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Why did I decide 
to read this book?

Lesson from SIP project: 
delivering code is just one 

aspect of impact

● Changing preconceived 
notions about how software is 
built

● Coming to shared 
understanding of what best 
practices look like



🥕👩 🧑🌾

$1 $3



🥕👩 🧑🌾

I wanted to 
pay $2 all 

along!

I meant to 
sell at $2 all 

along!
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Two 
hostages 

each?



👩🧕

👳🧑🦰
👮 🥷

Two 
hostages 

each?
???

!!!







🧑💻 👩💼

We can’t 
deliver before 

1 Jan…

We must 
release before 

Christmas!



🧑💻 👩💼

How about  
28 December? You’re fired.



Negotiation begins with discovery



Toolbox: 
Active Listening

● Mirroring
○ Clarifies what the other party 

wants
● Labelling

○ Validates the other party’s 
emotions

● Summarising
○ Achieves shared understanding of 

situation from other party’s 
perspective



Mirroring

Intention: please, help me understand

● Repeat the last few words of the 
other party’s statement

● Prompts them to rephrase
● Compels them to clarify what they 

really want from this negotiation



Labelling

Intention: validate their emotions

● Name the emotion that the other 
person is feeling
○ “It seems like ____ is important to you”
○ “It seems like you are worried that ____”
○ “It seems like you don’t like ____”

● Shows that you understand how 
they really feel

● You don’t have to agree with their 
point of view. 
Validation !=!== agreement



Summarising

Goal: trigger “That’s right”

● Figure out how the other party arrived 
at their position

● Paraphrase the facts as they see it, 
then label their emotions

● Hearing “That’s right”
○ You understand how they see the world
○ Now they are open to listening to you

● vs hearing “You’re right”
○ This is to get you to feel satisfied
○ Hoping you will go away!



Arriving at an agreement



Toolbox: 
Negotiating

● Questions to trigger “No”
○ Define boundaries of the 

negotiation
● Calibrated Questions

○ Set direction of negotiation, while 
giving other party the illusion of 
control

● Black Swans
○ Multiply leverage



Questions to trigger “No”

“No” defines boundaries of negotiation

● “No” is not the end, but the 
beginning of the negotiation

● “No” is a temporary decision to 
maintain status quo

● “No” gives your counterpart the 
feeling of autonomy



What “No” means

“No”: I am not ready for change

● I am not yet ready to agree
● You are making me uncomfortable
● I do not understand
● I don’t think I can afford it
● I want something else
● I need more information
● I want to talk it over with something 

else



What’s wrong with “Yes”?

“Yes” is not as definite as “no”

● “Yes” feels like concession, “no” 
feels like control
○ People can feel forced into saying “yes”
○ Permission to say “no” gives people 

autonomy
● Counterfeit

○ “Please clean your room” – “Yes yes”
○ Real meaning: “please go away”

● Confirmation
○ “Do you like soft plushy blankets?”
○ Different from “Will you buy a soft plushy 

blanket from me?”
● Commitment



Calibrated Questions

Set direction of negotiation, while 
giving other party illusion of control

● What about this is important to you?
● How can I help to make this better for 

us?
● How would you like me to proceed?
● What is it that brought us into this 

situation?
● How can we solve this problem?
● What's the objective?
● How am I supposed to do that?



Calibrated Questions

Set direction of negotiation, while 
giving other party illusion of control

● Open-ended questions
○ Gives illusion of control
○ However they respond: they will feel the 

idea came from them
● Phrase them thoughtfully to define 

the problem your way
○ You want what they want
○ BUT: you need their help to overcome 

the problem
● “What” and “how” questions



Black Swans

Multiply leverage with unknown but 
critical pieces of information

● Pieces of information that, if 
discovered, change the entire 
negotiation

● Unknown unknowns
● Value of this information is not 

necessarily obvious to either side
● Aim to uncover as many of these as 

possible



Types of Leverage

Black Swans come in three forms

● Positive: you have the ability to give the 
other party something they really want 
to have

● Negative: You have the ability to take 
away something the other party really 
wants to keep

● Normative: The other party thinks of 
themselves as _____, and you have the 
ability to highlight inconsistencies 
between their beliefs and their actions



“They’re crazy!”

Moments that make you think “they’re 
crazy” may be hiding a black swan

1. They are less informed than you 
think (or you are less informed than 
you think!)

2. They are more constrained than 
you think

3. They have other interests they 
have not revealed



Quick-fire tips

● “Fair” is a loaded word: based on emotion, not logic
○ “We just want what’s fair” → you are being unfair to us
○ “This is a fair offer” → you are being unreasonable if you reject this 

● Early on in negotiation, get ahead of issues with perception of fairness
○ “I want you to feel like you are being treated fairly at all times. So please stop me at any time if you feel I’m being 

unfair, and we’ll address it.” 

● Accusation audit: when delivering bad news, own the negativity, don’t soften it
○ “I don’t mean to sound harsh, but…” → this is totally going to sound harsh
○ “This is going to sound harsh and you will resent me for it” → no, I wouldn’t hate you for being honest 

● Best time to uncover Black Swans: face-to-face meetings, casual moments
○ Moments before and after meetings
○ “Let’s have lunch, no business talk” 

● Use negative leverage very sparingly

Seriously, just read the book


