AN EXAMPLE OF DRAWING THE LINE ON

A large, solvent client was o very slow pay on a very large
project—for no apparent reason. As the DD phase was being
completed, the client clearly needed the DD documents to
develop a cost estimate for the project. Project funding and
the future of the project relied on the estimate. But the archi-
fect, in spite of all best efforts, had not been paid for several
months and was owed over $1 million.

At the conclusion of the DD phase, the documents were
reviewed with the client and found to be satisfactory. The

PAYMENT

architect had made it clear for the prior month that payment
was required for the release of the DD documents. No pay-
ment was received. So, at the conclusion of the DD review
meeting, the architect simply stated, “And you can have cop-
ies of the DD documents when you pay me up to date through
the DD phase.” The client was surprised and not too happy,
even though they had been warned in advance, but the client
paid a couple of days later, They paid on a timely basis
thereafter, and they hired the firm to do their next project.

CONCLUSION

As much fun as it is being an architect, it’s even more fun to get paid to be one. Com-
pensation is based on the value, risk, and effort required to deliver the services. Keeping
those in balance and maintaining clear communications with the client will help make
sure that the architect is compensated fairly and gets paid. g

For More Information

A Guide to the Project Management Body of Knowledge (PMBOK® Guide), 4th edition
(Project Management Institute, 2008).

The Architect’s Guide to Small Firm Management: Making Chaos Work for Your Small Firm
(Wiley, 2010) by Rena M. Klein, FATA.

How Firms Succeed: A Field Guide to Design Management (Greenway Communications,
2004) by James P. Cramer and Scott Simpon.

Impact 2020: Ten Giant Forces Now C; olliding to Shake How We Practice Design in the Future
(PSMJ Resources Inc., 2010) by Frank A. Stasiowski, FAIA.

“Monitoring Earned Value” (ATA Best Practices, 2012) by David B Richards, ATA:
http://www.aia.org/aiaucrnp/ groups/aia/documents/pdf/aiab092 063.pdf.

The Ultimate Project Management Manual, 2012 edition (PSMJ Resources Inc., 2012).

15.3 Negotiating Agreement

Ava J. Abramowitz, Esqg., Hon. AIA

ifs core, negotiation s problem-solving, the development of enticing options
Fmeet the critical interests of disparate parties in a special and appropriate
Y. Like design, negotiation is a skill that can be learned and mastered.

othing is more surprising than the fact that most architecture schools don’t
teach negotiation. Lawyers and MBAs intent on practice don’t graduate without
Ahegotiations course, yet architects are expected to pick up these skills by osmo-
thas never made sense. Architects negotiate daily and with everyone: partners,

t Abramowity i a feacher of negotiations and a mediator in the Washington, D.C.,
~ Courts. She js formerly AIA deputy general counsel and Schinnerer vice president, and
Quthor of The Architect’s Essentials of Negotiation (Wiley, 2009). Abramowitz has
95 the public member of both NAAB and NCARB.
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clients, users, consultants, contractors, inspectors, building officials, government
employees—the list is endless. And though practice issues are negotiated, much of the
time, if not most of the time, architects are negotiating design issues. Yet there ig an
ethos—shared by many in and out of the profession—that negotiating is somehow
unseemly, potentially combative, a touch unethical, and all too often unwarranted, After
all, if the architect is looking out for the client and the integrity of the client’s design,
what is there to negotiate?

The answer in today’s business climate is “everything.” At its core, negotiation is
problem-solving, the development of enticing options that meet the critical interests
of disparate parties in a special and appropriate way. Viewed this way, negotiation
should be the architect’s forte. Architects have the very skills that solid negotiation
demands: the ability to analyze problems, create options, and design solutions that
meet a multiplicity of interests and needs—as inconsistent and conflicting as thoge
interests and needs may be.

Comprehensive research on modern negotiating techniques confirms that the most
effective negotiators are steeped in creative and principled problem-solving. As
reported by researchers nationwide, the best negotiators simply do not bargain over
positions. Rather, they enter into “principled negotiations” by distinguishing the peo-
ple from their problems and dealing with each, often separately, concentrating always
on the underlying interests of the people at the table, and thus reducing the possibility
for personal conflict. This helps negotiators identify common ground, disarm potential
tensions, and use differences to develop options that address each party’s interests,
principled negotiations. Founded Using this approach, all parties gain as a result of the negotiating process.
by the authors of Getting fo Yes: Sure, there are limits to negotiation. No approach to negotiation—for even the
Negotiating Agreement Without best negotiator in the world—can succeed in persuading the government to sell the

The Harvard Project on
Negotiation (PON) is universally
recognized as the creator of

Giving In, PON and its White House. Nevertheless, principled negotiation can be put to work in the toughest
leadership have produced some  of situations. What is needed is thorough preparation by, and the unwavering conduct
of the best freatises on of, a negotiator committed to the basic premises of this method. Fortunately, principled
negotiations. negotiation can be learned.

NEGOTIATION CONCEPTS IN BRIEF

Principled negotiation evolves from certain core premises. People are people, and they
have the strengths and weaknesses, intellect and emotion, needs and interests, and
internal consistencies and inconsistencies common to the human species. At the same
time, each person is unique, with a distinct personality and internal drumbeat. Effective
negotiators recognize the global realities as well as the unique realities of the individu-
als at the table—and respect them both.
Make no mistake. Respect does not mean acquiescence. Understanding does not
mean concurrence. Negotiators need not debase themselves or others to win an agreny
ment. In fact, “winning” an agreement at that cost may only sour a working relation=
ship, making future agreements even harder to come by. Worse, debasing oneself may
evolve into the norm in working with a client. Instead, respect means accepting othi
realities as real and dealing honestly and openly with those realities—as well as o
own—so that a mutually advantageous agreement can be achieved.
The question then becomes, how is this donep
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Principled Negotiators Know Their Interests

Of all the weaknesses architects bring to the negotiating table, their most unde
is their failure to know their interests, (Don'’t take this personally. Of all r_he weakn
lawyers bring to the negotiating table, their most undermining is their failure t0
only their interests.) What is an interest? An interest is the hodgepodge Offleed%’
desires, emotions, Insecurities, and certainties that lie behind a pe.rson s p
teenage girl wants to go to the prom? Her interests most likely are a night to r
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to be the belle of the ball, to be proud of everything that
happens that night, to have fun, to not get into trouble, and
most certainly to not be yelled at when she gets home. A
teenage boy’ interests differ, of course, but many of their
interests overlap. Their positions quite likely are the same:
“We are grown-ups, and no one needs to tell us anything
about how to handle ourselves tonight, thank you very
much.” The parents of these two most probably share the
majority of their child’s interests, but, one can safely bet,
have an entirely different position. If the parties fight over
positions, no one’s interests will be met. If the parties focus
on interests, they may find that their positions can readily
be met. Bottom line? Principled negotiators know their
interests and keep them in mind—always. It is new infor-
mation that makes them reconsider their interests, not the
mere demands of the Other.

Principled Negotiators Do Not Bargain
over Positions

Negotiating over positions usually ends a negotiation
before it has a chance to begin. The owner wants to pay the
architect one amount; the architect wants to be retained for
a higher amount. If the parties both “stick to their guns,”
both of them get shot. One may “win” the battle only to
lose the war, and the project may suffer in the long run.
Play it out. If the owner “wins” the architect may not
have enough fee to manage the project scope—and project

lose the opportunity to develop the working relationship
essential to project success.

Principled architect negotiators don’t get caught up in
that trap, Instead they think it through: What interests are
behind the Other’s unswerving commitment to that one
dollar amount? Ts that all the money they have? Or maybe
they’re loaded, just afraid T won’t respect their budget? Or
maybe cash flow is their problem? Hey, what if their
Stance has nothing to do with money now, but money later.

aybe return on investment is winding their clock. If
that’s the case, we can explore together what mix of budget,
Quality, and scope will give them the best return. Or maybe
It§ not today’s cost of construction that is troubling them.
aybe it’s Jife cycle costs and storing up money for that
"y day whep something is bound to need fixing. The
Principled architect negotiator asks all these questions and
e Some, all with one goal: to understand the interests of

€ Other 5o the parties can figure out mutually beneficial
Mays to meet them.

risks—effectively, with the owner paying later anyway. Moreover, the owner may doubt
the architect’s ability to look out for the owner’s interests in light of the architect’s
inability to look out for his or her own. Alternatively, if the architect “wins,” the owner
may feel bullied and view every future conflict as an opportunity to get back at the
architect for the “wrong” done to the owner at the outset. Or, the owner may question
the architect’s commitment to the owner and the project, and every recommendation
the architect makes in the future may become a major problem for the owner to
resolve—alone. In other words, with one party “winning” on positions, both parties can

YOU DON'T JUST WANT TO DO THE
PROJECT

If there is one easy way fo fritter away the power and
leverage you have, it is to enter negotiations with one
goal: getting the project. Know your interests. Even in a
recession, you are not that desperate. You want more
than just to do the project. What that “more” might be
will differ by architect, but I venture to say most architects
I know want a project that is good business, a project
where they:

® Provide the client valued and valuable services.

® End up with a happy client and a solid reference.

® Do good design.

® Manage the tensions of design and construction well.

® Make money or at least break even or bring in new
business as a result of having consciously taken a

-~ loss-leader project).

® Have a claimsfree experience.

® Feel ethical about the entire experience.

In other words, if you are like the architects | know,
you are not a iohnny—one-nofe. You enter negotiations
with many interests and the hope that you will achieve
most, if not all of them.

From The Architect’s Essentials of Negotiation (Wiley, 2009)
by Ava J. Abramowitz. Reprinted with permission.

OTHER THAN WHAT

I refer to the “Other” and not the “other side” when
talking about the people with whom You negotiate.
“Other side” implies the people are opponents of
yours. “Other” implies they are just not you. It is hard
to build common ground with opponents, but a bit
exciting, invariably challenging, and sometimes even
fun to build common ground with people who,
although they want a solution to a shared problem as
much as you do, view that problem differently because
they have different sets of eyes and experiences. A
small change in mindset, but it's an important and
useful one fo use and remember. Not a friend. Not an
enemy. Just an Other.

CONTRACTS AND AGREEMENTS

PART 4

From The Architect’s Essentials of Negotiation by Ava J.
Abramowitz (Wiley, 2009). Reprinted with permission.
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In other words, the principled negotiator joins with the Other in their struggle,
asking the tough questions, not to confront, not to persuade, but to fully under-
stand the reality facing the Other. With that new understanding, the architect can
explain their reality and with that shared understanding the two can confront the
problem, mindful of each other’s interests, intent on designing a solution both
want to buy.

Look at the People as People, Not as the Problem

If someone obstinately sticks to a “take it or leave it” position harmful to you, the firm,
or the project, it is only human to regard that person as an obstacle to be overcome.
"The goal of principled negotiation, however, is not to win over the Other. Rather, it s
to win the Other over. To do that, it is best to attack the problem the Other is facing—
and not the Other themselves.

Solid negotiators do this by asking questions. They force themselves to step outside
of their own emotions and positional correctness and enter into the realities of the
Other. What is behind the other person’s position? Why is it so attractive to them?
What’ stopping them from letting it go? What problem do they think it resolves?
What are they trying to achieve? The easiest and best way to get answers to these ques-
tions is by asking them directly in a non-confrontational manner: “Help me understand
your needs. What about your position is important to you? What problem of yours
does your position resolve? How will it affect the project>”

Asking questions this way not only insulates information seekers from inappropri-
ate (and all too human) responses on their part, it also conveys caring and respect for
the other party’s perspective, thus building the goodwill necessary for a lasting result.
Equally important, asking questions helps build an information base, allowing nego-
tiators to make sure they are dealing with the Other’s problems and not their (quite
possibly wrong) perception of those problems. And questions by truly interested people
are appreciated by the Other. Interviews with many architects and owners show that
most participants remember a negotiation more by the quality of the interaction than
by the specific outcomes.

For these reasons, architects will want to ask still other questions: What does the
Other want to get from the negotiation? What do they want from the negotiation
process? What do they want from the relationship? Answers to these questions may
prove vital to making your participation in the negotiation constructive. Remember,
issues of substance, process, and people can advance—or impede—a negotiated result.

Talk About Interests, Not Positions

While learning the Other’s interests and needs, you will want to tell them yours—
clearly and convincingly—so that both parties can focus their collective energies on
meeting their own and each other’ interests. You want a 5 percent raise? The firm can’t
afford it? Ask what the firm is concerned about. If it is only a matter of money (and not
performance, status, and the like), you can ask yourself how much new business the firm
must bring in to be able to afford that raise. Alternatively, how much in expenses need
to be saved for such a raise to become reality? What can I do to increase revenue or
control expenses? What can the firm do? Goal-oriented negotiations can ensue c?nl}’
when each party knows the other’s interests and the problems they are facing in achiev=
ing those interests. e
To achieve your negotiation goals, it is essential that you participate actively in this
process. The Other cannot read your mind any more than you can read theirs. If you
do not make your interests clear, they cannot be addressed. Suppose that a contractor
wants to substitute a material, and you know the owner is committed to the Spefflf_ied
finish. Unless you convey that knowledge to the contractor—and your overriding
interest in being responsive to the owner’s needs—the negotiation between you ai

the contractor can go nowhere productively. (




_

A corollary to speaking out is taking in. It does no good to speak without also lis-
tening. And it does no good to listen without also hearing. Active involvement requires
all three.

Proving active listening is not that difficult. You need only summarize what you
heard and ask the Other if you heard correctly. With the Other’s sign-off, you can
confidently proceed. Using the information the Other gave is also a powerful listening
tool. Both work to convince the Other that what they said was important and heard.

Identify Shared Interests

Owners, architects, engineers, contractors, and subcontractors share one key interest.
They each want the project to succeed. They also share a common definition of project
success: They want the project to come in on time, on budget, and claims-free, with
some level of profit for all. And each wants to accomplish this success with a minimum
of headaches and strife. Where they may differ is in their definitions of “on time,” “on
budget,” and “claims-free,” with “some level of profit for all.” Expert negotiators do not
shy from differences; they use them to strengthen common ground. They find that
exploring differences can produce new understandings and develop even stronger
shared interests as all the players come to understand how to help each other succeed.

Work Together for Mutual Gain

With a clear understanding of the interests of all, creative problem-solving can begin.
Brainstorming is a good first step, as it allows everyone to place ideas on the table
without having to commit to any of them. The better the brainstorming effort, the
more likely you are to uncover alternative ways to serve people’s interests.

The brainstorming process has many benefits. It puts all parties on the same side:
How can we work together to solve the problem? It helps people distance themselves
from their initial positions without forcing them to take ungainly face-saving measures.
And, as minds melded often produce better ideas than a single mind struggling alone,
the chances of finding creative solutions improve. Finally, the more the parties are
involved, the more likely they are to buy into the solutions created.

When Stuck, Look Outside for Objective Criteria

At some time in the negotiation, a little backpedaling can be expected and people may
resort, if only temporarily, to their original positions. There are many reasons for this.
Some people want to win for the sake of winning. Others perceive negotiation as “giv-
ing in,” and they do not want to be perceived as weak. Still others fear overstepping
their authority and do not want to jeopardize themselves with their bosses. And there
are others who may see option building as a waste of time and decide to cut through
the process by demanding their way.

Principled negotiation teaches this: Concentrate on the merits of the problem, not
the mettle of the parties. Be open to reason but closed to threats. The easiest way to do
this is to look outside the argument to objective criteria that are mutually respected and
independent of each party’s will.

Architects do this routinely without consciously realizing it. In negotiating owner
agreements, they start with ATA Document B101™-2007—the standard in the pro-
fession and the custom of the trade. Owner-suggested alternative language is evaluated
against that standard, and the reasons for and against the alternative language are
explored in that light.

Similarly, in resolving many contractor problems, architects look to the general
fonditions of the construction contract—signed by the contractor—to ascertain who
S'holﬂd do what, when, and at what cost. In other situations, they look to the specifica-
fons and technical standards to find solutions available to the parties that can address
€ Problem. These uses of outside criteria allow the parties to depersonalize argu-
N and maintain a focus on merit, principle, and the general good.

L
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OWNER-ARCHITECT AGREEMENTS: FERTILE GROUND FOR NEGOTIATION

When negotiating owner-architect agreements, architects
often harbor at least two beliefs that are just not true. The
first is that the entire negotiation process is (and some think
is supposed to be) riddled with conflict. While some level
of disagreement has to exist—or else there would be no
reason to negotiate—it is more often the case that you and
the Other have been brought together by common ground.
The better you are at locating that common ground and
building on it, the more likely it is that both of you will
want to live there.

The second myth is that the only thing architects and
owners can negotiate is the fee. In fact, these days there is
not much in any business relationship that is not open to
negotiation. What to ask for, how, and when is as much a
matter of strategy as anything else. Following are some
examples of subjects open to negotiation:

Owner’s responsibilities

Coordination responsibilities and fees on consultant

services

Coordination of owner consultants and fees on those

Specific limits of professional liability insurance
Project insurance

Limitations of liability

Ownership and reuse of the documents
Rights to publicity about the project
Contractor selection

Excessive contractor requests for information
Record drawings

Reimbursable expenses

Initial payment (retainer)

Prepayment of fee

Hourly rates

PART 4: CONTRACTS AND AGREEMENTS

Allowances (e.g., for reimbursable expenses)
Frequency and timing of invoices and payments
" Project restart fee if there is an interruption
o Share of equity in the project
e Termination procedures and expenses

e Scope of services

Additional services

e Project schedule

e Responsibility for engaging consultants

One fight easily avoided is the Develop Solutions That Provide Mutual Gain
fight over the value and fairness

of the AIA confracts. If's nof in By now, all parties should well understand the interests of the other. They will have uncov-

ered and identified their shared interests. Possible resolutions have been put on the table
and discussed in the light of different interests. Some problems will have resolved them-
selves, others will need tinkering with, and a few will remain outstanding. Now is the time
to put forward cogent, concrete proposals—in short, to design the solution. Effective nego-
tiators find they have the best results when they put their reasoning first and their proposal
second. “This is the problem we’re facing. For you, it is important that any solution
does . ... For me, any solution has to . ... What if we do this? There are a few disadvantages
to this solution, but there are more advantages, especially . . .. What do you think?”

In this way, principled negotiators are saying to each other, “We are in this together.
What you want is important to me. What I want is, I assume, by now also important to
you. This solution is one way to address both of our concerns.” By the way the proposal
is laid on the table, the negotiator is communicating that, if the Other says “no,” the
two can keep negotiating. In other words, the negotiator is creating an ambience and
a proposal to make it easy for the Other to say “yes”—or to come up with a better,
mutually responsive solution.

Notice the stress on mutually responsive. Principled negotiators know that to 'be
effective, they must balance empathy and assertiveness appropriately. They recognize
that satisfying the Other’s interests will not help meet their own goals unless their
interests are satisfied also. Thus, skilled negotiators make their interests known, a8
they do so in ways that ensure they can be heard by the Other, most often by aligning
their needs with the needs of the Other.

any architect's interests to lose
goodwill over them. Moreover, it
is not the architect’s job to
improve people’s perception of
the integrity of the AIA contracts.
It's the AlA's. Let the Institute do it,
not you.

Adapted from The Architect’s

Essentials ocf Negotiation (Wiley,
2009) by Ava J. Abramowitz

NEGOTIATION STRATEGIES

Mastering these will
‘ ifficult

|

No matter how one negotiates, certain strategies can be useful.
give you the added ego-strength necessary to ease the tension of even the most
negotiations.
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* What are the needs that bring you togethers

* What’s your position? What’s their position?

* What are your interests? What are their interests?

* Where’s common ground?

* Where are discrepancies?

* What options would resolve the discrepancies?

® Are there any real dea] breakers?

* What’s your goal, your target point? Why may they say no to your goal?

* What would make you walk away?

® Are there any objective standards for you to rely on? For them?

¢ What gives you leverage? What gives them leverage?

* What’s your Best Alternative to reaching a Negotiated Agreement (BATNA) with
the Other? What's their BATNA? :

* Given all that, what’s your starting point? ;

¢ Canyou think of elegant options to make the pie bigger?

listen and react appropriately to what you hear. In time, you will find that the better
you get at preparing, the better you get at imagining the many ways the negotiation
can be successful, the better you will get at negotiating,

Identify Your Interests
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The single most important skill in
negotiation is the ability to listen
and to hear, as it is that ability
that allows one to put oneself in
the shoes of the Other. Moreover,
it builds trust. People trust people
who listen, hear, and ask
questions or provide new
information based on the
information the person just gave
them.

Listening is a powerful tool: It
proves to the speaker that the
listener is concerned about them
and their needs, and not the self-
serving needs of the listener.
Indeed, if architects want to get
rid of that old canard of
“arrogance,” the easiest way to
do it is to stop listening for the
purpose of designing for the
Other better, and start listening
for the purpose of understanding
the Other better.
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Learn the Other’s Interests

In negotiating with a new client, consultant, or contractor, architects recognize that
each new player is different. However, architects sometimes forget this is also true
about people with whom they have worked before. Experience changes both parties.
As a result, preconceived notions about the other’s interests have to be evaluated con-
tinually—by both parties. The only way to test preconceived notions and ascertain
interests is to explore them, which includes listening attentively. The more you ask, and
the more you listen and hear, the greater your power and leverage.

This notion was borne out in a survey of 800 clients who had worked with archi-
tects on commercial and institutional projects. Asked what they expected and wanted
from their architects, these clients reported that having the architects understand and
respond to their interests as clients was first on their list.

Second in importance was the “ability to manage zoning requirements.” This was
followed by the architects’ ability to adhere to schedules and budgets, and the archi-
tects’ design experience and quality of design. Architecture fees were ranked relatively
low on the scale of selection factors. Clients seemed to feel that, while fees can be
negotiated, chemistry, responsiveness, and an ability to listen to the client cannot.

Any given client may differ in interests and expectations from those in this survey.
What will not differ, however, is the requirement that client interests be understood
for negotiations to succeed. And once you understand what is important to all at the
table, you will be in the comfortable position of being able to think of alternatives for
satisfying the Other’ interests without compromising your own.

Increase Everyone’s Focus on the Problem

When focusing on interests isn’t enough, refocus everyone’s attention on the problem.
Asking questions such as these helps: “What are we missing? What’s the root cause of
the dilemma we’re facing? Is there another way to analyze the issue?” By refocusing,
new options should arise. Architects do this all the time with a design problem, peeling
away one challenge after another. The same skills can be brought to bear on a nego-
tiation problem.

That is why expert negotiators enter a negotiation with more than twice as many
options in mind than the average negotiator. They know that one problem can have
many solutions. And they listen hard to the Other because they also recognize that no
one idea (not even one design idea) is ever the cure-all. The more you remember that,
the more you will give yourself and the Other the degrees of freedom necessary for an
effective negotiation.

Listen While You Are at the Negotiation Table

Active listening is much praised as a negotiation strategy, but at its core, active listening
is the antithesis of a strategy. Active listening has nothing to do with your next steps.
Rather, it says to the Other, “I am listening to you because what you are saying is
important to you, and therefore it is important to me. Moreover, I will not pursue my
thoughts—even about what you are saying—until you tell me that T have understood
your thoughts.” In other words, you have not actively listened to the Other until the
Other demonstrates he has been heard. The importance of the Other knowing he has
been heard cannot be minimized. It ensures understanding. It facilitates all discussion;
and it permits you to say, “I listened to you and now I need you to listen to me.”

Understand the Role Trust Plays

Everyone has stories of being hurt by people they trusted, or of not being trusted PY
people they so want to trust them. Trust is much sought after because it helps build
working relationships and affects power and leverage. It is key, therefore, to understan
how trust works and how it affects negotiations.




As a first step, it helps to recognize that trust is a matter of choice. Moreover,
whether you choose to trust someone or not is often more a reflection of you than of
the Other. So it’s always wise to extend your trust to people worthy of receiving it.

The converse is also true. If you want the Other to trust you, you must be worthy
of being trusted. In that regard, you will want your behavior to be predictable, your
communications reliable, and your word honest and dependable. Teaching others that
you are trustworthy may mean seeking out—even creating—moments for trust build-
ing and trust tests.

At the same time you are building trust, you will want to assure yourself that you
are right to trust the Other. This does not mean putting the other party to a moral
test; trust is not a moral issue. Rather, you will want to evaluate their trustworthiness
in the same way you evaluate any exposure, and then manage the results. Do they
need more information to make you trust them? Then give them that information.
Are they acting in ways that make you shy away from them? Suggest things they can
do to increase your comfort zone. Their reaction (both immediate and long-term)
will outline the parameters of your trust and dictate productive courses of conduct
available to you.

The bottom line is this: Principled negotiation recognizes that, at some time, you
will be negotiating with people you do not trust, and it gives you tools to handle those
negotiations. The working relationship may not be as close and the project may not be
as much fun as you would like, but you can achieve mutually profitable business rela-
tionships even in these situations.

Develop Elegant Options

There is power in the elegant option. Learning how to develop elegant options and
when to present them helps increase leverage in a negotiation.

As an example, suppose that a group of developers wants to build 135 single-family
houses and sell them for upward of $1 million each. They ask an architect to design
nine model homes and three variations on each model. They are willing to pay $100,000
for this effort and to consider retaining the architect on a lump-sum basis for construc-
tion contract administration, but for the nine models only.

The architect, of course, recognizes that the developer could potentially gross
somewhere between $135 million and $255 million if each house sells at the asking

TRUST IS A DOUBLE-EDGED SWORD
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Trust is a question of choice. You choose to trust ® You can build trust in big ways. As soon as you know

people. They choose to trust you. You can build trust. something’s going to go against client expectations, you
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