negotiatorï
dewn, most mople know that their own wtlfare is related lo no matter whom you are deahng with-you must personalize
the welfare of others. Any spigbt to my neighbor eventually hlth yourself antl the situation.
becomes an injury to myself. How do you personalize yourself ? You make the other
Thcoretically, we may know tbat ''no man is an island,'' but pat'ty ste you as a uniqur, flesit-and-blood, three-dinlcnsional

faced with !he pressures of daily living. wt tend to forget tllis individual someone who has feelings and needs, someone
interdeyendence. Therefore, itvs up te yo u te h u nxanize y/ur- Eie otb er person n>, cares akout, and somehow feels obli-
self so that you are not seen as a deperson iized statiséc. lko gated to--at least sonleone the othtr çtrson w ants to do
onc identi:e: with large n u m bers, bul alcnost everyo ce conl- synlttbi ng for.
néserates with tbe an guish of a iesh.and-blood person, How do you personalize the situatien? Tho answer is sinz-
TMs fact is inlplicit in the rzputed com m ent of S amutl ple. T ry not to nego uato on beh if of an insutution or org ani-
Adams, just puor to the Sknledcan Revolution. Eludng Sne zauon, no nAatter how 1ar e or snaan. llegotiate on beh ff of!
planning of the Bostou Massacre, Adams was rtported to yourself representing the mstimtion.
h ave said soraethin g to this esectt $$T here ought to be no Iet nle e2a borate. Few of us keep co= itments to steHle
feAver tb a n three or fo ur kille d so w% will h ave nzartyrs for the institutions. They are too renlote, lifeless, and abstract to
Revolutio n. However, there sh ould bc no raore tha n teen tr. create a senzr of obligation or concern. lêo one, except a n
bec ause once yo u get beyon d th at nunlber we no Ionger have arc hitect cares a hoot about bricks, glass sttel, an d concrete.
martyrs, but simply a Aelvage problam.'' Institutions are cold and lifeless. That's why IBM, Con Edi-
Aride from Atbms's callous remarks and their ethical im- son, General Electric, Ma Bell, the IRS and other abstract
yicalions, his lheoly was correct. To maximize the impact of entities get zapped so often. (Typical attitude: ''What's the

4 disertnce if the Mobil Oi1 Corporation loses $ 1û0,000? It'san event, people must be able to indentify with those involved l ,, . ,arzd with the circumstances. . not even half a cent a share! ) That s wh it s selfddeatinj!'
when the second world War was over, we leanwd the to negotiate on behalf of prosperous orgamzations, and obvl-

statistical magnitude of the atrocities cotamitted against hu- ously, that's why phrases like the following usually fall on
mankind. We cottld not fathom the absoluîe evil perpetrated tlleir faces:by tho Nazis and their countless millions of silent and passive iion behalf of the Bensonhurst Chamber of Commerce we'd
ccomplices. For the avcrage person, the numbers were in- i likr you to . . .''
acomprehensible. *'For the benefit of the Boy Scouts of America, we want
More than anything else, it was the writings of a teeaage you to . . .''

Jewish girl that belped people undrrstand some of the horror *'The Missouri Synod of the Lutheran Churcll urges you
that had taken place. While hiding from the Nazis, she wrote .: to . . .''

1
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iiFor tbe sake of snancii solvency, the èlaNon al OrgaO a- bn hand, eyes unreadable behind one-w ay-uurror sun: asses.
qon of sçemzen requests that you fulâz your pledge.'' You feel as helpless a; a smil nlunchkin tryra' g *; play de.
So if you represent Ske 51 arch of Ilinaes, the state of Czi- fense against Karxm Aeul-labbar. There's no guaranteed

forci a, Sbe tlïted Svay, the loci women's club, the èlew way to negotiate yourself out of uhs but you c an decrease
Arork Ci+ Tra nsit Autho; t/, or what have you, and you're your cha nces of getting a ucket in this sihzau o n.
supposed to gin the com m'ltment of others to these inaper- Iniu Zly, get out of your c ar in a nonotaten:'n g nlanner.
soni enédes per se ( viMu Z1y an hnpossibilyy), what can sfeet hiuz (sonletinzes today it's her) qdth a conzpiant ap-
you do? Arou can personalize. Arou c an gain fbe comannl'unent proach as if to say :$I'n& tota;y kz your hands.'' Do not sit
of others to you. i!l your vehicle witll the windows rolled up. For all he knows,
Here's what I mean. Let's say you're with an organization, you may l7e higll on drugs or a criminal w1t.1: a handgul inand someone you're negotiating with is giving you a hard your lap. Nowadays, some officers get shot by crazie.s in slmi-

time. Persuade tbat person to be concerned about you, not lar situations. In essence think of his or her needs and con-
tbe instinzuo n or to be conce rned about you v2c the institu- cerns as well as yeur own.
tion. Say the equivalent of : While yolz tender your license, the mrning lxint in this
çiI happen to be with so-and-so . . . but didn't you prom- encounter will occur. You have three purposes at this juncture

ise me you were going to do tbis? I was counting on you. I of the interaction:
mssured my boss about it. I told my family. I guaranteed tlw
auditor. You arenet going to let me down, are you?'' 1. To get his mind off the tîcket
wllen the other pal'ty asks, <sxrou aren't taking this per- 2. To have 111111 see you in personal terms

sonally, are your you plaintively reply, 'Wesl'' 3. To prevent, or at least delay, his pressing his ballmint
In other words, ''lay it on'' the other party. Get him or her pen against the pad of tickets

emotionally involved. k's decult fer mople to back off if
you say the equivalent of, çdl'd appreciate it if you'd do this Start ofï by saying, Voy, am i glad I found you, oflker,

'> 1 fE ctive tn I because l'm lost! I've been driving around in circles! How doas a favor to me. Such phrases are extreme y e e
mrsonalizing situations. Of course, if you create an obligation I 1 get to such-and-such a street?''
on your parq it's understood that you'll reciprocate in kind He'II probably ignore your question for the moment and
when appropriate occasions arise. I quickly interject, $$Do you realize you were smedlngr
This leatls to the next question : How can you personalize I You now steer him back to the question by saying, SiYes

yourself in some of your negotiation encounters? 1 but I'm lost. I don't knew where 1 aml''
Following are some down-to-earth illustrations: 1 The oïcer will invariably provide directions. While he dxs
Here's thc flrst example. Let's say you're driving fortpiive ' this ask an endless number of subsidiary questions--cnylhing

miles an hour in a tliirty-five-mile zone. A squad car, con- to keep him from writing. After he's spent five minutes giving
cealed in a shrub-lined driveway, bags you on its radar. A I you explicit directions, and you've acted promrly grateful,
siren blares as it trails you in merciltss pursuit. Yeu curb henl return to the subject at hand-your traëc violation.
your auto, muttering because of the inconvenience. A cop At this point, try to make the oKcer feel important by
steps from the squad car, then ambles toward you, ticket pad ' talking about tbe danger and diïculty of his job. Portray
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yourseli as a law.abiding citizen an average working person *'Radar's no good. and you know it. Scientifically, yourbeset by probltms. When he returns to your exctssive speed, apparatus isn't all that accurateq''
say, ttcsee 1'm sorry. 1 didn't realize that . . . It was jtzst that Women are probably more effective than men as negoti-
I was thirtking about . . .'' Here you recount a unique per- ators in such situations. Statistics show that when a speeding
sonal dilemma that you conlide in him. Everyonc has some- auto is clocked by radar therc is no awareness of the driver's
thing: a tyrannic al koss, a sick spouse, an aged and arthritic ge n der. Yet so mehow as a group. women receive about 25
parent, an installment payment that can't be met, an unfaith- percent fewer citations per thousand drivers than men.
fu1 mate, or a disappointing child. Most women when stopped, seem to follow the techniques
Make sure you let him know anything else that might bear we are outlining. They get out of thc car seem contrite act

upon his decision. Assue ng you have a record without fù endly, and try lo relate to the omcer on a huna an level. I
.'blenéy'' renaark. ttTMs will be nAy Erst ticket after twelve grant you that the 25 perce nt v ariation occu ae d with pre-
years of driving. l'd hate to h ave this tarnish nay pro u d rec- d onlin a ntly m ale police o ëcers. However. even with the ever-
ordr' Ch ances are he'll hesitate. Cops are rclucta nt to /ve increasin g n u m%r of fenxales in law enforcenae nt I don't
anyone a first citation. bzlieve the statistics will change much. Let's face it, in these
whatever your excuse, it's better if h's unique and differ- instances many women are better at S'personalizing.''

ent, Keep in mind that this law-enforcement oëcial bas prac- Let's look at a second example'. You are moving from San
tically heard them all. If your saga is special and interesting. Jose to San Francisco in six months to reclaim your heart
it uaeets his need for sonae entertainnlent in wh at is eften a lgft there previously. After en dless d ays of looking for a high-
routine and naonoton ous job. 51 oreover. he now h as a 'swar hse residence yo u learn abo ut a building th at is pe dect for
story'' to recount to his partner or colleagues back at the your family. The problem is that only one apartment will be
sutionhouse. available, and there are thirty nxmes ahead of yours on the
speaking of the uncommon excuse, I was told this story by waiting list. You want to go from thirtpflrst to first on the

a police commissioner at the F.B.I. Academy : A policrman list. How can you do the seemingly impossible? How can you
wms about to ticket a person for driving the wrong way on a get what you want?
one-way street. Suddenly, the accused innocently asked, ti()fli- Go directly to nûmero uno, the ultimatt decision maker
cer, has it occurred to you that the arrow might be peintiag the building's superintendent. He really is the lxrson with the
in the wrong direction?'' snal say in this matter. Bring your spouse and children with
The story teller assured me that this actually happened and you, Coach the youngsters to behave, and if necessary, resort

1at the ticket was never written-presumably as a reward fer to t'parental bribery.'' All I am suggcsting is reasonable dress,
creativity. As Ripley said believe it-rr not! manners and decorum. There's no need for anyone, children
Whatever you do, don't remain seated in yeur car and givc included, to go to an extremc. Put differently, no one expects

the oëcer a hard time when he queries you. Never make I to rent to a perfect plastic couple nnmed Ken and Barbie.
umacho'' statements like ; :<So, give me a ticket! 1,11 fight this I The point is that you want tch apaar as a resmnsible, suit-
a1l the way to the Supreme Courtl'' ' able, stable, and desirable tenant. Keep in mind that the
&&I want you to know I'm a person of great wealth antl j famiiy selected becomes a neighbor of the sumrintendent, a

I otzp that he's stuck with for the duration of the lease. Basedinsuence.'' gT
I .
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on past experience, he knows that the tenants chosea can intendent's investment and his identifkation with you. You
cause him untold irritation or could conceivably enrich his havz Personalized tlm selection process. (Of course, this tech-
life. Ltarn as much as you can about him and his fnmily. At nique Wi11 work only where the superintendent has the power
the same time, make sure he sqes you in personal, three- to make the sdxtion. In other cases, you will have to make
dimensional human terms. use of other negotiating techniques.)
Politely ask to see the apalment that wiz be available. lf èê0w for the third exanaple. Yuhen our naiddle cbild, Steven,

he counttrs with, ltl'ma sorry, but there are thirq/ feople ahtad was about to enter his sn al year of high school, he naade
of youl'' don't ie deteaed. Explain how far you traveled an d extensive sunanaer plans to hitcbidke across Sknaedca. Jks he
say in esect, ç'I know we h aven't nluch of a ch ance but can put it, t'It'll be a great expedence, and I won't need nauch
we just get an idea of what it looks like?'' money or clothinp''
Evrn jf ycu cnnnot sec that particular llat (it may be twcu- Needle,ws to salr, his parents were totally opmsed te tllis
pied) , try to get the super te show you any apartment. As a idea. We presented him witlz the usual objections to such an
last resort, how about his place? Throughout, you must con- undertaking: It's physically dangerous; it's illegai in certain
vey the proper blend of tact, tmpathy, courtesy, considera- areas; ancl it's unpredictable. After some discussion, he re-
tion, persistenct, asability, and tkoughtfulness. futed these arguments logkally.
From that day on, whenever you a're in the area stop by to Then we came up with what we thought was a sure winner:

visit with the sumr. Bven if he tells you your chances art trkay,'' we said, 'lbut no one will give you a ride. People
hopeless, maintain these contacts. don't pick up Mtchhikers any more.''
while the superintendent invests considerable chunks of Much to our surprise and dismay, Steven had thought of

time in you, elaborate on your circumstances, consde in him, i that problem also. He had purchased a gasoline can from a
and ask him for advice. Detail who you work for, the kind of ' local flliing station, with the intention of cleaning it and trans-
job you have, the organizations you belong to, the hours you J' forming the interior into a small duflltbag or suitcase. Appar-.1keep, and your interests and hobbies. Do this till the super- j ently, his cross-country trip was not a simple case of teenintendent knows you virtually as well as he knows his own '1 lunacy, but a goal supporttd by a wdl-conceived strategy.

i' After months of talk and debate, we opted for 'tbenignfamily. ..t
Thanks to your intensive mrsonalizing esorts, what will j neglectr'' allowing him to pursue his dream. When he returnedhappen when a vacancy occurs? The superintendent will 'V. . safely, one of the first things ho smke about wms the ease of

glance at his list. His eyes will lingtr on the flrst name for a getting lifts from passing vehicles.
moment bu1 that's all. You seey that name is nothing but a . ' steven remarked that the first driver who stopped for him
faceless label. He now has the. option of renting the apartment . set the pattern for what was to follow. After proceeding sew
to someone he knows noshing about and feels nothing toward ' eral miles down the road wàll Steven the motorist com-

. or he h as the option of renting the apmment to you, . naented, ççArou wiked a heD of a long way to get that gas.''
about whom he knows plenty. As we said earlier, Tile de ) steven replied, Oh, I don t ()wn a car. This can is my
known is bettqr than tlw devil unknown.'' ', suitcase. Don't you think it's easier to get ridts tliis wayr
chances are you'll jump from thirty-tst place to the top He said that this usually caused guflaws d laughter from

of the list. You'll get that apartment because of the; slll>er- the driver followed by a friendly and informative dialogue.



Although using your thumb as a means of transportation mortal who sees you as a unique human being requiring help.involves ccmsiderable risk, it worked well în his case. By Continuin to the ftfth example : Sharon, our daughter, gets!carrying that Ggasoline canv'' he personalized himself and clis- credit for tbls story. She sant a summer residing with a
tinguished himself from the average hitchhiker. Paoing driv- French fnmily, as art of a student-exchange progrâm. The?ers saw him, < beit naistake nly, as a pathetic h u nlan keing people she live d wjth owned a snaall farnz where th ey grewj 'whom they identified with and wanted to help. me ons.
otzr fourth example: One of the instruments of modern life Periodically, they received phone calls from people inter-

that enables the infrlvidtzal to be seen as a statistical speck is ested in buying a melon wholesale. In each instance the oser
the computer. Have you ever received an erroneous letter, bill, was rejected.
or statement from a computer? If you have, you know how One day, a bey about twelve ycars o1d came in person with
dillicult it is to negotiate wjth a meciianical thing. You can a similar request. The same answer followed. Nevertheless,
call and write, but your oppcment is programmed to be deaf the young waif persisted. following the owner around as he
and blind to your pleas. did his chores. After Iistening to the child's personal saga for
How do you get the correction you want? almost an hour, the fanner paused irt the midst of a melon
First, Iet's deal with a notice you roceive in the form of a patch.

rectangular computer punch card marktd, ç$Do not fold, tear, I ''Enoughl'' he said to the boy. '.You can have that large
or mutilate.'' Here the solution is simple. Take a air of scis- one for one franc.''11 usors or a ballpoint pen and make one or two additTonal holes I only have ten centimesj'' the boy pleaded.
in the card. Enjoy yourself and lx creative as you violate 'il-et's see, at that price,'' the farmer said slyly, winking at
their injunction, which makes use of the power of legitimacy. Sharon, tthow' about that little green melon over there?'*
Then print the changc you desire on the card and mail it back. I t'I'li take ity'' he said. nHowever, don't cut it off the vinewhen your unkque card is put through the systemp tbe yet. My brother will pick it up in two weeks. You see, I just
computer will reject it, because of the original artwork. A do the purchasing. He handles shipping and deliveryl''
human being will process it by hand. lf thcir records justify Consider the sixth and tinal example: Let's say you live in
tlw correction you want, it will be made. an apartment in a desirable location. It's the middle of Janu-
second, let's contend with an erroneous computerized no- ary, and you aren't getting enough heat. Even your cat is

tice in the form of a letter or statement. In this cmse, call tbe shivering.
organization and speak to the mrson handling your records. Should you complain to the superintcndent, building man-
In most instances the changes you desire will be forthcoming. 1 ager, or landlord? Probably you already have, without gettingI results. By this rime j'ou must realize that I do not believe inSupmse, the same mistake appears the next month? Should
this occur, type a *lmrsonalized letter'' to the individual you j approaching anyone m a mtulant or aggressive manner. Youspoke with and send a carbon copy to their superior and the never ttcomplainy'' but simply make your needs and circllm-
top perso n in the orga nization. The nanles of these yeople I suznces known. sh ould you conae on too strong, the issue shifts
c an easily be secured fro nl secretahes or telephone operators. fronx the lack of proyer service to your Iack of proper m n n-
The core of b0th approaches is to na ake co ntact with a ners
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rmine whether the 2. Dtm't 1et yourself become a bloodless slatistic: a grainIn îhis example, it is important to detehis a delilxrate at- Of sand that drops through someone's fmgers and van-indoor arctic climate is widespread. Ts t ? should ishes in a floor crack. Don't be like Lara in Dr. Zhi-tempt by the owner to increase his investment returnther to act so as %'c#G who ihecame t'a namdess number on a list thattMs be the case, all tbe tenants must get toge ,lanltlord. was mislaid.'' People seldom botlmr with statislks.not to suffer the slings and arrows of an outrageous Their attimde is: 5$So, number 463 thinks he has aln essence, utilize the power of commitment.lt Somthow you Problem? Who cares?''But let's make tbis problem more diflicu .
tlw only one affected, and you have tried almost everp Although we have come this far together a caveat aboutare ,hing-phone calls, letters, governmental agencies, and the tl.li approach may be in order. Please recognize that anyt s

local radio station's Call for Action-all to no avail! gective technique carried to an extreme is no longer e:ec.e
.'rhe situation is very serious, and yOu have exhausted every tivr It may become downright ridiculous. So some modera-

further, determine wlY tk is ofttm helpful.reasonable approach. Before J'çm go oni onsible for this continuing condition. For tile sake of s time ago I was told an amcryphal story that I woullls resp 0me
argument, we'li say it's an absentee owner. likz to share with you. A new priest was so nervous at his
Now lind out where he lives. Drop in and visit him, unex- sst mass, that he could hardly speak. Afterward, he met SViG' 

sunday, when his wife and children are present. us sumrior, the monsignor, and asked for help.pectezdly, on a
Act in a concerned, likable, low-key manner. Never ac2u9e puasttl by the request, the monsipmr plaxd his armhim of negled, becaust he'11 get angly if he loses face in front (! tlw youag priest and said $'Te hold your audience,aroun ,
f his loved ones. Say the equivalent 0f, 'Yook-hert's my t make tho Bible come alive. Your Eock must seeo you muS
ktuation, I know ytm aren't aware d it, beçallse ytm Wouldn't tjz se times and events as if they were ha ' g today. Re.s O
tolerate it. l have a sick çltild, and the temperature in my unit b Jesus' interest was in the redemption of man's verymem er,is only sixty-two degrees. What do y0u thi:lk the Problem is- jplmanity. His mission was not to govern men, but to releaselfunction or defect in the Pipes? What can I dot I knt)w tlwm,a ma
you can help mel'' ''ln other wordsr'' the monsignor said, leaning closer, Gmake
Chances are, on stage, bdore IIiS family, he won't ignore it a mrsonal exmrience for the worshipers. Use their lan-
our plight. Moreover, he no longer knows of you as a'part- Tell it like it is, as the young people say.''y Dve't 203 but rather, sees yoa as a Ptrson With Ver.y human The priest was noddng enthusiastically

, encouraging Msmen , .
needs. ' superior to continue.
There are no universal prescriptions for every sl>ecilk nego- Im ossed by the attimde of the young man, the monsignorPr
iation situation. A Particular combination of facts exists only ulljrn rosjst one last piece of experienced advice. Beckoningt co
at a particular time. Bllt some general Principles always arly. tlm priest closer he whismred, ROh, yes-it might help you! ,
Keep these two things in mind: relu a little if you put seme vodka or gin in your water glass.''

. 1 to shaft others if they don't see Tlle next Sunday, following his superior's instructions to1
. It s easy for peop e ie letter, tlw young prie-st was vev much at ease and UAeIIthem in mrsonal terms. i
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up a storm. However, he noticed the monsignor, in the rear j Did lohn Lindsay, a deœnt public servant with the best
1 intentitmy, aclzieve his tgjeclives? Nct at aD. Why nct? I?ee-of the congregation, furiously taking notes.When the mass wa: over he rushed up to his superior, cause despite his engaging personality he didn't mrsonalize.

anxious for some more sagacious feedback. $çWe1I, how did He always negotizted on behalf of the City of New York. He
I do this week?'' said such things a$, SENew York City would like you to honor
S'Fine'' the monsignor said nbut there are six thiags that mur commitment.'' Do you think peopîe Jike Iabor leader

you might straighten out in the future.'' Michael Quill (who played the Gdumb is better'' routine by
He then handed the priest his notes, which follow : . always mispronouncing th: mayor's name as 'tindsley''l

u ' cared about this impersonal abstractiou? The megalopolis of
1 . They ere the Tea Cemrnacdments, net the ttp ten

,, 
New York is too big for a finite mind to comprehend. To

on the charts.
. ,. ouill it was like a. request from the British Empire.2. There were twelve disciples not a whole gross.> 
q# ,, Daley, on the other hand, was short, with a silly-putty body.3. David slew Goliath, He did not wMp his ass.
y ,, when lo lost weight he could best be described as pudgy. He4. We do not refer to Jesus Cllrist as 'the sate J.C. clothed himself in suits that had been out of style for thirty

5. Next Sunday thtre is a tzfïy-pulling contest at St.
, ($ , ,, years. When he spoke publicly his syntax butchered the F,n-Peter s, not a peter-pulling contest at St. Taffy %. glish language.6. The Father, Son, and Holy Ghost are not reienvd to

jj ,, 
one day he would cut the ribbon on a new school and

as Big Daddy, lunior and the Spook. u' dedicate the building to the Mghest platitude,s of learninp''
Moral : Don't be a literalist. Do what is appropriatz under Thereafter, he would defend an indictH crony witll, 'sWe've
the circumstances--exercising moderation iways. been boyhood friends al1 our lives,'' and then disrniss the

Vietna!n War protest b)r remarking, 14T don't se.e any more
Probably, one of the most efhctive use,s of S'personalizing serious division in our country than wz had during tbe Civil

power'' was made by the late kichard J. Daley, lonptime Wan'' He once advised a group of business executives, GTO-
mayor of Chicago. Let me try to contrast and characterize ' day, tht real problem is the future.''
his approach with a contemporary ïn Ng-dty government, Then there was his famous rebuttal to repcrt: of a police
John Lindsay, New York City's former mayor. riot during the demonstrations at the Democratic National
In my opinion, John Lindsay was the best-looking mayor Convention in 1 968. çsThe police are not here to create dis-

the Big Apple ever had. Lean, chisel featured, and square order,'' ho said. 'They are here to prescrve disorderr'
jawed, he could easily have pursued a career in media or show When the newspapers dutifully queted him, Ezrl Bush, Ms
business. He was the tallest mayor the city ever had-which press secretary, blamed the media.
im't saying much. His dress was immccable; he was an elo- ççlt's damn bad reporting,'' he told the remrters gathered.
quent smaker. Why, he didn't even sound as if he came from <'You should have quoted what the mayor meant, not what
New York. This, if nothing dse, should have qualifed him te he said.'' (Somehow they understood tlzat. ) 4illizzoner'' him-
be the mayor of New York. John Lindsay appeared to have self even reproached the press : S'You have condemned me
everything. ! mu have vilitied me, you have even criticized me.''



254 YoU CAN NEGOTIATE ANYTHING NEGOTIATING ANYTHING ANy PLACE 255

Were Daley's appearance and garbled speech a drawback? ' That's 'tpersonalizing power''!
To the qontrary. Tbey made him bllman, tndearing, and ap- 1
yaling. He's still so revered în Chkago that you might sey ?
he's on the verge of local canonization.Late last autumn I was sitting in a plant at O'Hare waiting Now that we have come full circle, I tnzst that the entl of
lo depart. My seatmate asked, Hls it snowing outside?'' After ' this joumey marks the begirming of a rewarding aud liber-
glancing out the window I mssurtd him thRt it was. He ro ating phase ef your life.1
ojxlndetl matter d factly, 'You knowv wllen DalDy was alive, You have a role to play in this world-a reason for lxing1
it never snowed this eerlyl'' here. But it is up to you to find your part and diroct your
'rlw late mayor is buried in an unimpressive grave site at . future.

a small cemetery in Chkago. However, yrar in allcl year out, Yeu altme determineyeurdestiny tàrougll yourow'a cfzorts.
tens of thousands of visitors make a pilgrimage to Ms last i Accept this responsibility-not just for yourself, but for us
restinpplacex to pay homage. As a matter of fatt, tho weight ir all. You have the power to change your Iife and the lives of
of a1l these people has caused the ground to sirk arotmd the ' others as well. Don't back away from tlz exercise Qf power
grave and tlle mound of earth, under whicit his remains lie, or wait for someone else to act. Of course you can get wbat

: all know . you want but part of what yeu want shoul; be to help othershax nsen. Wby J(v tMs mullitude come? For we , ,they're still asking for favors. M d for all we kaow, he's still 1 along thc way.
anting tlwm! ' ne good life is not a paoive existence where you live anu
&: IWhy is R that even today: management arld buGiness 1*9- 1et live. lt i: tme of involvement where you live and llelp live.
p1e in Chicago daim, S'Daley was our friend; he really under-stood business''? Wby dcl labor representatives still say, GDaley ' Allow me to dose this book witll words written by William
really understood tht worktng man and his needsl'' How Styron in Sophie's Choice:
could ho possibly deal with Ixlth silles of the fence, then con- j aae most prtgound slalement ye! made about Auschwiîz wasvirlce rach group he B'as on its side? Because unlike Lindsay, not a statemenr ay alle bklt a rrsponsr.
Daley negotiated personally. He nevef negotiated on behalf t ne query: UA, Auscllwstz tell me wlltre was cxxl?''

. <. ' :of the Democratic National Commlttce the Democratic party, And the answer: where was man?'
or Sbe City of G fcago. 'Ie knew in his gut Nïat such cencepts
were too abstract lnstead, he approached ind<du Zs pd- 1
vately, one by one, asking for their commitment to him lxr.
sonally. '
For instance, he'd say the equivalent of : 'Uohn . . . you

tcld me you were gonna do this. 1 was counting on ylm.
I told my wife about your promise. You can>t 1et me down!
Do you know that 1 include you in my prayers when I say my
rosary? T eveu lit a candle tor mlz tlli: merning? Look . . .
here's tiie wax on my fmgersl''


