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INTRODUCTION

T he purpose of this book is to provide the reader with theoretical approaches 
and practical suggestions—along with real life examples—that explore how to 

use effective strategies for negotiations and conflict resolution. The goal is for the 
reader to learn the benefits of being flexible in negotiations and the importance of 
planning and research ahead of these situations.

The book is divided into four units. Unit 1 presents seven chapters analyzing 
such key concepts as developing a bottom line, goal, and most desired objective; 
negotiating with multiple variables; and setting traps for the other party. Unit 2’s 
five chapters explore negotiations in cross-cultural situations, highlighting the dan-
gers of stereotyping, styles of reasoning, and other key concepts. Unit 3 has three 
chapters specifically focused on applied business and organizational negotiations, 
stressing the importance of salary negotiations for first-time and more experienced 
workers. Unit 4 concludes with five applied chapters on conflict resolution, includ-
ing direct and indirect confrontations and salvaging bad situations.

The chapters present a variety of examples and settings, including applications 
within the automotive industry, environmental negotiations, and international 
business settings and concluding with Chapter 20’s case study of hostage-taking 
negotiations—certainly the most stressful situation anyone could encounter. 
Though the book surveys a number of different examples and issues, the focus is to 
leave the reader with a coherent and fully applicable understanding of how to plan 
a negotiation, manage it, and conclude it with both sides satisfied and willing to 
work together in the future.



6

T he goal of this unit is to provide the reader with the necessary basics to 
become a more astute negotiator. Readers will learn that a negotiation is a 

process and how to guide it to a successful conclusion, not just for their bene-
fit, but to maximize the gains for both parties. This unit combines fundamental 
concepts, found in Chapters 1 and 2 with practical application through the case 
studies in Chapters 3 and 4. These cases feature a car purchase negotiation—a 
situation that many people dread—in Chapter 3 along with a land use negotiation 
with environmental implications in Chapter 4. 

We focus on overcoming obstacles while allowing the negotiation to continue, 
including reviewing traps that professional negotiators use, such as a false “time ur-
gency,” “limited budget,” or a “fait accompli” for an item that has not been discussed. 
These and other traps are used to pigeonhole your counterpart to an agreement that 
is more advantageous to you. We want to avoid using them but also know how to 
counter the tactics if they are used on us. Chapter 5 presents the benefits of using 
professionals to help mediate negotiations.

Some of the key concepts in this unit include:
• The benefits of a Win-Win Approach
• The power of multi-issue negotiations, which allow the sides to move beyond 

straight price bargaining
• The common steps in presenting and countering offers
• Stemming high-pressure negotiation situations

UNIT 1 OVERVIEW

BASICS OF NEGOTIATIONS
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• The importance of research and planning for a negotiation
• Developing a bottom line, goal, and most desired objective during the plan-

ning process
• Closing a deal and ensuring that it is final
• Overcoming roadblocks in negotiations
• When to use non-partisan intermediaries, a facilitator, mediator, or arbitrator, 

and the unique pressures of the role
• Reviewing the traps of professional negotiators and how to counter them
• Things to avoid doing during a negotiation



In Chapter 1, Tim Grainey discusses using 
techniques including thorough preparation, 
developing a bottom line, setting a goal 
and most desired objective, and adding 
other issues besides price to assist you in 
developing a collaborative negotiation that 
is productive for you and the other side in 
the process. You will also see why viewing 
any negotiation as a long-term relationship 
is a benefit to both sides.
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Chapter 1
Becoming a  

Better Negotiator

by Tim Grainey

T his chapter presents some suggestions for negotiators to increase the effec-
tiveness of the process for both parties, rather than thinking only about how 

much your side stands to gain. We should approach a negotiation understanding 
that we may find ourselves engaged repeatedly in this process, possibly even over 
the space of years. Maximizing the outcome for both sides then becomes a priority, 
wherein the other side will trust you more and actually look forward to working 
with you.

It is important for all parties to approach the event with an attitude of “Win-
Win” rather than “Win-Lose.” The “Win-Lose” strategy (or “more for me”) tends 
to prioritize compromising, in which each side makes sacrifices to reach a solution. 
Compromises tend to leave both sides dissatisfied, as they both give up something, 
usually splitting the difference. If you have a dispute over a bill and believe that 
you owe $1,000 while your supplier wants $2,000, in many cases, the result is a 
compromise in which the difference is split in half, and you have to pay $1,500. You 
are unhappy because you paid $500 more than you wanted, and your supplier is 
annoyed for receiving $500 less than they wanted. 
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I was involved in a negotiation with a Fortune 500 company for a large project 
worth several hundred thousand dollars. There was some disagreement over the 
final amount that our company was owed, which amounted to $80,000. After 
months of negotiations—during which our costs were rising as the amount owed 
was in a foreign currency, which was declining in value versus the U.S. dollar at the 
time—with senior financial people, and 20 minutes of buildup, my client suggested 
that we “split the difference.” My impulsive reaction was, “Really? That’s the best 
you can come up with after months of internal review?” which wasn’t well received, 
but I did make my point. The compromise, which we had to accept, amounted 
to a loss of $40,000 and ended the dispute, but it was unsatisfying, because the 
parties did not challenge themselves to consider different approaches. It was an 
opportunity-lost, instead settling for a quick and easy solution.

A better approach than compromising is collaborating.  Collaborators approach 
each negotiation by making a conscious effort to understand the other side’s point 
of view and work with them to resolve the problem by taking the time to develop 
creative and unique solutions that benefit both sides.

I once had a situation with a client, which had awarded us a large customer sat-
isfaction telephone interview project worth just under $500,000 a year on a 3-year 
contract. The client had provided information on what their previous supplier had 
done. On the basis of that information, we assumed we would average three com-
pleted telephone interviews an hour. Once we started, the sample—which came from 
the client’s stores—was problematic, and we were receiving less than one completed 
telephone interview an hour. My boss was apoplectic; he wanted to shut down the 
project and cancel the contract since we would have substantial losses over the 3-year 
period at that productivity rate. I spoke with the client and explained the situation. 
The client’s initial reaction was, “Can we wait and address it under the next contract?” 
I did not disclose what my boss’s knee-jerk reaction was; however, I emphasized that 
the issue was something that we needed to address quickly. After a few meetings and 
analyzing data, my client suggested that we add a small surcharge to stores that pro-
vided incomplete customer records (bad phone numbers, email addresses, etc.). This 
provided us with additional revenue while incentivizing the retailers to send accurate 
and complete data. This client-suggested change resulted in our completion rate in-
creasing to 4.6 an hour within a few months, well over our original three-completes-
an-hour target. The client came up with a different solution that was hugely effective.
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My boss was happy, which was rare, but I ended his mirth shortly by giving my 
client a small percentage refund on the 1.6 completes an hour that we achieved 
above original projections. It worked out to about $12,000 over the course of the 
multi-year contract, and when my boss discovered what I had done, he started 
braying like a mad donkey. I explained my rationale to his boss, and he replied, “I 
get it. You want to reward the client for working with us to fix the problem.” Exactly 
right! I wanted a long-term relationship with the client, and their company and 
felt it was a small price to pay. The financial director of the company said that, in 
more than 20 years of business, no company had ever volunteered to share a profit 
windfall with them. The goal for any negotiation should be: Think in terms of both 
partners being satisfied and building a trusting and strong relationships. 

ExamplE 1—HardcorE NEgotiatiNg at a gEm SHow

Every year, the Tucson Gem Show brings buyers and sellers from all over 
the world. One time, I saw an American customer trying to buy a ring 
from a vendor from Mumbai, India. The seller’s original asking price 
for the ring was $420. The American buyer offered $300. Typically, we 
would see resolution somewhere in the $350–$380 range after three to 
four rounds of offers/counteroffers. The buyer, however, was belligerent 
and used some vulgar, aggressive language with the seller; he continued 
to offer $300 and wouldn’t budge. The seller dropped his price to $395, 
$380, and then $360, at which point he explained that he could go no 
lower than $360. The buyer started to walk away, at which point the seller 
further lowered his price to $350. The buyer then took out three $100 
bills from his pocket and, holding the bills in his hand, demanded, “Take 
it or leave it.” The seller said he couldn’t go that low, the buyer walked 
away again, but the seller called him back and accepted the $300 offer. 

I talked with the seller afterwards and said that I thought the buyer 
was quite rude. The seller said, “I’ve still made a little profit, and it was 
near the end of the show, and that’s why I took his money. It wasn’t any 
fun though, and I won’t deal with him again.” He further said that he felt 
like “the guy was holding a gun to my head.”
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Some specific recommendations for negotiations include:

THE PLANNING STAGE

• Do your homework—identify your goals and your partner’s goals. This 
sometimes takes an extensive amount of research to develop your strat-
egy and anticipate the other side’s approach. Take the time to think about 
different scenarios (even via a spreadsheet of initial offers and potential 
counteroffers) but don’t make assumptions regarding what the other party 
will or won’t do . . . or pre-negotiate yourself away from your intended goals.

• Think big and ask for what you want. Some people do not feel comfortable 
with negotiations and give away ground early with tentative offers that un-
dercut their position. These people want to avoid any conflict and close out 
the negotiations as soon as possible. In doing so, they do untold damage to 
their position. If it’s important to you, bring it up. It’s also acceptable to ask 
the other side about their interests and objectives.

• Single-issue negotiations are more difficult. Think of what else you can 
bring to the table to make it multiple-issue. Emphasize value besides price—
think of other elements you can use besides money. Multiple issue negoti-
ations are more difficult to turn into a compromise offer, because there are 
more discussion items involved than just money. Other value propositions 
could be financing and payment terms, add-ons, even bundling separate 

We want to be assertive in our negotiations but the buyer crossed a 
line and became aggressive. To be a productive negotiator, we want both 
sides to feel good about the deal; we want both sides to win. The Tucson 
ring buyer didn’t collaborate, didn’t compromise, and approached the 
negotiation as an aggressive situation; he wanted to win at the expense 
of the seller (who was really a nice guy). He did win, but he poisoned the 
well with the seller for any future negotiations. 
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negotiations, staffing, and timing. Timing is one that I always negotiate with, 
perhaps accepting a lower payment amount if I am allowed an additional 
week or two to complete the project. One thing that you should never nego-
tiate with is quality. One supplier told me that they could lower their price 
to be competitive with another bidder, “If we took some shortcuts on the 
quality of the deliverables.” The idea that a company will charge you less while 
also providing lower quality is never a strong bargaining position—very few 
people would agree to such a proposal.

 In multi-bid business situations, a lower competitive offer sometimes brings 
price reductions (I only specify a range for the percentage difference and not 
the actual amount of the lowest bid. I also do not reveal the names of the 
other bidding companies). I’ve seen drops of up to 50% due to the pressure 
that a competitive offer places on a seller.

NEGOTIATION PROCESS

• Present realistic goals and then justify them. Let’s analyze a new vehicle 
purchase situation. A customer will present a low offer for a vehicle only to 
have the dealership salesperson laugh hysterically or give a dismissive look 
of shock; the customer quickly loses their resolve and agrees that their offer 
is unrealistic. As long as you have a reason for your initial offer, the sales 
representative may still react dramatically, but you put them on the defensive. 
Justifications could include: “I saw the price at another dealer or via the inter-
net,” or “It’s what a friend paid for a similar vehicle,” etc. 

 For example, when negotiating for a particular vehicle that you want, if your 
goal is to not pay more than $275 a month—which would be your Bottom 
Line—you must identify two other figures: Your Goal (a realistic estimation 
of what you would like to pay) and Most Desired Objective (the best case 
scenario or ideal payment amount). With this information, you can develop 
your first offer. When a customer walks into the dealership, a salesperson 
typically asks “How much are you willing to pay?” (the Bottom Line). When a 
customer provides that number, that is the price where the negotiation starts, 
and they end up paying more than they wanted to. We want to start with our 
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initial offer near or even below the Most Desired Objective point; we then 
have a better chance of reaching our goals.

 In the example below, we see a vehicle that, from the sticker price, works 
out to a monthly payment of $270 a month. Our bottom line is $275—we 
don’t want to pay more than that—and the sticker price is very close to that 
figure. We set a goal to pay $245 a month and our Most Desired Objective 
is $200.

When the dealer asks what I want to pay, my first offer would be $180, well 
below the Most Desired Objective, in order to put pressure on the dealer to come in 
well under the sticker price. I present a justification for that low of an offer, stating 
that I saw a recent advertisement at another dealer for that price. 

Table 1.1

MOST DESIRED  BOTTOM

Objective Goal Line
$200 $245 $275

FirSt rouNd oF oFFErS Summary

• Sticker Price—$270

• Customer Offer—$180

• The gap or difference between the offers is a number that I track 
and is currently at $90.

The next round of offers is where we typically see the largest movement 
on both sides. Let’s say that the dealer reduces their price from $270 to 
$255, while we move up from $180 to $205. Keep in mind that the buyer 
in many situations needs to move at a higher percentage than the seller. 
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With the gap at $24, it is really the customer’s choice if they will accept the 
dealer’s offer of $248 a month. Let’s analyze what has taken place if the customer 
purchases the vehicle at that price. He/she is slightly above their goal of $245, but at 
this point, the most important number is the Bottom Line, and the customer is $22 

Concessions are largest on first offers, and then become smaller on the 
subsequent rounds.

SEcoNd rouNd oF oFFErS Summary

• Dealer Offer—$255

• Customer Offer—$205

• The gap is now $50—a significant decrease from $90 at the start of 
the negotiation.

The third round of offers will see smaller declines from the dealer, in 
this scenario they reduce to $250, while the customer moves up to $218.

tHird rouNd oF oFFErS Summary

• Dealer Offer—$250

• Customer Offer—$218

• The gap is now $38 and has narrowed considerably from the orig-
inal $90 difference.

The negotiation will typically end after a fourth (or possibly fifth) 
round, with very little movement, particularly from the selling side. 
We will assume that the dealer’s final offer is $248 a month while the 
customer moved up to $224.

FourtH aNd FiNal rouNd oF oFFErS Summary

• Dealer Offer—$248

• Customer Offer—$224

• The gap is now $24 
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below that figure. In any negotiation, if I come in even a dollar under the Bottom 
Line, I consider it a success. The customer in this automotive purchase example 
should be very pleased.

The above scenario left out a lot of other possible factors that can enter into a 
dealership sales situation (trade-in of a used vehicle, purchasing a new vehicle from 
the previous model year, leasing the vehicle, financing terms and arrangements, 
aftermarket offers such as maintenance offers, insurance, etc.). As we discussed 
above, we want to work with more than a straight monetary scenario in negotia-
tions, which gives us more leverage and keeps the negotiation from sliding into a 
compromise solution. In a car buying situations, it is easy to bring other issues into 
the negotiation, but you must keep in mind your overall Most Desired Objective, 
Goal, and Bottom Line throughout the process. 

It is important to realize that in a dealership, clocks seem to move backwards. 
Dealers purposefully slow down the process in order to put more pressure on buy-
ers. Don’t expect anything to happen quickly, and if you remain calm, that benefits 
you. A senior executive of an automotive company once told me that people who 
come into a dealership with no intent to buy and drive home with a new car pay 
substantially more than those customers who have shopped online, done their 
research and come in prepared. I always use a calculator and will re-engineer their 
figures to make sure that they are no hidden fees; car dealer staff doesn’t like it but 
they can’t prevent you from double-checking their numbers.

• The multiple-level offer/counteroffer process described above is not 
applicable in all other cultures but is popular in Latin America and West 
Asia.  In East Asia, negotiations tend to take much longer, with all issues 
discussed, rather than concentrating on the more important issues. The 
Japanese are known for being very thorough and patient negotiators—many 
times in group settings—and don’t feel the pressure of a clock or deadline the 
way that North Americans or Northern Europeans do. Japanese negotiators 
have said that Americans try to do too much too quickly—particularly on 
business trips—and end up with a less advantageous deal than if they had 
taken more time. Africans and Southeast Asians like to establish a personal 
relationship with someone before they begin to negotiate and start a business 
relationship. In North America, we hold the view that the buyer can always 
say no during a negotiation and end it early, before finalizing a deal. However, 
when a buyer starts a negotiation but then doesn’t finish it in other regions, it 
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can be perceived as an insult to the seller, particularly in West Asia (Middle 
East) and Latin America.

Another part of the world where you don’t want to start a negotiation if 
you don’t intend on making the purchase is in Russia. Western Europeans, 
who are similar to North Americans in that they do not negotiate prices as 
frequently as people in other regions, find that Russians negotiate everything 
in business, shopping, and personal situations, forcing them to be on their 
guard all the time. Russian sellers typically balk at initial attempts to negoti-
ate, but if the buyer persists, then the seller will make an offer that is a sizeable 
deduction from the original asking price (usually in the 20%–40% discount 
range). There are then no further discussions or offers/counteroffers, and the 
buyer must accept the offer. It’s done without the emotions that we see in 
other regions, particularly on the part of the seller, and the friendly banter 
that we see in the Middle East or in Latin America is typically absent. 

On a family trip a few years ago, we landed in St. Petersburg, Russia, from 
Stockholm, Sweden, and I tried to negotiate the price for a cab ride from 
the airport to downtown down from the initial offer in Rubles that was the 
equivalent of US $125. It was late in the afternoon, and we seemed to be the 
only people at the taxi stand. There were quite a few taxi drivers and “officials” 
there. At first, “the boss” refused my request to drop his price to $30, (near 
the $45 I had a paid a few years before). I explained that I had been in the city 
previously and that $125 was too much for the 30- to 40-minute trip. It took 
a few minutes, but he cut the price down to $55, less than half the original 
offer price. My wife thought it was the most terrifying and intimidating scene 
she had ever seen. Our driver was young and drove like Mario Andretti, but I 
was pleased with the price. Over the next few days, we ran into tourists from 
France, England, and Italy, who all complained about the cost of their taxi 
from the airport ($120–$150). They were astonished when I told them how 
little we had paid.

Throughout Russia, negotiations fit the same pattern of initial reticence, 
and then a substantial price reduction with no further negotiations. It doesn’t 
necessarily affect my determination as to what my initial offer is versus a 
negotiation in Latin America or in the United States (you still start with a low 
offer that you can justify), but it does change things in terms of evaluating 
whether I received a good deal or not. Negotiations in Russia also take less 
time than in other regions.



Other tips to keep in mind include:

• Listening is key throughout the process, even if you think you have heard 
it all before. On average, we speak at 125 words per minute. We can listen 
at 600–800 words per minute. We think at 2,000 words per minutes. Avoid 
multi-tasking during negotiations. Listening is hard work, but it pays off in 
the end.

• One question that people frequently ask is who should make the first 
offer.  You should try to have the other side make the first offer but always be 
prepared to present one that is well thought-out with justifications, so that 
you do not “leave money on the table” with a higher-than-necessary position. 
If you do your homework, it nullifies the advantage of either side making the 
first offer.

• Never accept their first offer. It causes too much doubt from the other side 
as to whether they made too good of an offer for you. I have, in a few cases, 
negotiated against myself (slightly) on a very favorable first offer to my side, 
so that I don’t accept that initial offer—obviously you try not to hurt yourself 
too much—but by doing a few rounds of offers, I send the message that the 
first offer was not “unbelievably good.” You can always justify a more rapid 
negotiation solution through citing authority (“My boss or company wants to 
conclude this deal quickly before the end of the month for tax reasons,” etc.).

• Everything is negotiable. It has become popular of late to say, “That point 
is non-negotiable.” What that can do is close a door, and I don’t want to end 
the negotiation prematurely. There may be issues that I am unwilling to bar-
ter with, but I don’t present that information to the other side. I want to be 
seen as reasonable and open to any ideas. Another word to avoid is “no.” A 
better word to use is “if ” as in “I could present that idea internally if there are 
some changes or modifications” (and then specify them). Rather than saying 
“no,” use procedures or laws (“Company policy won’t allow us to do that”), 
authority (“My boss won’t approve this”), independent standards (market 
value, competing offers) or other reasons (past agreements, precedence) as 
an excuse for not accepting their offer, then develop and present your own 
counteroffer.

• Keep the negotiation moving. A negotiation can be a long process but part 
of the planning is to identify concessions that you can provide that are not as 
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important to you but keep the negotiation process alive. Build in “thinking” 
time before accepting an offer. Even the simple process of pausing for a sus-
tained period (30 seconds or more) can put pressure on the other side—the 
ambiguity of silence creates a feeling of unbalance to the recipients. Remem-
ber—“speed kills” in negotiations. 

• Don’t get emotional, even if the other side does. This approach is for the 
movies. Sometimes people have bad days, and its okay to postpone the call or 
meeting in order to preserve the relationship. A client in a meeting during a 
negotiation once said to me, “All sales people were prostitutes.” I did not react 
to the name calling—even though I would have been justified—but continued 
to discuss the content of the issue on the table. Afterwards, multiple clients 
apologized, and they removed the hostile client from the negotiation team. 
Reacting to insults ultimately makes you look as poorly as the instigator. 
Always take the “high road.”

ExamplE 2—HigH-prESSurE SElliNg

A former student of mine has been working in Las Vegas for some years. 
Las Vegas is the prototype setting for “high-pressure sales” (discount 
tickets, time shares, night clubs, etc.) He runs his own stylist salon but 
earns a significant portion of his revenue from selling organic creams 
for skin care. He worked for another firm selling similar products before 
starting his own company. 

Recently I shadowed him while he was pitching his products to some 
passing customers. He was very personable and started the conversation 
by asking questions about where they are from, what they do, and how 
they like Las Vegas. He then focused on a customer’s wrinkles by apply-
ing some sample creams and presenting “before and after” pictures from 
past customers. (I said that, in Phoenix, many lawn care services show 
“examples” of their work, but they just use pictures of what competitors 
have done). He said that he would expect that some of his competitors do 
that, but all of his photos were from past customers—it makes it easier to 
tell stories of what they were suffering from (frostbite etc.).
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He then described the two stages of his skin care process. He was 
very positive throughout and joked about his accent—he is from the 
Balkans region of Europe. Then he showed how the two stages are usu-
ally about $5,400, but both could be offered for $600. He directly asked 
customers if they would pay cash or use a credit card.. By this time, he 
knew what their occupation was (he loves small business owners who 
tend to spend more while teachers tend to be frugal). He tries to prevent 
sticker shock and unrealistic expectations from “People who think this 
should cost $40.” 

If there is resistance, he usually will throw in an 18 months’ supply 
of a free moisturizer. He can then add a second moistener, so it would 
be 3 years’ worth of products for “free.” If necessary, he has a couple of 
other side items that he can throw in (usually for free or for an additional 
$15–$20) to help influence the customer. He said that he should be able 
to close the whole sale within 5–10 minutes. I told him that after his first 
or second offer—I would ask him to leave us alone if I were with my 
wife—so we could discuss the purchase while putting more pressure on 
him through our ambiguous response. He said that not many people use 
that approach, but if they did, he knows he’s in trouble. He would try to 
sweeten the offer with more free ancillary products in order to save any 
chance of closing the deal. 

At one point, he said that he only offers the deal that day. That’s a 
problem for me; my rule of thumb is that if the offer is for just one day 
(unless it’s a dated coupon or something similar) then I assume that I 
don’t need it. He admitted that it was a high-pressure move, but that if 
customers do walk out, they’re not going to spend $400–$600 for his 
products at a later time.

Unless someone takes the $600 offer, he usually will sell the products 
between $390 and $550. It was also interesting to hear him say that each 
time a customer thinks that they are receiving a spontaneous special deal 
or price break, but he knows exactly the steps that he will take in terms of 
price reductions and throwing in additional products. He knows to the 
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SUMMARY

It is important to focus on developing solutions in negotiations that benefit both 
sides. Using techniques, such as slowing down the process, thorough preparation, 
developing a bottom line, goal, and most desired objective, and adding other issues 
to the discussion besides price will assist you in developing a collaborate negotia-
tion that is productive for you and the other side, as well. 

penny what his costs and profits are at each level. He will not go below 
$390—it’s not worth it to him—plus it sets a precedence and cheapens 
the brand.

He was very professional, and overall, his interactions with his cus-
tomers were very pleasant, even entertaining in a city that was built on 
the leisure and recreation trade; he is what I would call a master salesper-
son, though it was not apparent to his customers. He is always in control 
and rarely surprised by how his customers react. He can always counter 
objections or concerns calmly and deftly.

For dealing with high-pressure sales situations:

• Know ahead of time what the product or service typically costs.

• Take your time—that puts more pressure on the seller.

• Take a break to discuss it with your friends/family without the sales 
person.

• Strike an agreement because it is a product or service that you 
want, not one that the sales person decides you need.
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