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“It became clear to me at the age of 58 I would have to learn new tricks that were not taught in the military manuals or on the battlefield. In this position I am a political soldier and will have to put my training in rapping-out orders and making snap decisions on the back burner, and have to learn the arts of persuasion and guile. I must become an expert in a whole new set of skills.”


—George C. Marshall

“What is distinctively human at the most fundamental level is the capacity to persuade and be persuaded.”


 —Bertrand Russell, Outline of Philosophy (1927)
“The greatest misunderstanding about the negotiation process is that it is adversarial in nature.  In actuality, it is not designed for those with a trial and debate mentality.  It is a problem solving process in which each party may look across the table and regard its counterparts as [potential] advocates.”


—Colosi, p. iv

Introduction:  In this lesson we explore the need for senior leaders to negotiate and gain consensus to make better and more effective decisions, and then gain acceptance and “buy-in” of those decisions across organizational boundaries. Given the tremendous position power of the senior/strategic leader, it might seem surprising to consider negotiating skills and consensus decision-making. However, time constraints, conceptual ability, the sheer volume of information, or complexity of issues can overwhelm an individual leader and necessitate collaboration with others. Think you don’t negotiate, or need to know how to negotiate?  Have you ever worked a MAJCOM budget?  How about the Marine commander who had to negotiate a cease-fire in Falluja, Iraq, during major combat operations? Decisions made by strategic leaders normally have far-reaching consequences and significant impact on resources over long periods of time. Furthermore, these decisions are rarely made in isolation.  The importance of dealing with others in enabling quality decisions and acceptance increases dramatically at the strategic/interagency level.  

As a senior leader, communicating new ideas and implementing change is never easy.  It may require negotiation to gain effective acceptance. The goal of the strategic leader is to achieve win-win solutions that manage discord so conflict is a constructive impetus for growth, innovation, and productivity.  Collaboration and principled negotiation are two such win-win strategies, and you will read about these.  At the end of this lesson, you should feel more comfortable dealing with agencies and entities not under your direct control and issues that require outside help for effective solutions.  Understanding the need to gain consensus and how to conduct successful negotiations will be important assets to you as a senior leader.

Strategic leaders must often work outside of their immediate sphere of influence, outside the organization they lead, and gain support to effectively achieve organizational goals.  This will require a new approach for obtaining favorable solutions or actions from outside personnel and/or agencies. A strategic leader must be able to build and maintain effective relationships with people whose cooperation and assistance are needed to accomplish the mission or objective.  Senior leaders must realize that if consensus cannot be reached, the next course of action could be more complex and time consuming. 

When efforts fail to gain consensus and reach agreement on complex issues, what is the alternative?  The senior leader must have another important tool in his or her tool kit: negotiating skills.  Skill in negotiation is a vital part of strategic leadership.  Negotiating an acceptable solution to all parties depends on knowing important fundamentals and principals that lead others to accept your ideas or position as beneficial to their own.

Lesson Objective:  Analyze and synthesize the essential elements and concepts of negotiation used by the strategic leader.  JPMELA 1a, 1b,1c, 2b, 3a, 3b, 4b, 4d.  CV-Integrity, Service Before Self, Excellence. 
Desired Learning Outcomes:
1. Understand the concepts and elements of negotiation used by strategic leaders.
2. Comprehend the essential elements necessary in establishing an effective negotiating team.
3. Understand how to effectively establish a negotiating strategy.
4. Identify potential derailers that cause negotiations to go off track.
Questions for Study and Discussion:
1.  Define negotiation and identify its key elements.
2.  What key steps in the process are needed in order to conduct negotiations?
3.  What key roles should be assigned to negotiating team members?  When does the ratifier step in?  When should he stay out?  Who protects him?  Why should he be protected?  
4.  How do you determine a negotiating strategy?
5.  How do ZOPA and BANTA affect negotiation strategy?
6.  What human qualities and characteristics act as barriers that preclude effective negotiating?
7.  What role does communication play in the negotiating process? Is being open and honest a liability or asset?  How much information do you reveal?  How much do you conceal?
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