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The Process:

PIANO
Negotiation is a learnable skill that you can develop and hone to resolve conflicts,
build agreements, and get deals done.
Read through this eBook and you will have an understanding of how to achieve
better outcomes in Negotiations in about 10 minutes. This knowledge can be highly
impactful for the quality of your career, relationships, and life.
A straightforward method of negotiating on the merits of legitimate interests can be
defined in five strategic steps. These five elements can be employed in any situation
to strike a deal or resolve conflict. Each stage in the method addresses an element of
the negotiation process. To help make the stages memorable I have created an
acronym PIANO where each letter stands for an element in the process:
People: Detach the individuals from the problem.
Interests: Emphasize interests, not postures.
Alternatives: Invent multiple options looking for mutual gains.
Norms: Insist that the result be based on objective standards.
Option: Have a clear idea of your course if you cannot strike an acceptable deal.

In this new world where direct lines of authority have
transformed into networks of collaboration, negotiation
has become the primary form of decision-making and a
key to management and leadership.

Chapter One

People
Detach the Individuals from the
Problem

People
Detach the Individuals from the Problem

The first element addresses the fact that we are emotional beings.
Emotions and egos tend to get tangled up with the objective merits of
the issues we are attempting to resolve. We run the risk of getting
frustrated and angry and expressing volatile feelings aimed more at
wounding the other side than promoting constructive dialogue. The
other sides are susceptible to the same dynamic and, if not checked,
this scenario can quickly escalate. Wounding words are unproductive
and cannot be recalled. You can’t un-ring a bell. As Ambrose Bierce
said: “ Speak when you are angry and you will make the best speech
you will ever regret.”
Begin by separating the people from the problem, and make this
intention clearly stated and initially agreed upon. Then all sides can focus
on the issues and problems and not on perceiving the other negotiators
as the embodiment of those problems.

The participants should commit to working together attacking the
problem, not each other. Separate the people from the problem.

First disentangle any people issues. The
participants should commit to working
together attacking the problem, not each
other.

Chapter Two

Interests
Emphasize Interests
Not Postures
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Interests
Emphasize Interests, not Postures

The second element concerns unbundling positional posturing from genuine
interests. The object of negotiation is to come to an understanding that
satisfies and addresses the legitimate interests of the parties.

Adopting an implacable negotiating posture often clouds the underlying
interest of what is really important to you. Compromising between postured
positions is not likely to optimally address what either side is really after.

Don’t limit your options in this way. Stay fluid. Focus on interests.

BASIC CRITERIA

The first question to ask in any negotiation is what should it accomplish. A
negotiating method should provide a high probability of accomplishing the
specific goals while meeting these three general criteria:

• It should do no harm and feasibly improve the relationships

• It should be orderly and productive

• It should produce an enlightened and sustainable agreement
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Pyramids of power are shifting into networks of
negotiation.
Purposeful management takes negotiation skill.

Chapter Three

Alternatives
Invent multiple options
looking for mutual gains
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ALTERNATIVES
Invent multiple options looking for
mutual gains

The third element relates to crafting optimal solutions. The idea is to take
this process off-line and brainstorm creative alternatives in a stress free
environment. This is the step where free reign creativity comes in. The goal
here is to brainstorm lots of possibilities that promote shared interests and
solve common concerns.

This should not be done on the fly or improvised during face-to-face
negotiations. Trying to decide or frame options in the presence of an
adversary narrows your field of vision of potential alternatives. Pressure and
having a lot at stake inhibits creativity. Before trying to reach an agreement,
invent options for mutual gain. Do this during a brainstorming session when
you plan and prepare for your negotiation.

BRAINSTORMING

Let the ideas flow freely during brainstorming. Don’t censor, criticize, or
inhibit any ideas. Write them all down without judgment. After you have
exhausted this process, then go back and analyze them to see which ones are
practical or feasible and rank them. Some of the craziest ideas may jump-start
a thought process that leads to a great option that wouldn’t have been
thought of otherwise.

Plan and Prepare for your Negotiation

Brainstorm lots of possibilities that promote shared
interests and solve common concerns.

Chapter Four

Norms
Insist that the Result be
based on Objective
Standards
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NORMS
Insist that the result be based on
objective standards

Insisting on using objective standards is the fourth element. Agreeing to use a fair
standard that is independent of either party is a critical part of overcoming the
intransigence of arbitrary positions and posturing. Criteria like market value or
appraised value, expert opinion, or law is a way for both sides to defer to a fair
solution. Identifying and agreeing on such criteria allows both parties the
opportunity to impartially and objectively search among alternatives for the best
outcome. Use objective criteria to assess the pros and cons of various outcomes
and as the way to judge their value.
If this is executed well, neither party will feel like they give in to the other. Having
agreed upon objective criteria to judge the outcome also allows parties to save face
and to communicate the results to their constituencies that may be more suspect of
the outcome since they were not involved directly in the negotiations. This helps
agreements get ratified and also helps make them more sustainable in the long run.

Use objective criteria to judge the alternatives
Agreeing on an objective standard to judge proposals can be a significant step
toward finding a workable solution. Working together and agreeing on criteria
fosters a sense of common goals and trust in the outcome.

This process is all about engaging the
other side in exploring mutually beneficial
solutions and agreements.

Chapter Five

Options
Have a clear idea of your
course of action if you
cannot arrive at an
acceptable agreement

OPTIONS
Know when to fold ‘em and walk away
You need a credible and feasible Plan B. This process of principled negotiation,
however rational and methodical, is not a magic formula. Not all deals or
negotiations end up with an acceptable solution for a variety of reasons. It could
be because of belligerence, intransience, complexity or terms. Sometimes the
parties remain too far apart. We are not trying to achieve a deal or negotiated
solution at any cost.
The fifth element is about knowing what your limits are and not going beyond
them. A negotiation can become seductive and we must protect ourselves from
over-reaching. The heady atmosphere of an auction is an example of a situation
where people may lose themselves in the moment and over bid. Auctioneers
rely on and cultivate this behavior.
We need to be disciplined and able to resist this siren’s call. The best way to do this
is to have prepared our bottom line. Like the disciplined gambler in the Kenny
Rodger’s song, we need to know when to hold ‘em, and when to fold ‘em and walk
away.
We lose all our leverage if we are not ready to abandon a deal if it looks like we are
not going to find a suitable solution. This means we have to have a planned
alternative to an agreement. We must know what the alternative plan is and be
willing to take it
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SUMMARY
This outlines an effective method for negotiating agreement, problem
solving, and conflict resolution. These steps should be the basis for any
joint decision-making process that promotes cooperation and
collaboration. Principled negotiation emphasizes a focus on defining basic
interests, creating mutually satisfying options, and using fair standards that
more often than not have the potential for ending in a wise agreement.
You can share this eBook with the other side before starting a negotiation
in order to set ground rules.
This method is not just applicable to business deals. It is very productive
in social settings where maintaining the relationship is paramount but
promoting your interests and needs is also important including dealing
with family and friends.
In organizational settings it will help you manage those who report to you
as well as lateral relationships with colleagues and also in managing
upward with bosses.

Let me know what you think and if there are other areas you would like
me to cover. You can email me at john.cousins@mba-asap.com
If you find this content useful, share it! There are social media buttons on
pages throughout.
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