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Welcome to the sixth edition of Negotiation!

Those familiar with the fifth edition will note that there has been no substantial change in
the fundamental organization of this book. As you are aware, we made substantial changes in
the fifth edition, increasing the number of chapters in the book from 13 in the fourth edition to
20 in the fifth edition. This was accomplished by breaking many of the larger chapters, some
of which often covered two or three separate major topics, into smaller chapters that focus on
a narrower domain. This reorganization was done for two major reasons: first, the research lit-
erature in many of these areas continues to increase, requiring a more extensive treatment of
that work; second, feedback from instructors indicated that many would use only parts of chap-
ters (e.g., using the section on teams but not on coalitions, or using them in separate weeks of
a course). A review of the organization of the chapters can be found at the end of Chapter 1.

While this reorganization was the most visible change, faculty familiar with previous
editions will also note the following other changes:

1. All of this book has been revised and updated. The authors reviewed every chapter,
utilizing extensive feedback from faculty who have used the book in previous editions.
The content in some of the chapters has been reorganized to present the material
more effectively.

2. In our continued effort to enhance the book’s readability, we have also updated many
of the features and cartoons that offer lively perspectives on negotiation dynamics.

.. We have further improved the graphics format and page layout of the book to make it
visually more interesting and readable.

4. We have added learning objectives to the beginning of each chapter.

5. The new structure of this book will be paralleled by a significant revision to our
readings and classroom activities book, Negotiation: Readings, Exercises and Cases,
sixth edition, edited by Roy Lewicki, Bruce Barry, and David Saunders, to appear in
2010. This text and reader can be used together or separately. A shorter version of
this text, Essentials of Negotiation (sixth edition), by Roy Lewicki, Bruce Barry, and
David Saunders. will be released in 2010 and can also be used in conjunction with
the readings book. We encourage instructors to contact their local McGraw-Hill/
Irwin representative for an examination copy (or call 800-634-3963, or visit the Web
site at www.mhhe.com).

6. Instructional resources—including a test bank, chapter outlines, PowerPoint slides,
and extensive resource materials on teaching negotiation skills for new instructors—
are available to accompany this volume. Instructors should contact their McGraw-Hill/
Irwin representative.

Once again, this book could not have been completed without the assistance of nu-
merous people. We especially thank

¢ Many of our colleagues in the negotiation and dispute resolution field, whose research
efforts have made the growth of this field possible and who have given us helpful
feedback about earlier editions to improve the content of this edition.

e The work of John Minton, who helped shape the second, third, and fourth editions of
this book and passed away in the fall of 2007.

e The excellent editorial assistance of Steve Stenner, specifically for his help on copy-
editing, permissions, and the bibliography and for refining the test bank and Power-
Point slides. In addition, Roy Lewicki would like to acknowledge the contributions of
Curtis Gutter for his research assistance with locating resource materials, and Bruce
Barry thanks his research assistant, Amanda Carrico, whose help on this revision has
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been invaluable.

The staff of McGraw-Hill/Irwin, especially our current editor, Laura Spell, and our
previous editors, Ryan Blankenship, John Weimeister, John Biernat, Kurt Strand, and
Karen Johnson; Jane Beck, Allison Cleland, and Trina Hauger, editorial assistants
who can solve almost any problem; and Jodi Dowling, our tireless project manager
who turns our confusing instructions and tedious prose into eminently readable and
usable volumes!

Our families, who continue to provide us with the time, inspiration, and opportunities
for continued learning about effective negotiation and the personal support required
to sustain this project.

Roy J. Lewicki
Bruce Barry
David M. Saunders



R

by RAREEA TR

I VMBI oo vrsere swsves connnn svaon susssssnpsonansnpe sasuessisesdasvaenssssanss oo ()
LTFRATRIEFF LB JLABIBE  cvvvveerrererrrecmimnmmimniiiecerimmnams oo (2)
17 N = = (3)
HRHPNETEBIARIE  -oveeevverenrememtmomeninrmnsnsnssersrsassssaseosassosesvssassssnssssovassons (5)
2 IR T P (8)
FH PR R weerer e e (10)
BHEETRRIPEBIRE < oovsnssonios iansos tonnsssosass essnsnsunasansansosnannsnssasssnsensass (13)
T+ e e e (15)
I BYIEEIETH oov comvnnnmennimnts smesinawoissn SO ww s XAV o S RO BT b T AR (19)
A BB BRI < cvcanmovann o war Ao 5 A TR RS AR A AR SA RS ISP RRTAR S SRR A @D

W2 ASTEORIIEGIRMEES IRAL --ovosnronssscansnnneanssnannnsnssnnasasassnsnnans sososs (26)
ST BIRFNFEL wevvvrrrrer Q27
ERARTUES ovveerrernreieie, s eusitas snawy s LT E e SRS Smbeas s asSaE s o nnin (34)
oL ] =y - RPN SRR — (40)
T T P (45)
BETRPR I weveeemmee (50)
BRBE MG «ovoenernren e G
ijﬂ%*“%%ﬁ%?%fgﬂiﬁ#“ ...................................................... (57)

HI3E AERBHEIRBEEEAR oo (59)
BT oo rni e oo macsnsio s ormscdsini i b s Sl S S SR § i HSA SRS SR (59)
OVERHRHTERMEIR covveeevrrrrsrmniiiii e (60)
E L g e L T T (62)
R RAVERIR BB EE ovoorremercerssntnoiismronsssniosssanssssmsssssaseassssnsssassnses 79
I A BVERIRFIMELLSEILT  coevvereeevesrennsmonnismtuiomttesstnsnsssnssssteranenns (85)
S TR SRS B PEBURBI -~ e iwe s oo i S A i i i R (87)

EAZ P BRBEFNIFR oo (89)
H#r HEBIRFNEEME (Y BE L, oovveenrerserrmmmersnesenii e (90)
MRS —— 3B AR R ---eeovemerermmeccrsrnssmmineicinasiasmsassnnsasacasonsens (92)
PR RFIBOTIRR . R GEIEE ----ovevereeermeesmsmessennririsis e st 97)
WEEZ ST EREG . THRITEFR o (99)

By WA EEITR

S5E B, IAAFIEE o (116)
/72| A SRR (116)
BEHR  covesvmmassumsanmonsasnsninassonsassssassssonans shusnesnssassonssssenssasesssanssansnesons (119)

PRENFHITAHIRZE  crvvrererererereerre e e (126)



2 HERFRESKA (XK - EAR)

BN S ALY L gt 1 150 NG 1L - = (135)
B . FERRFNIRF]  cvovrererre st e ae e (138)
BEOM SHUE  orrvomevonmoi o orsnes savsin Bunons 65 asi sHEaRs IRATAN SRR S RS OREAT oA S (145)
VBB IEASIE TR o (145)
RFIPIEIHIFE AT v e (149)
REIPUMAIIHEITVEIE T covvovrmrrerrerem ittt s i as (153)
REIP U AR S VB R E?  cocorrrrerrrrerestiiiiiiiii it cnesaaaes (160)
BRHNGE AR BIVIE LR -ooveoveererrermmnniraiasssnineeiennuis e sesennanenn (164)
FE7E EFMHEFBIBRHIBLS oo (167)
T LA T FT TARFNIREETE?  cvvvreerenrerii i (167)
FUTTHYTE S vvrmereee et e ettt e (168)
BRI AMTUMAIZRIBAL ST oeverrrrrreremrr e (170)
BRI EERE TIBR, - 8 SR AT 05 18 A RS S8 08 (184)
BEBEE UM coeereereerererereeere e (186)
B BITIRNESLE . ZHOUET  cooreenrimiiiniiiiseis i s st s eanas (186)
BRI . (EEMEALEE - (187)
ﬂ\@%g&-‘ﬁguﬁ .............................................................................. .(194)
B E RIVER——BMABG R, coooreorroremremmmnismsinsnsnicemesuntmsnnssssssnannens (208)
FOFT MHIPRIMEIE e (214)
FETHERIEIZB  ---vvvnorerreeemsmnmennnssssinsnssenresssssssresassasnsstnassnsnsasnssaane (214)
X USBE” BUE X BRHE N A GIREI LT creerrererscersenieccimmnmmn, (216)
HEHEFATPOFD FTIL v (218)
RA L TE B LS TRAT HBGRIEI?  ceveeerrerennernern i (224)
T A FRIRIE AR . BIHLEZEE  --oooerrereeseerress e (230)
2t PR (B R 1) FAE RS FRAR AR cooveeveemrermmmme (237)
W RV RS R I BIRRIRAT T coveererreremmommmnnimiiiii (247)

E=Er BIUERA

E10ZE ERRFESTWIRE] oo (252)
EFRRHE] . ZARFBIZE oo (254)
H LB EBRREIINIELARF 7 cocerrrrrereeormmiii i, (255)
SCALBIRE AT G IR F]  evereee e (259)
AT TR BB R . A THPLFR  oveeemerrermmerermmimnsii e (264)
AT TR FNBIREM . FFITHRAR  coevrvvmemermmres e (268)
EFITSCALBTIRFUEREE  ov e (274)
HEUESSr RS
EIE NIPRHERE v (280)
“HELLRRL” BRI S R A B e e S SR e R A TS SR (280)
SHERRAPEEER o (287)
B LB JRIFEHE  weeveenrenssenmmns e s (288)

A ARDRAEEJS  ceeerevnerrenssenetmemtmusittittuinru ittt taesaesserasnrasenanses (288)



ﬁnﬁ Fi?’fﬁlﬁﬂ'\]"ﬁﬁ;ﬂ] .................................................................. (305)
RESTE TR KA L BLY  coovererroriirninicsiotaorosnietesssrassisesssnssessssarasss (306)
SR BT F BRI LT B ARBYEIRL  creevveveoererearnesrareraniierriiaraeennnnen, (308)
BN E TR L HBFIBEIRE  ovnvonsscsasnsssnnvssssnvnsscsnissosivsssorvmnsossasisonins (309)
AP B J5 A R A AR ]S ceevee e (311)
KT FHEVARTAT T B [EIRE  vovemeee e (312)

FEI13E NINKFAEHE: F=FFIFIR v (319)
B =TI AT IRFNTIFR v (319)
BT AT AIZET e (323)
TEFRAD ATITTE  ~swenmonsomcommnmsonniinem s oo s e eisas S ks i sah s L 4 S5 e mvs (323)
JEIE A A TTTE  vrrrereer e (337)
TR IR ZR v (343)

BhEyr BES

WIAE RHIRPIBREETIEE e (349)
L. G FTUERR wovvvrrereere ettt (349)
2. FMTIRFNFIFEASLGEFA -vvvenerrmrmrrni i (350)
3. RSILA R H BATNA TAE +ovreeerereeeeereee i (350)
A, FRTFFFETFF creerrrrerrre e (351)
5. FEIRIRFIFRERIEER oo (351)
6. JCAETCTEIZE cvovvrrerrrrrrre e e (353)
7. FEAR XTI A cevvernensnenr et (355)
8. FRBELFHARIFVRAGFEZE ovvermremeiiiiiiiiiiiiiiii e (355)
9. ITAEAFRHEFI/A A RAATTH corvverermrrrmneermr i (356)
10, ZEZEMHREGZRIEFEES]  coeeee it (356)



Part 1: Negotiation Fundamentals

Chapter 1
The Nature of Negotiation 1

A Few Words about Our Style and Approach 2
Joe and Sue Carter 3

Characteristics of a Negotiation Situation 5
Interdependence 8

Mutual Adjustment 10

Value Claiming and Value Creation 13
Conflict 15

Effective Conflict Management 19

Overview of the Chapters in This Book 21

Chapter 2

Strategy and Tactics of Distributive
Bargaining 26

The Distributive Bargaining Situation 27
Tactical Tasks 34

Positions Taken during Negotiation 40
Commitment 45

Closing the Deal 50

Hardball Tactics 51

Distributive Bargaining Skills Applicable to
Integrative Negotiations 57

Chapter 3

Strategy and Tactics of Integrative
Negotiation 59

Introduction 59

An Overview of the Integrative Negotiation
Process 60

Key Steps in the Integrative Negotiation Process
Factors That Facilitate Successful Integrative
Negotiation 79

Why Integrative Negotiation Is Difficult to
Achieve 85

Distributive Bargaining versus Integrative
Negotiation 87

Chapter 4

62

Negotiation: Strategy and Planning 89

Goals—The Focus That Drives a Negotiation

Strategy 90

Strategy—The Overall Plan to Achieve

One’s Goals 92

Understanding the Flow of Negotiations: Stages and
Phases 97

Getting Ready to Implement the Strategy:

The Planning Process 99

Part 2: Negotiation Subprocesses

Chapter 5

Perception, Cognition, and Emotion 116
Perception 116

Framing 119

Cognitive Biases in Negotiation 120

Managing Misperceptions and Cognitive Biases

in Negotiation 135

Mood, Emotion, and Negotiation 138

Chapter 6

Communication 145

Basic Models of Communication 145

What Is Communicated during Negotiation? 149
How People Communicate in Negotiation 153

How to Improve Communication in Negotiation 160

Special Communication Considerations at the
Close of Negotiations 164

Chapter 7
Finding and Using Negotiation Power 167

Why Is Power Important to Negotiators? 167

A Definition of Power 168

Sources of Power—How People Acquire Power 170
Dealing with Others Who Have More Power 184

Chapter 8
Influence 186

Two Routes to Influence: An Organizing Model 186

The Central Route to Influence: The Message and Its
Delivery 187

Peripheral Routes to Influence 194



Contents

The Role of Receivers—Targets of Influence 208

Chapter 9
Ethics in Negotiation 214

A Sampling of Ethical Quandaries 214

What Do We Mean by “Ethics,” and Why Do They
Matter in Negotiation? 216

Four Approaches to Ethical Reasoning 218

What Questions of Ethical Conduct Arise in
Negotiation? 224

Why Use Deceptive Tactics? Motives and
Consequences 230

What Factors Shape a Negotiator’s Predisposition to
Use Unethical Tactics? 237

How Can Negotiators Deal with the Other Party’s
Use of Deception? 247

Part 3: Negotiation across Cultures

Chapter 10

International and Cross-Cultural
Negotiation 252

International Negotiation: Art and Science 254
What Makes International Negortiation Different? 255
Conceptualizing Culture and Negotiation 259

The Influence of Culture on Negotiation: Managerial
Perspectives 2064

The Influence of Culture on Negotiation: Research
Perspectives 268

Culturally Responsive Negotiation Strategies 274

Part 4: Resolving Differences

Chapter 11
Managing Negotiation Impasses 280

The Nature of Difficult-to-Resolve Negotiations and
Why They Occur 280

Fundamental Mistakes That Cause Impasses 287
Preventing Impasses 288

How to Resolve Impasses 288

Chapter 12
Managing Difficult Negotiations 305

Managing the Shadow Negotiation and Social
Contract 3006

Responding to the Other Side’s Hard Distributive
Tactics 308

Responding When the Other Side Has More

Power 309

The Special Problem of Handling Ultimatums 311
Responding When the Other Side Is Being
Difficule 312

Chapter 13
Third-Party Approaches to Managing
Difficult Negotiations 319

Adding Third Parties to the Two-Party Negotiation
Process 319

Types of Third-Party Intervention 323

Formal Intervention Methods 323

Informal Intervention Methods 337

Alternative Dispute Resolution Systems 343

Part 5: Summary

Chapter 14
Best Practices in Negotiations 349

[

. Be Prepared 349

2. Diagnose the Fundamental Structure of the
Negotiation 350

3. Identify and Work the BATNA 350

4. Be Willing to Walk Away 351

5. Master the Key Paradoxes of Negotiation 351
6. Remember the Intangibles 353

7. Actively Manage Coalitions 355

8. Savor and Protect Your Reputation 355

9. Remember That Rationality and Fairness Are
Relative 356
10. Continue to Learn from Your Experience 356

Bibliography 357



The Nature of Negotiation

Objectives
1. Understand the definition of negotiation, the key elements of a negotiation process,
and the distinct types of negotiation.

2. Explore how people use negotiation to manage situations of interdependence—that
is, that they depend on each other for achieving their goals.

3. Consider how negotiation fits within the broader perspective of processes for manag-
ing conflict.

4. Gain an overview of the organization of this book and the content of its chapters.

“That’s it! I’ve had it! This car is dead!” screamed Chang Yang, pounding on the steering
wheel and kicking the door shut on his 10-year-old Toysun sedan. The car had refused to
start again, and Chang was going to be late for class (again)! Chang wasn’t doing well in
that management class, and he couldn’t afford to miss any more classes. Recognizing that
it was finally time to do something about the car, which had been having numerous me-
chanical problems for the last three months, Chang decided he would trade the Toysun in
for another used car, one that would hopefully get him through graduation. After classes
that day, he got a ride to the nearby shopping area, where there were several repair garages
and used car lots. He knew almost nothing about cars, and didn’t think he needed to—all
he needed was reliable transportation to get him through the next 18 months.

A major international airline company is close to bankruptcy. The fear of terrorism, a
number of new “budget-fare™ airlines, and rising costs for fuel have all put the airline un-
der massive economic pressure. The company seeks $800 million in wage and benefit cuts
from the pilots” union, the third round of cuts in two years, in order to head off the bank-
ruptcy. Rebuffed by the chief union negotiator for the pilots, the company seeks to go di-
rectly to the officers of the Air Line Pilots Association—the international union—to discuss
the cuts. If the pilots do not agree to concessions, it is unlikely that other unions—flight at-
tendants, mechanics, and so on—will agree, and bankruptcy will be inevitable.

Janet and Jocelyn are roommates. They share a one-bedroom apartment in a big city
where they are both working. Janet, an accountant, has a solid job with a good company,
but she has decided that it is time to go back to school to get her MBA. She has enrolled in
Big City University’s evening MBA program and is now taking classes. Jocelyn works for
an advertising company and is on the fast track. Her job not only requires a lot of travel, but
also requires a lot of time socializing with clients. The problem is that when Janet is not in
evening class, she needs the apartment to read and study and has to have quiet to get her work
done. However, when Jocelyn is at the apartment, she talks a lot on the phone, brings friends
home for dinner, and is either getting ready to go out for the evening or coming back in very
late (and noisily!). Janet has had enough of this disruption and is about to confront Jocelyn.

Thousands of demonstrators opposed to the policies of a nation’s government seek to
protest a national political convention that will nominate the government’s leader to run for
reelection. City police forbid protesters from demonstrating near the convention site and
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authorize a protest location under a crumbling urban expressway, half a mile away from the
convention. In response, demonstration organizers request permission to hold a rally in one
of the city’s major metropolitan parks. The city attempts to ban the demonstration because
that park was recently landscaped at a major expense to the city, and it fears the mass of
demonstrators will ruin the work. Each side attempts negotiation but also pursues complex
legal maneuvers to get the courts on their side.

Ashley Johnson is one of the most qualified recruits this year from a top 25 business
school. She is delighted to have secured a second interview with a major consumer goods
company, which has invited her to its headquarters city and put her up in a four-star hotel
that is world-renowned for its quality facilities and service. After getting in late the night
before due to flight delays, she wakes at 7:30 a.m. to get ready for an 8 a.m. breakfast meet-
ing with the senior company recruiter. She steps in the shower, grabs the water control knob
to turn it, and the knob falls off in her hand! There is no water in the shower at all; appar-
ently, repairmen started a repair job on it, turned the water off somewhere, and left the job
unfinished. Ashley panics at the thought of how she is going to deal with this crisis and
look good for her breakfast meeting in 30 minutes.

Do these incidents look and sound familiar? These are all examples of negotiation—
negotiations that are about to happen, are in the process of happening, or have happened in
the past and created consequences for the present. And they all serve as examples of the
problems, issues, and dynamics that we will address throughout this book.

People negotiate all the time. Friends negotiate to decide where to have dinner. Chil-
dren negotiate to decide which television program to watch. Businesses negotiate to pur-
chase materials and sell their products. Lawyers negotiate to settle legal claims before they
go to court. The police negotiate with terrorists to free hostages. Nations negotiate to open
their borders to free trade. Negotiation is not a process reserved only for the skilled diplo-
mat, top salesperson, or ardent advocate for an organized lobby: it is something that every-
one does, almost daily. Although the stakes are not usually as dramatic as peace accords or
large corporate mergers, everyone negotiates; sometimes people negotiate for major things
like a new job, other times for relatively minor things like who will wash the dishes.

Negotiations occur for several reasons: (1) to agree on how to share or divide a limited
resource, such as land, or property, or time; (2) to create something new that neither party
could do on his or her own, or (3) to resolve a problem or dispute between the parties.
Sometimes people fail to negotiate because they do not recognize that they are in a negoti-
ation situation. By choosing options other than negotiation, they may fail to achieve their
goals, get what they need, or manage their problems as smoothly as they might like to. Peo-
ple may also recognize the need for negotiation but do poorly because they misunderstand
the process and do not have good negotiating skills. After reading this book, we hope you
will be thoroughly prepared to recognize negotiation situations; understand how negotia-
tion works; know how to plan, implement, and complete successful negotiations; and, most
importantly, be able to maximize your results.

A Few Words about Our Style and Approach

Before we begin to dissect the complex social process known as negotiation, we need to say
several things about how we will approach this subject. First we will briefly define negoti-
ation. Negotiation is “a form of decision making in which two or more parties talk with one
another in an effort to resolve their opposing interests” (Pruitt, 1981, p. xi). Moreover, we
will be careful about how we use terminology in this book. For most people, bargaining
and negotiation mean the same thing; however, we will be quite distinctive in the way we
use the two words. We will use the term bargaining to describe the competitive, win—lose
situations such as haggling over price that happens at a yard sale, flea market, or used car
lot; we will use the term negotiation to refer to win—win situations such as those that occur



when parties are trying to find a mutually acceptable solution to a complex conflict.

Second, many people assume that the “heart of negotiation™ is the give-and-take
process used to reach an agreement. While that give-and-take process is extremely impor-
tant, negotiation is a very complex social process; many of the most important factors that
shape a negotiation result do not occur during the negotiation; they occur before the parties
start to negotiate, or shape the context around the negotiation. In the first few chapters of
the book, we will examine why people negotiate, the nature of negotiation as a tool for
managing conflict, and the primary give-and-take processes by which people try to reach
agreement. In the remaining chapters, we examine the many ways that the differences in
substantive issues, the people involved, the processes they follow, and the context in which
negotiation occurs enrich the complexity of the dynamics of negotiation. We will return to
a more complete overview of the book at the end of this chapter.

Third, our insights into negotiation are drawn from three sources. The first is our ex-
perience as negotiators ourselves and the rich number of negotiations that occur every day
in our own lives and in the lives of people around the world. The second source is the
media—television, radio, newspaper, magazine, and Internet—that report on actual nego-
tiations every day. We will use quotes and examples from the media to highlight key points,
insights, and applications throughout the book. Finally, the third source is the wealth of so-
cial science research that has been conducted on numerous aspects of negotiation. This
research has been conducted for more than 50 years in the fields of economics, psychology,
political science, communication, labor relations, law, sociology, and anthropology. Each
discipline approaches negotiation differently. Like the parable of the blind men who are at-
tempting to describe the elephant by touching and feeling different parts of the animal, each
social science discipline has its own theory and methods for studying elements of negotia-
tion, and each tends to emphasize some parts and ignore others. Thus, the same negotiation
events and outcome may be examined simultaneously from several different perspectives.'
When standing alone, each perspective is limited; combined, we begin to understand the
rich and complex dynamics of this amazing animal. We draw from all these research tradi-
tions in our approach to negotiation. When we need to acknowledge the authors of a major
theory or set of research findings, we will use the standard social science research process
of citing their work in the text by the author’s name and the date of publication of their
work; complete references for that work can be found in the bibliography at the end of the
book. When we have multiple sources to cite, or anecdotal side comments to make, that in-
formation will appear in an endnote at the end of each chapter.

We began this chapter with several examples of negotiations—future, present, and
past. To further develop the reader’s understanding of the foundations of negotiation, we
will develop a story about a husband and wife—Joe and Sue Carter—and a not-so-atypical
day in their lives. In this day, they face the challenges of many major and minor negotia-
tions. We will then use that story to highlight three important themes:

1. The definition of negotiation and the basic characteristics of negotiation situations.

2. An understanding of interdependence, the relationship between people and groups
that most often leads them to need to negotiate.
3. The definition and exploration of the dynamics of conflict and conflict management

processes, which will serve as a backdrop for different ways that people approach
and manage negotiations.

Joe and Sue Carter

The day started early, as usual. Over breakfast, Sue Carter raised the question of where she
and her husband, Joe, would go for their summer vacation. She wanted to sign up for a tour
of the Far East being sponsored by her college’s alumni association. However, two weeks
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on a guided tour with a lot of other people he barely knew was not what Joe had in mind.
He needed to get away from people, crowds, and schedules, and he wanted to charter a sail-
boat and cruise the New England coast. The Carters had not argued (yet), but it was clear
they had a real problem here. Some of their friends handled problems like this by taking
separate vacations. With both of them working full-time, though, Joe and Sue did agree that
they would take their vacation together.

Moreover, they were still not sure whether their teenage children—Tracy and Ted—
would go with them. Tracy really wanted to go to a gymnastics camp, and Ted wanted to
stay home and do yard work in the neighborhood so he could get in shape for the football
team and buy a motor scooter with his earnings. Joe and Sue couldn’t afford summer camp
and a major vacation, let alone deal with the problem of who would keep an eye on the chil-
dren while they were away.

As Joe drove to work, he thought about the vacation problem. What bothered Joe most
was that there did not seem to be a good way to manage the conflict productively. With some
family conflicts, they could compromise but, given what each wanted this time, a simple
compromise didn’t seem obvious. At other times they would flip a coin or take turns—that
might work for choosing a restaurant (Joe and Ted like steak houses, Sue and Tracy prefer
Chinese), but it seemed unwise in this case because of how much money was involved and
how important vacation time was to them. In addition, flipping a coin might make someone
feel like a loser, an argument could start, and in the end nobody would really feel satisfied.

Walking through the parking lot, Joe met his company’s purchasing manager, Ed
Laine. Joe was the head of the engineering design group for MicroWatt, a manufacturer of
small electric motors. Ed reminded Joe that they had to settle a problem created by the en-
gineers in Joe’s department: the engineers were contacting vendors directly rather than go-
ing through MicroWatt’s purchasing department. Joe knew that purchasing wanted all
contacts with a vendor to go through them, but he also knew that his engineers badly
needed technical information for design purposes and that waiting for the information to
come through the purchasing department slowed things considerably. Ed Laine was aware of
Joe’s views about this problem, and Joe thought the two of them could probably find some
way to resolve it if they really sat down to work on it. Joe and Ed were also both aware that
upper management expected middle managers to settle differences among themselves; if this
problem “went upstairs”™ to senior management, it would make both of them look bad.

Shortly after reaching his desk, Joe received a telephone call from an automobile sales-
man with whom he had been talking about a new car. The salesman asked whether Sue
wanted to test-drive it. Joe wasn’t quite sure that Sue would go along with his choice; Joe
had picked out a sporty luxury import, and he expected Sue to say it was too expensive and
not very fuel efficient. Joe was pleased with the latest offer the salesman had made on the
price but thought he might still get a few more concessions out of him, so he introduced
Sue’s likely reluctance about the purchase, hoping that the resistance would put pressure on
the salesman to lower the price and make the deal “unbeatable.”

As soon as Joe hung up the phone, it rang again. It was Sue, calling to vent her frus-
tration to Joe over some of the procedures at the local bank where she worked as a senior
loan officer. Sue was frustrated working for an old “family-run” bank that was not very au-
tomated, heavily bureaucratic, and slow to respond to customer needs. Competitor banks
were approving certain types of loans within three hours while Sue’s bank still took a week.
Sue had just lost landing two big new loans because of the bank’s slowness and bureau-
cratic procedures, and this was becoming a regular occurrence. But whenever she tried to
discuss the situation with the bank’s senior management, she was met with resistance and a
lecture on the importance of the bank’s “traditional values.”

Most of Joe’s afternoon was taken up by the annual MicroWatt budget planning meet-
ing. Joe hated these meetings. The people from the finance department came in and arbi-
trarily cut everyone’s figures by 30 percent, and then all the managers had to argue
endlessly to try to get some of their new-project money reinstated. Joe had learned to work



Characteristics of a Negotiation Situation

with a lot of people, some of whom he did not like very much, but these people from fi-
nance were the most arrogant and arbitrary number crunchers imaginable. He could not un-
derstand why the top brass did not see how much harm these people were doing to the
engineering group’s research and development efforts. Joe considered himself a reasonable
guy, but the way these people acted made him feel like he had to draw the line and fight it
out for as long as it took.

In the evening, Sue and Joe attended a meeting of their town’s Conservation Commis-
sion, which, among other things, was charged with protecting the town’s streams, wetlands,
and nature preserves. Sue is a member of the Conservation Commission, and Sue and Joe
both strongly believe in sound environmental protection and management. This evening’s
case involved a request by a real estate development firm to drain a swampy area and move
a small creek to build a new regional shopping mall. All projections showed that the new
shopping mall would attract jobs and revenue to the area and considerably increase the
town’s treasury. The new mall would keep more business in the community and discourage
people from driving 15 miles to the current mall, but opponents—a coalition of local con-
servationists and businessmen—were concerned that it would significantly hurt the down-
town business district and do major harm to the natural wetland and its wildlife. The debate
raged for three hours, and the commission agreed to continue hearings the following week.

As Joe and Sue drove home from the council meeting, they discussed the things they had
been involved in that day. Each privately reflected that life is kind of strange—sometimes
things go very smoothly and other times things seem much too complicated. As they went
to sleep later, they each thought about how they might have approached certain situations
differently during the day and were thankful they had a relationship where they could
discuss things openly with each other. But they still didn’t know what they were going to
do about that vacation. . . .

Characteristics of a Negotiation Situation

The Joe and Sue Carter story highlights the variety of situations that can be handled by
negotiation. Any of us might encounter one or more of these situations over the course of a
few days or weeks. As we defined earlier, negotiation is a process by which two or more
parties attempt to resolve their opposing interests. Thus, as we will point out later on this
chapter, negotiation is one of several mechanisms by which people can resolve conflicts.
Negotiation situations have fundamentally the same characteristics, whether they are peace
negotiations between countries at war, business negotiations between buyer and seller or la-
bor and management, or an angry guest trying to figure out how to get a hot shower before
a critical interview. Those who have written extensively about negotiation argue that there
are several characteristics common to all negotiation situations (see Lewicki, 1992; Rubin
and Brown, 1975):

1. There are two or more parties—that is, two or more individuals, groups, or organiza-
tions. Although people can “negotiate™ with themselves—as when someone debates
whether to spend a Saturday afternoon studying, playing tennis, or going to the football
game—we consider negotiation as a process between individuals, within groups, and be-
tween groups.? In the Carter story, Joe negotiates with his wife, the purchasing manager,
and the auto salesman, and Sue negotiates with her husband, the senior management at
the bank, and the Conservation Commission, among others. Both still face an upcoming
negotiation with the children about the vacation.

2. There is a conflict of needs and desires between two or more parties—that is, what one
wants is not necessarily what the other one wants—and the parties must search for a way to
resolve the conflict. Joe and Sue face negotiations over vacations, management of their chil-
dren, budgets, automobiles, company procedures, and community practices for issuing
building permits and preserving natural resources, among others.



11 When You Shouldn’t Negotiate

There are times when you should avoid negotiat- When they act in bad faith:
ing. In these situations, stand your ground and

Stop the negotiation when your counterpart
you’ll come out ahead. 4 . 4 o

When you’d lose the farm:

If you're in a situation where you could lose
everything, choose other options rather
than negotiate.

When you're sold out:

When you'’re running at capacity, don’t deal.
Raise your prices instead.

When the demands are unethical:

Don ’t negotiate if your counterpart asks
for something you cannot support be-
cause it’s illegal, unethical, or morally
inappropriate—for example, either paying
or accepting a bribe. When your character
or your reputation is compromised, you
lose in the long run.

When you don’t care:

If you have no stake in the outcome, don’t
negotiate. You have everything to lose
and nothing to gain.

When you don’t have time:

When you're pressed for time, you may choose
not to negotiate. If the time pressure
works against you, you’ll make mistakes,
‘you give in too quickly, and you may fail

“to consider the implications of your con-
cessions. When under the gun, you'll set-
tle for less than you could otherwise get.

shows signs of acting in bad faith. If
you can’t trust their negotiating, you
can’t trust their agreement. In this case,
negotiation is of little or no value. Stick
to your guns and cover your position, or
discredit them.

When waiting would improve your
position: :

Perhaps you’ll have a new technology
available soon. Maybe your financial
situation will improve. Another oppor-
tunity may present itself. If the odds
are good that you’ll gain ground w1th
a delay, wait.

When you’re not prepared:

If you don’t prepare, you’ll think of all
your best questions, responses, and
concessions on the way home. Gathering
your reconnaissance and rehearsing the
negotiation will pay off handsomely. If
you’re not ready, just say “no.”

Source: J. C. Levinson, M. S. A. Smith, and O. R. Wilson,
Guerrilla Negotiating: Unconventional Weapons and Tactics

1o Get What You Want (New York: John Wiley, 1999),

pp. 22-23. This material is used by permission of John Wiley &
Sons, Inc. :

3. The parties negotiate by choice! That is, they negotiate because they think they can

get a better deal by negotiating than by simply accepting what the other side will volun-
tarily give them or let them have. Negotiation is largely a voluntary process. We negotiate
because we think we can improve our outcome or result, compared with not negotiating
or simply accepting what the other side offers. It is a strategy pursued by choice; seldom
are we required to negotiate. There are times to negotiate and times not to negotiate
(see Box 1.1 for examples of when we should not negotiate). Our experience is that most
individuals in Western culture do not negotiate enough—that is, we assume a price or sit-
uation is nonnegotiable and don’t even bother to ask or to make a counteroffer!

4. When we negotiate we expect a “give-and-take” process that is fundamental to the
definition of negotiation itself. We expect that both sides will modify or move away from
their opening statements, requests, or demands. Although both parties may at first argue
strenuously for what they want—each pushing the other side to move first—ultimately

both sides will modify their opening position in order to reach an agreement. This
movement may be toward the “middle” of their positions, called a compromise. Truly cre-



