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Chapter 1 Principles of Business
Negotiation

PR 35154 940 B IR 00

What is negotiation? According to Robert Maddux, author of
Successful Negotiation, negotiation is the process we use to satisfy
our needs when someone else controls what we want. Gerard I.
Nierenberg, author of the first book on the formalized process of
negotiation, The Art of Negotiating, stated: “Whenever people ex-
change ideas with the intention of changing relationships, whenever
they confer for agreement, then they are negotiating.”

MIBRH? KHRAMATHRRLZEANAR, BEFEHNEE. B
SthEmEBIARI BRI —BRMT MR,

Negotiation takes place between human beings. It is the most
common form of social interaction. Almost everybody in the world is
involved in negotiations in one way or another for a good part of any
given day. People negotiate over where to go for dinner, which movie
to watch or how to split household chores.

Negotiation, in its modern sense, is defined in The Roots of Sound
Rational Thinking as follows: the ability to deal with business affairs,
to arrange by discussion the settlement of terms, to reach agreements
through treaties and compromise, and to travel through challenging
territory. All of these suggest a purposeful effort to resolve problems
through talking and intellectual maneuvering. Negotiation includes
consultation, bargaining, mediation, arbitration, and sometimes, even
litigation.

Negotiation can take on different forms. Professor Mary P. Rowe
of Massachusetts Institute of Technology listed eight different types
in her Negotiation: Theory and Practice:

|

| Jordey
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Competitive style
(ZFERRHAD)
Accommodative style
(BRI H)
Avoidance style
(BRI H)
Compromising style
(ZIBHRKHA)

Collaborative style
(BERHH)

Vengeful style

ERERKH)

Self-inflicting style

(BRAKH)

Vengeful and self-inflicting style
GREMBMAWKHA)

To try to gain all there is to gain

To be willing to yield all there
is to yield
To try to stay out of negotiation

To try to split the difference or
find an intermediate point
according to some principle

To try to find the maximum pos-
sible gain for both parties—by
careful exploration of the inter-
ests of all parties—and often by
enlarging the pie

To try to harm the other

To act so as to harm oneself

To try to harm the other and also
oneself

People who go for the competitive style are known as hard-
bargaining negotiators. They start off with outrageous demands,
using threats and other tactics to get what they want. One side
typically starts out high and the other low. After several rounds of
offer and counter-offer, the negotiators end up “splitting the

difference”. In this form, negotiation is viewed as a game where each
side tries to get the best deal for themselves. Neither side exhibits

concern for the other side.



1.1 Principle of Collaborative Negotiation
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I. Collaborative Negotiation

Negotiation can also assume the form of collaborative style. It involves
people with diverse interests working together to achieve mutually satisfying
outcomes. Collaborative negotiation is known by many names. Some popu-
lar names include “problem-solving negotiation”, “consensus-building
negotiation”, “interest-based negotiation”, “win-win negotiation”, “mutual
gains negotiation”, and so on.

The goal of collaborative negotiation is to manage the dispute so that the
outcome is more constructive than destructive. A destructive outcome results
in damages and involves exploitation and coercion. A constructive outcome
fosters communication, problem-solving, and improved relationships.

In their book Interpersonal Conflict, William Wilmot and Joyce Hocker
offered a detailed discussion on collaborative negotiation. The assumptions
of this style are:

* The negotiating parties have both diverse and common interests.

* The common interests are valued and sought.

* The negotiation processes can result in both parties gaining something.

* The negotiating arena is controlled by enlightened self-interest.

* Interdependence is recognized and enhanced.

* Limited resources do exist, but they can usually be expanded through
cooperation and creativity.

* The goal is a mutually agreeable solution that is fair to all parties and

effective for the community/group.

The collaborative negotiation focuses on interests rather than positions.
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_41ntegrative solutions are obtained by understanding each other’s self-interests,

not by jostling for positions. The classic story to illustrate this describes two
sisters fighting over the only orange in the family larder. Each sister wants
to have the whole orange for herself. Any less is impossible. Their wise mother
asks each of the girls privately why she wants the whole orange. One
explains that she wants the juice for drinking; the other wants the rind for
making a pudding. What each sister wants is her position, and why she wants
it is her interest. In this case, the simple solution is to give the cook the rind
after the juice has been squeezed for the thirsty sister—thus meeting the in-
terest of both parties.

The collaborative negotiation places value on relationship. It requires
trust and relies on full disclosure of relevant information.

The disadvantages of this approach are:

* It may pressure an individual to compromise and accommodate in ways not
in his best interest.

* It avoids confrontational strategies, which can be helpful at times.

* It increases vulnerability to deception and manipulation by a competitive
opponent.

* It makes it hard to establish definite aspiration levels and bottom lines.

* It requires substantial skill and knowledge of the process.

It requires strong confidence in one’s perceptions regarding the interests

and needs of the other side.

II. Principled Negotiation

In this form, each side of the negotiating parties attempts to meet the
other side’s interest as well as their own. By thoroughly understanding their

own interest as well as the other side’s, both sides are often able to arrive at



solutions which neither alone could have envisioned or made possible. Ins_
this type of negotiation, each side recognizes and accepts the legitimate in-
terest of the other side and they are committed to dealing with differences
constructively in order to advance their own self-interest. This has been called

| Jaydeyd

“collaborative principled negotiation”, a concept set forth by Roger Fisher
and William Ury in their book Getting to Yes: Negotiating Agreement With-
out Giving In.

Principled negotiation is particularly oriented to collaborative negotia-
tions. However, it can be used in competitive negotiations and in other
aspects of conflict management. It is a method that is centered around four
considerations (PIOC):

*

People: Separate the people from the problem.

*

Interests: Focus on interests, not positions (interests always underlie positions).

*

Options: Invent options for mutual gains.

*

Criteria: Insist on using objective criteria.

1. Separate the people from the problem

Fisher and Ury pointed out that “negotiators are people first”. There
are always relational and substantive issues in negotiation. The relational
issue tends to become entangled with the problem and the positional bar-
gaining puts relational and substantive issues in conflict with each other.
Fisher and Ury suggested that the negotiators separate the relationship from
the substance and deal directly with the people problem.

It is feasible to deal with a substantive problem and maintain a good
working relationship between negotiating parties. People problems are
usually caused by inaccurate perceptions, inappropriate emotions and poor
communication. In order to deal with those problems, three techniques are
recommended for both parties to follow:



. Establish an accurate perception.
Conflict, very often, is not caused by what happens, but by how people
perceive what happens.
Increase the capability of each party to see the other side’s point of view
(for example, by reversing roles).

Avoid blaming the other party for your problems.

* Discuss each other’s perceptions of the problem.

* Get the other party to participate in the mutual activities.

* Seek to make negotiation proposals consistent with the other party’s values.

B. Cultivate appropriate emotion.

* Your emotion affects that of the other party.

* Recognize and understand emotions of both parties.
* Make emotions explicit and legitimate.

*  Allow the other party to let off steam.

* Stay calm with the other party’s emotional outbursts.

C. Strive for better communication.

* Negotiation is a process of communicating between parties for the purpose
of reaching a joint decision.

* Be an active listener and acknowledge what is being said.

* Speak to be understood.

* Avoid being judgmental or debating the other party as an opponent.

* Avoid criticism that may hurt the other party’s feelings.

* Speak for a purpose.

The best time for handling people problems is before they become people
problems. To do so, negotiators need to establish a working relationship with
the other party. Be “partners”, not “adversaries”. One specific technique that



works is to change the shape of the table rather than sitting opposite your 7
“opponents”, and arrange the seating so that all the parties are sitting to-
gether facing a flip chart or blackboard where the problem is presented. That

makes it clear that all the participants are facing the problem together. In-

i 481deyn

stead of “us” against “them”, it has become a case of “all of us” against “it”.

2. Focus on interests, not positions

The following story describes how this principle works. “On a boat ride
from Chonggqing to Yichang in the spring of 2002, a couple with a young boy
shared a cabin with me and another passenger. When it was time to sleep at
night, the boy would not allow the light to be turned off or he would cry.
However, the other passenger insisted that the light be turned off because he
could not sleep with the light on and his activities the following day necessi-
tated a good night’s sleep. While it seemed that neither the boy nor the pas-
senger would give in on their positions, an idea struck me. I got a piece of
brown paper from the steward, made a long cone-shaped lampshade and taped
it on the ceiling where the bulb was to direct the light toward the boy’s bed.
Thus the boy got his light and the other passenger got a good sleep.”

This story may sound familiar to many negotiators. In such a case, nego-
tiators need to distinguish between interests and positions and focus on inter-
ests not positions. A position is what you say you want or must have. An
interest is why you want what you want.

Positions can be thought of as a one-dimensional point in a space of
infinite possible solutions. Positions are symbolic representations of a
participant’s underlying motivating interests. In negotiation, there are many
kinds of interests: multiple interests, shared interests, compatible interests
and conflicting interests. Identifying shared and compatible interests as “‘com-
mon ground” can be helpful in establishing a foundation for additional
discussions. “Easy points of agreement” can be identified and the principles
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underlying those easy points of agreement can often be extrapolated to help
resolve other issues. Methods for focusing on interests instead of positions

are as follows:

A. Identify the self-interests.

* Explore and recognize the interests of the other party that stand in your
way.

* Examine the different interests of different people on the other side.

* Respect your counterparts as human beings and recognize the needs and

interests that underlie their positions.

B. Discuss interests with the other party.

Give your interests a vivid description. Be specific.

Demonstrate your understanding of the other party’s interests and acknowl-

edge them as part of the overall problem that you are trying to solve.

* Discuss the problems before proposing a solution.

* Direct the discussion to the present and the future. Stay away from the
difficulties of the past.

* Be concrete but flexible.

* Be hard on the problem but soft on the people.

3. Invent options for mutual gains

Before seeking to reach an agreement on solutions for the future, Fisher
and Ury suggested that multiple solution options be developed prior to evaluation
of those options. The typical way of doing this option generation is
brainstorming. The parties generate as many solutions as possible before
deciding which of those options or components of identified options when
grouped together best fulfill the parties’ interests. This brainstorming of options
prior to decision-making is a critical piece for the success of the collaborative



