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Negotiation and Consultative Selling (Part 2) 
 
Part 1 of this White Paper discussed the nature and scope of negotiation, some of the key success factors, 
and the critical importance of thorough planning. 
 
We also introduced the five fundamental principles: 
 
 Aim high 

 Get the other side’s shopping list 

 Keep searching for variables 

 Look outside the box 

 Trade concessions; don’t give it away 

 
In Part 2, we turn our attention to the face-to-face skills and tactics employed by successful negotiators on 
both sides of a commercial negotiation.  We will assume that you have read “Negotiation and Consultative 
Selling (Part 1)”, and that you have done your planning thoroughly, as advised in that paper. 
 

Skills for Setting the Scene 
 
However, no matter how throrough and accurate the planning process has been, it can still be de-valued by 
a poor implementation, so it is particularly important to set the scene properly.  We want both sides to be 
“on the same page” as far as possible. 
 
We might borrow from Steven Covey’s “Seven Habits” and “Begin with the end in mind”, but it is crucial to 
realise that this does not mean going in with “All guns blazing”!  The “end” in question is a mutually 
acceptable solution of some sort, which may not necessarily the best outcome we could possibly achieve 
for ourselves (without consideration of the other side). 
 
Click here to see our recent blog post on choosing your negotiation style, and the importance of adopting 
the right paradigms. 
 
Perhaps of more relevance at this early stage are two of Covey’s less well known mottos: 
 
 “win-win or no deal” 

 “start with an assumption of good will” 

 
The first of these could mean that we open the meeting by discussing how we propose both sides assess 
the success or otherwise of the outcome.  Covey recommends that if either side feels “outmanoevred” or 
bullied, then we should agree not to agree.  Win-Win or no deal. 
 
The second point is more subtle and may be difficult to put into words at the start of the negotiations, but 
it essentially based on the centrality of trust.  Without descending into the depths of psycho-analysis, it is 
widely accepted that some of us have a behavioural preference to trust until proven otherwise, whilst 
others are more likely to distrust in the first instance. 
 
So make your own assessment of the other side, be honest about your own side’s predelictions, and stack 
this up against your previous experiences, since past behaviour frequently fortels future behaviour. 
 
 

https://www.harrisonconsulting.net.au/choose-your-negotiating-style
https://www.harrisonconsulting.net.au/choose-your-negotiating-style
mailto:clive@harrisonconsulting.com.au
https://www.youtube.com/channel/UCNJ3vjh0cr4KVldoEWMzcrg/feed
https://twitter.com/CliveHarrison5
https://plus.google.com/?wwc=1&gpsrc=gplp0
https://www.facebook.com/
http://www.linkedin.com/company/harrison-consulting-pty-ltd?trk=biz-companies-cym
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At the same time, you also want to send signals to the other side that whilst you are prepared to be flexible, 
you are no “push-over”.  You should be able to make some appropriate opening comments, sufficiently 
positive without arrogance, sufficiently assertive without being domineering.  For example: 
 
“Well Allan, I am hopeful we can reach a mutually agreeable solution to this today; we have been under 
some pressure to meet the demand generated by this new model, and we would like our businesses to 
move forward together with a deal we are all happy about.” 

 
Opening Stance and Strategy 
 
Premature commitment during any negotiation is likely to result in the reduction of the process to a 
“haggling” session.  Too much attention is paid to positions, and underlying interests are ignored.  The 
final agreement is often difficult to implement because the parties have understood it differently, and 
regret the earlier commitments they made. 
 
This is the essence of total package negotiating, which is commonly practised in Asia.  The best time for 
giving commitment is when all interests are fully understood, all options are on the table, objective criteria 
and fair terms have been established. 
 
So allow the other side to do most of the talking in the early stages, but don't frustrate them by refusing to 
answer questions.  Try to remain neutral, however.  Move the discussion from opening stances to a clear 
statement of actual stances, taking care to condition the losses on both sides.  It is your responsibility to 
"save face" for the buyer. 
 
If the buyer presents their stance first: 
 
 accept it and persuade them that the negatives are greater than the positives 

 accept it and go to initial problem with alternatives 

 ignore it and take own stance 

 take opposite stance 

 accept it and use "suppose" techniques (as discussed in sales training sessions) 

 
If we present our stance first: 
 
 take exaggerated view 

 take actual stance - when strong 

 "give" buyer their stance (eg refer back to previous discussions) 

 "give" both stances 

 
Avoid premature stance on any point which might result in reaching a point of no return too early in the 
negotiation.  It is easier for the buyer to walk away than for you in most circumstances. 

 
Skills for the Shopping List Stage 
 
The purpose of the “shopping list” stage is to identify the various issues but without making commitments 
on any of them.  This “scoping” process allows negotiators to clarify the various positions, stances and 
expectations, and may also provide valuable information to identify the strategy and style being adopted by 
the other side.  If conducted correctly, this early stage of the negotiation will establish the appropriate 
“climate”, pre-condition all parties to the negotiating process and foreshadow a “total package” approach.   
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The essence of this stage is to make a list, without concession or commitment on any item, of all the 
elements which will need to be discussed.  At the same time, steps must be taken to: 
 
 establish the opening stances on each item 

 prioritise the package elements 

 benchmark the package elements against our NDS position 

 send signals to the other negotiating parties 

 
This opportunity to send signals to the other party should not be under-estimated.  If handled 
professionally, it is possible to aim high at this stage, whilst still creating an expectation of cooperation and 
flexibility.  However, untrained negotiators frequently face a dilemma, and find themselves drawn to one 
of two extremes. 
 
On one hand, they may adopt an accommodating stance, sending positive signals which create an 
expectation of capitulation.  This weakens the subsequent negotiating position.  It is not uncommon for 
negotiators to be drawn into discussion on individual items, before the shopping list has been completed. 
 
On the other hand, they may adopt an inflexible position, sending strong negative signals in response to 
every “demand” on the list.  This creates an expectation that agreement is unlikely to be reached, and is 
likely to irritate the other party. 
 
The experienced negotiator uses gentle probing of each issue (to establish the underlying interests), 
through diplomatic questions.  It is important to move as quickly as possible through the shopping list 
phase, otherwise the time taken can create scepticism of the process itself, and result in pressure from the 
negotiating partners to start the trading of concessions.  Finally, the experienced negotiator avoids the 
temptation to invite the other parties to add unnecessary items to their list. 
 
You need to develop some skills which allow you to keep the momentum of the meeting moving forward, 
building the buyer’s confidence that we are going to reach an agreement, but without conceding too much 
too soon.  If you agree to put an issue to one side, you must come back to it, otherwise you will get a 
reputation for ducking the issue. 
 
It is crucial not to get bogged down too early in areas of deadlock.  In many respects, negotiation is a ritual 
game played for real consequences.  Any unduly early attempt by either side to "dig in their heels" by 
being genuinely inflexible will be met by reciprocal inflexibility from the other side, and the negotiation will 
break down. 
 
Use Trial Closes and Conditional Closes to clarify the actual gaps between you. 
 
 "So if we can solve that point, you'll be happy?" 

 “How do you feel about that – if we could arrange it, I mean?” 

 
Non-Compliance With the “Shopping List” Stage 
 
Experienced negotiating “opponents”, especially those who see their role in an adversarial manner, will 
often attempt to segment the issues for discussion, with an insistence that individual items are covered in 
sequence, and agreements reached.  The negotiator’s initial response to this “non-compliance” should be 
to re-emphasise the benefits of the total package approach, to reassure the partners of our commitment to 
cooperation, and to probe gently the needs and interests behind the stated position.  Attempts should be 
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made to identify possible linkages and trade-offs, and to make conditional commitments if absolutely 
necessary. 
 
If non-compliance persists, however, it may be necessary to agree to discuss a particular issue in isolation, 
on the condition that all other items are agreed as previously stated (either verbally or in writing).  
Normally, this will produce a negative response from the other side, who are undoubtedly looking for 
concessions in these other areas too!  This will return the iniative to our side of the table, since it 
re-emphasises the total package approach. 
 
In extreme cases, this non-compliance will result in deadlock, and the likelihood (or otherwise) of the 
negotiations continuing will depend on the various perceptions of their importance and urgency, and the 
relative strengths of the various positions. 

 
Skills for Trading Concessions 
 
All concessions have a cost and a benefit.  The skill in the "game" of negotiation is to leave the other 
person feeling they did a good deal, but knowing that you have, too.  Remember, the ideal situation is for 
both parties to do well out of the deal, not score points.  Look for a real "win-win" position. 
 
However, how you actually play this “ritual game” of trading concessions depends to a large extent on the 
overall approach adopted by each side, and urgency and importance of the issues under discussion and the 
belief systems or cultural and behavioutal “paradigms” which are in place.  See our blog post on choosing 
your negotiating style. 
 
On the one hand, you might see the other side as “opponents”, so that your approach is to leave them 
feeling they have obtained a “good deal” in the negotiation.  If the other side is using a competitive (or 
even confrontational) paradigm, then you might have little choice but to respond in kind.  Here is a table 
to help you in the way you could use your communication skills to obtain the best result in the trading of 
concessions.  This is where your selling skills return to the fore. 
 

 Benefit Cost 

Maximise Concessions from us 
to them 

Use your skills to inflate benefits 
of our concessions to them 

Build up the cost to us of our 
concessions to them 

Minimise Concessions from 
them to us 

Play down the benefit to us of 
their concessions to us 

Play down the cost to them of 
their concessions  

 
Below are some specific suggestions for playing of raising and lowering the perceived value of concessions, 
as they are traded: 
 
From them to us: 
 
 treat it as given (assumption) that there is no real concession 

 competitors always expect it (or more) 

 there is benefit to the buyer in agreeing 

 
 "we've got the benefits anyway" 

 "we don't want the benefits" 

 "you'd incur the costs anyway" 

 

https://www.harrisonconsulting.net.au/choose-your-negotiating-style
https://www.harrisonconsulting.net.au/choose-your-negotiating-style
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From us to them: 
 
 refer to the problems that will be solved by the concession 

 refer to savings gained by the buyer 

 or calculate the financial results of concession 

 refer to past gains from similar concessions 

 build up actual cost of the concession to us 

 build up notional cost or opportunity cost to us 

 imply that you cannot really give it 

 not normal practice ("competitors don't do it") 

 
It is important to have your facts and figures at hand without being "glib" or rehearsed.  Try to make a 
small move on your part seem large to them, to ensure that the other side gets the "value satisfaction" 
they need.  Record agreements made as they happen, and summarise the agreement in writing at the end 
of the negotiation. 

 
Buyers’ Negotiation Tactics 
 
While we may be attempting to conduct the negotiation under a cooperative model, sometimes the other 
side are not playing by the same rules!  They may be using traditional power tactics or trying to get a 
simple win-lose solution.  Your task is to demonstrate that synergistic win-win solutions are achievable 
and preferable. 
 
For a detailed review, click here to read our recent blog post: “7 Negotiating Tactics Buyers Use; 6 Ways to 
say “No”! 

 
More subtle Negotiating Behaviours 
 
Research by Huthwaite International has shown that good negotiators: 
 

What good negotiators avoid: What good negotiators do: 

"irritators" eg. "You are not being fair" "label" their behaviour 

immediate counter proposals test and summarise understanding 

"defend/attack spirals" seek information constantly 

diluting their argument often give a "feelings commentary" 

 
Irritators are those small phrases and statements we make during the heat of the moment, which have 
been shown to cause intense irritation to our negotiating partners.  Examples include: 
 
 “Come on be reasonable!” 

 “That is not fair” 

 “You can’t expect me to believe that” 

 “Oh, that’s ridiculous” 

 “You will have to be more realistic than that” 

 
Comments such as these reduce the level of discussion to one of emotional attack and defence, in which 
the substantive issues are lost, and personalities take over the discussion.  Equally important is the 
research finding that unskilled negotiators cause irritation by implying a criticism of the other side: 
 

https://www.harrisonconsulting.net.au/7-common-negotiating-tactics-6-ways-to-say-no
https://www.harrisonconsulting.net.au/7-common-negotiating-tactics-6-ways-to-say-no
http://www.huthwaite.co.uk/research/negotiation-research/
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 “We think this is a fair offer” 

 “This is a very reasonable suggestion” 

 “It is in your interests to accept this recommendation” 

 
The “psychology” which underlies the irritation caused by these comments is subtle.  If the other party 
should choose not to accept our recommendation, then we have automatically criticised them (by virtue of 
our prior comment) for being “unfair” or “unreasonable”.  This constitutes a significant loss of face for the 
other side. 
 
Labelling is identifying the nature of what is to be said before stating it.  Eg: 
 
 "If I may ask a question" 

 "I'd like to make a suggestion" 

 
Good negotiators use this labelling technique because has these advantages: 
 
 slows the negotiation down, giving time to think 

 introduces a formality, keeping the negotiation rational 

 reduces ambiguity 

 highlights the behaviour which follows, putting social pressures on the other side 

 
Interestingly, the only exception is disagreement, where the experienced negotiator will state misgivings or 
reasons before disagreement.  The less successful negotiator will normally announce disagreement, and 
the other side build defences rather than listening to the reasons. 
 
By far the easiest and most effective way of maintaining clarity and certainty of understanding by both 
sides is in the use of questions and summaries to test progress.  This, in addition, begins to explain how a 
dialogue is maintained, even when there is strong rejection. 
 
Questions: 
 
 give control 

 are more acceptable than disagreement 

 keep the other side active and reduce thinking time 

 give us a breathing space 

 
The information sought during discussion, not only increases control and gains time, but also helps to 
obtain or verify the necessary information with which to bargain. 
 
The Feelings Commentary.  Often in place of disagreement the skilled negotiator will comment upon their 
internal attitudes and feelings, increasing the appearance of frankness and maintaining credibility.  This 
"Feelings Commentary" is often used instead of disagreement: 
 
 “What you say concerns me greatly." 

 "I feel doubtful about this point." 

 
Avoid emotional reactions - but satisfy the buyer's emotional needs.  The good buyer/negotiator will try to 
put you under emotional pressure.  In particular, it is important to allow the buyer to save face in handing 
you a concession. 
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Control of the Negotiation 
 
Having looked at the ingredients of negotiation planning and conduct, we now need to consider how this 
activity should be controlled.  The costing systems and budgetary controls which we use should therefore 
take account of these factors and should be built into our negotiation planning.  The following is a 
checklist of areas which our experience suggests must be considered: 
 
 Any negotiator with authority to give a concession should also be held accountable for its cost. 

 Concessions given should be shown as a cost in summaries of volume and revenue.  If actual costs cannot be 
assessed then notional ones should be considered and agreed. 

 Concessional costs should be budgetted and allocated to each manager, during the Account Planning stage. 

 We should give appropriate authority, but should discourage concessions if the cost will be borne elsewhere (eg. 
the extra cost of increased field support.) 

 Actual costs have more impact than % figures.  Budgetary control summaries should show % concessions in 
dollar terms. 

 Even if we allow discretion on individual promotions, say, then overall limits should also be agreed to avoid: eg. 3 
promotions at a very low margin and 1 at a high margin. 

 
We need reliable, usable information on costs of concessions: 
 
 price concession 

 field support 

 a delivery concession 

 a change in packaging 

 over-selling volume and having to meet a difficult deadline 

 over-selling volume and having to take stock back 

 
Clearly we should not concern ourselves exclusively with cost - we must relate these to the value which 
they may attract in terms of volume and profits. 
 
But if, as negotiators, we have inadequate knowledge or perception of costs and exercise slipshod control 
over our use of concessions, we can erode profitability without in any way adding to the value which 
customers place on our products or services - in fact we are as likely to depreciate their value in the 
customers eyes. 
 
Results by negotiator and by customer should be summarised to show the performance relative to target 
(or "list") prices, and should show the actual result by comparison. 
 
 


