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Introduction

Let us never negotiate out of fear. But let us never fear to
negotiate. (J.F. Kennedy, 1961)

Negotiation is such a common activity that most people probably do
it at some point every day, to sort out differences with other people,
or to get what they want. For managers, negotiation is not only
common but also essential for dealing with many organizational
problems. Whether working out next year’s budget, setting the
delivery time of a product, building support for a new computer
system, or deciding the due date of a work assignment, people tend
to disagree and managers have to find a solution that is acceptable
to those whose co-operation is vital, including customers, suppliers,
peers, unions, bankers, government officials and a wide range of
other people. ’

Unfortunately, many managers do not think that negotiating wil!
solve problems so they do not handle situations as effectively as
they might. In fact, even after recognizing the need to negotiate,
many people still find the idea of negotiating with others uncomfort-
able, even distasteful; and, as a result, they prefer to resort to some
obvious, but often ineffective, techniques for dealing with difficult
situations, such as coercion, giving in, avoiding, blaming, fighting,
manipulating, referring the matter to a superior and so on.
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Why are people afraid of negotiating?

This question can be answered by listening to the types of
(self-defeating) comments which inexperienced managers make
before embarking on negotiation. Two such comments are very
common:

(1) I may lose something important.’

While this is an understandable and realistic concern, it is possible
to take into account what both parties want, and develop win-win
solutions. Negotiation does not have to be an unpleasant activity in
which an agreement has to be reached at any cost. Goals are not
necessarily mutually exclusive. In fact, many negotiators make
themselves vulnerable because they have preconceived ideas. They
may prepare, enter and conduct negotiations with not only an
established view of what the issues are, but also with a view that the
two parties’ perception of the issues are directly opposed, that ‘their
win is our loss’. So they lock themselves into a strategy beforehand,
with no option for responding to the obstacles, pitfalls and opportu-
nities that are virtually certain to occur during the negotiation.

(2) ‘I am not the right sort of person for this.’

Many people believe successful negotiating requires skills and
abilities they do not possess, or do not want to be seen as
possessing. They believe that people get what they want in
negotiations through being tough, aggressive, dishonest, forceful
and so on. While such tactics are sometimes used and can be
effective if used appropriately, their importance is often greatly
exaggerated. In fact there are other, more subtle tactics and
strategies that can be used -and will increase the likelihood of success
in negotiation. Whilst there are people who get what they want
- through being dishonest, misleading and so on, this does not mean
that these behaviours make successful negotiators. On the contrary,
studies have shown that successful negotiators are often under-
standing and conciliatory. They are quiet and listen to the other
side, explain their point of view without bullying, often concede
when the other side has a valid point and even change their
positions and preferred solutions. This suggests that to be success-
ful, many people need to have a somewhat different view of what
negotiation involves and what skills are needed to be effective.
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What is the aim of this book?

In this book we aim to help you, as a manager, to become a better
negotiator. Although some people are better natural negotiators
than others, developing basic negotiation skills is far less difficult
than it appears. It involves three main elements: -

1. Acquiring knowledge of the basic principles of negotiation, the
common (and costly) negotiating mistakes, and how to avoid
them.

2. Developing interactive skills and the ability to communicate
effectively.

3. Developing the ability to recognize the specific feelings, values
and beliefs that other people have about proper conduct in
negotiation, and to adjust one’s attitudes and behaviour to the
issues and personalities involved in the particular case.

Obviously, we cannot guarantee that every person who reads this
book will become a good negotiator. Nor do we guarantee that we
have the key to every problem you may encounter at the bargaining
table. But, for people who have the potential of developing the
personal qualities of a good negotiator, we strongly believe mastery
of the practical insights and guidelines provided in this book will
vastly increase their chances of resolving differences and achieving
satisfactory solutions through negotiation.

How the book is organized

The book puts together a wide range of ideas and materials from a
variety of sources. It is organized in six chapters:

Chapter1. Describes various basic principles of negotiation,
different aspects of the process and the common mistakes people
make.

Chapter2. Reviews the key steps to effective negotiation, in-
cluding how to prepare your negotiations, how to open the
discussions and how to make concessions.
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Chapter 3. Is concerned with within-group negotiation, summar-
izing some of the factors contributing to success and some of the
traps you can encounter when negotiating within groups, func-
tions or departments.

Chapter 4. Looks at inter-group negotiations, such as pay bar-
gaining between union and management, or the settlement of a
commercial contract between customers and suppliers.

Chapter 5. Discusses how to manage inter-cultural negotiations.
Clearly, negotiating becomes more difficult when the parties
involved have different national and cultural backgrounds, and
therefore do not share the same ways of thinking, feeling, and
behaving. This section looks at some of these differences and their
implications for negotiating.

Chapter 6. Is a toolbox or a collection of instruments that can be
used to get a better understanding of the basic aspects of
negotiating. Most of these instruments are in the form of
check-lists. Once you know when and how to use these tools, the
materials provided in the final part of the book will provide a
practical aid for preparing your negotiation and determining
which strategy to adopt at the bargaining table.

The Appendix contains a set of figures that can be used as
presentation materials to summarize or illustrate the key learning
points. '

How to use the book

In our experience busy managers rarely have the time to sit down
and read a book from cover to cover, so we have tried to make each
chapter largely self-contained so that you should be able to dip into
the book on a selective basis. Equally, we know that managers are
usually looking for practical help (key learning points), before they
explore ideas and information in more detail.

To help you get to grips with our main messages most efficiently
we suggest that you:

e Read the boxed sections of each chapter first which summarize
the essential learning points, the dos and don’ts, as well as
potential pitfalls to avoid.

® Then read the main text, which ﬂlustrates and amplifies these
points, drawing out their implications for negotiating.
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¢ Finally, go through the review questions and case studies
provided at the end of each chapter. This will improve your
understanding of your personal negotiating abilities and help
you practice the various skills needed to carry out actual
negotiations.

Good luck!



