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Hi there! Welcome to this lesson. In this lesson, I will teach you how to set a goal for 

your upcoming negotiations and how to include this in your negotiation strategy. 

We will teach you that doing this in a structured way will help you to achieve your 

desired negotiation outcome. Let’s start! 



If you’re going to start negotiating you’ll need to know the targets for each of the 

variables. Rank potential negotiation variables in relative order of importance to 

your


company first.  In preparation for my own negotiations, I often write down all 

possible variables on a paper before starting. I rank them first in terms of 

importance to myself, and then for the supplier. Bring up a variable that isn’t 

important to you, but is important to suppliers. The goal is to play this asset in the 

negotiation, pretend it is important to you, and eventually exchange it for 

something important to you. 


Determining the desired result per variable is an important step in preparing your 

negotiation. For example, if you want to achieve that all your suppliers will be 

investing more money in the renewal of the current contract, your desired 

movement could be to have a marketing investment of at least 100.000 dollars from 

the suppliers, in all of your contracts for the following year. This table will help you 

with this. 
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Two examples here are:


Cost Price. Here the movement is to decrease invoice prices due to  raw material 

development: passing on the price decrease of raw materials in the costs.


Logistics. Here the movement is to include logistic paragraph with a clear 

percentage on delivery goals in all contracts.


After you’ve ranked your variables and your desired movement, it is time to 

determine whether your variables are negotiable or not. Non-negotiable variables 

are the ones where you cannot make concessions in your upcoming negotiation, 

because of their importance to your company’s position. On the contrary, ask 

yourself the question,  what are negotiation variables that have relatively little 

importance to your company, but may be valuable to the other party? As a result, 

these are very important to use for a concession during your negotiations. Surely, 

concessions on these issues will lead to concessions from the other party. We will 

come back to this in the lesson on Carrots & Sticks. 



What are variables to avoid? These are issues that you do not want to discuss 

during contract negotiations. For example, there may be controversial or weak 

areas in your position. If you bring them up, these variables will probably lead to 

bargaining at the negotiation table. 



After knowing what variables are important and which aren’t, it’s time to consider 

what you would like to achieve, what you intend to achieve, and what your 

breakpoint is in your negotiations. 
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The first question you should ask yourself to create a great supplier negotiation 

strategy, is:  “What is the most desirable result that you could reasonably expect to 

achieve on this issue?” This is your like to achieve.  Define here what you hope to 

achieve in respect of the negotiation. You should be thinking dollars at this stage! 

This is what you would like to achieve in the very best of circumstances, assuming 

everything that possibly could go right did go right.


The second variable to take into account is your Intend to achieve: what result feels 

most reasonable based on your available information? It is unlikely that you will 

achieve every goal of the ‘like to achieve’, so the ‘intend to achieve’ is really what 

you are aiming for. 


It is realistic, that some of the ‘like to achieve’ results have to be abandoned or 

scaled back as a result of the negotiation process. These objectives represent what 

you expect to achieve under normal circumstances, and will be your ‘Intend to 

achieve’. This is probably a much more realistic list, and you would still be pleased 

to gain agreement on these set goals.



The third and important step in this process is: what is the least desirable result that 

you would be willing to accept?  After having identified your 'Like to achieve' and 

your 'Intend to achieve' objectives, you now need to identify your ‘bottom line’. This 

is the package that is the absolute minimum that you would take a deal to settle 

for. But, a breakpoint means that you are not satisfied at all: you should only accept 

a deal like this if you were really under pressure from internal stakeholders or met 

with strong resistance from your supplier. What is the very minimum that you are 

prepared to agree upon?
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Remember, there could come a point in your negotiation where the deal at the 

table is simply not ‘good’. At this time, it is smart to walk away without a negotiated 

agreement. For this, it is very important to have determined your walk-away 

alternative, also called a BATNA. This is short for ’Best Alternative to a Negotiated 

Agreement. But, don’t worry, we will come back to this later.



You can list your like, intend, and breakpoint per variable, and as a total. You will 

have a considerable amount of flexibility in this area, especially when there are 

several variables negotiated. For example price, quality, quantity, delivery lead 

time, delivery schedules, add-on services, maintenance packages, training, and so 

on.



When you know your desired deal movement and your like, intend and breakpoint, 

it is time to form a clear view on how to open your negotiation. We also have a 

template that will help you with that. Although I personally like to open my 

negotiations realistic and pragmatic, the majority of books and articles about 

negotiations will tell you to open extreme and come to a deal by making small 

steps towards the other party afterwards. 

I truly believe that if you have a good and open relationship with your suppliers, 

you should take the opportunity by agreeing not to open extreme. Opening 

extreme as a start of your negotiation will make sure you will lose a lot of time: it is 

not efficient, but okay, it could be good for your result. In many of my negotiations, I 

asked my suppliers - as a test - to open the negotiation with proposal 1 in a very 

pragmatic way. If they did, I mirrored and rewarded them by doing the same in my 

first proposal. Suppliers that did not come with a realistic proposal can expect an 

annoying counterproposal from me. Before any of your negotiations actually start, 

it is key to think of what your opening strategy will be, and if needed, to share this 

with your suppliers!
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So there you have it—all the essentials to build your personal negotiation strategy!  

In this lesson, you learned why it is important to establish your own intend, must, 

and breakpoint before entering into negotiations with your suppliers. You’ll gain a 

lot by taking the time to think about what you would like to achieve, what the very 

minimum is that you must achieve, and what you really think is achievable. Finally, 

you learned how to open your negotiations. 



