1 Why Pushback?

icture someone who challenged you to stretch what

you could do. Did they vouch for your skills? Put an

opportunity on your path that made a difference?
Encourage you to think bigger than before?

I can vividly remember a time when someone encouraged
me to be my own best advocate, and it made 4/ the difference.
I was an MBA student in 2008, and I was lucky enough to
direct some of my own research. And I knew *just* what
I wanted to do! Interview C-level women across industries to

learn their biggest leadership lessons.

The problem: I didn’t know a single woman in the C-suite,
and I didn’t have any connections to them either. I felt desperate,

discouraged, and on my own.

The solution came unexpectedly: One of my professors at
Johns Hopkins—Dr. Lindsay Thompson—said, “Selena, Ill
approve your research on one condition: you have to go after the

giants. Go after the women you think will say no.”

*Gulp*. Until that point, I had only considered interviewing
some of the manager-level people in my immediate network.
But, taking Lindsay’s advice to advocate for more, that’s exactly
what I did. And you know what? A huge number of rop-level

women said yes—30, to be exact! Those interviews transformed



2 PUSHBACK

me, and I knew what I'd learned could help others. That
research became my first book, which became my business and
life’s mission: to propel early- and mid-career women into top
echelons of leadership and help organizations retain and engage
their female workforce. That act of asking opened up door

after door.

Often, behind every powerhouse is a team of people who
have their back. That’s where your confidence mentors come in.
To understand how women leaders have negotiated their career
success, | sought out specific data, turning to a set of 20 women
leaders in the top echelons of their fields. I had the pleasure
of sitting down with these women in hour-long mentoring
sessions, to hear in their own words about the learning,
mistakes, observations, and successes they'd experienced with

self-advocacy.

Women Leaders Get There by Asking

In interviewing these leaders, I learned that women who
achieve leadership status don’t wait to be noticed. They
challenge long-standing beliefs. They pushback on the
“good-girlisms” with which they grew up: “be seen and not
heard,” “always be nice,” “take just enough,” and “don’t be too
outspoken.” They don’t take “no” as a final, damning answer,
nor do they allow rejection to create a deeply personal wound.
On the contrary, to survive in a top role, women executives
ask for what they want. They're flexible on areas they care less
about, and they’re firm where it really matters. They don’t
accept what’s unacceptable. They speak and maneuver with

unapologetic power.
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I started each interview by defining the term pushback to be
certain we had the same foundation of understanding. The word
is often used to mean resistance. I explained that I was using
it more broadly—and more positively. In the context of those
interviews and of this book, pushback represents the group of
skills that allow us to take a stand, be firm, or advocate on our
own behalf. It also encompasses our willingness to advance a
cause, make a request, and persuade others of the merits of our
view. We can use it to go after what we want, and we can use it

to defend what is ours and what we need.

We're called on to pushback when:

e We're asked to chair an event. We want to say no, but our

reflex is to answer yes.

* We're told that there are two paths for advancement at
our job: option A and option B. We're interested in the

nonexistent option C.

* We're interested in expanding our small business
internationally, and we’ll need to get our business partners,

all of whom are satisfied with the status quo, onboard.

* We've had a strong year at work, hitting all of our targets,
but we've just been notified we'll be receiving a 2.5% raise.

* We're shuttling our kids to their fifth doctor appointment
in two months and fuming that we don't share this
responsibility with our partner.

e We're being talked down to in a meeting, when in fact we
have a master’s degree in the subject at hand and 10 years’

experience in the field.

* We spend $250 on a long-anticipated meal for a special
occasion, only to experience an evening of rude waitstaff

and cold soup.
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* We've just been assigned another administrative project

when what we really want is to manage a client account.

Pushback is not always a formal process, as you can see from
the previous examples. Sometimes a simple switch in the way we
view our role can be enough to drive a negotiation or debate in a
favorable direction. Seeing the other person in a non-deferential
and a more equal, peer-to-peer way matters. Because the last
thing you want to convey is that the other person is doing you
a personal favor. Or that they’re important—and you're not. If
anything, you want to signal, “I 400% belong at this interview,
in this boardroom, or at this meeting.” You can respect another
person without making yourself small. That helps your
confidence, your performance, and your outcomes too.

Self-Advocacy Matters Everywhere

A study of 136 women receiving care at an ultrasound
clinic examined women’s beliefs about their role in
medical encounters with their physicians. Women who
reported repeating information when they felt their
doctors did not hear them, asking their doctors to explain
information they did not understand, or reminding
their doctors about screening tests were more likely to
receive needed diagnostic tests than those who reported
using these assertive behaviors less often. Interestingly,
women who behaved assertively were more likely to view
physicians as advisors in their health care and less likely

to view their physicians as experts.'
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And you know what? Pushback is not always about a grand
issue or dealt with on a large scale. Each scenario, large or small,
requires similar skills. If you're tackling a negative experience
with a store manager or looking to challenge your boss, you'll
need a firm voice, you'll want to be ready for a different range
of reactions, and you'll have to be crystal clear about your main
message. It's important to know where you won’t give an inch
and where you're open to considering alternatives and options
or hearing their side. Ratchet this up to the top level—to
Middle East peace negotiations, let’s say—and you’ll find that
our world’s leaders have to summon a similar mindset. See,
pushback skills can be called on by anyone, anywhere, in any

debate situation.

In my interviews for this book, I asked women
questions about preparing for negotiations—navigating and
communicating your way through them. I asked how they
physically carried themselves in a tough conversation. I asked
about the nuts and bolts of pushback how-to and about the
inside dish—the stuff no one tells you about in the corporate
world but that you need to know in order to thrive in it.
I learned about how to gain self-worth, how to engage in
office politics positively, and how engaging allies can drive the
outcome of a pushback situation. I also probed the women
about how they manage relationships after a tough conversation
or when they’re called on to hold repeated negotiations with the

same person.

What caught my attention most in analyzing my data
was the answer to a numerical question. I asked these women
leaders, “Assuming a woman’s career success equals 100%,
what percentage is accounted for by her effectiveness in

negotiating and pushing back?” Of the dozens of responses
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I heard, the answer was compelling. The executives I met with
felt, on average, that a full 60% of a woman’s career success
hinges on her pushback skills. That’s huge—think about how
much opportunity there is in 60%! One interviewee said,
“Pushback and being firm is a large part of your career. You
have to operate like you're a shareholder and like you own the
company.” Although technical skills, academic or business
pedigree, and people skills are necessities for those who want

to lead, command of your own voice and ability to advocate,
according to successful women executives, ranks higher. You can
assess for yourself how important pushback is in your particular
industry and work environment, but the longer you spend in
the corporate world, the more you’ll find that 60% figure to be

rather convincing.

After interviewing more than 50 women executives in
writing my columns and books, instead of seeing negotiating
and other pushback skills as one part of women owning their
power at work, I've come to see it as the most important tool
at women’s disposal. What's more, it’s a tool that the top
women leaders I interviewed developed through practice,
through experimentation. By committing to the art of asserting
themselves and taking risks, these successful women became
skilled at learning to negotiate, advocate, stand firm, and

pushback. And so can you. This book will show you how.

The Sour-Sweet Taste of Negotiating

I’ll never forget querying a room full of hundreds of women in
a negotiation workshop with a standard question: How many of

you negotiated the salary for your current role?

Only about 10% of the room raised their hands!
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While women’s propensity to negotiate has increased since
that day years ago, there are still gaps in comfort asking. For
example, in one study of computing professionals, women and
nonbinary people were less likely than men to be confident
speaking to a manager about an issue they were having at work
and reported even less confidence negotiating for resources
like salary or equipment.? How is it that so many workers can
continue to survive professionally without asking for what they
want? Negotiation, after all, can make the difference between
getting by and flourishing.

There are a few reasons why. Eye-opening research by
Professor Hannah Riley Bowles of Harvard Business School,
Professor Linda Babcock of Carnegie Mellon University,
and Professor Lei Lai of Tulane University found in one study
that male and female participants were less interested in working
with women who had tried to negotiate a better salary than
they were with men who attempted to negotiate a higher salary.?
Yikes! It’s not a stretch to think that women know about this
bias and oftentimes avoid asking to sidestep being penalized.

Talk about a non-motivator to initiate future negotiations!

Rounding out this picture, researchers Laura J. Kray and
Alex B. Van Zant of the University of California, Berkeley, and
Jessica A. Kennedy of the University of Pennsylvania also found
in their own negotiation study that women were more likely to
be lied to because participants perceived them as less competent
than men.* That ridiculous competence judgment meant
participants expected women to be less likely to question lies.
On top of this, both men and women also were more likely to
give male negotiators preferential treatment by disclosing more
information—for example, hidden interests. (If these research

findings make you want to emit a primal scream, same here.)
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Then there are internal barriers. We might hesitate to
negotiate and pushback for many reasons. Chief among them,
I would argue, is a relentless—and often subconscious—belief
that relationship should trump outcome or agenda. For example,
let’s say that Janelle, a 28-year-old junior account manager, is
passed over to lead an important new project at work. She is
inclined to protest or try to change her boss’s mind, but doubts
quickly start to creep in. How might pushing back change the
existing relationship between her and her boss? “What if 'm
laughed at, belittled, challenged, or disregarded?” she wonders.
The damage, it seems to Janelle, could be irreparable, and is
thus not worth the risk.

A second common reason we might shy away from self-
advocacy is a need for perfect or guaranteed conditions. More
than once someone getting ready to ask for a raise has pleaded
with me, “What if I'm wrong?” or “What if I'm not as much
of a leader as I think I am?” or “What if ’'m not ready?” Both
men and women face uncertainty and doubts, to be sure,
but men tend to handle this predicament differently than
women do. Research shows that in self-assessments, men
tend to overestimate their abilities, and women commonly
underestimate theirs. Often, we women feel we have to clear the
bar or exceed it, that we need @// of the answers—along with
guaranteed outcomes—in order to take a risk (even though risk

involves taking action without total certainty).

Raising our hands then, either as participants or as resisters,
can feel like an impossibly loaded affair. If we must seamlessly
maintain our relationships while getting every fact and figure
exactly right—if we are insistent on “victory or bust”—no

wonder we don’t want to ask for what we want!
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The Cost of Not Asking for What We Want

Pushing past our discomfort with advocacy, risk, and
negotiating, however, is critical for our success. Think about it:
Negotiations are among the most materially significant dealings
we have in our personal lives, and they are particularly important
at work. What other conversations create value, drive growth,
or fatten our purse at the same rate? When we hesitate to ask
for what we want, it substantially hurts our earning potential,
our access to plum work assignments, and our opportunities for
promotions. From a broader perspective, not asking for what
we want limits our input in decisions that affect us, making

our voice a barely audible whisper. Not asking encourages us to
accept what is, to consent to that with which we might disagree,
and to leave a world of opportunity unclaimed.

I'll never forget learning one particular rough negotiating
lesson early in my career, when I was offered a job at midsize
consulting firm in Washington, DC. After getting the offer, I felt
the salary was low, so I asked for a higher, more fair number. But,
the recruiter insisted they couldn’t budge. To not ruffle feathers,

I started to tell myself, “Well, the people seem nice ... the culture
seems good ... the benefits meet my needs. And I kinda don’t

want to go on more interviews, so, let’s just do it.”

So I accepted. But guess what. By going against my better
instincts and failing to stand my ground, my resentment only
heightened in that job. And it didn’t only affect my attitude,
it affected my wallet. I lived with bigger money worries (hello,
student loan repayment!) than I potentially needed to, for years.
It wasn’t until two full years later that I asked for an aggressive

raise, highlighting my successes and results, and got it.
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The lesson s, if you dislike the terms now, you'll only hate
them later. When you negotiate now (like I wish I had for the job
above) you save your future self a world of hurt. But sometimes
even if we get ourselves to the negotiating table, we can fail
to honor our own limits, wishes, and wants by capitulating
too soon. By settling for the offer on the table. By being
accommodating. By taking the path of least resistance. By
assuming their limitation is our limitation. Maybe you can relate
to a time you felt pressure to go with the flow to avoid making a
big deal about something?

The funny thing about asking is that when we get used to
living withour doing it, any semblance of negotiating becomes as
uncomfortable as, say, wearing scratchy, burlap undergarments!
We funnel our discomfort into unproductive and unsatisfying
channels: we grumble about our problem to everyone except the
person who can do something about it. We lambast ourselves for
not having the nerve to protest. We are disgusted at how far we’ll
go to avoid a confrontation altogether. And we may think back
disappointedly to a time when we caved, capitulating way too
easily with a smile and a “yes,” when what we really wanted to

say was no. (I've certainly had this experience.)

Deciding whether or not to negotiate or advocate is part of
something larger—our conditioning. Animal trainers know a
thing or two about the effects of habituation. Elephant trainers,
for example, tie baby elephants to poles, and the babies can't get
loose no matter how they resist and tug. As the elephants grow
and develop to massive proportions and great power, however,
they don’t realize that they can easily free themselves. So as full-
grown adults, they don't even bother trying to escape. Similarly,
our assessment of our own power, whether right or wrong, drives

the action we're willing to take.
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Many of us might recall a pushback situation in which we
didn’t feel the slightest bit powerful. We then attach that feeling
to a sense of what we deserve and who we are in the long term.
So we don’t ask for what we want, and we never get to challenge
our deep-seated thoughts of inadequacy, which means we never
get to prove them wrong! And so the cycle continues. At the
same time, the effect of experience can work in quite an opposite
way. By taking action and practicing the thing we're afraid of,
we can give ourselves wins that show us we have power and can

use it, leading to a virtuous cycle.

Ironically, as uncomfortable as the thought of asking for
what we want is, living without negotiating—without insisting
on mutually positive terms—is much tougher than advocating
your case. Another irony is that our relationships are actually
strengthened when we let the other person know what we want
and where we stand. Everything from the conditions of our work
to the projects we take on to the deadlines to which we agree is
negotiable. Our career prospects can be greatly accelerated when
we advocate for what we want and, by the same principle, can be
heavily weighed down and stalled by inaction. If you're trying to
navigate from point A to point B, wouldn’t you prefer a high-
powered, state-of-the-art propeller boat as opposed to an oar-less
rowboat? Indeed, between pushing back and not pushing back,

there’s no contest.

Pushback and Economic Power

If you're reluctant to ask for what you want, consider that
the tangible costs of not negotiating are many. By omitting
negotiation from salary discussions, for example, a woman

stands to lose between $1,000,000 to $1,500,000 over the
course of her life.’
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It's been demonstrated that men and women tend to
perceive and value money differently. For example, in a study in
Social Indicators Research, researchers found men value power,
security, autonomy, and freedom in money more than women.®
Conversely, the study found women are more likely to value
generosity and buying for emotional regulation purposes,
more than men. Women are encouraged to save money for
emergency situations and to spend largely on items to benefit
their families, whereas men are often socialized to enlarge
their pot of money—to grow and invest it. Women often see
money negotiations as tied to their deservingness and what is
“fair,” whereas men are motivated to negotiate based on what

they want.”

According to McKinsey, by 2030, American women are
expected to control much of the $30 trillion in financial assets.®
Even so, the fact that we generally earn less than men increases—
and amplifies—our financial dependence on them. With half
of all marriages ending in divorce, our own share of earnings
becomes even more of a vitally important lifeline. What's more,
the National Committee on Pay Equity found that since the
passage of the Equal Pay Act in 1963, women’s wages have risen
at a molasses-slow rate: less than a half-penny per year.” When
it comes down to it, your partner is not a financial plan. I know
from living this firsthand. After my dad died suddenly from a
heart attack when I was almost 14, my mom had to scramble
and scrimp and scrape to manage financially. I look up to her
and appreciate her more than she can ever understand for all she
sacrificed and did for my three siblings and me, but the lack of a

financial cushion was real. It was a scary time.

Women also live longer than men, which means, according
to financial expert Manisha Thakor, author of On My Own
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Two Feet, we are the ones literally left holding the purse. With
less earnings than men, and a tendency to let males take care
of bills and savings, the stability of our retirements becomes
endangered.'® Consider too that over a lifetime women spend
an average of 27 years in the workforce, whereas men will
spend almost 40 years. According to The Bipartisan Policy
Center, women are twice as likely as men to say they left work
for caregiving responsibilities, which means that women retirees
receive a fraction of the pension benefits retired men can count
on." That means that as a group we are already at an economic
disadvantage compared to men, even before we account for the

wage disparity between the sexes.

I’'m nearly done with the Debbie Downer research
findings—I promise. You're probably familiar with at least
some of these bummer statistics, and I know they can be
discouraging. But it’s important to revisit them to be really clear

on what’s at stake!

More than any other group, we women need to pushback
when it comes to getting paid fairly for our work. “What if
asking for more money makes me look greedy?” and “What if
my number one priority isn't money?” you might ask. Being
paid fairly isn’t about being greedy or opportunistic. It’s about
claiming what’s rightfully yours. It’s about expecting to have
discussions around such matters as money and benefits to reach
a mutually beneficial agreement. It’s about not assuming you’ll
be taken care of by outer forces or automatically looked after.
It’s also about realizing that you can be more of a giver in your
life—whether covering your kid’s tutoring costs or being more

charitable if you so choose.

When we negotiate and speak up about what we want, we

give our bosses and peers the opportunity to meet our needs
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or remedy our problem. By not asking managers for the client
accounts, leadership opportunities, or visible projects that we
want to be part of, we deny them and ourselves the rewards of
direct, honest communications. A similar dynamic exists with
something else of great import to us: our time. When we see
ourselves as able, active negotiators, we consider the flexibility
of our schedules, for example, to be a perfectly normal focus of

conversation with our manager.

If you're suffering mercilessly day in and day out with a
one-and-a-half-hour commute, ask yourself, like so many of
us need to, whether you've done all you can to come up with
alternatives and advocate for them. If you have a family, then
you might be like many women who have ended up as the
primary breadwinners in their household as a result of economic
downturns. Having a less-than-ideal work arrangement can have
a direct bearing on the comfort level of our and our family’s
future. In fact, with all of our advances and modern amenities,
US employment policies continue to be outdated and structured
in a way that disadvantages women and their families. For
example, we have one of the least generous maternity leave
policies in the world, ranking among the few countries that
do not require employers to offer employees a form of paid
maternity leave.'? What's more, studies show that when women
leave the workforce to have children, they reenter faced with
few choices, inflexible boundaries from their employers, and
perceived workplace penalties, often resulting in depression and

pessimism.

It is true that inequity—and even sexism—still exists in
corporate America, keeping women from reaching parity in
pay, benefits, and top positions at our companies. At the same

time, if we give in to our own aversion to negotiating, we lose
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a great deal of our power: power to change our own situation
for the better, power to help advocate for someone else, and
power to reshape the business landscape so that the glass ceiling
disappears. Plenty of external barriers exist, but let’s face it, it’s

hard to top a determined woman with a voice and a plan.

Young Women and Pushback

If you are a young woman at the beginning of your career,
you will be just as challenged to confront the current state

of the workplace, which includes largely male-made, male-
driven corporate cultures. The youngest working women,
Gen Zers and millennials, are known for placing a high value
on independence, on achieving personal goals, and doing

things on their own terms.

Yet research shows that despite their hopes and ambition,
young women still see limitations. A McKinsey study, for
example, finds that 66% of working female Gen Zers want to be
senior executives, and more than half say their advancement has
become more important to them since COVID-19. Yet young
women are also more likely than women leaders to say they’re
increasingly prioritizing flexibility and company commitment to
well-being and DEL" It’s up to Gen Zers to see that limitations
are often the perfect proving ground for negotiating for
something better.

To be sure, the next generation of women leaders are
the most educated, worldly, multitasking group yet. As
such, most of you are looking for hybrid opportunities that
allow you to cross-pollinate your work and outside interests,
integrating your professional and personal lives. And, according
to the 2022 Motherly State of Motherhood Study, Gen Z
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working moms are unsure if they plan on having more kids
(27%, compared to just 22% of skeptical millennials) citing
career reasons: 40% feel frustrated and want to combine a career
and motherhood but need a new arrangement at work to make

that realistic.'

The impression working boomer moms have left on you
is significant. Economist Sylvia Ann Hewlett and her team
conducted research examining that intersection in Bookend
Generations. Sixty-two percent of millennial women surveyed
by Hewlett confirmed that they don’t want to emulate their
mothers” “extreme” careers, which involved long hours. If family
is going to be a priority, it is felt, the costs of extreme work are
simply too great."”

You may feel a clear discomfort mimicking workaholic
parents, but those of you who had stay-at-home mothers don’t
necessarily want that path either. Hewlett found that boomers’
black-or-white vision of work—opt in and go full throttle or opt
out and never have a career—is too constricting a philosophy
for millennial (and I'd argue, Gen Z) women. Instead, younger

female workers tend to give equal emphasis to family and career.

Though I'm not a member of Gen Z myself, I know I didnt
want to choose between an uncompromising career or full-time
parenting—and it’s no coincidence I'm no longer working for
a full-time consulting firm. I negotiated my own path. My
portfolio-style career may look like a mashup or patchwork
to someone else, but to me, I can go after the variety [ want
and love (coaching, training, and teaching) and also set my

own schedule.

Young women are well positioned to do the same and
to demand upgrades to the modern workplace. The thing is,

younger generations will be welcomed by workplaces that



Why Pushback? 17

are more demanding—not less so—in terms of hours and
performance. What's more, Americans today are working more
hours per week than in previous years, upping their face time in

a culture of “do more with less.”

But as you maneuver through the first half of your career,
you may find that the workplace—and the rigid limitations
it imposes, particularly on women—are sobering and
disappointing. Much of what women in younger generations
want for themselves doesn’t yet exist. If you want a career
custom-built on your own terms, you must become a savvy
negotiator. And although some younger women might not
be inclined toward established leadership positions, those of
you who pursue them will need the ability to push and then
to pushback if your needs and those of your peers are rejected.
Self-advocacy, particularly to push for unprecedented terms,
will be essential to thrive in a work environment that’s still fairly

unyielding and largely built for non-caretakers.

What’s more, countless headlines have been written about
the small fraction of women in substantive leadership roles in
government, corporate America, and the nonprofit sector. We
need to change these ratios. Whether you are just starting your
career or you are well established, asking for what you want can

grant you access to top jobs you never thought you could have.

When we don’t pushback, the effects cascade beyond us.
We model for younger women and girls who mimic us—the
younger sister who looks up to you with pride and awe as you
graduate from an MBA program or your young subordinate
who learns about leadership by watching you at work—that it’s
okay to accept the unacceptable. We demonstrate in the most
compelling of ways—through our actions—that speaking up

is a liability. If you can’t get excited about pushback for your
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own sake, then call on your concern for others, your entire
generation, and the generation that comes after yours. For better
or worse, every action or inaction you take has a ripple effect on

the people coming up behind you.

Women and Negotiating—a Natural Fit

As I mentioned previously, some women don't like negotiating
and may think theyre no good at it. But—and you probably
already know this—women are innately strong negotiators.

You might not have gotten that impression from the various
leadership training programs for women that, although well
intentioned, often suggest implicitly that women need fixing,.

I can remember attending a virtual program like that as a
younger professional, where I learned that women can apply
dating best practices to the workplace—the secret to getting
ahead! Ugh! Somehow the message those programs seem to
communicate is that when it comes to negotiating, men have got
it right and that women, inferior and lacking, need educating to

learn what they’re missing.

I believe otherwise. Women aren’t deficient. We possess
every intellectual tool—and then some—needed to negotiate.
In some ways, women have even more bargaining chips than
men when you consider, for example, that they earn the
majority of advanced degrees today. Similarly, women’s collective
leadership skill set turns out to be the ideal complement
for modern business, lending a collaborative, team-centric
management approach to traditionally transactional business
dealings. Women have traits that make negotiations into
conversations, for example, our ability to see someone’s

discomfort or need to save face.



Why Pushback? 19

Dr. Daniel Goleman points out in his research that technical
intelligence is less of a success indicator than we originally
thought. Emotional intelligence—the process of recognizing
our own feelings and those of others—accounts for a far larger
piece of what is required to lead. In his book Warking with
Emotional Intelligence, Goleman notes, “Women, on average,
tend to be more aware of their emotions, show more empathy,
and are more adept interpersonally [than men].”'® Reading
emotions, it turns out, is a critical success tactic in negotiations,
helping a person to quickly pivot, change an approach, or
distinguish which issues need to be brought to the surface and
further explored.

Additionally, when women negotiate, they tend to do
so in a consultative way, meaning that they approach the
conversation inquisitively, aiming to understand and solve a
problem together with a counterpart (think us versus the problem
rather than me versus you). Women excel at asking diagnostic,
or deepening, questions when they need more information, a
maneuver that gives a negotiator the instant benefit of more
information. This consultative approach tends to put people
at ease, builds rapport, and can translate to an advantage.
The ability to empathize also can create a relationship where
there was formerly none, allowing a woman to gain trust and

avoid ego-fueled duels.

Rather than approaching negotiating as a simple business
matter, a woman will often build rapport first, asking questions
and getting clarity, and push her own agenda second. This
way, nuances that were under the surface can come to the
forefront and counterparts can be better understood and dealt
with. Powerfully, this same collaborative model serves women

excellently as negotiators.
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Once we get to the negotiating table, women have every
opportunity to succeed, outside of our own distaste for self-
advocacy and potential conflict, that is. That’s precisely
why we need a different negotiation mindset to help us get
over the hump. As someone who once pictured negotiation
unenthusiastically (think bloody bullfight where someone’s
going to end up half-dead), I have come to think of it as
one exquisitely simple process: a conversation that ends in
agreement. This win-win model of negotiating is the one I'll be
teaching in this book—it’s in line with the stories and insights
shared by the women executives I interviewed, it’s a good fit
with the skills and affinities many women already possess, and
it works. Getting clear on why we're asking, knowing that we
deserve a seat at the table, and recognizing that our case is worth
pursuing are actions that free us to advocate and negotiate from

a position of real power.

A Four-Step Model of Negotiation

One of the best investments you'll make in your career is
spending time learning a reliable and effective system for
negotiation. As you build your skills and learn the art of
negotiating, you'll begin to see it not just as a one-time or
occasional (and somehow mysterious) transaction but as an
everyday necessity. After all, when it comes to daily workplace
matters, the question is not whether you will have to deal with
change, negotiate, or pushback accordingly—its when and how.

Opver the years, I've developed a system for negotiating
that is repeatable and adaptable to numerous situations, from
deciding on household chores with my kids to requesting a
higher fee when I deliver keynotes. In the chapters that follow,
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I will lay out that system and show you how you can apply

it and trust it to work. The model has four steps. I'll spend a
chapter on each, teaching a mixture of skill-building, strategy,
and in-the-moment techniques so that by the end you will have
a box of tools and be well on your way to mastering their use.
The last chapter of the book steps back to view a bigger picture,
exploring some of the ways the skills of workplace negotiating,
advocating, and pushback can further your larger ambitions
and goals.

Here are the steps of a thorough, complete, well-conducted
negotiation process, and get this: you'll notice that more than
half of the work takes place before you even sit down at the
table! That’s right: a lot of negotiation happens before any

conversation—no excess sweat necessary.

Step One: Prepare Psychologically

Understanding our own strengths, weaknesses, style, and feelings
is an often overlooked or deemphasized part of the negotiation
process, but self-understanding can help you better regulate your
demeanor during an actual negotiation, among other benefits.

If negotiations feel confrontational or uncomfortable to you,
understanding the roots of your discomfort with negotiating and
pushing back can clear the fog and allow for forward movement.
Having a good picture of your existing strengths and style can
help you identify different strengths to build up and new styles
to try on, adding to your repertoire of skills. In one study I ran
of 1,318 professional women, 69% agreed that “my manager is
aware of my unique strengths and accomplishments”—showing
that as a collective, we have more opportunities to play to our

strengths and communicate with our manager about them.



22 PUSHBACK

Plus, your manager isn’t a mind reader! This stage gives you
the opportunity to be the most well read or up to date on the
relevant facts as you present them to your manager including
how you're using your strengths and places you could use

them more.

Step Two: Do Your Homework

Successful women who've become fierce self-advocates do their
homework. They work to be the most informed and smartest in
the room when it comes to the facts. While it might initially feel
like a burden (if you're thinking, argh, why do I have to prepare

so much? you're not alone) but it’s a winning strategy that won't
let you down. I'll show you how to leverage different levels of
information, from data, to opinions, to environmental and social
factors, that buoy support for your cause. This step also involves
figuring out your counterpart’s driving forces, temperament, and
style and taking a moment to stand in their shoes. Then you can
continue to equip yourself by soliciting input from other people;
crafting a compelling story out of all the data you've gathered;

and choosing your style, time, and turf.

Step Three: Maneuver Through the Conversation

Preparing—internally and by doing your homework on your
subject and your counterpart—is fine and good, but you will
demonstrate your true abilities when you steer your way through
a real negotiation. Managing yourself in the middle of a tough
conversation can be tricky, but there are many effective strategies
and tactics for navigating it, including the art of making

concessions and of dealing with a range of agreeable, dismissive,
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or even combative partners, the use of what I call deepening

questions, and the strategic uses of silence.

Step Four: Follow-Up

This chapter will cover two different kinds of follow-up
practiced by the best negotiators. One is internal, involving
reflection on how the conversation went: which techniques
were used (on both sides of the table) and how effective they
were, and what factors went into your success (or lack of
success, sometimes). This kind of calm, thorough, inquisitive
assessment after the fact is a powerful practice for boosting
your skills. The other kind of follow-up is really the final step
in the negotiating conversation itself. Once you've finalized a

negotiation—whether it’s a conversation with your boss about
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getting assigned to a plum project or advocating for one of your

ideas—it is critical to view the negotiation as incomplete and

still in process. Summarizing the terms that were discussed is an

underestimated step of negotiating, and it allows you to protect

yourself by making clarifications as needed and minimizing

misunderstandings between you and the other party. I will show

you strategies to safeguard agreements in writing and verbally,

and T'll share with you the importance of maintaining the

relationship with your counterpart and your own reputation for

professionalism, no matter how the negotiation goes.

Shoot for the Moon

The pushback skills of negotiation and advocacy aren't just two

of several leadership competencies. They’re the most important

tools at a woman’s disposal. A woman can work on being well



24 PUSHBACK

networked or technically brilliant, but without the ability to
skillfully ask for what she wants, she has little.

Negotiating and advocating are skill sets you will call on
during the length of your career—and they involve skills you
can begin building now, starting right where you are. Using
exercises, structured advice, and the wisdom and insight of a
score of women leaders who've walked the road before you, this
book will help you prepare for negotiations by understanding
your own emotions and style, building a case, preparing to meet
your counterpart, navigating tough conversations, and following
up. I wrote this book to get you thinking, reflecting, and most of

all shifting from where you are to where you want to be.

You see, negotiating on your own behalf is about far more
than getting a material good. It’s about having a voice and using
it to actively shape the future. As you strengthen your muscles
of self-agency, a whole new world of possibilities will open up.
Beyond simply asking more often for what you want and what
is rightfully yours, you'll ignite a deep, healthy self-respect.

Your strength may even astonish you.



