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PREFACE

You might say that this book came about as a result of a negotia-
tion. Several years ago a group of editors informed me that my
book Ewveryday Negotiation would go out of print unless I revised it. I
remember thinking this seemed not so much like a reality but like a
bluff—a standard ploy in negotiation. But it got me thinking about
what [ wanted to write now, ten years later, in a book on negotiation
and gender. When Judith Williams and [ wrote The Shadow Negotia-
tion in 2000 and then revised it for Everyday Negotiation in 2003, we
were responding to dominant themes in the popular and scholarly
fields about the negotiation process and how women fare in it.

The dominant discourse at the time was that women negotiate
differently from men, and that compared to men, they come out defi-
cient. In our interviews for those books, we set out to dig deeper and
find out more about women’s actual experiences when they negoti-
ate. In so doing, we identified two nested challenges that women
(and men) face: to be effective advocates for themselves at the same
time that they try to establish collaboration and connection with
other parties. By exploring these challenges—we called them the
hidden agendas of bargaining—as well as how successful women (and
then men) dealt with them, we identified what we called the shadow



PREFACE

negotiation. The idea was that in our efforts to tell people how to get
to yes and make good deals, we had not paid enough attention to
the hidden challenges parties face to get themselves into a good posi-
tion to negotiate and establish a good working relationship with the
other person. Although The Shadow Negotiation began with a study of
women, it was clear that what we described had implications for
everybody who negotiates. Indeed, when the book was named by the
Harvard Business Review as one of the ten best books of 2000, its
general application to all negotiators was identified as one of its
major strengths. We think this is true for Negotiating at Work as well.

Despite the initial overture from the editors, I knew I wasn’t
interested in revising Everyday Negotiation, for a number of reasons.
The most obvious one is that Everyday Negotiation was already a revi-
sion; going back to it was like going back a decade in my own think-
ing and revising the book at its margins. I had no energy for that.
What [ wanted was to integrate the work I'd been doing on gender,
leadership, and change into a practical book on negotiation for all
leaders, but especially women. Trouble was, I didn’t know how to
do it.

Over the past fifteen years while I was the Deloitte Ellen Gabriel
Professor for Women and Leadership at Simmons College School of
Management and after retirement, I've been involved in both leading
and participating in Women’s Leadership Development Programs
(WLPs). In them, I always teach a negotiation module that asks
participants to focus on issues they want to negotiate at work. This
is a departure from the negotiations we considered in Everyday Nego-
tiation, where we covered a wide spectrum of bargaining situations.
Those included the many places in which people negotiate: buying
cars, dealing with office space, rallying community boards, convinc-
ing loan officers to lend, engaging faculty colleagues, seeking refunds
on travel, and other such topics.

What distinguished the negotiation topics in the WLPs were that
the women were negotiating for themselves—as principals, not as
agents. At first, [ used the frameworks from the Shadow Negotiation

in these programs, programs that I ran in corporations and in
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nongovernmental organizations in the United States and abroad.
Over time, as I listened to the stories of these participants, I began to
see new facets of negotiation that I hadn’t noticed before. I started
to appreciate nuances in how these women (and some men) handled
tricky situations in their organizations. Over time, | began to capture
their stories. These stories became the data for this book.

Several examples are especially salient for understanding the tra-
jectory of this book and how it differs from the previous ones. Leading
Women Executives, a Chicago-based program for senior-level women
from different companies who attend a multisession program, has
been an important site of learning for me. As academic advisor as
well as an instructor, I develop a strong working relationship with
the participants. That relationship gives us multiple occasions to
discuss their negotiation experiences. At the conclusion of one of
the programs, a graduate saying good-bye to me whispered in my ear
that [ had changed her life. Wow, I thought. What is that story? It is
a fascinating one—and it appears in this book. That led me to
become more deliberate about capturing the stories about how these
women and others used the negotiation module to get something
they previously thought was not achievable.

The second incident occurred in another program where we taped
women negotiating their own everyday negotiation, and we did the
role play twice. The first time was after the negotiation module;
the second time was after colleagues Robin Ely and Carole Levy did
a session on leading with purpose. Two insights came from that expe-
rience: first, that one has to create occasions to negotiate at work—
they are not always obvious—and, second, that focusing on the link
between what is good for you and for your organization seems to work
better at engaging the other party. We discovered this in the videos
of the role play, as well as in the results the women reported. This
experience led me to consider the various ways that people situate
their negotiations in the context of ongoing relationships. It also
helped me see that those who can connect their interests to their
organizations are empowered to advocate more forcefully for what
they want.

xi
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A third experience comes from a story that a very senior leader
told in one of the programs. She wanted to negotiate a complicated
office arrangement with her CEO. They had a good working relation-
ship, but she expected this to be a difficult negotiation. In her story,
she described how she let him know of her accomplishments to
remind him of her value. But she also let him know of the other
choices she had—in a way that was appreciative and nonconfronta-
tional. Although we’d written about making one’s value visible in
Everyday Negotiation, this story made me look deeper into the ways
that experienced executives do so. Where we had talked about raising
the costs of the status quo in the earlier book, I was never confident
about how one could do that and not raise the other party’s ire. [ had
dropped it from my teaching. But from this story, I could see how a
seasoned executive could do this smoothly, and that led me to collect
other stories that led to developing the ideas about an “iron fist in a
velvet glove.”

A fourth experience led me to consider the limits of some of
the strategies in the earlier books. This was particularly true in the
context of “moves and turns.” The idea behind “moves” is that other
negotiators can say things that can make you feel defensive. “Turns”
are actions that enable you to respond. Moves and turns is something
that people associate with the earlier books. I've written more about
them, and the papers and chapter have been reproduced in a number
of publications. (We consider moves and turns in chapter 6 in this
book.) However, in my experiences, especially in Africa and Asia but
also Europe, I came to see the limits of some of the turns one might
recommend. | remember vividly being called out by a dean at a uni-
versity in East Africa who said to me, “I could never use that turn.”
So in this book, we are both more detailed in describing moves and
turns and more circumspect in what we recommend.

Negotiating at Work is informed in another way from my teaching
with executives. Over the past decade, and even before that, I've
been involved in two different types of projects that touch on gender
and change. The first was a series of research and intervention



Preface

projects that focused on understanding the ways in which an organi-
zation’s policies and practices that appeared gender neutral could
have unintended but differential impacts on different groups of men
and women. We later came to call these types of policies and
practices second-generation gender bias. With funding from the Ford
Foundation and under the banner of the Center for Gender in Orga-
nizations at Simmons College School of Management, I worked
with a group of colleagues, including Lotte Bailyn, Robin Ely, Joyce
Fletcher, Deborah Merrill-Sands, Debra Meyerson, and Rhona
Rapoport, to uncover these types of practices within organizations.
Then in collaboration with organizations, among them the Body
Shop, and several international nongovernmental organizations, we
tried to identify some small wins. We thought of these as experi-
ments, pilot projects: many of them had to do with expectations
about time at work, as well as how unexamined role requirements
contributed to gender inequities in these organizations.

The second project is tied more directly to my teaching. I have
incorporated this perspective—identifying workplace policies and
practices that may have unintended consequences for women
leaders—into many of the WLPs that I lead. We call the session
strategizing leadership dilemmas. In it, cohorts from the same organiza-
tion, a company or a division, spend a session identifying these
second-generation biases, develop some practical ideas about poten-
tial small wins, and then craft strategies to make the small wins a
reality. In truth, some succeed more than others. But what I have
found in hearing the stories is that when cohorts have been successful
in getting small wins started, many started with an individual nego-
tiating some change in her own working conditions or status. These
negotiation experiences led her to take more leadership in spreading
the word about her situation or directly initiating other changes. We
report some of these small wins throughout the book and suggest in
chapter 8 ways that they may have broader impact.

Negotiating at Work has been a few years in the writing but many
more years in the evolution of its ideas. Some I have already
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mentioned, such as my colleagues on the Ford Foundation—funded
research projects where together we learned about ways to think and
talk about gender in organizational contexts. Kathleen McGinn
and I brought that perspective to negotiations first at a conference
at the Kennedy School of Government in 2008 and then in a paper
in 2009. When I turned to writing chapter 6 in this book, I was happy
to rediscover that Kathleen and I had developed a coding sheet for
moves and turns that proved very helpful to the writing. But it was
really in the context of the WLPs that the ideas for this book came
together.

Cheryl Francis, Sheila Penrose, and Diane Sakach of the Corpo-
rate Leadership Center in Chicago run an amazing program for
women leaders, Leading Women Executives, that I have been associ-
ated with since 2009. Collaborating with them has given me an
incomparable platform to develop the ideas set out in this book.
Their commitment to advancing women leaders sets a culture for
learning and experimentation that one finds only rarely in a
leadership program. It was Debra Meyerson, my good colleague, who
initially brought me into that program, and I am always grateful to
her for what we've learned together over the years. I've been able
to involve great colleagues in this program as well—Debra Noumair,
Robin Ely, Stacy Blake-Beard, Sue Ashford, and Melissa Thomas-
Hunt—and together we’ve learned about creating WLPs that make
a difference in women’s lives and especially in the organizations in
which they work.

When the leaders at Leading Women Executives wanted to
increase their leverage with organizations, their first step was to survey
the literature on gender and leadership and turn this study into a
usable model for organizations. That is when Jessica Porter joined
the project. She had already been working with us on other WLPs,
but now she would become our team’s expert on gender and leader-
ship. It became clear to me that her knowledge and expertise would
enhance this book considerably. We agreed that as junior author,
she would take responsibility for bringing her knowledge about
gender and negotiation (and later more generally negotiation) into
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creating extensive notes that would make the book a valued resource
to people who want to use the book in classrooms and for research.
I have also worked with Herminia Ibarra, Carole Levy, Amy Anuk,
Vera Vitels, and Kristin Normandin in other WLPs, and each has
contributed to the ways I teach and do this work. Debra Noumair
at Columbia Teachers College has been my partner in crime in
developing our version of WLPs. She also brought me into her
Executive Masters Program in Change Leadership, where I've tested
these ideas with both men and women. Lotte Bailyn has been my
mentor for more years than I choose to remember, and it is at our
breakfasts that I get feedback on my ideas. So too in my regular
meals with Jean Bartunek, Robin Ely, Joyce Fletcher, Kathy Kram,
Hannah Bowles, Kathleen McGinn, and Karen Golden-Biddle. I
leave each of these sessions nourished and ready to go back to work
with a way out of the puzzles | present to them. Linda Putnam has
been a wonderful partner and coauthor in developing many of the
ideas about interdependence that now figure so prominently in this
book. It was Carol Frohlinger in our teaching collaboration who
came up with the idea of n-negotiation as differentiated from formal
deal making, which is the way we describe negotiating at work.
Mike Wheeler, Larry Susskind, Robert Mnookin, Jim Sebenius, and
Bill Ury of the Program on Negotiation at Harvard Law School
have always cheered my work, even though it is quite different from
theirs.

Kathe Sweeney, formerly of Jossey-Bass, has been an editor and
friend over the course of three books. For this one, she had to endure
my continual excuses for missed deadlines. Rob Brandt then stepped
aboard and has kept a steady hand on the helm, even when the seas
sometimes get a bit rough. Christine Moore amazed us with her
insightful editing of the book.

How can I express enough gratitude to Tim Murphy, our stalwart
editor of this book? First, he had to figure out how to work with
a person, me, who was clearly not writing the book, and then had
to ramp up when things speeded up. His way with words—well, you

can see.
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[ look to my children, Sam and Elizabeth, and their spouses, Karin
and Greg, to learn how the younger generation deals with workplace
negotiations. They should not be surprised to recognize some of their
stories, well disguised, in this book. Their children, Jacob, Alexandra,
Isaac, and Eli, are my diversions. My husband, Jonathan, is the
patient listener and sounding board. Our dinner conversations are
peppered with negotiation stories, where we continually find connec-
tions between my stories and what he hears in his work, a broader
reality test for the ideas. He has been as always a great support even
though nonfiction is not his favorite genre.

Finally, two notes about pronouns in the text. Because this is a
book about—among other things—hidden gender bias, we’ve strug-
gled with that famous flaw in the English language: what to do with
the generic third-person singular. For obvious reasons, we can’t simply
accept the masculine “he” or “him.” To use “they” or “their” as a
singular justifiably erodes credibility with some readers. Such tricks
as “he/she” or “s/he” come off as cheap gimmicks, and repetition of
“he or she” and “him and her” is plain clunky. So our solution is to
keep the singular pronoun and alternate between the genders—and
may no man or woman feel excluded in the bargain. In sections about
teaching or seminars, you’ll sometimes see the first-person singular.
That’s me, Deborah Kolb. Plural first-person pronouns refer to me

and Jessica Porter, and sometimes my other teaching colleagues.
November 2014 Deborah M. Kolb

A number of people influenced and supported me while writing
this book. I thank all of the women I’ve met at Women’s Leadership
Development Programs who have shared their stories and experi-
ences, as well as the friends and acquaintances who discussed their
own negotiations with me. I'm grateful to Debra Noumair, Kathleen
McGinn, and of course Deborah Kolb for helping me push my
thinking and expand my areas of expertise. My friend Bob tirelessly
brainstormed book title ideas, as did my patient spouse and true

partner, Matthew. My teenage children, Emma and Jackson, have
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provided me with the ongoing opportunity to practice negotiating
with worthy counterparts. My parents, Tom and Judy, raised me in a
dual-career family where work was a common topic of conversation.
It was a great foundation for understanding the importance of nego-
tiating for oneself at work, particularly for women.

Nowvember 2014 Jessica L. Porter
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INTRODUCTION

Negotiating in the Shadow of Organizations

In the executive leadership programs that I teach, frequently to
women leaders, I ask participants to come prepared to negotiate
about something that matters to them. In addition to negotiations
occurring in communities and families, I am particularly interested
in those that take place in organizations. People often want to negoti-
ate for more responsibility or a change in title, the goal of more than
60 percent of participants in one recent program. Yet the negotia-
tions can vary widely. Some had a change agenda they wanted to
pursue. Some were looking for financing for a new venture, others
just more resources for an ongoing project. Others wanted more
exposure for their work. Some wanted to achieve better integration
between their work and personal lives; they were seeking a decreased
workload or more assistance to make that possible. Some wanted to
take on expanded roles in community or business associations.
These negotiation issues, and the contexts in which they
occur, differ from programs that focus more on structured nego-
tiations where parties typically act as agents for their respective
organizations. Yet usually when we think of negotiation, it is those
more formal situations that come to mind: mergers, legal settlements,
salary, partnerships, purchasing agreements, and structured deals.

Xix
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Merriam-Webster even defines negotiation this way: as “a formal discus-
sion between people who are trying to reach an agreement.”’

A great deal of study and expertise has been devoted to these
formal negotiations—the kinds that take place between countries
over borders or between companies over mergers and acquisi-
tions, over sales and purchasing agreements, and between buyers
and sellers generally. Best practices have been catalogued by many
well-known scholars and practitioners in the field for these kinds of
negotiations.

Hundreds of studies, conducted primarily in research laboratories,
have contributed to the public’s understanding of what it takes to
realize joint gains in a negotiation: the ability to make deals that
create value for all parties, as well as the barriers to making this
happen.’ This work has been invaluable, helping negotiators in many
settings manage the bargaining process so they can design deals that
create value for the parties involved.*

WHY THIS BOOK? AND WHY NOW?

For all the value this work has brought to formal negotiations, it still
misses some of the crucial dynamics that occur when people negoti-
ate for themselves in organizations over issues that matter to them.

In order to work with those dynamics, we begin by identifying
two distinct kinds of negotiation. In chapter 1, we fully distinguish
N-negotiations, formal bargaining over contacts and agreements, from
n-negotiations, which are unstructured and more personal. The low-
ercase variety is trickier: it’s the kind in which you find yourself
advocating for something you want in an organization. Think, for a
minute, about what Madeleine Albright, Condoleezza Rice, and
Hillary Clinton experienced when they negotiated with foreign
governments. Despite any setbacks they had, they negotiated as
representatives of the United States with all of the authority and
formality that connotes. Now think about Lilly Ledbetter, who suc-
cessfully sued Goodyear Tire and Rubber for pay discrimination after

she retired. During her career at Goodyear, we can imagine the kinds
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of n-negotiations Ledbetter engaged in—attempting to get her
contributions recognized, to get promoted, and to be compensated
equitably for her work. As Lilly Ledbetter found, in n-negotiations
setbacks are more consequential for our careers and well-being.

This book focuses primarily on those n-negotiations we all have
at work. Along the way, we aim to:

e Demonstrate that n-negotiations have some features that draw
on more classic N-negotiations. Yet they also present funda-
mentally different kinds of challenges. In n-negotiations, these
are our issues, and it is up to us to raise the subjects of the
negotiation and the process by which we will conduct it. No
preexisting structures for negotiation—formal diplomatic
meetings—exist. We create the structure and process as we
initiate the dialogue.

e Reveal some of the ways in which organizations are anything
but a level playing field on which to negotiate. You can bet
that, like Lilly Ledbetter, you’ll meet resistance when introduc-
ing certain topics and issues. We discuss tactics for meeting
that resistance.

e Provide practical tools for your own n-negotiations no matter
what your gender, ethnicity, or place in the hierarchy might
be. These tools help you prepare and position yourself to get
the n-negotiations off the ground and give you practical advice
for how to keep a difficult negotiation on track.

e Convince you that the n-negotiations you successfully bring
to the table can improve not just your own life at work, but

also the life of your whole organization.

Let’s start with a brief summary of what distinguishes these every-
day n-negotiations and then connect them to the broader issue of

gender and negotiation.

The Negotiated Order

In his 1978 book, Negotiations, Anselm Strauss criticized the negotia-

tion field for its tendency to treat all negotiations as the same and so

XXi
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minimize the ways they’re shaped by the organizational situations in
which they occur and the problems they address.” As our students
report, negotiations at work occur around a range of everyday
activities. In addition to the usual topics of compensation and employ-
ment, we constantly negotiate about what kind of work we do, what
jobs we have, what resources we need, our goals and objectives, our

work schedules, the work itself, and our roles, resources, and goals.

Organizations shape negotiable topics. If these are the subjects of
negotiation, it’s also important to recognize that these issues are
negotiated in organizational contexts that shape which issues are con-
sidered legitimate topics for negotiation and how they’re treated.
Strauss calls this the negotiated order—which suggests that an organi-
zation’s structure, policies, and practices are the results of previous
negotiations. Negotiations describe the activities involved in de-
signing jobs, doing work, avoiding work, achieving status, and
establishing boundaries of authority and responsibility, among a host
of other potential issues. When we teach negotiation workshops, the
issues people want to negotiate reflect their desire to negotiate about
some aspect of the negotiated order in their organization.

Who is a negotiator? A second feature of negotiated orders is what
it means to be a party in a negotiation. Traditional negotiating con-
texts conjure up images of buyers and sellers. But in n-negotiations,
the parties are employees (bosses, peers, subordinates) who work in
corporations, government, nonprofit and profit-making institutions,
and universities. What matters to them, the options they develop, and
the choices they make are influenced by their status and roles, as
well as by their individual dispositions and interests. Certain people
or groups may—because of their position, gender, or other attri-
butes—have power in a negotiation to define what is negotiable.® To
negotiate with a senior leader when one is considerably junior is not
something people undertake lightly, especially when one is raising an
issue that a more senior person might not recognize as one worthy of

negotiation.



Introduction  xxiii

Problems and opportunities: Many potential negotiations aren’t
obvious. Third, because potentially negotiable issues are part of
organizational routines, they are not as readily obvious or identifiable
as having potential for negotiation, the way something like a contract
or a formal dispute might be. They are created out of people’s every-
day experiences of potential disagreement and discontent.” These
issues, basically the need to negotiate a problem, can result from
disadvantage or perceived lack of fairness. Let’s say that in your orga-
nization, leaders are expected to spend time in an overseas assign-
ment in order to progress to senior ranks. Yet you are not asked to
do so because it is assumed that your family situation means you're
not available for such an assignment. This is a problem, and it’s up
to you to find the right occasion to negotiate about it.

Negotiations can also come about because somebody wants to
change something—that is, negotiate an opportunity. The range of
problems professional women negotiated about, according to a recent
study, included a lack of recognition, being passed over for promo-
tion, and organizational politics. The range of opportunities included
leadership roles, promotions, mobilizing resources, and advancing
new ideas.®

Each negotiation adds to the negotiated order. The fourth feature
of a negotiated order is that organizational structure, practices, and
policies are products of previous negotiations. Negotiating history
provides the ongoing context within which a particular negotiation
takes place. And a person’s experience and reputation will also influ-
ence a current negotiation. This means that individuals have the
potential to change the negotiated order—what becomes negotiable
can change, and the very practices that are the subject of negotia-
tions are potentially altered as well.

We continually shape the negotiated order. This feature is espe-
cially important when we consider how gender intersects with
negotiated orders and the implications for different groups to negoti-

ate issues that are important to them. Over time, efforts toward
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change may be successful, and others can feel empowered to raise
issues that were not previously part of an organization’s policies and
practices. One way to understand the emergence of flexible work
and family policies, for example, is as the result of individuals who
first negotiated individual arrangements. These requests (negotia-
tions) accumulate until leaders take the initiative to institutionalize
flexible work policies and programs. Negotiating a leave or flexible
schedule is different if you are the first ever to do so, since you're
challenging a negotiated order; it’s easier when others have already
done so. And it’s still more different if there is an organizational
policy in place. When the executives in our seminars step up
to negotiate about some aspect of their work, they are altering
the negotiated order in small ways. These informal negotiations in
organizations are n-negotiations and thus different from the N-
negotiations that people typically think of.

GENDER AND THE NEGOTIATED ORDER

To consider n-negotiations gives us a different way to understand
gender in negotiation. The topic of gender in organizations has been
the subject of considerable research over the past forty years. In 1977,
Rosabeth Moss Kanter performed the first major examination of
women’s roles in organizations, bringing attention to many of the
phenomena we still see today: tokenism, for example, and leaders
hiring in their own image.’ In the years since, researchers from every
discipline—economics, sociology, psychology, organization behavior,
law, political science, education—have explored the impact of gender
on individuals and at a collective level in institutions and organiza-
tions. More recently, dialogue about gender and leadership has
become a more frequent topic in the mainstream, sparked in part by
public conversations around books such as Sheryl Sandberg’s Lean In,
which offers advice for women to embrace professional achievement
and take on larger leadership roles."

Despite forty years of research to understand gender bias in orga-

nizations, women continue to be underrepresented at the highest
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ranks. Though women constitute nearly 50 percent of the labor force
and graduate from college in greater numbers than men, they are
still not anywhere near parity in the senior positions of corporations,
professional services partnerships, governments, and large-scale
international organizations."" Among S&P 100 companies, women
make up only 19 percent of board of director positions, and the rep-
resentation is even more disconcerting at the senior executive level:
only 8 percent of the highest-paid S&P 100 executives are women.'
Less than 10 percent of heads of state and heads of government
worldwide are women.” At the current rate of change, it’s unlikely
that women will reach parity in any of these spheres soon."

In Lean In, Sandberg presents the chicken-and-egg dilemma of
gender inequality: Do women need to first address inequality on an
individual level, overcoming their internal barriers (the chicken) to
demand more responsibility and leadership roles? Or do we—as indi-
viduals and in organizations—need to address the external barriers
(the egg) to women’s parity by addressing the systemic and organiza-
tional issues that make it harder for women to move up?"” Sandberg
focuses on the chicken in her book, with tips for addressing those
internal barriers, including those at home, which keep women from
putting themselves forward.

We too believe that negotiation is a critical skill for women who
want to “lean in.” The ability and confidence to ask for opportuni-
ties—resources, new projects, buy-in, and promotion—is critical for
any person who wants to be successful. This is even more important
for people who don’t look like our typical leaders: women and minori-
ties. These groups are less likely to be asked, so they need to do the
asking themselves.

When individuals negotiate within the context of the negotiated
order, they address more than just their own circumstances. In fact,
negotiating allows us to have an impact on the order and address
systemic issues as well, much like Sandberg’s egg. The example of
flexible work applies here, since this is usually a case when policies
are established after individuals negotiate agreements for themselves.

Another example is that of performance metrics: by negotiating for

XXV
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clear criteria for promotion, we not only help ourselves in our own
career, we also encourage objective standards for performance that
will be important to everyone in the organization, particularly those
who are more likely to be judged subjectively. It is this potential
for individual small wins to lead to bigger gains that makes negotia-
tion such a powerful tool for both women and men in organizations,

a theme we revisit throughout this book.

Gender Issues in Negotiation

The major approaches to understanding how gender plays out in
negotiation extend beyond individual behavior. Gender is embedded
in organizational policies and practices, largely due to the fact that
organizations, many of which at least begin as male-dominant institu-
tions, build formal structure and informal norms around gendered
notions of work and behavior. These create a gendered negotiated
order that forms the context for the strategies and tactics outlined in
the book.

There has been an explosion of research on the topic of gender
within the field of negotiation.!® Much of this work has been moti-
vated by concerns about the gender gap in wages and achievement—
the glass-ceiling effect—that causes women in organizations to
plateau before they reach top leadership positions.!” Furthermore,
women are estimated to earn up to 40 percent less than men over
the course of their careers.'® This compensation gap has been growing
recently, particularly among women of color.'” While there are many
societal and organizational explanations for these phenomena,”
women can take actions to remedy these situations. One of them is
to negotiate more proactively and effectively for wages and opportu-
nity. It is in this spirit that much of this more recent work has been
undertaken.

Are women deficient negotiators? Studies that examine individual
differences between male and female negotiators often highlight
women’s general deficiencies as negotiators. Women are less likely

than men to ask,” to initiate negotiations,** to be positively disposed
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toward negotiation;” they are less confident;** and they are more
likely to set lower goals.”” When it comes to compensation, the focus
of most of the research, women expect to receive less in compensa-
tion than men expect,” feel less entitlement to higher salaries than
men do,”” or place less value on pay than on other aspects of their
jobs.?® These feelings translate into behavior that affects outcomes.
Women demand and accept less in salary negotiations than men
do,” are less confident and less satisfied with their negotiation per-
formances,” and feel lower self-efficacy about their bargaining
abilities.’!

A Laboratory Is Not the Real World

This line of research consistently compares women negatively to
men, who typically approach a negotiation on the offensive: seeing
themselves entitled to and therefore not hesitant to request a higher
salary. Thus, when men outperform women in salary negotiations,
the reasons for these differences are often attributed to “problems”
that women have.*

More recently, scholars have identified problematic aspects of this
line of research.” Much of the research was conducted in laboratory
situations, in which distributive negotiations, especially over pay,
were the topics. Yet distributive negotiations, sometimes called
win-lose negotiations, offer no opportunity for creative options.
Furthermore, those artificial conditions often reproduce assumptions
around gender and so fail to recognize the importance of context in
real-life negotiations.”* Each of us has multiple social identities
(gender, race, education, and so on) making a focus on individual
gender differences a problem because it ignores the interplay of dif-
ferent aspects of identity—our race, our age, our profession—as they
play out in different situations.”

Negotiating for yourself: The backlash. More recently, the interest
in comparing what men and women negotiators do has given way to
considering what happens when women actually negotiate. And the

fact is that women can face a backlash when they negotiate for
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themselves. This “social cost of asking” suggests that gender-linked
stereotypes make it harmful for a woman to advocate freely for
herself.”® Women who act assertively in compensation negotiations
are less likely to be hired and deemed good colleagues.’” They are
also less likely to be trusted and appointed to important roles and
can pay a price in terms of how well they are liked and admired by
colleagues.” Women often are expected to demonstrate a high degree
of concern for others and may suffer when they do not do so. In addi-
tion, these expectations may be greater for women of color.”” Indeed,
women may risk censure and backlash when they fail to act asser-
tively enough on behalf of others, as agents, and advocate for their

team.4°

Second-generation gender bias. A third way to consider challenges
that women may face in negotiation is to consider the context, or
negotiated order, within which negotiation takes place. Research on
gender in organizations—in particular, work that seeks to explain
women’s persistent underrepresentation in leadership positions—has
shifted away from a focus on actors’ intentional, discriminatory efforts
to exclude women to consideration of what we and others have called
second-generation forms of gender bias.*! These are the powerful yet
often invisible barriers to women’s advancement that arise from cul-
tural beliefs about gender, as well as workplace structures, practices,

and patterns of interaction that inadvertently favor men.

Visible and invisible structures. Let’s use architecture as a metaphor
for organizational and workplace culture. The US Capitol Building,
like most workplace, was built when there were few women working,
particularly in leadership positions. Therefore, there was no reason
in the early 1800s for architects to consider including space for
women’s washrooms off the Senate and House floors: women wouldn’t
even be granted the right to vote in the United States until 1920,
never mind run for office. As the Capitol Building was expanded
and renovated over time, the structure continued to represent the
majority of its users: (white) men. By the early 1960s there were
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seventeen women in the House of Representatives, who all shared a
single bathroom that was far from the House Chamber. It was not
until 1962 that congresswomen were given the “Congressional Ladies
Retiring Room,” which included a larger bathroom, though it was
still some distance from the Chamber.* In the early 1990s, Senators
Barbara Mikulski and Nancy Kassebaum were forced to share with
visiting tourists the women’s restroom downstairs from the Senate
Chamber.*

The processes, values, and norms of organizations—Ilike the physi-
cal structure of the buildings that house them—continue to reflect
their original bias long after women become represented in greater
and greater numbers. It’s not that architects or male congressional
leaders actively plotted to make the Capitol difficult for women to
navigate; the building simply reflected the needs and experience of
the dominant group. Yet that structure made it more difficult for
women to navigate and obstructed their ability to do their jobs.
When women were represented in larger numbers, it still took time
to change the building’s structure.

Change comes slowly to organizations as well. Systems, culture,
and practices reflect the organization’s history and cater to the domi-
nant group, making the organization more difficult for minority
members to navigate. Even when the need for change becomes
obvious, it’s hard to achieve and often done piecemeal. In 2011, a
four-stall women’s bathroom was built near the House Chamber,*
and in 2013 the women’s room near the Senate floor was expanded

to accommodate a record-setting twenty female senators.®

Organizations are not gender neutral. Second-generation gender
practices often appear neutral and natural on their face. But they can
result in different experiences for, and treatment of, women and men,
and they can vary for different groups of women. From this perspec-
tive, organizations are not gender neutral, and so their structures,
practices, and policies are the negotiated order within which women

and men negotiate. Understanding how second-generation issues are
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enacted in organizations helps us navigate organizations more effec-
tively—and negotiate more successfully.

SECOND-GENERATION GENDER ISSUES

These second-generation issues can take a variety of forms that can
be the bases for negotiations. The issues raised here are not merely
about bargaining for a certain job and the accompanying compensa-
tion: they concern a much tougher issue of redefining norms and
expectations. These may be norms around what is seen as an appro-
priate “fit,” about expectations around people’s family lives, around
what skills are needed to succeed in a given job or at a given level
in an organization, and around who is implicitly trusted versus who
has to prove themselves.

Who Fits, and Who Doesn’t

Jobs and opportunities can be gendered in the sense that certain
people are seen to “fit” a job while others are not, and matters like
race, class, and ethnicity can complicate these issues of fit. Leaders
generally do not consciously dismiss women as a bad fit for some roles;
rather, most of us—women as well as men—hold an unconscious
association linking various roles to a certain gender. These implicit
biases often lead us to connect men more often with leadership and
career and women more often with family and caretaking.*

It’s no wonder we make these implicit connections: those roles
are reinforced everywhere we look. Men are far more likely to be
quoted in the news media than women, and news bylines are more
likely to be male.*” One study found that only 25 percent of guests
on US Sunday television news shows were women.* Women are also
underrepresented and often stereotyped within the entertainment
industry; of the top one hundred grossing films in 2011, only one-
third of the characters depicted were women.*’

The images we conjure of an investment banker, a prison guard,
or a shop-floor supervisor tend to be men. In a complementary way,

certain roles are seen as a more natural fit for women—staff roles like
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human resources and communication. Men are channeled into
operational ones. In our executive programs, we frequently meet
women who want to move to more operational roles, as these are
the positions that carry more influence. Their challenge is to negoti-
ate for opportunities when they are not automatically seen as the
right fit.

Expectations around personal life. The issue of combining work
and personal life is ripe for negotiation. Our notions of the “ideal
worker” have changed a great deal in the age of 24/7 connectivity.
Economist and founding CEO of the Center for Talent Innovation
Sylvia Ann Hewlett calls this “extreme work”: the belief that pro-
fessional success requires heroic dedication, long hours, and global
relocations.”® Yet this construct tends to be gendered and fits only
certain workers in the populations. Extreme jobs are a difficult fit for
people who carry significant responsibilities at home, which despite
changing norms continue to fall disproportionately on women.’! We
know that women do ask when these issues are on the table.”” Yet
because women are often subject to a “motherhood penalty,” they
must negotiate about pay and other work issues knowing they are
likely to be penalized for asking.”” Negotiating about these issues
helps men and women by changing the negotiated order and chal-

lenging assumptions of what constitutes an “ideal worker.”

Claiming value for invisible work. The kinds of work that are
valued may similarly favor men, making their bids for leadership seem
more valid. Research suggests that even when women are rated
as more skilled in leadership, it is visible, heroic work—more often
the purview of men—that is recognized and rewarded. Organizations
tend to overlook equally vital but behind-the-scenes work that’s
considered to be more characteristic of women, such as building a
team or avoiding crises.”* We find this to be a common theme for
women leaders in our programs. While they are held accountable
for reaching specific milestones, they do not receive credit for the

large amount of undefined work they do: building connections across
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silos, developing their staff, mentoring other women, or strengthen-
ing processes and practice. Claiming value for this invisible work is
an important topic in workplace negotiations, as are negotiations
around saying no to undervalued tasks.

Networks and sponsors. Access to networks is another way that
second-generation gender bias can manifest itself. Social networks
can give people access to information and support,” help them secure
positions,’® and enable them to negotiate compensation and other
rewards more confidently.’” Both white women and women of color
cite a lack of access to influential colleagues with whom to network
for their inability to advance.”® Men tend to support and channel
career development opportunities to male subordinates, whom they
judge more likely than women to succeed. They’re more likely to take
risks on men, especially those they know well, and provide more
informal help than either white or black women’s mentors. Thus,
women’s networks yield fewer leadership opportunities, provide less
visibility for their leadership claims, and generate less recognition
and endorsement. Negotiating for sponsorship and support is another
topic of everyday negotiations in the workplace.

Recognizing negotiable topics. To negotiate about these kinds of
issues is tricky. First, these issues are not the usual negotiation fare,
such as compensation or budget allocations. They are embedded in
work practices that seem natural and neutral to many people. So the
first step is to recognize that these are situations potentially ripe for
negotiation, something that many people do not recognize is even
possible. Furthermore, not all parties would recognize the negotiating
potential. If we have social status based on our gender or race, we are
often oblivious to the many ways that this status gives us privileges
and advantages that other groups might lack.” Not only are we less
likely to notice information that might challenge those beliefs; we
may resist dealing with them. But people who resist usually aren’t
intentionally holding others back; they just don’t realize that the
environment favors them.
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Even when not addressing gender issues directly, these nego-
tiations often require raising awareness of and pushing back on
potentially gendered structures and work practices. For example,
negotiating a flexible work arrangement potentially reveals how an
organization’s practices make it difficult for mothers or other caretak-
ers to succeed; negotiating for a leadership role can call attention to
the fact that women have been overlooked in the past; and claiming
value for invisible work can show how bias operates in performance
reviews and compensation. Thus, before one can get down to the
business of negotiating, even when proposing options for mutual
gain, a negotiator has to think and prepare carefully for how she will
raise an issue.

As we build the ideas in this book, we’ll introduce people who
are encountering negotiation problems of their own, and we’ll explore
the ways they might generate promising outcomes. For now, let’s
introduce Alicia’s situation in order to outline the chapters in this
book. She and others will return as the ideas in the book advance.

Alicia’s Ambition: Navigating the Negotiated Order

Alicia is divisional vice president (DVP) for a sales region in
one of the largest divisions of a leading technology company.
She has learned that the regional VP is being considered for
another job in the company, and she wants his job. She has an
upcoming meeting with the vice chairman, Bob Barrett, to talk
about what has been going on her division. She has heard that
Barrett has somebody else in mind, Frank Lorenzo, whose rela-
tionship with Bob goes back a long time. Frank is probably not
the best person for the role: he’s generally known as a salesman’s
salesman, never really demonstrating the kind of leadership
that this role will demand.

Alicia has a lot going for her: she’s brought her team to a
high level, had exposure to strategic initiatives at the company,

(Continued)
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and maintained a strong track record. Of course, her résumé
isn’t perfect; she’s been in the DVP role for only four years.
Although that wouldn’t necessarily be a problem, people in
Alicia’s firm seem to think the women need more seasoning.
Although Alicia has a good relationship with the customers in
her area, she does not spend as much time entertaining custom-
ers in the evenings and weekends as her colleagues do, since
that is generally her family time.

NEGOTIATING AT WORK: A CHAPTER OVERVIEW

Alicia will need to negotiate with Bob, though he is likely not
expecting to. The chapters in part 1 describe the kind of preparation
that Alicia needs to undertake. Because her negotiation involves
some challenge to the status quo, this will entail not only figuring
out what to ask for but also making herself feel confident to do the
asking. The four chapters in part 1 focus on how to prepare for
the n-negotiations that so often occur in organizations.

Chapter 1 is about preparing to negotiate, and begins with a
problem that negotiators have in organizations: it is difficult to figure
out what one wants. The chapter describes how you can recognize
negotiating possibilities. It then delves into the importance of infor-
mation gathering as a way to help the negotiator feel that what she
is asking for is defensible. Alicia needs to figure out what she wants.
Her goal is the regional VP job, but she is obviously not recognized
as a contender for it, so she will need more information—not just
about the role but also about Bob, the person with whom she needs
to negotiate.

Chapter 2 begins by considering how negotiators can undermine
themselves and describes the importance of positioning yourself to
negotiate. This requires understanding your value to the other party
and finding ways to make that value visible as well as considering

possibilities outside the negotiation. Bob does not know Alicia, so
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she’ll need to figure out his reasons for negotiating with her: what
value she contributes to the company. It can be a challenge to get
people of higher rank to negotiate with you. Since Bob is not expect-
ing to negotiate with Alicia about the opportunity, he will likely not
be “at the table” at the outset.

Chapter 3 begins by observing that when one negotiates in orga-
nizations, the choices are often perceived as yes or no. Preparing to
problem-solve walks through the well-accepted steps of mutual-gains
negotiations, which vary when the issues are located in organizations.
But the preparation is especially important given the types of issues
likely to be raised; in this kind of situation, the other person might
perceive you as a problem. This is why it’s critical to have creative
options to propose. Alicia will need to figure out where her interests
and Bob’s align in order to come up with some creative options. She
wants the job, but she may want to have ideas beyond just getting
the promotion or not getting it. She will also need to be mindful
about the constraints Bob faces.

Chapter 4 lays out some ways that Alicia can get Bob to the table
to negotiate with her. She is trying to build interdependence with
him, so she’ll want to find ways to make her value visible to him in
a currency that matters to him. She might also want to find ways to
make him rethink Frank as an option. That can be tricky to do, so
having some allies might help her with this.

Part 2, chapters 5 through 7, focuses on putting n-negotiations
into practice.

Chapter 5 describes the importance of openings in understanding
what unfolds in the negotiation. What happens in the first few
minutes of a negotiation can often predict the eventual outcome.
Openings set the context for the interaction, providing opportunities
to position yourself in the negotiation and creating a space for the
other to work with you. Good openings help engage the other person
and frame the issues for them. Because Alicia does not know Bob
very well, she will need to find ways to make a connection with him
and also to open up their conversations to some of the concerns and
interests Bob may have.
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Chapter 6 details a “moves and turns” framework that helps
negotiators deal with challenges. Moves and turns are a way of under-
standing what is happening in a negotiation as the parties deal with
their issues. Moves are actions negotiators take to position themselves
(and others) in the negotiation process, and turns are responses to
the others’ moves. Alicia will need to anticipate Bob’s objections in
order to determine how she will deal with or “turn” them as he raises
them, and how she will do so in ways that further both his and her
interests.

Chapter 7 describes the actions a negotiator can take to bring the
other party along. Alicia will need to engage Bob in her thinking. In
order to do so, she will need to remain curious and figure out how
she can get him to support the concept of her promotion so that they
can work out the particulars. He will have to justify this to important
constituents, and she will need to help him do so. Despite the best
planning and preparation, a negotiator will face challenges about her
ideas and proposals. It is possible that both parties get stuck—and so
we will explore what Alicia can do to keep the negotiations moving
ahead in a productive way.

WHAT’S GOOD FOR ALICIA IS GOOD
FOR THE COMPANY

Alicia’s situation introduces some of the concepts that we discuss and
describe in the following chapters. But it is important to make
another observation about what happens when Alicia negotiates
about this role. To the degree that she defines the success criteria for
the role, she at least puts herself in the running. Alicia will have
made subtle progress in making appointments more transparent and
enlarging the pool of candidates considered. That’s beneficial to both
Alicia and the company. And you would be surprised how merely
thinking about negotiation in this way is empowering for women
executives—and for the men whom I've taught as well.

But something else has happened as well. Simply by opening up

the conversation, she has, on a small scale, interrupted one form of
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second-generation bias in her company—giving senior roles to those
in your network—and she has enlarged the slate and made it more
diverse. In this way, what might be considered a small win for Alicia
can lead to increased opportunities for others in the organization as
promotion practices evolve. We explore the implications of these
actions and others organizations can take in chapter 8.

Women are like the canary in the coal mine; looking at their
experience gives us insights about what is working and not working
for everyone in organizations. It is not just women who suffer as a
result of second-generation gender issues; men are affected as well.
For example, consider the concept of the ideal worker we mentioned
above. When employees are rewarded for “total commitment” and
24/7 responsiveness, men who violate these norms by spending time
with their families or care for aging parents face promotion penalties
in much the same way as women do.

Furthermore, much has been written about how organizations
that encourage diverse leadership have superior performance.®® More
and more organizations are looking to decrease barriers to women
attaining leadership positions. We focus largely on helping individu-
als negotiate on behalf of themselves, with the conviction that doing
so will likely help them contribute more effectively to their organiza-
tion as well. Yet we shift this focus in chapter 8 to the organizational
level and discuss how small wins from individual negotiations can be
leveraged into bigger gains that address second-generation bias for
the entire enterprise.

Throughout this book, we include research and insights about
gender in organizations. We also examine the cases of several women
to provide a view of how real-life negotiations take place in organiza-
tions. We end chapters 1 through 7 with “Putting Principles to
Work,” summarizing the strategies from each of those chapters. These
principles are relevant for men and for women, at all types of orga-
nizations—from large corporations to small partnerships, and in the

for-profit, nonprofit, and public sector.
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PART ONE

PREPARING FOR
N-NEGOTIATIONS




You Can’t Get What You Want If You
Don’t Know What You Want

Several years ago, | was teaching a negotiation program for women
in Addis Ababa, Ethiopia. The women in the program, scientists
from all over the world, worked for large international development
organizations, universities, and local nongovernmental organizations
(NGOs), all in the field of agriculture. Our curriculum focused on
how the women could better advocate for what they wanted and
needed in their careers during negotiations at work. Their issues
ranged from securing the resources to attend international confer-
ences to working out disagreements between different groups of sci-
entists over grants, to negotiating for promotions, to securing more
resources for a project.

One evening, some of the local women invited me to shop with
them for tablecloths at the local market. In this environment, my
African escorts were pros at negotiating the price with cloth vendors.
They had a keen eye for the value and quality of the embroidered
fabrics and knew just what they wanted. They knew which vendor
was likely to make the best deal, and they were well informed. Their
experiences negotiating in African markets, N-negotiations, made
them confident in ways I admired.

Back in our classroom the next day, the situation changed. It was
our final session, and the women had to plan an n-negotiation that
they would have at work, at home, or in the community about some-
thing that mattered to them. While many were highly successful in
their fields, they had really not thought about negotiating to get what
they wanted in these contexts.
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One participant whom I'll call Beatrice colorfully and metaphori-
cally described how her boss continually changed his expectations of
her and her work in her institute: “He asks me to get water, and when
[ bring it in a glass, he says he wants it in a mug. When [ bring water
in a mug, he says, ‘Why did you get the water in the first place?”
Again and again she tried to figure out what he wanted; finally, she
decided her situation had become untenable but had no idea what
to do about it. She knew she wanted to negotiate, but for what? She
knew she was dissatisfied with the situation, but did she want to
leave? Did she want to seek a different position in the organization?
Her husband suggested a sabbatical, but this was something that had
never been done in her NGO.

Fortunately Beatrice had an extensive network of other women
scientists, many of whom worked in local universities. She gathered
ideas from them on how a sabbatical might be structured. And
because she knew her boss very well, she was able to construct a
proposal and be prepared to counter his objections in such a way that
he was more likely to agree. To her surprise, he ultimately granted
her a sabbatical.

TWO STEPS TO PREP FOR NEGOTIATING

This chapter focuses on the first steps in preparing for a negotiation:
figuring out what you want and learning what you need to know in
order to advocate for it. It’s pretty obvious that you can’t get what
you want if you don’t know what you want. And figuring out what you
want can be particularly complicated when negotiating in an orga-
nization. It’s one thing to be clear about the topic of negotiation if,
for example, you want a salary increase. The challenge there is to
learn enough to set high but realistic aspirations that can guide your
negotiating strategy. Gathering that kind of information is not always
easy, but it makes the issues to be negotiated relatively clear. However,
things become more complicated when one is trying, as Beatrice is,
to figure out what exactly to negotiate about in order to make her
situation better. Like the women in the Ethiopian marketplace,
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Beatrice needs good information about the organizational equiva-
lents of tablecloth prices: what people who negotiate in similar situ-
ations get, what it is reasonable to ask for, and more knowledge about
the people she is dealing with.

CHALLENGES IN FIGURING OUT WHAT
YOU WANT

As Beatrice knew, it is not always easy to figure out what you want
or what a reasonable goal might be for a particular negotiation. Some
of the challenges are individual and become evident especially when
somebody is negotiating for oneself; others derive from the ways that
negotiations unfold in the workplace. In their book Ask for It, authors
Linda Babcock and Sara Laschever suggest that figuring out what
you want can be complicated, especially for a woman.' The chal-
lenge can come from confused messages that she received as she was
growing up, making it difficult for her to distinguish what she wants
from what others expect of her. This was certainly true for some of
the scientists in the African negotiation program and was likely
compounded by cultural issues, particularly the role of family and
community that many African women face. The scientists explained
that women in these settings must always be cognizant of family
obligations when negotiating at work. But when the focus is on
changing something about your work—for example, a new title or
position or garnering support for a new project or a change in
workload—figuring out what you want can present an additional
hurdle for both women and men.
Several challenges add to the difficulty.

Challenge 1: Negotiating for Yourself, Not as an Agent

First is the challenge of negotiating not as an agent of your organiza-
tion but for yourself. When [ work with executives, both women and
men, | typically begin by asking them about their experiences nego-

tiating with clients and customers. They generally describe what they
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think makes them successful in what we have called capital
N-negotiations.

N-negotiations are the familiar kind. These are formal exchanges
where both parties recognize that they are in a negotiation over a
contract or a deal of some sort with internal and external clients and
customers. Participants in these situations credit their acknowledged
success to such attributes as an ability to listen well, learn about what
the other party wants, gather good information to support what they
want, develop flexibility to create options that meet mutual needs,

and marshal the support of their organizations to back them up.’

But n-negotiations are different in kind. I then shift the conver-
sation to what we call lowercase n-negotiations: those exchanges in
which we’re negotiating mostly for ourselves. I ask what difference it
makes to negotiate for oneself as a principal versus negotiating as an
agent for an organization—and people never hesitate to describe
these differences. When negotiating for themselves, they say, it’s
difficult to be objective: they feel less secure; the negotiations feel
more personal, making it easy to become emotional. There are also
power dynamics involved. Will those in authority see it as legitimate
for me to negotiate? Will negotiating affect how others see me? This
holds especially true when the negotiation is with a boss. How will
she respond? Will she see the negotiation as necessary? Will she chal-
lenge me for even bringing up this issue? How will the negotiation
affect our working relationship going forward?’

Negotiating for resources at budget time is an N-negotiation.
There is a formal process and a routine for how and what you ask for.
You put together your case, connecting your requests to goals you will
commit to achieving. You schedule a meeting, and you and your boss
both expect there will be some sort of negotiation over budget,
resources, and priorities.

But other situations in which you need to negotiate with your boss
differ greatly. For example, imagine you have accepted a new role and

made a commitment to implement a new program. Once into the
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role, you discover that the resources you requested (or were just
assigned to you) are not sufficient. Now you have to launch a negotia-
tion that nobody expected to have—and asking for more resources
may raise questions about you and your ability to do the job. In
the former case, negotiation is expected, and as part of a particular
negotiated order, there is likely to be an associated routine, probably
of some back-and-forth. But there is no expectation of negotiation in
the second situation. In fact, raising it at all may invite resistance,

because your ask might put the other person in a difficult situation.

Gender may heighten these concerns. People tend to ask women
more frequently than men for favors or help, such as picking up extra
responsibilities, taking up certain support roles, helping a colleague,
and mentoring other women.* And for a number of reasons, women
are more likely than men to say yes to these requests. They might
want the person who asks for help to like them,’ or they might be
more concerned about the welfare of others.® Adding to the pressure
to say yes to these types of extra tasks is a gendered expectation that
women are helpers, more collaborative than men, and therefore
likely to say yes.”

And just as there might be a social cost to asking, there can be
costs to declining such requests.® William Ury in The Power of a Posi-
tive No catalogues some of the reasons people fear saying no: they
don’t want to jeopardize a relationship, they feel guilty, or they may
feel their job is on the line. Women can be particularly conscious of
the costs of saying no, since they are more likely to decide whether
to perform a favor based on a fear of negative consequences, whereas
men are more likely to base their decisions to accept or decline a
favor for instrumental reasons, such as the status level of the person
making the request.’

Gender-status beliefs. It is also just as likely that women may raise
issues that others might not recognize as problems. As we discussed
in the Introduction, second-generation gender issues appear neutral

and are often taken for granted. That means that not everybody will
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have the same experience or recognize a problem of inequity. Gender-
status beliefs that presume men to be more deserving of rewards can
make it more challenging for a woman to raise issues of fair treatment
or to question whether she has been overlooked for an opportunity.'°
Likewise, when women negotiate about issues such as flexibility, they
might be drawing attention to gendered expectations of work hours
and what it means to be “committed,” particularly in the context of
what is required for promotion."

Challenge 2: Your Own Negotiation History

The second challenge comes from your experience. Maybe you
have rarely or never negotiated for yourself about a work situation
before. Some of the research suggests that women, more so than men,
fail to recognize negotiation as a possibility.!* If they are offered a
new role or opportunity, many women take it without any discussion.
I've been surprised to find how seldom even the senior women I work
with negotiate anything about a new role, its contours, and some-
times even its compensation. Some fail to negotiate even when it’s
a role they don’t want to accept!

We train each other in what to expect and not expect in each
interaction. If you have never previously negotiated in your work-
place, then you've essentially trained people to expect that you will
not do so. This may present a challenge when you do choose to
negotiate: the surprise of the people with whom you’re negotiating
since they expect you to do one thing, but then you do another. You
must therefore use what you know about the other party when prepar-
ing to negotiate. If others are likely to be caught off guard by even
the fact of your negotiating, your preparation should address their
surprise and consider how they will react to the content of your
negotiation.

Challenge 3: The Negotiation Culture around You

A third challenge is cultural. It comes from uncertainty about
whether it is even deemed legitimate to negotiate about the issue. In
American culture, as distinct from that of my students in Africa, it’s
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not typical to negotiate the purchase price of goods at a store or even
your local produce market. While it’s possible—I frequently assign
my students to do just that, and they are often successful—we don’t
usually consider these situations to be negotiable.

It’s not always obvious that negotiation is a possibility. This
barrier may be even higher in organizations where hierarchical
relationships are a factor. Some issues are more likely to be seen
as negotiable—salaries and budgets—although not by everybody, as

research on gender and salary negotiations have shown."

Adding your organization to the mix. The situation is even murkier
when you're dealing with organizational issues. Sometimes you may
be warned that negotiation is not an option and that this is a take-
it-or-leave-it matter. But organizational considerations can also make
you reluctant to raise an issue. You might worry that negotiating a
flexible schedule will lead others to see you as uncommitted. Nego-
tiating for more resources for a project might cause you to be labeled
as a slacker, or less than a team player, or unwilling to step up.
Without good information about what gets negotiated, you may
think that there is no possibility for changing the status quo. To the
degree that certain groups are not well networked to have this kind
of information, they may be at a loss to see their way to negotiating

the change they are seeking in their workplace situation.

Challenge 4: Your Organization’s Negotiated Order

Your organization’s own codes. There’s a fourth challenge when
it comes to framing negotiation as a possibility: understanding your
organization’s negotiated order. Every organization has its informal
codes about which issues are and are not open to negotiation. Part
of the routines of work or family life that everyone takes for granted,
the negotiated order challenges you to bracket what a potential
negotiable issue might be—whether you’re negotiating for yourself
or for others.

Identifying the contours of the organization’s negotiated order is
not trivial. Not only do you have to figure out which issues are nego-
tiable; it is not always clear, as in Beatrice’s situation, what you want
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to negotiate for. For example, if you and your team are working very
long hours, you might just stick to the status quo and continue to do
so; or you might decide that the situation is ripe for negotiation.
Once you recognize that possibility, there are a number of ways to
frame the issue. Perhaps you decide that it is time to renegotiate the
scope of the project, the team’s responsibility, or the possibility for
others to pick up some tasks. Maybe you negotiate for an extended
time line on deliverables to spread the work out. Or maybe you decide
it’s time to negotiate for more resources and expand your team’s size.
Deciding which of these avenues to pursue depends both on what
you think might alleviate the pressure on your team and what you're
most likely to achieve. It might also depend on what information
you have.

Getting good information from within your negotiated order.
Having good information extends beyond knowing the range on a
clearly demarcated issue such as price or potential salary. It requires
a broader understanding of what others, both inside and outside the
organization, are getting and doing. Good information that might
come from benchmarking comparable data on salary and compensa-
tion packages can be enormously helpful in negotiations. But while
these data are important, the kind of information we're talking about
is broader: it includes learning about what others negotiated for as
well as what they got. What did they ask for when they were offered
a new role? How did they garner resources for a new project in a
down economy? How did they get the support they needed for a new
and perhaps risky initiative? This information provides insights about
an organization’s culture, norms, and politics that influence how any
proposal will be heard.

LEARN ALL YOU CAN ABOUT THE
WHAT AND THE WHO

Information is critical to helping you clarify what you want from a
negotiation, to set your aspirations high enough, and most critically
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to make you feel more confident in your asks. Two types of informa-
tion are important. The first is benchmarking—learning about what
others have negotiated for in comparable situations. The second is
more contextual—the insights you gain about the style and prefer-
ences of the person with whom you will be negotiating. If the first
type of information set is about the what that is possible, the second
is about the who. Collating information about the person with whom
you will be negotiating—what you already know and what you can
learn from others—helps you feel more confident and prepared to
initiate a negotiation. But you also need to pay attention to the how.
In the second part of this chapter, we discuss the role of networks as
the critical source of intelligence.

When [ teach a workshop, I often use a cartoon in which Dilbert
asks for a raise and threatens to quit if he doesn’t get it. The Pointy-
Haired Boss responds, “Good-bye,” whereupon Dilbert says, “Noo,”
then promises to work every weekend for nothing. I use this as an
example of what some have called aspirational collapse. Often attrib-
uted to women, aspirational collapse occurs when a person is primed
to negotiate and knows what she will ask for—yet simply accepts that
and says “okay” when the other person refuses.'* There are many ways
to avoid this trap; one critical approach is to be sure that you have
facts to support what you ask for. It is an axiom of negotiation theory
that information is power: the more you know, the more confident
you can feel about asking for what you want.

The What of Negotiation: Benchmarking

My students bargaining in the marketplace in Addis Ababa exemplify
the axiom that information is power. They knew about the quality
of the products and their likely worth. They knew the price ranges
for the tablecloths they were bargaining over. They knew which
sellers offered the best products and which ones were most likely to
give them the best deal. And they knew enough about the sellers’
likely behavior to plan and carry out their price negotiation strategy.
As a result, they felt great about their purchases at the end of the
day; they got good deals. In these kinds of marketplace negotiations,

11
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where there is a single issue—in this case, price—knowing the pos-
sible bargaining range for the negotiation enables a negotiator to set
realistic yet high aspirations.

This is important. We know that if you spend some effort gather-
ing information, you are likely to set higher aspirations than if you
do not.”” We also know that aspirations become self-fulfilling: aspire
low, and you'll likely realize lower returns on your efforts; aspire high,
and you’ll more likely stay in the negotiations in a way that makes
you more likely to achieve your aims.'

Benchmarking means comparing. We use the term benchmarking
to capture this dimension of information gathering. It is a shorthand
term that means evaluating or checking something by comparison
with a standard. We know that having good information makes a big
difference in job negotiations. In their study of MBA graduates,
Hannah Bowles and her colleagues show that in industries where
information about compensation packages is widely known, such as
consulting and investment banking, men and women graduates
receive identical packages, controlling for experience.'” However,
salary discrepancies are high in more ambiguous situations with few
consistent standards and where good information is less readily
available.

Benchmarking makes what you are negotiating for feel defensible.
People are understandably very curious about negotiating their pay
and are very likely to search out benchmarks for their compensation
packages.'® Having these benchmarks gives you confidence in what
you are asking for—the knowledge that what you’re asking for is
defensible. In other words, you feel legitimate asking."

The same way of thinking applies in n-negotiations, where many
dimensions of a job are subjects for bargaining. The first question to
ask yourself is, “What do I need to succeed in a new role?” To begin
to answer this question, ask another: “What do other people negoti-
ate for in this role?” Discovering what other people have negotiated
for fulfills a similar function to compensation benchmarking. Asking
this question, and finding people to pose it to, can also lead you to

uncover issues you'd never thought about before.
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Benchmarking: Two Cases

Consider the role that benchmarking plays in the negotiations of
Claudia and Marisa. Both are negotiating new opportunities, but
under two different circumstances. Claudia, a director at a large
international bank, wishes to relocate from Chicago to London.
However, the London office’s leaders seem to put up a number of
obstacles that make her feel powerless in the negotiation. Marisa is
being recruited for a job she does not particularly want but feels she
has to take. Having good information will help in both situations—
and both women need to use their networks to learn more about what
they can legitimately ask for.

Claudia’s Case: Getting Good Facts

Claudia is a highly successful managing director in sales for a
large international bank, where she has worked for fifteen years.
She’s based in Chicago, but her husband recently took a job in
London. For the past year, they’ve managed a very tiring com-
muting relationship, and she’s anxious to relocate. Her current
boss recommended her to the head of the London branch for a
position that would be basically a lateral move for her. Giles
James, a vice president for sales in the London office, contacted
her about a potential job. It was a difficult conversation. James
seemed not at all enthusiastic about having Claudia in the
group, despite her reputation as a star performer in Chicago.
He presented her with a client list that seemed to her composed
of discards from others in the group, then brusquely told her he
needed an answer in two days because he had several other
promising candidates.

James’s approach threw Claudia. Her track record in Chicago
had led her to believe that the London group would be eager
to have her join them, so she was unprepared for his dismissive

attitude. Furthermore, she had other issues that were important

(Continued)
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to her in the move. Although she was an individual contribu-
tor, she always had support staff to cover the trading floor when
she was away. With no administrative support in her current
role, handling the details of the move—visas, health care cov-
erage, renting her condo, shipping—seemed overwhelming.
She’d heard that people who relocated overseas could avail
themselves of an ex-pat package. However, she had no informa-
tion, and James had not mentioned anything about it. Claudia
was stumped. She really wanted this job and was tempted to
say yes, even though she was not at all sure it would work for
her. She had never negotiated about a position before and was
unsure about what to do.

Because she had no further information, Claudia was ready
to accept the terms James offered. Her low aspirations were
about to become a self-fulfilling prophecy. But then she stepped
back and called a friend outside the bank to help her think
more clearly about what she needed to do. Her friend told her
to gather some information; without it, she was undermining
herself in the negotiation. Her friend suggested that Claudia
contact her human resource person to find out about the com-
pany’s ex-pat package because that seemed to be a major
concern for her. Claudia, however, was reluctant to contact
people in her Chicago office. She worried that if she did, word
would leak out that she was considering a move, and she knew
from experience that this could reverberate badly.

When she got off the phone, she sat for a while trying to go
through her “mental Rolodex” to see whom she could contact
to get the information that would help her. She needed to know
more about James and to get a clearer picture of his situation.
Did he truly have other candidates he was ready to hire, as he’d
claimed? What was the client pool he offered like—and was
that really going to be the pool? She wanted to know how the
London office handled support in the group: Could she expect
an assistant? Finally, the most important issue was the ex-pat
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package. She didn’t see how she’d be able to manage without
support, and she had no idea what the packages were and
whether she would be eligible for them.

At first she was stuck. Although she knew other managing
directors at the bank from a leadership program she had
attended, only one or two would have useful information
related to her function. But she kept at it and finally identi-
fied two people in London she could contact. The first was
Helen, a woman from human resources whom she’d been
introduced to in London. She called Helen and learned
quickly about the ex-pat packages: what they were and what
she could expect.

Having this information totally changed how she felt about
the negotiation. “Without the facts,” Claudia explained, “you
have no confidence. With the facts, I had a totally different
approach.”

We'll discuss more about Claudia’s approach later when we relate
what she learned about James and how that changed her strategy
to the conversation.

Marisa was in a different situation, being asked to take on a new
role in her professional services firm that she did not seek or even
particularly want. Marisa’s situation is similar to that of many of the
other women in this book. They are asked to do something—take on
a new role, pick up extra work, help somebody out—and see their
choices as yes or no.”” Often the women I teach say what they want
to do is learn to say no more often. But we think the challenge is to
take these occasions—when you are asked—and turn them into a
negotiation.

To do that, you have to think in terms of “Yes, and...” “Yes, I will
take the role. And here is what [ need in order to do so.” That was
Marisa’s challenge.

15
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Marisa’s Case: Taking a “Yes, and...” Approach

Marisa, a tax partner in a large professional services firm, led
the tax practice in the Santa Fe area. The practice handled
mostly medium-sized accounts, and Marisa’s role, primarily an
internal one, made her directly responsible for the tax depart-
ment’s profitability—hiring and deploying staff and managers,
as well as evaluating and developing them. Happy in her situ-
ation, Marisa’s career goal was to play a regional or national
role in the tax function; she anticipated that her next step
would be to assume a leadership role in a larger city or region.

But that’s not what happened. Instead, Marisa got a call
from Alice Parker, regional managing partner in the Southeast.
She wanted Marisa to consider taking on a totally different role
in the company: to become a marketplace leader in Miami. In
Marisa’s firm, the role of a marketplace leader is wholly different
from a functional leader position. In this external role, Marisa
would be responsible for developing and implementing a busi-
ness development strategy to land new clients, increase reve-
nues quickly, and extend service lines.

Marisa had a number of concerns. First, she loved being a
leader in the tax function and couldn’t see why she just shouldn’t
hold out for a more visible tax position. Second, she loved
Santa Fe. Having grown up there, she had family and friends
who helped and supported her. Miami would be far more expen-
sive and a long way from family. She was also aware of the
Miami office’s reputation of being a place where the partners
couldn’t or didn’t work well together. While it was true that
the market had been challenging in all the regions, the Miami
office was among the poorest performers.

Marisa also knew there would be questions about her. After
all, she’d never held a marketplace position. She was also con-
cerned about whether she’d have the appropriate resources to
do the job. The firm had recently undergone a round of layoffs
and had cut back on support for marketing. To meet the goals
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set for the Miami office, funds would need to be expended, but
if she took the job, she’d have to wait for a while to get the
necessary funding. Nothing new here: it was typical to ask
people to do more with less.

Although certain aspects of the role intrigued her, she was
inclined to say no and wait for the kind of role she wanted in
tax. But then she got a call from a senior leader in the firm who
told her she just had to take the job because it would be such
a great opportunity for her. He also told her that he knew it
was a challenge and that if it didn’t work out, the firm would
find another place for her. After hanging up, she decided that
given his support, she had no choice but to say yes.

New Opportunities: The Best Time to Negotiate

When someone is offered an opportunity, like Marisa, or is seeking
one, like Claudia, it is often the best time to negotiate—for two
reasons. First, there is often the expectation that one will negotiate.
Second, it is also the time when the other party is likely most willing
to negotiate. Once you’ve taken a role under the conditions offered,
it’s more difficult to change these conditions—not impossible, but
more difficult. Assuming that the other person really wants you for
a role, as in Marisa’s case, or because the other party has put a partial
offer on the table, as in Claudia’s case, they are likely to be more
open to the conditions it would take to get you. This is the time to
find out what people in the organization negotiate about when they
take on a new role.

Pointers from your network. Like Claudia, Marisa contacted
women she knew in her network. But she had an advantage over
Claudia. There were many women partners in her firm, and she knew
some of them from a leadership development program she’d attended
the previous year. She contacted Katherine Jones, a regional leader
in the tax function whom she knew well. Jones’s less-than-easy

17



18

NEGOTIATING AT WORK

experience led her to advise Marisa to make sure to negotiate the
resources and support she’d need in the new role. That included funds
to use in the marketplace for charitable events and other client
interactions. Jones also suggested that Marisa establish an agreement
about the kind of support Parker would give her. After all, Marisa
was heading into a difficult office situation that would challenge her
experiences. That included how Parker would present her to the
partners and support her if she had problems dealing with partners
who might not be willing to accept her.?' Jones also suggested that
Marisa at least start a discussion with Parker about what positions
would come next, given what the senior leader had told her. Although
there was a possibility that this experience would put her on a new
trajectory, she felt her heart was still in tax and would want some
assurances that she would support her next move. Jones mentioned
some other women partners in consulting and audit who had negoti-
ated their next move as part of the discussions about the current offer.

Marisa also had concerns about how a disruptive move would
affect her family. She knew two women who had recently relocated
and learned from them what kind of relocation package she could
expect. One had gotten help not only with financing the move but
also with getting her children settled in school. Marisa wondered
whether, given the firm’s move to more remote forms of work using
recent technology, she could structure a long-distance role. She knew
a partner in the advisory services of the business who had done that,
but she learned that the nature of that work lent itself to a commut-
ing structure. Marisa was not sure she could make it work but decided
she might give it a try. As a result of her benchmarking and her
reaching out to other women partners in the firm, she developed a
pretty good idea of what the “and” to her yes would be.

Putting the “Yes, and...” approach into action. When you negoti-
ate in n-negotiations, it helps if you think of your initial response as
“Yes, and...” when asked to do something. It’s easy to fall into the
trap of thinking that there are only two answers to a request: yes or
no. But when you say yes, there is no possibility of negotiation. And
if you say no, you've also cut off the possibility of negotiating for
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things that might otherwise have led you to say yes. When you con-

b

sider the options for “Yes, and...,” you open the way for creative
thinking. But you’ll need to do some research to figure out what that

“and” is.

The power of benchmarking. Information you glean from bench-
marking increases your control over a negotiation. The more you
know ahead of time, the more realistic you can be in setting your
goals and the easier it is to figure out what steps you need to take to
get what you want. The interesting twist here is that you are much
more likely to make an effort to gather information if you set your
aspirations high. Claudia started her negotiations aspiring low and
made no attempt to gather the benchmarking information that would
increase her aspirations. After she sought counsel from a friend, she
discovered information that raised her aspirations—which led her to
both work harder to get a good agreement and be more patient in
getting there.”

Benchmarking makes you feel your ask is “defensible.” Bench-
marking is an antidote to that aspirational collapse we discussed
earlier. Knowing that others have asked for and received similar
things makes us feel more comfortable asking. In our minds, we can
defend it. Even if the other person hesitates or says no, we can stay
in the conversation because we feel legitimate asking. We have con-
fidence when we know that someone else has achieved what we are

attempting to achieve.

Don’t confuse your aspirations with your bottom line. Aspirations
are what you hope you can achieve; your bottom line is what you
can live with. When you aspire high, you are more likely to search
out information that would help you figure out what you should ask
for and that makes you more confident asking for these things. You
don’t use your benchmarking directly—saying, for example, that Jane
got this deal and so that’s what you want. It’s simply that the knowl-
edge that Jane got X when she took on a new project arms you to
stay in the negotiation. It also means that you are less likely to suffer
from the winner’s curse, the situation that occurs when you ask for
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something that is quickly granted.” There is nothing like the sinking
feeling of having your opening offer accepted immediately and
realizing that you likely could have asked for more than you did.
Then you know that there were more possibilities than you had
considered.

The Who of Negotiation: Knowing Your Counterpart

Knowing what you know about the person you are negotiating with
is another vital source of information. This is the all-important “who”
factor. The importance of this element became especially clear during
a conversation with a CEO of a professional services firm who told
us that he never negotiated salaries because the offers he gave were,
he said, “fair.” Obviously if you knew this about him, negotiating over
salary would not be a good idea. He would find an insinuation that
his offer wasn’t fair to be insulting. But then he told us a story about
a time when he did negotiate over salary. He had given a promising
partner, Joan, an opportunity to develop a new area of business for
the firm. She told the CEO that in order to succeed in developing
this new area, she would be hiring specialized talent whose market-
place value meant that she would have to pay them more than she
was getting. Having subordinates who made more than she did could
jeopardize her credibility and make it harder for her to be successful,
she pointed out. The CEO told us that she had made a good case,

and he increased her salary.

Using what you know about your counterpart. There are two
interesting parts of this story. One is what Joan knew about the CEQ.
She could not base her ask on the going comparable salaries for
people in her position because that would have challenged his sense
of himself as a fair CEO. So what she did was connect what was good
for her (increased compensation) to what was good for the organiza-
tion (hiring the right talent for the task).

Gathering this kind of information about the other party helps
you think about how to phrase what you are asking for. Does the
other party like to cut right to the chase and hear your proposals?
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Does he want to explore the data and come up with a plan
together?

Maureen was a senior executive in talent at her bank who needed
the resources for the extended groups she managed on a yearly basis.
Her CEO generally accepted her budget proposals and was interested
in negotiating over only a few issues—something like 10 percent of
her budget. Recently a new CEO was hired—the kind of leader who
likes to take a “deep dive” into the data. He wants to jointly negotiate
the budget with Maureen. Maureen has had to change her approach
to these yearly budget talks, and she now comes prepared to explain
each issue and get the CEO’s buy-in on her programs.

Let’s return to Claudia, who wanted to relocate to London, and

Marisa, who had been offered a new position in Miami.

What Claudia’s case teaches us. Claudia didn’t know Giles James
at all when they first spoke. She interpreted his actions as hostile and
diminishing of her. However, she realized she knew another woman
who had recently relocated to the London office. Claudia reached
out to her and learned that James was being pressured somewhat to
consider Claudia by the global head of sales. Claudia also learned
that James found Americans rather “pushy.” Her contact urged her
to take a collaborative stance and seek to engage James in a discus-

sion about ways they could make her transition easier.

How Claudia used what she knew about her counterpart. Claudia
followed this advice in a few ways. First, the information she’d
learned about the ex-pat packages gave her more confidence, so she
could focus on engaging James. She decided to signal her collabora-
tion right from the start by beginning the negotiation with issues
that would appeal to James. When they spoke again, Claudia began
by talking about how excited she was about the possible role (more
on this in chapter 5). She then turned to the disappointing client
list. She introduced the issue by saying she wanted to make the
group successful and wanted to make sure that the client list had
potential to do that. She linked what was good for her to what was
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good for the organization. James responded immediately; he told her
that the client list was fluid and that they would work it out when
she arrived. She addressed the other two issues that concerned
her—support staff and the ex-pat package—by asking questions. On
the support staff, she had ideas about what she could do about that
when she arrived. Perhaps, she suggested, she and others could share
resources.

When Claudia asked about the ex-pat package, James said he
didn’t know about it but would investigate. If he’d said that in their
first conversation, she would have been suspicious. But because she
knew about the types of packages available and what she was likely
to get, she felt confident enough to let it go and trust him to inves-
tigate and get back to her. He did get back to her, and with a package
that she expected.

For Claudia, networking to get the information she needed, espe-
cially on the ex-pat package, gave her a different outlook on the
negotiation. And learning more about the situation that James was
in, his impressions of Americans, and how he liked to negotiate gave
her the approach to take.

What Marisa’s case teaches us. Marisa already knew Alice Parker,
who wanted her to take a new role in their firm, from many interac-
tions they’d had as partners over the years. Of the issues she planned
to negotiate, she knew that the ones directly related to the business
would be easiest for Alice to say yes to. These included having the
resources to build market share in Miami. Alice agreed, although she
was cutting back on those resources in other city offices in the region.
The other business issue was what regional leader Katherine Jones
had recommended: that she made sure that Alice would give her
the necessary support and backing to position her in the new role.
Marisa and Alice were open with each other about the issues she
might confront. There were several partners in the office whom Alice
thought might pose a problem. In conversations with the head of the
firm, Alice had already worked on getting at least two of them to
consider retirement. She easily agreed to give whatever support
Marisa thought she might need. At Marisa’s request, she planned to
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attend a strategy meeting for the office to help Marisa get the other
partners on board. She suggested that Marisa get a coach and then
helped her find one.

Marisa also had two financial issues to raise, which were a bit more
complicated because they meant asking Alice to agree to something
that violated precedent. Marisa had known Alice for eight years and
knew she had worked hard to get to the regional role; in fact, she
was the first woman to do so. She also knew that her salary and
relocation requests might be difficult for Alice to agree to. So in
contrast to the other issues, Marisa planned to go easy on these issues
and not push too hard. The first was salary. The role Marisa was
taking was more senior than her functional role in Santa Fe, and she
thought she deserved an increase. However, Marisa had recently had
a bump in salary grade, and Alice thought she would not be able to
get her an increase immediately. But she agreed to try.

The final issue was more complicated: her idea about how to do
the job remotely. Marisa had done her homework and knew the
dollar value of the relocation package. She also knew that Alice
would expect her to relocate; after all, that is what Alice had always
done. So Marisa approached dealing with this idea in a more col-
laborative mode. She discussed that she had a child in high school
whom she was reluctant to move and a husband who had a job
working for the City of Santa Fe. While she knew the firm would
help with schools and finding her husband a job in Miami, she won-
dered with Alice whether they might experiment with a commuting
role. At first, Alice did not see how she could do the role with all its
challenges if she were not there full time, so Marisa proposed a plan:
she would spend a certain number of days per month in Miami—a
significant number, especially in the early months of the new role—
and manage the rest of the time remotely. The firm had been moving
in this direction anyway.

Alice couldn’t agree to the second issue. Although there were
many roles that could be done remotely, a marketplace leader job
demanded being in that market. Marisa reluctantly agreed to relocate
but in return asked Alice to commit to helping her move into a more
senior role in tax once she had done her time in Miami.
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Marisa and Claudia’s stories are great examples of how important
it is to have a network for gathering information. To figure out what
you want, it’s incredibly helpful to have examples about what is
possible from others.” Research shows that people who are well
networked tend to receive higher salaries even than people who are
advantaged for other reasons in a salary negotiation.” But the same
holds true for other aspects of a package. People’s informal networks
provide many important supports in negotiation. They help channel
the flow of information and referrals; supply emotional support, feed-
back, political advice, and protection; and increase the likelihood

%6 In settings where men predominate in

and speed of promotion.
positions of power, as in Claudia’s bank, women have a smaller pool
of high-status, same-gender contacts on which to draw—which was
part of the challenge Claudia faced.?”” Luckily, Marisa had a much
broader pool of women to draw on. Both women recognized the
importance of their networks to gain information. They found people

in their network willing to share their knowledge and expertise.

SECOND-GENERATION ISSUES AND SMALL WINS

We noted in the Introduction that when people in organizations
negotiate for themselves, they can change the organization’s negoti-
ated order and can thus have an impact on more widespread change.
While people often think of organizational change as being grand,
intentional, and top-down, we adhere to another model of organiza-
tional change—that of small wins. These are simple actions that
people throughout the hierarchy can take and that accumulate to
create substantive change. The power of small wins is that they are
achievable. It’s daunting to think of changing an entire organization,
but creating a pilot program or experimenting with a new hiring
process on your own team is not as far-fetched.*®

The act of negotiating can create small wins—particularly when
we negotiate in a way that alters the negotiated order. There are
countless other opportunities for small wins, some as a result of nego-

tiating, that can accumulate to change organizations. We can see in
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the stories of Marisa and Claudia that networks play an incredibly
important role in gathering information needed in order to be suc-
cessful. When [ teach negotiation and leadership development
programs, I emphasize the importance of this function of networks,
particularly when people ask about compensation.

Discussing compensation is often taboo, since we frequently
assume members of our networks won’t share that kind of informa-
tion. It feels awkward to ask a colleague, acquaintance, or even friend
about her compensation, or whether she negotiated for a promotion
or was just granted one. Yet this taboo is something we can each chip
away at by being responsible, active network members. By talking
openly about our own experiences and outcomes, we can expand the
possibilities for others. If Claudia makes a point of telling other
women about the ex-pat packages and possibilities for overseas trans-
fers, more women will consider those possibilities for themselves. By
enlisting the human resource person in London, she signals that it is
important that people understand these packages, making it more
likely others will get this information in the future. And by sharing
this information, she contributes to a more open culture around
information. If Marisa shares what she has learned about negotiating
for the next move to advance in the organization, that information
will help every partner faced with a request she feels she can’t refuse.
Marisa has also set a precedent by negotiating the possibility of doing
a leadership job remotely.

For this and other materials, visit www.deborahmkolb.com.

|I|II. Putting Information to Work

Remember: Information Is Power
e The more information you have entering a negotiation, the

more confidence and power you bring to the table:

(Continued)
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