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Chapter 1
The American Negotlatmn Style

Probably no single statement better summarizes the American
negotiation style than “shoot first, ask questions later”. ®To tinder-
stand the American approach to bargaining, we must consider more
basic aspects of their culture background—in particular, their inmi-
grant heritage, their {rontier history, and finally, much of the train-
ing in their present-day business and law schools.

Throughout its History, America has'been a nation influénced
by its immigrants. The continuous mixing of ideas and perspectives
brought from across the seas has enriched their experiences. @Every
néwcomer has to work hard to succeed —the power{ul work ethic of
America. And they are a fierce lndependence-a cBaractenstlc nec-
essary for survival in such a competitive country. e

Americans as a group haven’t had much’ praéfiée negdtiating
because they have always been able to go elsewhere if ¢onflicts
arose. The long distances between people allowed a social sySténf’tb
develop with not only fewer negotiations but also shorter ones. ‘It is
important to settle things quiékl'y and leave no IGose ends to bar-
gain. “Tell me yes, ok tell me no—but give a straight answef. ?Can-
dor is highly valued and expected. ' '

Throughout the American educational system they are.taught
to compete, both academically and on the sporting field. Adversary

relationships and winning are essential themes of the American so-

.1.



cialization process. Students who make the best arguments, marshal
the best evidence, or demolish the opponent’s arguments win both
the respect of classmates and high marks. ®Such skills will be very
important at the negotiation table.

American negotiation style is composed of these attitudes, ex-
pectations, and habitual behaviors. Each characteristic is discussed
separately below,but it should be understood that each factor is con-
nected to the others to form the foundation for a series of typital

American negotiation strategies and tactics. ©
I Can Go it Alone

Most American executives feel they should be able to handle
any negotiation situation by themselves. “Four Foreigners versus
one American is no problem. | don’t need any help. I can think and
talk fast enough to get what I want, what the company needs. ” So
goes American rationalization. And there’s an economic justification ;
“Why take more people than I need?” Another more subtle reason
nﬁght be: “Why not take full credit for my success?”

In a negotiation situation, several things are going on at once—
talking, listening, preparing arguments and explanations, asking
questions, and seeking approval. Numbers help in obvious ways with
most of the above. Negotiation is very much a social activity,and the
approval and agreement of others can have critical effects on negoti-
ation outcomes. Numbers can also be a subtle indicator of the seri-

ousness and commitment of both parties to a negotiation.
Just Cail me John -

Americans more than any other cultural group value informali-

020 ‘



ty and equality in human relations. They emphasize individual equal-
ity rather than social status distinction. They go out of their way to
make their clients feel comfortable by playing down status distinc-
tions such as titles and by eliminating unnecessary formalities such

as lengthy introduction. ®
Check with the Home Office

It is not always easy to identify the key decisionmaker in inter-
national business negotiations. Indeed, American bargainers become
very upset when halfway through a negotiation the other side says,
“I'll have to check with the home office. ” This makes it known that
the decisionmakers aren’t even at the negotiation table. In such a sit-
uation, Americans feel they've wasted time or even been misled.

Having limited authority at the negotiation table is a common
circumstance overseas and can be a useful bargaining tactic. Such a
bargaining tactic helps to maintain harmony at the negotiation table
by letting the home office take the blame for saying no. v

But such tactics go against the grain of the American bargain-
ing style. Americans pride themselves in having full authority to

make a deal. They never have to check with the home office.

i

; To the Point

Americans prefer to get to the heart of the matter as quickly as
possible. Unfortunately, what is considered the heart of the matter
in a business negotiation varies across cultures. In every country we
have found business negotiations to proceed in the following four

stages:

1. nontask sounding;



2. task-related exchange of information;

3. persuasion; and

4. concessions and agreement.

The first stage includes all those activities that. help establish a
relation. It does not include information related to the business of
the meeting. The information exchanged in }_he second stage of busi-
ness negotiations regards the parties"neéds' and preferences. The
third stage involves their attempts to change each others mind
through the use of various persuasive tactics. The final stage is the
consummatlon of an agreement which is often the summation of a
series of concession. o

From the Ameri¢an point of view’, the heart of the matter is the
third stage—persuasion. They tend to go through the first two
stages quickly. They do talk about golf or the weathér or family, but
relative to other culture s they spend little time doing so. ®They tend
to be more interested in logical arguments than the people with

whom they’re negotiating. @

Tell Truth

Americans expect honest information at the negotiation table.
When they don’t get it, negotiation often ends abruptly. They also
understand that, like dollors, information must be traded. “You tell
me what you want and 11! tell you what we want”. They just view
honest information and direct answer as the token of mutual cooper-

ation. o
Spéék up and Insist on

Americans are uncomfortable with silence during negotiation.

o 4



The American style of conversation consists of few long silent peri-
ods—that is, ten seconds-or gréater. American negotiators react to
silence in one of two ways.- Either they make some kind of conces-
sion or they {ill the gap in the conversation with a persuasive appeal.
The latter tactic has two poor results: (1) the American does most
of the talking, and-(2) he or she learns little about his or her
opponent’s point of view.

Persistence is highly valued by Americans. They are taught
from the earliest age to be aggressive and to win. Subsequently, they
view a negotiation as something to be won. They expect a negotia-
tion to have a definite conclusnon, a signed contract. American can
take a loss—consoling thernselves that they’ll do better next time—

but not the ambiguity. of no outcome.

One Thing at a Time

Tk

Americans tend to qttack a complex negotiation task. That is,
they separate the issues and gettle them one at a time. For example,
we have heard American bargainers say, *“Let’s settle the quantity
first and them discuss price. ” Thus in an American negotiation, the
final agreement is a sum’of ‘the several concessions made on individ-
ual issues,and progress can be measured casily. “We’re halfway done
when we’re through hall” the 1ssuesl ” However, in other countries,
particularly Far Eastem Cul‘tures, concessions tend to be made only
at the end of a negotiation. AIL issues are discussed by using a friend-

ly approach, and nothing 1s.§e_ttled,unt11 the end. ®
IAm What T Am

Most Americans take pride in determination, not changing
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one’s mind even given difficult circumstances. Their character and .
behavior was constant and predictable. He treated everyone and ev-
ery situation with an action-oriented, forthright style. Many Ameri-
can bargainers take the same attitudes with them to the negotiation
table. Competition., persistence and determination, no matter what,
they seldom change their mind, even with negotiation strategy or

tactics.
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