
Assessment phase 
●​ Identify decision pain points: Document specific scenarios where your team 

consistently makes poor decisions or overcommits 
●​ Analyze recent project failures: Review past projects to identify where better 

negotiation could have improved outcomes 
●​ Measure current commitment reliability: Track how often your team delivers on its 

promises to establish a baseline 
●​ Map power dynamics: Identify relationships where team members feel unable to 

decline requests 
●​ Observe communication patterns: Note when and how team members avoid saying 

"no" despite reservations 

Preparation phase 
●​ Develop a decision framework: Create clear criteria for evaluating new work requests 
●​ Create response scripts: Draft respectful templates for declining unrealistic requests 
●​ Build a question bank: Compile effective questions that reveal assumptions and hidden 

complexities 
●​ Set personal boundaries: Define your non-negotiables for workload and quality 

standards 
●​ Identify your BATNA: Determine your Best Alternative To a Negotiated Agreement for 

common scenarios 
●​ Practice emotional control techniques: Develop strategies to maintain composure 

during difficult conversations 

Implementation phase 
●​ Introduce the concept: Present the "Start with No" approach to your team with clear 

examples 
●​ Role-play scenarios: Practice negotiations in low-stakes environments before applying 

them to real situations 
●​ Start with small decisions: Apply the technique to minor issues before tackling major 

commitments 
●​ Establish "no" as acceptable language: Explicitly give permission for team members 

to decline 
●​ Create psychological safety: Ensure team members won't face repercussions for 

honest assessment 
●​ Model the behavior: Leaders should demonstrate saying "no" appropriately 
●​ Implement a "cooling off" period: Allow time for reflection before finalizing major 

commitments 



●​ Document decisions: Keep records of negotiation processes and outcomes 

Reinforcement phase 
●​ Celebrate good "no" moments: Recognize when declining led to better outcomes 
●​ Set up metrics: Track improvements in delivery reliability, quality, and team satisfaction 
●​ Schedule regular retrospectives: Review and refine your negotiation approach 
●​ Share success stories: Highlight examples where better negotiation improved results 
●​ Provide feedback: Coach team members on their negotiation skills 
●​ Address persistent challenges: Identify remaining barriers to effective decision-making 
●​ Expand to stakeholder relationships: Apply techniques to interactions with clients and 

other departments 
●​ Formalize in processes: Update planning and estimation procedures to incorporate the 

approach 

Culture Change phase 
●​ Align incentives: Ensure rewards systems value quality decisions over agreeableness 
●​ Update onboarding: Integrate negotiation training into new team member orientation 
●​ Revise meeting structures: Design discussions to encourage honest assessment 
●​ Create decision journals: Log important decisions and their rationales for future 

learning 
●​ Develop advanced skills: Train team in deeper negotiation techniques 
●​ Establish mentoring: Pair less experienced team members with skilled negotiators 
●​ Review organizational policies: Identify and change policies that encourage poor 

commitments 
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