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The Art of Negotiating the Best Deal

Scope:

F

ew personal and professional skills are as important as negotiation,
and fewer still are as seemingly challenging. Most of us feel uneasy
about negotiating, yet we know it’s crucial. We negotiate whenever
we buy a car, work out the terms of a new job, plan a wedding, or resolve
D FRPSOH[ EXVLQHVV FRQÀLFW %XW WKDW¶V MXVW WKH WLS RI WKH LFHEHUJ ZH
negotiate continually with family members, friends, colleagues, neighbors,
business associates, even our children, and usually we feel hard-pressed
to do it well. Further, much of our world is shaped by negotiation, as we
realize when we read about talks among politicians, business leaders, or
diplomats or hear about a treaty, a Senate bill, a sports deal, a hostage
crisis, a merger, or a peace accord. Yet often we feel confused and stressed
about negotiating, believing that negotiators are born, not made. In this
FRXUVHZHZLOOVHHWKDWQHJRWLDWLRQLVGH¿QLWHO\DVNLOOWKDWFDQEHOHDUQHG
and we’ll build on your lifelong experience in doing it. We’ll develop a
host of principles, skills, techniques, tools, and ideas that can dramatically
improve your ability to negotiate, however you feel about the process right
QRZ :H ZRQ¶W ORRN RQO\ DW HIIHFWLYH LGHDV ZH¶OO DOVR VWURQJO\ FRQVLGHU
ways to cope with the many emotional aspects of negotiation that often
VHHP VR GDXQWLQJ $QG IDU IURP IRVWHULQJ D VHO¿VK VKRUWVLJKWHG DQG
calculating approach, we’ll instead develop your ability to negotiate with
integrity in principled, trustworthy ways.
,QWKH¿UVWSDUWRIWKHFRXUVHZH¶OOORRNDWEDVLFVNLOOVDQGSULQFLSOHVWKDWFDQ
help you create and claim wealth wisely and do it in ways that are respectful
DQGJHQWOHRQWKHUHODWLRQVKLS:H¶OOFRQVLGHUWKHUROHRIHDFKVLGH¶VLQWHUHVWV
WKH FULWLFDO WDVN RI XQGHUVWDQGLQJ WKH RWKHU QHJRWLDWRU ZHOO DQG WKH SRZHU
RI IDFWXDO UHVHDUFK FUHDWLYH RSWLRQV UDSSRUW DQG KLGGHQ LQÀXHQFHV DZD\
from the table. We’ll explore when yes is the right answer and when it isn’t.
We’ll look, too, at the critical challenge of solving the trust problem, which
is present in most negotiations. And we’ll learn to wisely manage the task
RIGLYLGLQJWKHSLHH[SORULQJZKDWWRVWULYHIRUKRZWRPDNHD¿UVWRIIHU
and when to walk away. We will then draw together these and other basic
1

concepts into a powerful preparation tool that you can use to enhance your
readiness and ability to handle any negotiation.
With these ideas and tools in hand, we will explore a variety of advanced
topics, including the emotions and psychological challenges of negotiations,
cross-cultural negotiations, and negotiations with highly powerful
FRXQWHUSDUWV DQG ZLWK FKLOGUHQ :H¶OO ¿QG ZD\V WR VDYH DQG LPSURYH
troubled agreements, and we’ll explore a host of powerful and principled
persuasion techniques. We’ll look at methods for using negotiating skills to
¿QGZRUNDQGWRGR\RXUZRUNZHOOLQDFKDQJLQJHFRQRP\DQGDSSURDFKHV
to confronting someone effectively.
In our last lectures, we’ll see how to practice your skills so that they can
help you for years to come. We’ll also take a big risk and see how ideas
in our course—and almost every other course in the catalog of The Great
Courses—come together as partial answers to the trust problem, an issue that
stands at the very heart of much more than negotiation. And we’ll ask the
seemingly odd question of what love, power, and negotiation have to do with
one another and why they may be deeply connected after all.

Scope

Throughout this course, you’ll acquire the ability to go far beyond simply
doing well in one-time, arm’s-length transactions. The course will challenge
you to aspire to a greater vision of what you can achieve with excellent
negotiating skills. In fact, having the ability to negotiate well can help you
create more justice and prosperity for yourself and others. It can also help
you become a better colleague and consumer, leader and family member,
FLWL]HQDQGVWXGHQWRIKLVWRU\²HYHQDWWLPHVDSHDFHPDNHUŶ
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The Hopeful Power of Negotiation
Lecture 1

O

ne way to negotiate is known as distributive bargaining. This term
UHIHUVWRFRPSHWLWLYHQHJRWLDWLQJKDUGEDUJDLQLQJDQGKDJJOLQJLW¶V
based on the belief that the only way one party in a situation can
be happy is at the expense of another. A second approach to negotiation is
interest-based bargainingWKLVDOWHUQDWLYHRIWHQOHWVXV¿QGDJUHHPHQWVWKDW
can satisfy both parties in a negotiation. Interest-based bargaining doesn’t
always work, but often, it can help you create peace and prosperity that
VHHPHG LPSRVVLEOH DW ¿UVW ,Q WKLV OHFWXUH ZH¶OO H[SORUH WKUHH TXHVWLRQV
related to this approach: (1) Why is interest-based bargaining so valuable?
(2) What are its limitations? (3) How can we put it into practice immediately?
Interest-Based Bargaining
x Interest-based bargaining is an approach to negotiation that lets
you be hard on the problem but soft on the other party. In other
ZRUGVLWOHWV\RX¿JKWKDUGIRUZKDW\RXUHDOO\FDUHDERXW\HWGR
LWLQDZD\WKDWDOORZV\RXWREHJHQHURXVÀH[LEOHDQGWUXVWZRUWK\
toward others. This approach is also valuable because it helps
you wisely bridge seemingly unbridgeable gaps and discover
hidden opportunities.
x

The gist of this approach can be boiled to this summary: Focus on
interests, not positions, then reconcile them with creative options.
We can explore this statement through the “Parable of the Orange.”
o Two people reach for the last orange in a cafeteria and end up
struggling over it. Finally, they decide to cut the orange in half.
One person throws the fruit away and makes marmalade from
the rind. The other throws the rind away and makes orange
juice from the fruit.
o

If either of the two had bothered to ask what the other wanted
to do with the orange, they each would have been twice as
well off.
3

x

This story can tell us a great deal about interest-based bargaining.
$WWKHVWDUWRIWKHFRQÀLFWWKHWZRLQGLYLGXDOVZHUHVRGLYLGHGWKDW
it was as if they were on opposite sides of a canyon. Each took the
position: “I want the orange.”
o Essentially, a position is the thing you say you want. It’s your
demand, the one and only thing you think will make you happy.
Of course, there’s nothing wrong with taking a position—
sometimes you have to—but there is a danger of falling into a
positional impasseDGHDGORFNRYHUFRQÀLFWLQJGHPDQGV
o
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x

Positional impasses are driven by a simple dilemma: If the
only way to make me happy is to give me something you can’t
or won’t give me, then what can I do? I can demand it more
ORXGO\RU,FDQWXUQWKHFRQÀLFWLQWRDWHVWRIULJKWVRUSRZHU
Alternatively, we can agree to a mediocre compromise. But if
we simply ask why each of us wants a certain outcome, we
move beyond the level of positions to the level of interests.

An interest is the reason you want what you say you want. It’s your
underlying concern, deeper need, motivation, or drive.
o ,WWXUQVRXWWKDWDWWKHOHYHORILQWHUHVWVWKHUH¶VRIWHQQRFRQÀLFW
DW DOO WKH LQWHUHVWV RI WKH WZR SDUWLHV WKRXJK GLIIHUHQW PD\
well complement each other. That is, it may well be that there
are several ways to satisfy one party’s interest, some of which
are easy for the other party to give and vice versa.
o

:H FDOO WKHVH QRQFRQÀLFWLQJ LQWHUHVWV complementary
interests DQG ZKHQ ZH ¿QG WKHP LW VXJJHVWV WKH SRVVLELOLW\
WKDWZHFDQ¿QGDFUHDWLYHRSWLRQ²DQRQREYLRXVZD\WRWUDGH
or deal—that can help us both.

Interest-Based Bargaining in the Real World
x The interest-based approach to bargaining has been shown to
work LQ RQH RI WKH PRVW FRQÀLFWULGGHQ UHJLRQV RI WKH ZRUOG WKH
Middle East.

4

x

x

In 1973, the Yom Kippur
War erupted between
Egypt and Israel. After
VHYHUDOZHHNVRI¿JKWLQJ
WKH FRQÀLFW HQGHG LQ
a fragile truce, but for
years, the two nations
remained on the verge
of war. Then, in 1978,
President Anwar Sadat
of Egypt and Prime
Minister
Menachem
%HJLQ RI ,VUDHO ÀHZ WR
Camp David to meet with
President Jimmy Carter
to talk about a possible
peace accord.

© Ryan McVay/Photodisc/Thinkstock.

x

key to breaking through a
Everyone at the time One
SRVLWLRQDOLPSDVVHLVWR¿QGRXWZK\
knew that the conference ERWKSDUWLHVDUHKROGLQJ¿UPWRWKHLU
was a fool’s errand. No particular positions.
Arab state had entered an
individual peace treaty
ZLWK WKH VWDWH RI ,VUDHO 1RW VXUSULVLQJO\ RQ WKH ¿UVW GD\ RI WKH
conference, the two sides reached an impasse on the status of the
Sinai Peninsula, the triangular piece of desert between the two
countries. Each leader took the position that his nation wanted
the Sinai.

Continued discussion revealed that Egypt’s goal in demanding the
6LQDL ZDV VRYHUHLJQW\ DQG ,VUDHO¶V ZDV VHFXULW\ 6DGDW FODUL¿HG
WKDW WKH (J\SWLDQV ZDQWHG WKHLU ÀDJ WR À\ RYHU WKH WHUULWRU\ DQG
WKHLUFLWL]HQVWREHIUHHWRVHWWOHWKHUHDPLOLWDU\SUHVHQFHZDVQRW
essential. According to Begin, the Israelis wanted a buffer zone,
where there would be no military threats.

5
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x

Ultimately, it was decided that the Sinai Peninsula would remain
Egyptian territory, but it would be a demilitarized zone, thus
creating a buffer region to protect Israel. The United States would
provide Israel with real-time satellite images to guard against
Egyptian troop movements.

x

$IWHU VHYHUDO PRUH GD\V RI GLI¿FXOW WDONV WKH WKUHH OHDGHUV ÀHZ WR
the White House, where they signed the Camp David Peace Accords,
for which all three men eventually won the Nobel Peace Prize. Even
more important, that treaty—although it’s certainly been tested in
recent years—has never been broken. The two sides did not go back
WRZDUHYHQGHFDGHVODWHUE\VRPHPHDVXUHVWKDWPDNHVLWRQHRIWKH
greatest diplomatic achievements of the 20th century.

x

One key to achieving this success was focusing on interests, not
positions, and satisfying them with creative options. There is also
good evidence to suggest that thinking about positions and interests
ahead of time can make a big difference in our daily negotiations.
o In 2010, Professor Karen Walch, a scholar from the Thunderbird
School of Global Management, published a three-year study of
250 negotiators. Half of them systematically prepared, thinking
intentionally about interests and options, among other things.
The others prepared casually, without intentionally focusing on
VSHFL¿FIDFWRUV
o

Walch found that those who thought systematically about
interests and options created more than 11 percent more
wealth for themselves than the casual negotiators did. More
remarkably, she found that the intentional negotiators also
created more than 6 percent more wealth for their counterparts
than the casual negotiators did. In other words, they measurably
VDWLV¿HG ERWK VLGHV PXFK EHWWHU FUHDWLQJ WRWDO SLHV WKDW ZHUH
more than 17 percent larger.

Interest-Based Bargaining in Daily Life
x A story we might call “Impasse 4.0” helps illustrate how an interestbased approach can work in daily life.
6

x

o

$VRIWZDUHGHYHORSPHQW¿UPUHFHLYHVDFDOOIURPDQLPSRUWDQW
FOLHQW DVNLQJ LI WKH ¿UP FDQ GHOLYHU D FXVWRP VRIWZDUH RUGHU
two weeks early. Of course, the software engineers believe it’s
impossible to meet the request, but the client threatens to pull
LWVEXVLQHVVLIWKHGHYHORSPHQW¿UPGRHVQ¶WFRPHWKURXJK7KH
two companies are stuck in a positional impasse.

o

The position of the engineers is that many of the features of the
software are interconnected, and it will take time to test them
DOO7KHSRVLWLRQRIWKHFOLHQW¿UPLVWKDWLWQHHGVWKHVRIWZDUH
early to launch and run a telephone marketing campaign.

o

:LWK WKLV NQRZOHGJH WKH VRIWZDUH ¿UP RIIHUV WR WHPSRUDULO\
provide two employees to manually perform some of the
functions that the software will eventually handle. The client
FRPSDQ\LVVXUSULVHGDQGJUDWL¿HGWKDWLWVVXSSOLHUZRXOGHYHQ
make the offer.

How can you use interest-based bargaining more effectively and
FRQ¿GHQWO\")ROORZWKHVHVLPSOHVWHSV
o First, if you can, prepare by thinking carefully about your
interests and those of the other negotiator and try to identify
some creative options that might satisfy both.
o

In addition, do some research to deepen your understanding of
the interests and options.

o

Then, start the talks by taking time to build trust and rapport
and set a positive tone. Note that you have real hope that
WRJHWKHU\RXDQGWKHRWKHUSDUW\ZLOO¿QGDVROXWLRQWKDW\RX¶UH
both happy with. That’s important, because the other negotiator
PD\ EH DQ[LRXV DQG ZRUULHG \RXU HQFRXUDJHPHQW FDQ KHOS
foster real hope and collaboration.

o

Instead of talking about your demands or prices early on, ask
questions and listen for insights about the other party’s interests.
)RUH[DPSOH\RXFDQVD\³/HWPH¿UVWOLVWHQWRXQGHUVWDQG\RXU
7

concerns here.” If he or she makes demands, ask the simple
question “Why?” or “What do you mean?” As we’ve seen, the
more you learn about your counterpart’s interests, the better you
FDQ¿QGVROXWLRQVWKDWVHUYH\RXERWKZHOO

Lecture 1: The Hopeful Power of Negotiation

x

o

Regardless of the other party’s willingness to share
information, share some information about your own interests.
It’s not necessary or wise to reveal everything, but by sharing
your interests, you invite the other negotiator to help solve the
problem creatively.

o

Finally, once you’ve discussed interests, invite a conversation
DERXWFUHDWLYHRSWLRQV¿UVWVXJJHVWLQJRQHRUWZRWKHQDVNLQJ
the other negotiator to suggest options, too. If you don’t have
initial success, try suggesting more options.

These steps reveal one reason that interest-based bargaining is so
valuable: It can help you be pleasantly, powerfully persistent. When
WKHRWKHUQHJRWLDWRUVD\VQRWRWKH¿UVWSURSRVDOPRVWQHJRWLDWRUV
think they’ve reached the end. But because you’re ready to explore
many different ways to satisfy your interests, you can cheerfully
propose other ideas or ask for suggestions from the other party.

Suggested Reading
Carter, Talking Peace.
Fisher, Ury, and Patton, Getting to Yes.

Questions to Consider
1. Besides “Why do you want it?” what are three other questions you
might ask to help you discover your counterpart’s needs?

2. Imagine that you ask some good questions to learn your counterpart’s
interests, but he or she refuses to share anything about them with you.
What else could you do to discover these interests?
8

3. 7KLQNRIDPRGHUDWHO\VHULRXVFRQÀLFWEHWZHHQWZRSHRSOHWKDWVHHPV
XQVROYDEOH :KDW LQWHUHVWV GRHV HDFK SHUVRQ LQ WKH FRQÀLFW KDYH
and what creative options might help them solve it? Now think of a
PRGHUDWHO\VHULRXVFRQÀLFW\RX¶YHKDGZLWKVRPHRQHHOVHWKDWVHHPHG
unsolvable. What interests did you each have, and what creative options
might have helped you solve it?

4. Where else, besides in a straight business transaction, can you
intentionally use the principle of being hard on the problem but soft on
the person by focusing on interests?

Challenge
1. As we said, the key to interest-based bargaining is to focus on interests,
not positions, and to satisfy them with creative options. This approach
OHWV \RX EULGJH JDSV 7KH QH[W WLPH \RX¶UH LQ D GLI¿FXOW FRQÀLFW RU
negotiation, see what happens if you slow down, think about your
interests, learn about the other person’s, and try come up with a few
creative ways to satisfy both.

9

The Other Negotiator
Lecture 2

S

WXGLHV ¿QG WKDW QHZ QHJRWLDWRUV WHQG WR IRFXV RQ WKHLU RZQ QHHGV
problems, and demands, downplaying those of other parties in
a negotiation. But skilled negotiators know that it’s essential
to understand the other party in order to build trust, avoid needless
PLVXQGHUVWDQGLQJ GLVFRYHU VWUHQJWKV DQG ZHDNQHVVHV DQG ¿QG KLGGHQ
solutions. In this lecture, then, we’ll look squarely at the other negotiator. As
ZH¶OOVHHXQGHUVWDQGLQJZKHUHWKHRWKHUSHUVRQLVFRPLQJIURPLQFRQÀLFWV
transactions, and negotiations can illuminate almost everything we do
in negotiation.

Lecture 2: The Other Negotiator

What Every Negotiator Wants
x Every negotiator has certain desires: respect, the chance to save face,
DQGWKHRSSRUWXQLW\WREHKHDUG6WXGLHV¿QGWKDWVNLOOHGQHJRWLDWRUV
spend more time looking for ways to give their counterparts these
things than mediocre negotiators do.

10

x

History shows that when parties in a negotiation feel disrespected,
ignored, or mistreated, they can act in ways that make little
economic sense. For example, in the 1950s, talks were held to
QHJRWLDWH$PHULFDQ DFFHVV WR 0H[LFDQ QDWXUDO JDV ¿HOGV %XW WKH
American offer was considered so insulting that the Mexican
government began burning off its own gas, rather than sell access to
it to the United States.

x

The ultimatum game also illustrates this point. Here, players are
offered an imaginary $10,000 if one of them can propose a division
of the money that the other will accept. If the second player refuses
the offer, then neither player gets anything.
o Classical economic theory predicts that Player 1 should offer to
keep $9,999 and give $1 to Player 2. If Player 2 is rational—as
HFRQRPLVWVGH¿QHWKHWHUP²WKHQKHRUVKHZLOODJUHHEHFDXVH
it’s better to have $1 than nothing.

x

o

In actually playing this game, Player 1 typically offers to divide
the money evenly with Player 2, and almost always, the second
SOD\HUDJUHHV6RPHWLPHVWKH¿UVWSOD\HUSURSRVHVDGLIIHUHQW
split, 60/40, 70/30, or 90/10, and in many of those cases, the
second player does not accept, which means that neither player
gets any money.

o

Even when presented with the economist’s point that some
money is worth more than no money, the second players are
unmoved. They would rather end up with no money than see
WKH¿UVWSOD\HUVJHWPRUH,QIDFWVWXGLHVZLWKWKHXOWLPDWXP
game have shown that most people will walk away from
what they perceive to be an unfair deal, even if the deal is
QRPLQDOO\SUR¿WDEOH

6XFK¿QGLQJVGRQ¶WPHDQWKDW\RXPXVWRIIHUWKHRWKHUQHJRWLDWRU
a simple compromise that divides everything in half. Instead, this
research suggests that something more than just money matters to
SHRSOH DQG WKDW WKH\ ZLOO RIWHQ DFFHSW OHVV ¿QDQFLDOO\ LI WKH\ IHHO
that they are being treated with respect.

Practicing Empathy
x One implication of research on the ultimatum game is that your
awareness of the other party’s humanness and his or her intangible
needs may be the most important factor in a negotiation. Thus, it’s a
good idea to try to empathize with your counterparts.
x

Empathizing means seeing deeply from the other person’s
perspective. It’s not the same thing as a slick salesman’s approach
because it’s about understanding others in their world, not
fashioning your own appearance of friendliness.

x

The idea here is not to butter people up, hoping that they’ll give
you something for free. Everyone can see through that approach.
Instead, you should try to acknowledge the other person’s humanity
and understand his or her needs. This is an intrinsically meaningful
DQGLPSRUWDQWHQGHDYRUHYHQLILWSUR¿WV\RXQRWKLQJ
11
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x

Happily, empathizing with others is also an effective way to
discover hidden interests, important questions, and creative options
and to build leverage and rapport in negotiations.

x

One simple but powerful way to practice empathy before an
important negotiation is to simply speak in the voice of the other
QHJRWLDWRUDVKHRUVKHPLJKWFRQ¿GHLQDFORVHIULHQG+RZGRHV
the situation look to you now? What are you worried about? Why
GRHV WKDW RWKHU SHUVRQ WKDW LV \RX  VHHP VR GLI¿FXOW" :KDW DUH
your fears, hopes, and needs?

x

,I \RX ¿QG WKLV ZRUN GLI¿FXOW WKDW GLVFRYHU\ LWVHOI LV YDOXDEOH ,W
PHDQVWKDW\RXSUREDEO\QHHGWRXQGHUVWDQGWKHRWKHUSDUW\EHWWHU
it may even be useful to speak with someone who has been in
the counterpart’s situation. As you try to empathize, take note of
surprises that give you deeper insight into the situation.

x

Note that there is a difference between empathizing and sympathizing.
With empathy, you gain a great deal of information and learn ways to
LQÀXHQFH WKH RWKHU SDUW\¶V EHKDYLRU:LWK V\PSDWK\²RU SLW\²\RX
PD\¿QG\RXUVHOIPDNLQJUXLQRXVFRQFHVVLRQV

x

In the documentary The Fog of War, former Defense Secretary
Robert McNamara gives 10 lessons he learned from his service to
3UHVLGHQW-RKQ).HQQHG\DQG/\QGRQ-RKQVRQ7KH¿UVWOHVVRQLV
to empathize with your enemy. To illustrate the point, McNamara
tells the story of the Cuban missile crisis.
o For 13 days, the United States and the Soviet Union were
locked in a crisis over the presence of Soviet nuclear missiles
in Cuba targeted at the United States. As McNamara recounts,
LQWKH¿UVWGD\VRIWKHFULVLVLQPLG2FWREHUWKH.HQQHG\
government mobilized 140,000 Marines and came under
pressure to invade Cuba. Despite his initial cautious response,
by October 27, Kennedy was convinced that removal of the
PLVVLOHV FRXOG QRW EH DFFRPSOLVKHG WKURXJK QHJRWLDWLRQ KH
was poised to authorize an invasion.

o

x

But Tommy Thompson, the former U.S. ambassador to the
6RYLHW8QLRQXUJHG.HQQHG\WR¿QGDQDSSURDFKWKDWZRXOG
allow Khrushchev to save face, remove the missiles, and still
declare victory. As we know, a U.S. invasion of Cuba—and the
possibility of nuclear war—was avoided.

(PSDWK\ GRHV QRW PHDQ EHLQJ ZHDN LQ IDFW LW¶V D FULWLFDO WDVN
Indeed, the entire Cold War was governed by a mathematical effort
to crystallize empathy using a method known as game theory, in
which one player intentionally tries to play out how one set of
choices will affect the choices of the adversary.

Currently Perceived Choice Chart
x The currently perceived choice chart is a tool advanced by negotiation
experts Roger Fisher, William Ury, and Bruce Patton. It’s essentially
a grid that quickly helps you to see things from the other’s perspective
and use those insights to develop a persuasive response.
x

7KH¿UVWWDVNLQXVLQJWKHFKDUWLVVLPSO\WRDVN:KDWLVWKHFKRLFH
my counterpart thinks he or she must make? In the Cuban missile
crisis, Kennedy’s counterpart was Khrushchev, and the question he
faced was: Shall I agree to withdraw the missiles from Cuba?

x

The second question is: Why would your counterpart feel it’s bad
to say yes? Again, with Khrushchev, the answers include the risk of
losing Cuba to a U.S. invasion and of losing face with the Politburo,
the Russian people, and Russia’s allies.

x

The third question is: Why would saying no seem like a good idea
to your counterpart? In Khrushchev’s case, refusing to withdraw the
missiles seemed to protect Cuba from a U.S. invasion, allowed him
to maintain a tough reputation and gain respect, likely protected
him from losing power, and enabled him to “save” Cuba.

x

Completing the chart allows you to discover the other person’s
driving interests. Each of Khrushchev’s fears and hopes correlated
to the key interest of saving Cuba from a U.S. invasion. With that
13

insight, a solution started to come into focus: Help Khrushchev, in
effect, declare victory by agreeing not to invade if he removes the
missiles—an attractive offer because it addresses the needs, fears,
DQGKRSHVLGHQWL¿HGLQWKHFKDUW
Role Simulation
x Another powerful way to deeply understand the other negotiator
is to do a role simulation of your upcoming talks. Studies in
negotiation suggest that role simulations help you predict the other
SHUVRQ¶VDFWLRQVEHWWHUWKDQDQ\RWKHUNLQGRISUHSDUDWLRQKHOS\RX
SURGXFHEHWWHUPRUHDWWUDFWLYHRSWLRQVDQGHQKDQFHVXSSRUWWUXVW
and buy-in.

Lecture 2: The Other Negotiator

x

Professor Stuart Diamond of Wharton Business School outlined the
following steps for a role simulation:
o Find a teammate and share all the basic facts of the upcoming
negotiation.
o

Have your teammate prepare as if he or she were you, while
you prepare as if you were the person with whom you’re going
to negotiate.

o

Meet in character and negotiate, making the best case you can
for the side you’re pretending to be.

o

Take occasional breaks to talk about how the negotiations
are going, but stay in character. Resume the simulation and
conduct it for at least 45 minutes.

o

)LQDOO\GURS\RXUUROHVDQGUHÀHFWWRJHWKHURQWKHH[SHULHQFH
ask each other what helped and what didn’t. Trade and combine
your preparation notes.

Other Effective Tools
x Another powerful tool to develop for negotiations is skill in asking
questions, using a method called funneling.
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o

Start by asking simple, open-ended questions, that is, those
that do not permit yes-or-no answers. For example, you might
VD\³/HWPHMXVWOLVWHQ¿UVWFDQ\RXWHOOPH\RXUSHUVSHFWLYH"´
This approach helps you avoid making false assumptions and
jumping at wrong answers and helps you learn what the other
person is thinking.

o

You can then follow up with some narrower but still openended questions. For example, you might say, “You said that
you’re concerned about upfront costs. Can you tell me more
about those concerns?”

o

Finally, when you think you have a clear idea of the situation,
follow up with closed questions, that is, those that permit yesor-no, numerical, or one-word answers.

x

Some books on negotiation recommend learning to read body
language to better understand the other negotiator, but it’s
sometimes easy to misread people’s gestures and expressions. The
EHWWHU DSSURDFK LV SUREDEO\ WR EH REVHUYDQW ³OLVWHQ´ ZLWK \RXU
eyes and your ears, not so much to “read” the other person but to
improve your own attention.

x

If you genuinely cannot empathize with the other party or if he or
she has grave doubts about your ability to understand, you might try
enlisting a third party who empathizes with your counterpart.
o Interesting examples here come from the book Religion, the
Missing Dimension of Statecraft. The book demonstrates that
it’s possible to improve relations between Westerners and
Muslims by intentionally involving clergy.
o

The editors recount a variety of case studies where bringing
believers of different faiths together helped to prevent or
UHVROYH FRQÀLFWV E\ GHPRQVWUDWLQJ GHHS FRQQHFWLRQV WKURXJK
shared religious values.
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o

The idea that an ally who “gets” the other side can help you lies
EHKLQGWKHROGWUDGLWLRQRIXVLQJDOLDLVRQZKR¿JXUDWLYHO\DQG
literally “speaks the other’s language.” For negotiations, try
choosing a teammate, an agent, or a third party who can show
that someone on your side deeply understands your counterpart.

Suggested Reading
Diamond, Getting More.
Johnston, ed., Faith-Based Diplomacy.
Johnston and Sampson, eds., Religion.
Ury, Getting Past No.

Questions to Consider

Lecture 2: The Other Negotiator

1. Think of someone whose political views you strongly disagree with.
Now, intentionally speak for at least minute, as cogently as you can,
from that person’s perspective, explaining your (that is, his or her)
views on a serious controversy and why you, in character, genuinely
believe you hold the correct position. Can you speak in this voice so
well that another person would think you actually hold that viewpoint?
Ask a third person to listen and give you feedback about how genuine
your understanding seems to be and how convincing you are in
expressing the other viewpoint as your own. Try retaining that outlook
a while longer without judgment and see what it’s like to read the news
or hear someone on your side argue. Then, see if you have a better
understanding of the person you disagree with the next time the two of
you talk about political views.

2. Use the insights gained from this exercise to see if you can identify
an idea that you and your opposite might both be able to live with.
How does your ability to see (not agree with) the other person’s
side reveal surprises about his or her interests? What things does the
experience prompt you to want to learn about the issue that you hadn’t
considered before?
16

Challenge
1. The next time you’re preparing for an important negotiation, list the
other party’s likely interests, do research about the other party, and
perhaps even play his or her part in a role simulation, seeking to learn
your counterpart’s needs early on in the talks. What does it take to
accomplish those tasks, and what effect does your attempt to empathize
have on your results?
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&XUUHQWO\3HUFHLYHG&KRLFH&KDUW
Currently perceived choices of: ________________________
_________________________________________________
Question faced: Shall I agree to your proposal to ___________
________________________________________________ ?

If I say yes

If I say no

~

+

~

+

~

+

Interests:

Lecture 2: The Other Negotiator



Proposal:

Chart adapted from Getting to Yes: Negotiating Agreement without Giving In by Roger Fisher, William L.
Ury, and Bruce Patton (2011).

7KHFXUUHQWO\SHUFHLYHGFKRLFHFKDUWLVDWRROGHYHORSHGE\QHJRWLDWLRQ
experts that helps you gain insight into your counterpart’s perspective.
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7KH$UWRI6NLOOHG/LVWHQLQJ
Lecture 3

T

he New York Police Department Hostage Negotiating Team has a
simple motto: “Talk to me.” Within that motto is the idea that the
most powerful negotiating skill of all is highly disciplined, skilled
listening. In this lecture, we’ll look at what it takes to go from the way most
people normally listen to the kind of listening that can make a profound
difference for you and the trained negotiators who rely on it as a critical tool.
:H¶OODOVRORRNDWVSHFL¿FWHFKQLTXHVDQGSULQFLSOHVWKDWFDQPDNH\RXPXFK
more effective in putting into practice the skills you learn in this course.
The Value of Listening
x 'LVFLSOLQHGVNLOOHGOLVWHQLQJLVYDOXDEOHIRUDWOHDVW¿YHUHDVRQV
ż It’s one of the best ways to learn the other person’s interests
DQG¿QGDFUHDWLYHVROXWLRQ
ż One of the most universal interests people have is the desire to
EHKHDUG/LVWHQLQJVDWLV¿HVWKDWLQWHUHVWDQGFRVWV\RXQRWKLQJ
ż Listening builds trust.
ż /LVWHQLQJ KHOSV \RX FRSH LQ WKH IDFH RI D WRXJK QHJRWLDWLRQ
it centers you and buys you time to think and process what’s
going on until your higher brain function kicks in.
ż Finally, listening can help you successfully win the other’s
attention and consideration, even if you feel powerless.
Passive, Dumb, and Active Listening
x In general, we tend to use an ineffective form of listening: passive
listening. In this mode, you simply nod your head and assume that
you understand the speaker—but you don’t. Most of what we think
we take in passively does not register. Further, the misunderstanding
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and confusion caused by passive listening tend to accompany more
LQVLGLRXVSUREOHPVWKDWFDQGULYHFRQÀLFW
x

Compare passive listening with another form: dumb listening. Here,
you try to listen without thinking too much or talking too much and,
above all, without mentally rehearsing your reply while the other
person is talking. Instead, focus squarely on the other person and
just take in what he or she is saying.

x

Another form of listening is active listening. Here, you assume
WKDW\RXGRQ¶WIXOO\XQGHUVWDQGDQGWRKHOSFRQ¿UPRUFODULI\\RX
occasionally repeat the gist of what the other person is saying. For
example, you might say, “Let me just make sure I’m getting the
idea here. Are you saying …?”
o You may think that you can’t afford to slow down and use
active listening in a high-stakes, high-pressure situation, but in
fact, the opposite is true: You can’t afford not to because you
can’t afford to misunderstand.

/HFWXUH7KH$UWRI6NLOOHG/LVWHQLQJ

o
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Active listening is standard operating procedure in commercial
aviation, in space exploration, for doctors and nurses in the
surgical theater, and for securities brokers. In almost all highstakes professions, active listening is the rule.

x

1RWH WKDW LQ WKH PLGVW RI D KHDWHG FRQÀLFW SHRSOH VKRXW EHFDXVH
they think the other parties can’t hear them—and they’re right.
When you’re in an argument, you can’t process what your opponent
is saying, and he or she responds by shouting, which in turn,
makes you more upset and less likely to hear. You can break this
vicious cycle by showing the other party you understand without
necessarily agreeing.

x

By addressing the profound interest to be heard, you can defuse a
VLWXDWLRQEX\WLPHZLQWKHFRQ¿GHQFHRI\RXURSSRQHQWDQGLQYLWH
him or her to reciprocate and listen to you.

$FWLYH/LVWHQLQJLQ'RPHVWLF&RQÀLFW
x In one study, researchers interviewed 135 couples who were about
to be married, then followed their lives over the course of the next
12 years. The researchers found that just by referring to the premarriage interviews, they could predict with 91 percent accuracy
which couples would stay together.
7KHEHKDYLRUVLGHQWL¿HGDVPRVWSUHGLFWLYHRIDGRRPHGUHODWLRQVKLS
were summed up in a book called 'LI¿FXOW &RQYHUVDWLRQV:
escalation, negative interpretation, invalidation, and withdrawal.
7RHVFDSHWKHYLFLRXVF\FOHRI¿JKWLQJFDXVHGE\WKHVHEHKDYLRUV
couples can use dialogic listeningRUWKH³IDLU¿JKW´UXOH,QHVVHQFH
this is a mutual agreement at the beginning of a conversation to
actively listen.

x

)RUH[DPSOHLI\RXVWDUWWR¿JKWZLWK\RXUSDUWQHU\RXPLJKWVD\
“Before we go any further, let’s establish a simple ground rule: You

© 4774344sean/iStock/Thinkstock.

x

0DUULDJHFRXQVHORUVURXWLQHO\FRDFKFRXSOHVERWKEHIRUHWKHZHGGLQJDQG
ZKHQWKHPDUULDJHLVWURXEOHGWRXVHDFWLYHOLVWHQLQJRUDYDULDWLRQRIWKHIDLU
¿JKWUXOH
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say anything you want me to hear for half a minute or a minute.
Then, I will repeat the gist of what you’re saying. If I’m close to
being correct, then it will be my turn to speak, and you’ll repeat the
gist of what I’m saying. Let’s also agree that saying it back doesn’t
PHDQ ZH DUH DJUHHLQJ LW MXVW PHDQV ZH¶UH WU\LQJ WR XQGHUVWDQG
Maybe this will help us understand each other enough to solve
the problem.”
x

7KH IDLU ¿JKW UXOH WHQGV WR GHHVFDODWH WKH FRQÀLFW ,QVWHDG RI
invalidating and negatively interpreting, you’re simply listening
and showing that you understand without judging. Instead of
withdrawing, you’re engaging. Because you’ve both agreed in
advance to follow the rule, there’s no loss of face in genuinely
trying to understand. And knowing that there will soon be a “test”
on what your partner is saying tends to make each of you pay much
closer attention.

/HFWXUH7KH$UWRI6NLOOHG/LVWHQLQJ

Other Listening Tools
x An advanced part of active listening is sometimes referred to as
empathic listening or mirroring. Here, again, you occasionally
UHÀHFWEDFNWKHIHHOLQJV\RXVHQVHWKHRWKHUSHUVRQLVH[SUHVVLQJ,Q
some situations, empathic listening can help the other negotiator feel
more understood, while it better develops your own understanding.
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x

Another strategy to foster better negotiation is to use minimal
prompts, such as “uh-huh,” “go on,” “hmm,” and so on.

x

To enhance your attentiveness and invite real sharing, you can also
draw from the wisdom of counselors who recommend a listening
method that relies on the mnemonic device SOLER: Squarely face the
other person, open your posture, lean toward the other person, make
eye contact, and relax. The SOLER method helps you demonstrate
physically to the other speaker that you are fully engaged.

x

Skilled questioning is closely connected to skilled listening. Studies
¿QG WKDW H[FHOOHQW QHJRWLDWRUV QRW RQO\ OLVWHQ EHWWHU EXW WKH\
interrupt less and ask more questions than mediocre negotiators

do. And often, the simplest questions foster the best listening and
OHDUQLQJ,QIDFWWREHDVNLOOHGOLVWHQHUVXPPRQVXVWR¿JKWWKHIHDU
of looking stupid by being willing to ask “stupid” questions, such
DVSURPSWLQJVSHDNHUVIRUGHWDLOVRUGH¿QLWLRQV
o Often, we face challenges because we don’t want to admit
to others that we don’t understand something. But the fear
of looking stupid can be dangerous, driving impasse and
confusion and leaving us vulnerable to being taken advantage
of by others.
o

This is not to say that you should always reveal ignorance,
but it’s a strange fact that the more prepared you are, the more
comfortable you tend to be asking stupid question.

Listening in the World of Sales
x It might surprise you to learn that the power of asking simple
questions and listening carefully is well known to salespeople.
Conventional wisdom holds that salespeople are fast-talking
wheeler-dealer types who want to qualify you and close you as
quickly as possible. Yet one of the most well-known sales sayings
contradicts that point: “Telling isn’t selling.”
x

Studies show that the more salespeople talk, the less they tend to
close sales, and the more salespeople let the customer talk, the more
sales they win. For several decades, one of the most widely respected
sales methodologies has been one developed by Neil Rackham, a
social scientist. Rackham calls his approach “SPIN selling.”

x

Rackham’s approach teaches salespeople to ask questions and listen
early on for four things: the customer’s situation, the customer’s
problem, the implications of the problem, and the needs those
implications create. It’s a surprisingly slow-paced, customerfocused approach that emphasizes listening carefully to the client.

x

Rackham has found that by listening for and asking about these
things, salespeople not only build trust, rapport, knowledge, and
insight, but they also encourage customers to, in effect, explain
23

how to win the sale. This approach also encourages customers to
become more interested in the solution a salesperson is offering and
does so in a low-key, humble, no-pressure way.
x

Skilled negotiators also watch for clues that their counterparts don’t
feel heard. Is the person you’re speaking to saying the same thing
over and over again? Does he or she feel shut down and wary? In
addition, negotiators listen even more attentively to criticism and
objections, knowing that these things often reveal interests, which
reveal potential solutions.

Suggested Reading
Patterson, Grenny, McMillan, and Switzler,&UXFLDO&RQYHUVDWLRQV.
Stone, Patton, Heen, and Fisher, 'LI¿FXOW&RQYHUVDWLRQV.

Questions to Consider
1. Think of someone you’ve had particular trouble dealing with lately. Are

/HFWXUH7KH$UWRI6NLOOHG/LVWHQLQJ

there methods we explored in this lecture that can help you engage with
that person more effectively if you introduce them in a low-key way?

2. Who is the best listener you know? How do people feel about that
SHUVRQDQGZKDWVSHFL¿FWKLQJVGRHVKHRUVKHGRWKDWVHHPWRIRVWHUWKH
ability to listen well?

3. The next time you’re at a meeting where the discussion seems to be
JRLQJ DURXQG LQ FLUFOHV VHH ZKDW KDSSHQV LI \RX EULHÀ\ UHFDS ZKDW
each person is saying and, perhaps, even jot his or her points on the
board. What does it take to do that well, and what effect does it have on
the discussion?
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Challenges
1. To practice the critical skill of active listening, the next time you’re
LQYROYHG LQ DQ LPSRUWDQW FRQÀLFW RU QHJRWLDWLRQ VHH LI \RX FDQ
paraphrase the other person’s words so accurately that he or she says,
“Exactly!” or words to that effect. What does it take to do that two
or three times during a conversation, and what effect does it have on
the conversation?

2. 7U\ XVLQJ WKH IDLU ¿JKW UXOH LQ D GLVDJUHHPHQW ZLWK \RXU SDUWQHU
remember, this is basically an agreement that each of you will try to
paraphrase the other in turns.

3. Fight the fear of looking stupid by intentionally asking simple questions
LQ WKH QH[W FRQÀLFW RU QHJRWLDWLRQ \RX HQFRXQWHU WKHQ OLVWHQ ERWK
dumbly and actively to the answers.
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.QRZOHGJH,V3RZHU
Lecture 4

W

e’ve all made the mistake of buying something, thinking that
we were getting a good deal, only to discover later that we
didn’t understand the situation at all. Our natural tendency is to
think that skilled negotiating is largely about looking smart and masking
any weakness with savvy-sounding talk. But that’s not a good strategy. In
negotiation, research is critically important. In this lecture, we will explore
why most skilled negotiators are strong researchers and how you can harness
the power of knowledge in different ways.
The Importance of Research
x Research is important for a number of reasons. First, conducting
UHVHDUFK JLYHV \RX SHUVSHFWLYH LW KHOSV \RX NQRZ ZKDW¶V IDLU
what’s favorable, what’s barely tolerable, and what’s simply out of
the question.

/HFWXUH.QRZOHGJH,V3RZHU

x

Second, good research is one of the best protections you have
against being mistreated or misled by another negotiator.
o Top sports agent Bob Woolf made it a practice to routinely
trade information with other sports agents about salaries
and other compensation athletes received from sports clubs,
NHHSLQJGHWDLOHG¿OHVKHFRXOGGUDZRQLPPHGLDWHO\
o

x
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He would then go to meetings with general managers and
signal his reasonableness and readiness to deal, in part through
his knowledge of what the athletes on their payroll received
as compensation.

Good research also helps you listen better and can clue you in to
what your counterpart is not saying, which may tell you more than
what is actually said. Such preparation may help explain why trial
attorneys are much more effective at listening to witness testimony

WKDQ RWKHU SHRSOH DUH LW¶V EHFDXVH WKH\ DUH H[WUDRUGLQDULO\ ZHOO
prepared to listen.
x

Further, in any negotiation where the stakes are high or the matter
is complex, researching the numbers and details can save you from
hidden traps and troubles. Calculating your budget, doing what-if
SURMHFWLRQVDQGXQGHUVWDQGLQJFDVKÀRZDQGRWKHU¿QDQFLDOLVVXHV
can reveal whether a deal will work for you—or not.

x

Research is one of the best ways to build power when you feel
powerless. Imagine that someone offers you $1,000 for your clunker
of a car—far more than the $500 you can get by scrapping it. But
then you learn that you can donate the car to a college for $2,500
WD[ EUHDN 7KDW NQRZOHGJH LQFUHDVHV \RXU OHYHUDJH DQG MXVWL¿HV
DVNLQJWKHEX\HUIRUSHUFHQWPRUHWKDQZDV¿UVWRIIHUHG

x

Research reveals hidden possibilities. Imagine that you’d like to
buy an old house, but it costs $50,000 more than you can afford.
Then, your research reveals an obscure tax incentive for preserving
KLVWRULFDOO\ VLJQL¿FDQW KRXVHV²DQ LQFHQWLYH WKDW ZLOO VDYH \RX
$100,000 in taxes. Buying the house might seem more affordable
in that case.

x

3HUKDSV PRVW LPSRUWDQW UHVHDUFK EXLOGV \RXU FRQ¿GHQFH DQG
credibility. People tend to feel most anxious in a negotiation when
they lack information.

Researching for Negotiation
x The starting point for conducting valuable research is asking and
DQVZHULQJ JRRG TXHVWLRQV 'HSHQGLQJ RQ WKH VSHFL¿F VLWXDWLRQ
you may want to research answers to such questions as: What
does the contract say? What does the correspondence say? What
is the history of the relationship? What are the market rates and
norms? What is the other negotiator like? What do experts in the
¿HOG UHFRPPHQG IRU VLPLODU QHJRWLDWLRQV" 7KHUH¶V QR VLQJOH ULJKW
question to research, but it’s best to err on the side of doing too
much research than too little.
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/HFWXUH.QRZOHGJH,V3RZHU

x

The deep and persistent need for information in diplomacy is one
of the key reasons that nations devote so much time, energy, and
money to intelligence gathering. During the Cold War, the United
States devoted a great deal of energy to Kremlinology—the effort
to understand what was going on behind the walls of the Kremlin—
and, thus, better understand and deal with the Soviet Union.
o Kremlinology was put to the fullest test during the Cuban
PLVVLOHFULVLVWKHUHRXUDELOLW\RULQDELOLW\WRXQGHUVWDQGDQG
test the truthfulness of the Soviets shaped much of the story.
o

Early in the crisis, Kennedy had a meeting with Soviet
Ambassador Dobrynin. Kennedy had just received
unmistakable evidence from the CIA that Soviet-made nuclear
missiles were being assembled in Cuba, and without revealing
this information, he asked Dobrynin if the Soviets were
installing missiles there. Dobrynin assured Kennedy that they
were not.

o

Kennedy, realizing that the Soviets were lying to him,
thanked Dobrynin and ended the meeting. Later, the Kennedy
administration presented the evidence to the world to debunk
6RYLHWFODLPVWKDWWKH8QLWHG6WDWHVZDVGULYLQJWKHFRQÀLFW

Does research help in day-to-day negotiations? The answer is: very
much so.
o Imagine that you have just arrived at the four-star Alpha Hotel,
and you overhear the clerk telling guests in front of you that
the hotel is overbooked. The clerk tells the other guests that
the Alpha will give them a free taxi ride to a nearby peer hotel,
cover the difference in cost of a room, and call them the next
day if a room opens up at the Alpha.
o
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<RXWKLQNWKDW\RXZLOOIDFHWKHVDPHSUREOHPWKXVEHIRUH\RX
speak to the clerk, you step out of line and do some research.
You call your credit card company and ask for information
about industry practices when a four-star hotel overbooks. You
might learn that such hotels generally offer one or two free

nights at a nearby peer hotel. Armed with that information, you
may be able to get the clerk to make you a similar offer.
Offbeat Research Methods
x One of the quickest ways to acquire a good deal of rich information
LVWRFRQGXFWIDFW¿QGLQJE\SKRQHLQRWKHUZRUGVFDOOVRPHRQH
who is knowledgeable and can answer your questions reliably. This
might be an industry expert, an agent, a lawyer, a professor, or a
friend who is experienced in a particular business.
A related and powerful research method is information
interviewing. Here, instead of seeking one magic conversation, you
call several people you know and ask for referrals. Ask everyone
you can get in touch with
various research questions
to develop a composite
picture of the situation.
But keep in mind that
you may sometimes need
to make sure the people
you’re working with can
be discreet.

x

A third powerful idea is to
play with spreadsheets. For
6NLOOHGQHJRWLDWRUVDYRLGOHJDOWUDSV
example, you might want to DQGRWKHUSUREOHPVE\PDVWHULQJWKH
use online tools to calculate QXPEHUVDQGGHWDLOVRIDGHDOEHIRUH
\RXU FDVK ÀRZ HVWLPDWHG any negotiations take place.
taxes, and so on. Such tools
DOORZ\RXWRGRZKDWLIVFHQDULRFDOFXODWLRQVWR¿QGRXWKRZYDULRXV
deals affect the numbers. This sort of research is particularly critical
LQ LPSRUWDQW ¿QDQFLDO WUDQVDFWLRQV VXFK DV ZKHQ \RX¶UH ERUURZLQJ
money, starting a business, considering a job offer, or buying a house
or a car.
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x
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x

You can also look for ways to increase your competitive advantage
by learning as much as you can about market prices and other
terms. For example, if you’re negotiating the terms of a new job,
ORRN RQOLQH IRU VDODU\ VXUYH\V LQ \RXU ¿HOG DQG ORFDWLRQ 'RQ¶W
VHWWOHIRUEURDGQDWLRQDODYHUDJHVORRNIRUFXUUHQWDQGVSHFL¿FGDWD

x

<RXVKRXOGDOVRWU\WR¿QGZD\VWRGRUHVHDUFKIURPWKHSHUVSHFWLYH
of the other negotiator. For example, if you’re negotiating the
terms of a job, read websites and blogs written for human resource
professionals. Look for material that helps your counterpart
negotiate with vendors, job candidates, and suppliers more
effectively. This type of research can reveal key facts about your
counterpart’s strategies, concerns, hiring budgets, and more.

x

When you’re interviewing other people for information, be
careful not to ask questions that might be unethical, improper, or
LOOHJDO 7U\LQJ WR ¿QG RXW LQIRUPDWLRQ DERXW VRPHRQH¶V PDULWDO
status, sexuality, psychological health, and so on may often be
inappropriate. It’s also a bad idea to ask questions of a third party
who might relay those questions back to your counterpart.

Independent Criteria
x One particularly powerful type of research is discovering
information that can serve as an independent criterion. This is
anything—such as a benchmark or rule—that both sides feel is
IDLU ,W DOORZV \RX WR VD\ ³'RQ¶W WDNH P\ ZRUG IRU LW OHW¶V ¿QG D
reasonable way to agree on what’s appropriate in this situation.”
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x

An independent criterion is powerful for several reasons. First, it’s
face-saving. It doesn’t make the negotiation a test of wills, and it
doesn’t ask the other person to back down. As we’ll see in later
OHFWXUHV¿QGLQJZD\VWRKHOSWKHRWKHUSHUVRQVDYHIDFHRUDYRLG
embarrassment is often crucial in negotiations.

x

Similarly, an independent criterion is powerful because it helps you
reframe, that is, say something important in a positive, palatable
way. It allows you to talk about fairness in a much less irritating

way and invites the other person to change his or her mind based on
credible information from a source you don’t control.
x

An independent criterion is also powerful because it helps you
address a problem that lurks in most negotiations: the trust problem.
Parties in a negotiation wonder how they can rely on the assurances
of the other person. An independent criterion offers something that
bolsters your credibility in an attractive way.

x

There are two kinds of independent criteria. One, called a fair
standard, is a benchmark from a credible third-party source. Fair
standards include expert opinions, documented market values,
UHOLDEOH VWXGLHV ZHOOHVWDEOLVKHG SUHFHGHQWV VFLHQWL¿F UHSRUWV
court decisions, widely recognized moral standards, and the like.
The second kind of independent criterion is a fair procedure. These
DUH VLPSOH GHFLVLRQ UXOHV WKDW ERWK VLGHV ¿QG UHDVRQDEOH VXFK DV
ÀLSSLQJDFRLQRUWDNLQJWXUQV

x

If possible, you should prepare more than one independent criterion
LQFDVH\RXUFRXQWHUSDUWUHMHFWVWKH¿UVWRQH\RXVXJJHVW,W¶VDOZD\V
helpful to have additional criteria, as well as other strategies,
techniques, and principles to draw on, in your toolkit.

Suggested Reading
Shell, Bargaining for Advantage.
Thompson, The Mind and Heart of the Negotiator.
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Questions to Consider
1. 6WXGLHV ¿QG WKDW LQ UHFHQW \HDUV FDU GHDOHUVKLSV KDYH EHFRPH VRPH
RI WKH OHDVW SUR¿WDEOH UHWDLOHUV LQ WKH 8QLWHG 6WDWHV 7UDGLWLRQDOO\ FDU
buyers have done badly in negotiating with dealers, but in the last
several years, the situation has changed so powerfully that now dealers
DUHJODGWRPDNHWKHVDPHSUR¿WPDUJLQWKDWJURFHU\VWRUHVPDNH:KDW
might account for this sea change? (Hint: The change seems to have
started around the time Netscape went public.)

2. What are some independent criteria that diplomats and businesspeople
use for important negotiations? Can you think of any independent
criteria that won the Nobel Peace Prize?

3. How could you use popular websites and publications, such as eBay or
&RQVXPHU5HSRUWV, as independent criteria?

Challenge
1. Prepare for your next serious negotiation by identifying several good

/HFWXUH.QRZOHGJH,V3RZHU

TXHVWLRQVWRDVNDQG¿QGLQJVSHFL¿FDQVZHUV1RWHWKHGLIIHUHQFHWKLV
UHVHDUFKPDNHVLQ\RXUFRQ¿GHQFHHIIHFWLYHQHVVDQGSRLVH
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Negotiating Creatively
Lecture 5

I

Q RXU ¿UVW OHFWXUH ZH VDZ WKH SRZHU RI LQWHUHVWEDVHG EDUJDLQLQJ DQG
with it, we began to see how options can help you satisfy interests and
reveal mutually satisfying agreements. But that’s just the start of the story.
Strategies exist for developing and using creative options in negotiations that
are well worth mastering. In this lecture, then, we’ll look at how creative
options work, how skilled negotiators identify and harness them, how that
ability can revolutionize an industry, and how it can make you much more
FRQ¿GHQW DQG ÀH[LEOH :H¶OO DOVR ORRN DW VSHFLDO W\SHV RI FUHDWLYH RSWLRQV
that are particularly handy for solving common problems with others and
ways to present creative options that build trust and credibility.
'H¿QLQJDQG8VLQJ&UHDWLYH2SWLRQV
x An option is a creative deal term that one side can offer another
LQ D QHJRWLDWLRQ LW¶V DQ\WKLQJ \RX FDQ WUDGH RU DQ\ DUUDQJHPHQW
you might include in a deal that might satisfy at least one
party’s interest.
x

For example, imagine that you are negotiating compensation for
a new job. You want a higher salary, but you’re already at the
top of a prospective employer’s salary range. Creative options to
suggest might include a performance bonus at the end of the year,
D JXDUDQWHHG UDLVH LQ VL[ PRQWKV EHWWHU PHGLFDO EHQH¿WV IXWXUH
tuition reimbursements, a company car, and so on.

x

2QH UHDVRQ RSWLRQV DUH SRZHUIXO LV WKDW GLIIHUHQFHV LPSO\ GHDOV
things one party cares very little about may be valuable to the
RWKHU7KXV ¿QGLQJ VRPHWKLQJ RQH SDUW\ ZDQWV WKDW WKH RWKHU FDQ
easily give is at the heart of the task of creative bargaining. The
implications of this idea can often be remarkable and surprising.

x

In a landmark study of mediocre and excellent negotiators, Neil
Rackham, an expert on the sales profession, found that excellent
33

negotiators identify a larger number of options than average
negotiators do. Typically, an excellent negotiator considers more
WKDQ¿YHRSWLRQVSHUQHJRWLDEOHLVVXH
x

One reason it’s helpful to have many creative options is that they
allow you to be powerfully and pleasantly persistent. When the
RWKHU QHJRWLDWRU VD\V QR WR \RXU ¿UVW VXJJHVWLRQ \RX ZRQ¶W EH
daunted if you have a healthy list of other ideas.
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$IWHU \RX ¿QLVK \RXU
research, generate as
many options as you
FDQ LQ D ¿[HG DPRXQW RI
time, and to encourage
creativity, make sure to
include at least a couple
off-the-wall ideas. For
example,
if
you’re
brainstorming
options
related to hotel rates and
extras, your list might
include a free helicopter
ride from the airport to
the hotel. That “crazy”
idea might lead you to
ask for a limo or taxi ride
to your destination.

© Ryan McVay/Photodisc/Thinkstock.

Brainstorming Techniques
x As you research an issue of concern, keep an eye open for good ideas
that may help in your negotiations. For example, as you research new
FDUV \RX¶UH LQWHUHVWHG LQ EX\LQJ \RX PD\ DOVR ¿QG FUHDWLYH ZD\V
to get a better deal from the salesperson. In turn, those ideas can
act as seeds that help
you brainstorm other
ideas yourself.

Suggesting creative options for
GLVFRXQWVZKHQ\RXPDNHDKRWHO
reservation may save you between 10
DQGSHUFHQWRIIWKH³UDFNUDWH´SULFH
of a room.

x

It may also be helpful to brainstorm with a friend once you’ve
explained the situation and the needs of both sides. Set a ground
rule that no one can criticize ideas during the initial brainstorming
SKDVHDWWKLVVWDJHRIWKHJDPH\RX¶UHMXVWH[SORULQJWKHWHUULWRU\
RISRVVLELOLWLHVDQGGRQ¶WZDQWWRVKRUWFLUFXLWWKHFKDQFHRI¿QGLQJ
something surprisingly useful. Later, you can cherry-pick the best
LGHDVDQGFKRRVHZKLFKRQHVWRRIIHU¿UVW
o Interestingly, some recent studies suggest that you can come up
with more compelling ideas if you build into the brainstorming
session a period for criticism and discussion.
o

That’s noteworthy because many experts champion the idea
of establishing a “no criticism” rule. These new studies,
however, suggest that debate and criticism, if well managed,
can stimulate further thought.

Human-Centered Design
x 6R IDU LQ RXU FRXUVH ZH¶YH LGHQWL¿HG VHYHUDO SUHQHJRWLDWLRQ
preparation tasks: (1) Think about your interests and the other
QHJRWLDWRU¶V LQWHUHVWV   GR VRPH IDFWXDO DQG ¿QDQFLDO UHVHDUFK
and (3) brainstorm creative options.
x

These tasks are similar to the approach taken by IDEO, a top design
¿UP WKDW KDV EHHQ UHVSRQVLEOH IRU VXFK SURMHFWV DV $SSOH¶V ¿UVW
PRXVH DQG RQH RI WKH ¿UVW SHUVRQDO GLJLWDO DVVLVWDQWV ,'(2 KDV
created a virtual factory of desirable and viable products, and its
secret lies in what it calls human-centered design.
o The human-centered design process begins by having a small
team of IDEO designers examine the needs of the people they
want to serve with their solution. The team collects stories,
reads about future end users, and observes users working with
existing products. Then, the team uses a group brainstorming
technique called a deep dive to develop dozens or even
hundreds of possible design features to meet end-user needs.
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o

x

In other words, the IDEO human-centered design approach
calls for a focus on three initial factors: interests, factual
research, and options.

This approach to coming up with new products highlights the
similarities between design and negotiation: Each is a decision
process in which participants try to solve a problem requiring them
WR DGGUHVV GLIIHUHQW VHHPLQJO\ FRQÀLFWLQJ QHHGV VLPXOWDQHRXVO\
7KXVLW¶VQRWVXUSULVLQJWKDWWKLVWRSGHVLJQ¿UP¶VPHWKRGVKRXOG
be similar to the work of an excellent negotiator. IDEO’s success
should encourage us that we’re on the right track as we look for
ZD\VWRUHVROYHFRQÀLFWVDQGFUHDWHHOHJDQWVDWLVI\LQJDJUHHPHQWV
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Creative Options in Business
x The power of creative options in negotiation goes far beyond
simple examples, such as negotiating for hotel rates. Some
businesses, such as Perdue Farms, have been able to eliminate the
perception of their products as commodities by offering creative
options to their customers.
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x

The ability to identify creative options seems to be a critical skill
that we increasingly need in our professional lives. Experts have
observed that the difference between people who survive in the
tough world of work and those who don’t often comes down to one
WKLQJ WKH DELOLW\ WR ¿QG QRQREYLRXV ZD\V WR VHUYH FOLHQWV RU FXW
costs and, thus, create value.

x

,W¶VDOVRWKHGLIIHUHQFHEHWZHHQ¿UPVWKDWVXUYLYHDQG¿UPVWKDWGRQ¶W
If you search online using the phrase “innovate or perish,” you’ll
get more than a million hits, most of which are about the pressure
businesses face to create new products and services. Studies show
that very few companies survive for more than a few decades, which
suggests that the pressure to adapt is quite real. Developing creative
RSWLRQVPD\QRWEHDQRSWLRQLWPD\EHHVVHQWLDO

x

Neil Rackham makes a similar point about the salespeople of
WRPRUURZ ,QFUHDVLQJO\ KLV UHVHDUFK ¿QGV WKDW FXVWRPHUV DUH QRW

interested in well-worn pitches about the virtues of a salesperson’s
SURGXFW$IWHUDOOWKHFXVWRPHUVFDQ¿QGWKDWLQIRUPDWLRQTXLFNO\
on the Internet.
o :KDW FXVWRPHUV ZDQW PRVW 5DFNKDP ¿QGV DUH VDOHVSHRSOH
who can be creative—who can solve customers’ problems by
WDLORULQJVHUYLFHVDQGSURGXFWRIIHULQJVWRVSHFL¿FVLWXDWLRQV
o

That goal takes a different approach than trying to persuade
the customer that your product is better than the competition’s.
It demands attention to the customer’s needs and
creative responsiveness.

Generating Creative Options
x One powerful way to generate more options is to picture each
LQWHUHVWDVDGHHSZHOO¿OOHGZLWKZDWHU(YHU\WLPH\RXGURS\RXU
bucket into the well, you draw up a new creative option that might
satisfy a particular interest.
o For example, imagine you are a prospective investor and you
want a company to pay a high interest rate because you’re
worried about the risk of repayment, but the company currently
can’t afford high interest payments.
o

x

You might brainstorm a variety of options to reduce your risk,
such as a personal guarantee by a wealthy third party, collateral,
fuller disclosure, membership on the board of directors, or an
accountant’s letter by an independent auditor.

A related approach is to consider one interest from each side and
DVN LI VSHFL¿F RSWLRQV DUH DYDLODEOH WKDW PLJKW VHUYH ERWK )RU
example, you may have an interest in career advancement with
your employer, which may also have an interest in developing
new skills in employees. One creative option that serves both these
QHHGVLVDWUDLQLQJSURJUDPLQWXUQWKDWVXJJHVWLRQPD\JLYHULVH
to more ideas—tuition reimbursement, rotation through different
departments, attendance at industry conferences, and so on.
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x

When you’re developing options, you’re not just coming up
ZLWK IHDWXUHV RI D GHDO WKDW PD\ EHQH¿W \RX OLNH D FKLOG ZULWLQJ
a Christmas list. It’s just as valuable to generate ideas that may
EHQH¿WWKHRWKHUVLGH)RUH[DPSOHLI\RX¶UHEX\LQJDKRXVH\RX
may want to explore such options as paying more of the deposit
upfront, guaranteeing an early closing date, waiving the right to a
second walk-through, or buying some of the seller’s furniture in
return for other concessions.

x

The authors of Getting to Yes offer several other useful ideas for
developing creative options.
o Look through the eyes of various experts. In a dispute over
factory pollution, you might look at the problem through the
H\HV RI JRYHUQPHQW RI¿FLDOV HDUWK VFLHQWLVWV HFRQRPLVWV
and anthropologists, among others. Those perspectives might
produce a host of new ideas, including an agreement to jointly
sponsor clearer government regulations, new environmental
testing arrangements, a market system for controlling smog,
and so on.
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:DWFKIRUVSHFL¿FW\SHVRIFRPSOHPHQWDU\LQWHUHVWVWKDWVXJJHVW
classic creative solutions. For example, negotiators often value
time differently. A small seller may want money immediately,
while an established buyer may be cash rich. The seller, then,
might offer a discount in return for immediate payment. Often,
negotiators also have different risk preferences.

x

It may also be useful to brainstorm options with the other side
during the negotiation itself. To make the process safe from a
business standpoint, make it clear at the start that neither party is
necessarily committed to the ideas that are generated.

x

Another type of creative option is a class of ideas called contingent
agreements²RSWLRQVWKDWFDQKHOS\RXUHVROYHFRQÀLFWVRYHUIXWXUH
predictions. These appear in many forms, such as performance
bonuses, commissions, preferred stock dividends, and so on.

x

Still another class of options are known as trust mechanisms—
arrangements that help you know the other side will keep its
promises. For example, buyer and seller might agree to hold in
escrow a small portion of the purchase price of a piece of equipment
to ensure that it functions as promised.

Suggested Reading
Austin and Peters, A Passion for Excellence.
Fisher, Ury, and Patton, Getting to Yes.

Questions to Consider
1. Think of a negotiation that didn’t go well. Rewind the tape to the
beginning of the story. What creative options might have helped you
do better?

2. Why do excellent negotiators develop so many more creative options
than mediocre negotiators do?

Challenge
1. Brainstorm at least six options related to an issue about which you’re
concerned, using research and a teammate to enrich your work. Try to
generate options to meet different needs, such as time or risk preferences
or trust problems.
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&UHGLELOLW\DQG5DSSRUW
Lecture 6

A

s we’ve begun to sense, there is a natural tension in negotiation:
You’re trying to collaborate, but often, you and the other party are
also in competition. That tension understandably raises questions
about how safe it is to deal with you. This trust problem is an essential
feature of negotiation—one that we neglect at our peril. It’s crucial to be
thoughtful about ways to deal with the trust problem, including how you
approach your counterpart. That means conveying that you are not a villain
but someone with whom the other party can identify and deal in reasonable
safety. In this lecture, we’ll look at the tasks of building rapport, setting tone,
and using words wisely in negotiations.

/HFWXUH&UHGLELOLW\DQG5DSSRUW

Intentional Respect
x Showing intentional respect means thoughtfully seeing the other
person and acting accordingly. When other people sense that you
genuinely respect their values, beliefs, opinions, and feelings, they
will forgive you much. When they don’t get that sense, they may
be deaf, dumb, and blind to anything you have to communicate.
Teachers have a saying about this situation: “I don’t care what you
know until I know that you care.” And caring starts with respect.
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x

Perhaps counterintuitively, you can show respect for others even
if you emphatically disagree with them because respect is not
DERXW VXEVWDQWLYH DJUHHPHQW LW¶V DERXW UHFRJQL]LQJ WKH RWKHU
person’s humanity.

x

You may utterly disagree with other negotiators, but you don’t have
to be insulting, trivialize their positions, or make them feel stupid
or belittled. Even if you disagree with another negotiator’s values,
beliefs, and opinions, you can truthfully say that you acknowledge
them, know that they matter, and won’t tread on them recklessly.

x

This approach is how hostage negotiators can respect hostage
takers, how diplomats can respect tyrants, and how legislators can
respect colleagues with wildly differently views. It’s not about
agreeing but about separating the person from the problem.

x

People care so deeply about gaining respect that we have a long,
painful history of violence caused by perceived slights. Street
violence often explodes because someone feels “disrespected” by
someone else. Dueling took place for centuries because one man
felt publically humiliated by another. Many wars have been fought
in the name of protecting national honor.

x

Showing respect and building rapport are among the best strategies
for persuading others. One of the greatest interrogators in modern
times was a German lance corporal in World War II named Hanns
Scharff. During his interrogations of British and American prisoners
of war, he gained intelligence by emphasizing rapport and respect.
His approach was so unusual and effective that after the war, U.S.
$LU )RUFH RI¿FHUV DVNHG KLP WR JLYH OHFWXUHV RQ KLV WHFKQLTXHV
which became standard practice for interrogators throughout much
of the West.

x

Don’t think that showing respect and building rapport are just
cynical games. Instead, ask yourself: If these factors are so
important that they can open up conversations between adversaries
in war, then how much more likely are they to help when I’m trying
WRZRUNRXWUHODWLYHO\VLPSOHSUREOHPVRUFRQÀLFWV"

Demonstrating Respect
x 7KH¿UVWVWHSLQGHPRQVWUDWLQJUHVSHFWWR\RXUFRXQWHUSDUWLVWRVORZ
down. Even though we’ve previously explored the power of using
creative options to solve problems, don’t get the impression that
you should launch right into that task as early as possible. Actually,
the opposite is true. Skilled negotiators often say, “Go slow to go
IDVW´WKDWPHDQVWDNLQJWLPHWRJHWDFTXDLQWHGEHIRUH\RXWXUQWR
WKHWDVNRI¿QGLQJVROXWLRQV
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Hostage negotiators know
WKLVSULQFLSOHH[WUHPHO\ZHOO
RQH RI WKHLU ¿UVW REMHFWLYHV
is to slow the process down
and build a relationship with
the hostage taker. Once a
sense of human connection
GHYHORSV QHJRWLDWRUV ¿QG
that they have a much better
chance of resolving the crisis
successfully.

x

One especially valuable
tool here is small talk. And
it’s is not just useful at the
outset of negotiations but
throughout. One study found There is no one right way to start a
conversation with another negotiator,
that professional negotiators EXWZKHWKHU\RX¶UHGHDOLQJZLWK
frequently speak personally DQDWLRQDOOHDGHUDSHUVRQIURP
about themselves and the another culture, or your supervisor,
customary to start with warm
other negotiator throughout it’s
JUHHWLQJVDQGSRVLWLYHSHUVRQDO
their meetings. In contrast, if gestures.
they speak personally at all,
inexperienced negotiators do
VRRQO\DWWKHVWDUWDQGHQGRIWKHQHJRWLDWLRQ7KLV¿QGLQJKDVWZR
simple implications.
o First, spend time on personal matters at the beginning of a
negotiation and occasionally return to them. A cordial greeting is
a good place to start, followed by a simple conversation opener.
o

x
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Second, to foster later collaboration, try to set a constructive,
SRVLWLYHWRQHJUHHWWKHRWKHUSHUVRQDQGWU\WRVLJQDOHDUO\
on that you hope the two of you will be able to collaborate
well together.

A second important way to demonstrate respect and build rapport
is to listen. We’ve seen previously the remarkable power of skilled

© Ben Blankenburg/iStock/Thinkstock.

x

listening: of inviting the other person to talk, paying close attention,
asking questions, and paraphrasing.
o One study found that skilled negotiators ask questions, test
for understanding, and summarize more than twice as often
DVDYHUDJHQHJRWLDWRUVGR,QDGGLWLRQWRDOOLWVRWKHUEHQH¿WV
listening also has the ability to strengthen rapport, connection,
and trust.
o

Try one of the following approaches early in a negotiation:
“Let me start by getting your perspective. What’s important for
me to know?” or “Let me listen. Help me better understand the
reasons behind your position.” Then later, you might ask, “Am
I hearing correctly that … ?”

Sending Collaborative Signals
x Because you face a trust problem in most negotiations, signaling
your sincere desire to be hard on the problem but soft on the
person can be particularly valuable, especially early on in your
talks. This perspective illustrates your desire to work together to
solve the problem and rightly reduces the other person’s wariness.
Collaborative signals show that you are not in the negotiation just
WRJHW\RXUZD\DQGWKDWDOWKRXJK\RXDUHZLOOLQJWR¿JKWKDUGIRU
your concerns, you genuinely believe you can do so without hurting
the other person.
o For example, you might say, “I must make sure the deal is
strong given the market rates, and security is a concern for my
¿UP%XW,¶PÀH[LEOHDERXWKRZZHUHDFKWKRVHJRDOV0\¿UP
sees this as the start of a lasting relationship.”
o

x

Here, you are being explicit about your concerns, which
signals trustworthiness in its own right because you are being
IRUWKULJKWDQGVWURQJ\RXDUHQRWFRQFHDOLQJ\RXUPRWLYDWLRQV
in the way a con artist might.

Studies have found that demonstrating the three Cs—concern,
competence, and candor—helps greatly to build trust. As we’ve
seen, an interest-based approach lets you show real concern for
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the other negotiator. Further, preparation is vital to a negotiator—a
task that can help you strongly signal competence. Here, notice
that candor is actually another welcome sign of integrity. It’s a
sign of openness and a sign that you can give constructively by
talking about your own interests as you also talk about wanting
to collaborate.

/HFWXUH&UHGLELOLW\DQG5DSSRUW

Signaling Your Message
x Yet another way to build rapport is to signal what kind of message
you’re about to give. A study by Neil Rackham reported that skilled
QHJRWLDWRUVJLYH¿YHWLPHVDVPDQ\DGYDQFHLQGLFDWLRQVRIWKHNLQG
of behavior they are about to use as average negotiators do.
x

For example, instead of saying, “How many units are there?”
a skilled negotiator might say, “Let me ask you a question: How
many units are there?” Instead of saying, “Let’s do X,” a skilled
negotiator might say, “Let me make a suggestion: Let’s do X.”
Instead of saying, “We can’t,” a skilled negotiator might say, “This
may be hard to hear at the moment, but we really can’t.”

x

This approach draws the attention of the listener and exerts mild
social pressure to listen more closely. It also slows the negotiation
down, giving time for speakers to gather their thoughts and for
listeners to clear their minds from previous statements. Also, it
introduces a formality that tends to reduce antagonism and, thus,
keeps the negotiation on a more rational level. It also reduces
ambiguity and leads to clearer communication.

Avoiding Irritants
x Rackham also found that average negotiators frequently use
irritants, that is assertions that don’t persuade and often annoy the
other side. Examples of irritants include: “I’m making you a fair
offer,” “I’m being very generous,” and “You’re being ridiculous.”
x
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Skilled negotiators avoid irritants by reframing—rephrasing an
idea using more attractive, constructive, and respectful language.
For example, instead of saying, “I’m making you a fair offer,” a

skilled negotiator might say, “Let’s see what’s fair.” Notice that the
reframed statement is inviting and collaborative and signals a desire
to learn jointly. If the speaker has done adequate research, he or she
can offer the invitation without fear.
x

,QVWHDG RI VD\LQJ ³<RX¶UH EHLQJ ULGLFXORXV , ZLOO ZDON ¿UVW´
a skilled negotiator might say, “Although I have other offers, I
ZRXOGORYHWR¿QGDZD\WRZRUNZLWK\RX´,QERWKVWDWHPHQWVWKH
speaker alludes to alternatives to agreement, but in the second, the
statement is reframed in a face-saving, inviting way.

x

The power of reframing is that it can help anyone win warmly—
that is, to do well in the negotiation in a way that doesn’t damage
the relationship and may very well strengthen it.

The Power of Common Interests
x Appealing to common interests is one of the most powerful ideas
LQ WKH ¿HOG RI QHJRWLDWLRQ²D ZD\ WR SURIRXQGO\ LPSURYH \RXU
credibility, rapport, and relationship with your counterpart.
x

A common interest is a shared goal or mutual desire to achieve
together. Such interests are powerful because they turn wariness into
trust, adversaries into partners, and competitors into collaborators.
7KH\VWURQJO\LQÀXHQFHFUHGLELOLW\DQGFRQQHFWLRQ

x

Common interests are different from complementary interests and
competing interests. As we’ve seen, the complementary interests
RI WZR SDUWLHV DUH GLIIHUHQW EXW QRW LQ FRQÀLFW DQG FDQ OHDG WR D
PXWXDOO\VDWLVI\LQJWUDGH&RPSHWLQJLQWHUHVWVDUHLQSXUHFRQÀLFW
But with common interests, both sides share the same goal, and
both can achieve it if they work together. Rackham found that
skilled negotiators discuss common interests more than three times
as much as mediocre negotiators.

x

To craft an effective appeal to common interests, make sure it is
VSHFL¿FFRPSHOOLQJDQGQRWVHOIVHUYLQJ)RUH[DPSOH\RXPLJKW
VD\³/RRNZH¶UHQRWHQHPLHVKHUHZH¶UHRQWKHVDPHVLGH,IZH
45

ZRUNWRJHWKHUZHFDQ«´,I\RXFDQ¿QLVKWKDWVHQWHQFHZLWKDQ
LQWHUHVW WKDW¶V VSHFL¿F FRPSHOOLQJ DQG QRW VHOIVHUYLQJ \RX PD\
have found an appeal that’s very persuasive in your negotiation.

Suggested Reading
Diamond, Getting More.
Lewicki, Saunders, and Barry, Negotiation.

Questions to Consider
1. What are two ways that skilled negotiators build rapport and credibility
more effectively than mediocre negotiators do?

2. How can you use the principle of being hard on the problem but soft
on the person to reframe a hard message you’re tempted to convey to
someone you’re unhappy with?

3. Reframe the following irritators to convey a similar idea more

/HFWXUH&UHGLELOLW\DQG5DSSRUW

persuasively by avoiding self-aggrandizing language and using more
detached, respectful, information-based, interest-based, or inquisitive
language:
x

“I’m making you a very generous offer.”

x

“We have so many offers that frankly, we don’t need yours at all.”

Challenges
1. In your next negotiation, try using this sentence: “Look, we’re not
enemies here. We’re on the same side. If we work together, we can ….”
7KHQ¿OOLQDFRPPRQLQWHUHVW6HHZKDWDGLIIHUHQFHWKLVDSSURDFKFDQ
make in the conversation.
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2. In your next business meeting, see what happens if you take time to
speak informally for a while longer than you usually do and at different
points in the conversation. Try reframing tough messages to be
intentionally respectful.
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Can You Negotiate When Trust Is Low?
Lecture 7

I

Lecture 7: Can You Negotiate When Trust Is Low?

t’s often said that you can’t negotiate without trust, but if that’s true, then
peace accords, international joint ventures, Internet transactions, and
many other types of negotiations would be impossible. In each of these
situations, we face the trust problem: How does one party know that he or
she can rely on the assurances of the other? Once you start to understand
the trust problem, you see it everywhere. It’s a basic part of the human
condition, a fundamental dilemma that’s particularly present in negotiations.
In this lecture, we’ll look at approaches to coping with and overcoming the
trust problem.
'H¿QLQJTrust Mechanisms
x In a sense, we’ve been grappling with the trust problem throughout
our course, and we’ve seen a number of ways to address this
problem, including interest-based bargaining and attempts to build
rapport and credibility through actively listening, appealing to
common interests, and so on. Another method you can use to foster
trust is to offer a trust mechanism.
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x

A trust mechanism is any arrangement that provides reassurance
when you’re not sure that you can rely on the other person’s
assurances alone. It’s any option or instrument that allows one person
to say, in effect, “I’m not sure I can rely only on what the other party
says, but if I also have X, I’ll feel safe enough to negotiate.”

x

Trust mechanisms often play a role in situations where trust is harder
WR¿QGWKDQDWDQ\RWKHUSRLQWLQKXPDQUHODWLRQVLQWLPHRIZDU
o In her remarkable book Peace Time, Columbia professor
Page Fortna explored a simple and profound question: Does a
peace treaty ever really work? To answer that question, Fortna
VWXGLHGHYHU\FHDVH¿UHDJUHHPHQWDQGSHDFHDFFRUGQHJRWLDWHG
by warring countries since 1945. The answer was that peace
treaties worked far more often than most people expect.

o

)XUWKHU )RUWQD IRXQG WKDW WKH PRUH VHULRXV WKH FRQÀLFW WKH
PRUH GHWDLOHG WKH SHDFH DFFRUG 7KDW DORQH LV VXUSULVLQJ
in a bitter battle, why would negotiators work so hard on a
document they have every reason to be skeptical about? In fact,
it’s precisely because of the trust problem that negotiators pour
more time and attention into the terms of a treaty.

o

)RUWQDDOVRIRXQGWKDWVSHFL¿FNLQGVRIWHUPVLQSHDFHWUHDWLHV
tended to work better than others. For example, demilitarized
zones and phased withdrawals to the original borders matter
VLJQL¿FDQWO\ DV GR FUHGLEOH SHDFHNHHSHUV MRLQW FRPPLVVLRQV
and third-party guarantors. In each case, the terms that mattered
most were trust mechanisms.

Categories of Trust Mechanisms
x There are four basic kinds of trust mechanisms: watching solutions,
incentives and penalties, bridges, and formalized relationships.
x

Watching solutions are arrangements that let you keep an eye on
the other party so that you can see whether or not he or she is
being truthful and is acting in good faith. Watching solutions are
ways to retain partial control or to make the conduct of the other
person visible, accountable, and clear. These mechanisms include
clear rules and boundaries, early-warning mechanisms, reporting
requirements, disclosure and due diligence, monitors, phased
withdrawals, and power-sharing arrangements.

x

A second category of trust mechanisms includes incentives and
penalties. These are carrots and sticks that encourage cooperation.
Examples include incentive compensation and bonuses,
competition in markets, mutually assured destruction, collateral,
and threats of violence.
o One of the more intriguing and nonobvious penalties is a
solemnizing gesture—something like “Cross my heart and
hope to die.” These gestures mean that the promise maker is
staking much of his or her social standing and credibility on
the promise. Signers of the Declaration of Independence didn’t
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just sign the document but pledged to each other “our lives, our
fortunes, and our sacred honor.”
o

A third type of trust mechanism is a bridge, that is, the use of
LQWHUPHGLDULHVWKDWFDQ¿OOWKHWUXVWJDS$EULGJHLVWUXVWHGE\ERWK
VLGHV,WFDQKHOSFRQ¿UPWKDWDGHDOLVIDLURUUHOLDEO\VXSSRUWRQH
person’s promise to the other. We encountered some examples of
bridges in the form of fair benchmarks when we looked earlier at
independent criteria. Other bridges include sponsors, references,
insurers, and guarantors.

© JimmyFam/iStock/Thinkstock.
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x

You’ll note that trust mechanisms are often little more than
SURPLVHV WKHPVHOYHV<RXU VXSHUYLVRU SURPLVHV \RX D ERQXV
you promise to post collateral. But Fortna’s research on peace
treaties suggests that the promise of a trust mechanism often
strengthens the agreement for both sides in ways that a general
promise to behave in a certain way does not.

$FUHGLWFDUGLVDQH[DPSOHRIDVLPSOHWUXVWEULGJHDGLQHUPDNHVDSURPLVHWR
SD\PRQH\WRWKHFUHGLWFDUGFRPSDQ\ZKLFKVLPXOWDQHRXVO\PDNHVDSURPLVH
to pay almost the same amount to the restaurant.
50

x

The last type of trust mechanism is a formalized relationship, which
essentially establishes rules of engagement that guide ongoing
conduct. These relationships spell out how and when parties will
interact. Often, they ensure that the parties will meet repeatedly,
further reducing the risk of any one encounter. Examples of
formalized relationships include regularly scheduled meetings,
charters, bylaws, alternative dispute resolution clauses, and clear
discussion rules.

Importance of Trust Mechanisms
x Most of the terms and conditions in complex contracts are trust
mechanisms. We can even point out trust mechanisms in a typical
lease, including a deposit, credit check, guarantors, a building
superintendent who acts as a monitor, and other formal and
informal arrangements.
x

As a negotiator, you can use trust mechanisms in several ways.
If you’re worried about the other negotiator, you can treat your
concern as a legitimate interest and develop a list of possible trust
mechanisms you would like to have provided, each of which is a
creative option.

x

You can also offer trust mechanisms to bolster your own credibility,
which will satisfy the other negotiator’s interest in being reassured.
If you think about it, you encounter these sorts of offers all the
time in commercial life: “Try it for 30 days free,” “Money back if
QRWVDWLV¿HG´DQGVRRQ0HUFKDQWVXVHVXFKWUXVWPHFKDQLVPVWR
reduce customers’ wariness.

A Thought Experiment in Trust
x Imagine that you are a leading citizen of a developing country.
Recently, a recession has hit the country’s predominantly agricultural
economy. In one province, angry, debt-ridden farmers have begun to
WXUQWRYLROHQFHWRVWDYHRIIFUHGLWRUVDQGJRYHUQPHQWRI¿FLDOVZKR
want to repossess their lands. The violence has begun to turn into
LQVXUUHFWLRQ PRE UXOH KDV PDGH WKDW SDUW RI WKH SURYLQFH DOPRVW
ungovernable, and the threat of revolt is increasing in other provinces.
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x

The national legislature meets in emergency session, and
representatives from every province promise that their
governments will contribute money to raise an army to put
down the insurrection. The representatives return to their
home provinces, but not a single region keeps its promise. The
insurrection grows. Finally, businessmen raise money to hire a
private army to quell the insurrection.

x

7KLVVWRU\UHÀHFWVWKHVLWXDWLRQLQWKH8QLWHG6WDWHVLQ,QWKDW
year, Shays’s Rebellion broke out in western Massachusetts, and the
failure of Congress to raise money to put it down was the triggering
event that led to the Constitutional Convention the following year.
In other words, the U.S. Constitution is primarily a response to a
nearly ruinous trust problem.

x

One of the most striking features of the Constitution is that it relies
on a host of trust mechanisms to ensure that the states will comply
with promises made to the government. The key solution was a
stronger federal government.

x

But solving that trust problem raised numerous others. How
could we have a strong national government without it becoming
tyrannical? The solution of the Founding Fathers was another set
of trust mechanisms—power-sharing arrangements (checks and
balances), along with the creation of the two houses of Congress.
7KH %LOO RI 5LJKWV UDWL¿HG LQ  ZDV DOVR D WUXVW PHFKDQLVP
added to the Constitution to ensure that the federal government
wouldn’t destroy the basic civil rights of the people.

x

The Constitutional Convention was a highly complex, multiparty
negotiation in the shadow of an array of serious trust problems. It’s
a rich example of how intrinsic trust problems can be to a major
collaboration and how many different trust mechanisms may be
required to solve them.

“Gentle” Trust Mechanisms
x 7UXVW PHFKDQLVPV DUH ¿UP VRXUFHV RI WUXVW ZKLOH RWKHU PHWKRGV
we’ve explored in the course are soft sources of trust. These include
listening, rapport building, empathizing, and so on. The relational
costs that trust mechanisms sometimes impose make an additional
case for using soft sources of trust. But in many cases, these soft
VRXUFHV DUH QRW VXI¿FLHQW +RZ FDQ ZH XVH WUXVW PHFKDQLVPV
without needlessly damaging relationships?
o One way to use trust mechanisms gently is to suggest those
that do double duty or serve other needs, too. For example,
in simple transactions, the seller gives the buyer a copy of a
receipt. One reason for this is to help each keep good accounts.
The older and perhaps more hidden reason is that it protects
each from saying that the other failed to pay or deliver. But
because receipts are so familiar and have several uses, asking
for one is completely inoffensive.
o

Similar customary, multipurpose trust mechanisms include
IRUP FRQWUDFWV FRQ¿UPDWLRQ HPDLOV DGYDQFH SD\PHQWV E\
credit card, and so on.

x

Is there a way to use trust mechanisms to actually enhance
relationships? One possible mechanism along these lines is the
reputation reporting boxes found on such websites as eBay. These
seem to increase the safety of both buyers and sellers and may help
the two trust each other and connect.

x

Such arrangements might be called solutions hiding in plain sight.
'LVFXVVLRQ UXOHV VXFK DV WKH IDLU ¿JKW UXOH ZH GLVFXVVHG LQ DQ
earlier lecture, are a simple example. Such a rule gives partners
a sense that they can talk without being invalidated, insulted, or
ignored, but it also opens up communication, helping partners to
feel closer to each other.

8VLQJ7UXVW0HFKDQLVPV(IIHFWLYHO\
x Because we often feel deep ambivalence about trust mechanisms,
it’s wise to avoid overusing them. In a peace treaty or a $100
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PLOOLRQORDQDJUHHPHQW\RXPD\QHHGDGR]HQRUPRUHIRUOHVVHU
DJUHHPHQWVMXVWRQHRUWZRPD\EHVXI¿FLHQW
x

.HHSLQPLQGWKDWHYHU\NLQGRIWUXVWPHFKDQLVPKDVLWVOLPLWVWKXV
using several different kinds can improve the odds that one of them
will work. For this reason, lenders often negotiate for a watching
solution (due diligence), a penalty (repossession), a bridge (a loan
guarantor), and a formalized relationship (regular meetings).

x

Finally, note that the more coercive your agreement is, the
JUHDWHU WKH ULVN RI FRVWO\ FRQÀLFW7KXV IRU VHULRXV DUP¶VOHQJWK
agreements, it can be wise to include trust mechanisms of varying
severity. For example, although lenders can repossess collateral,
WKH\RIWHQ¿UVWSUHIHUWRDVNIRUIXUWKHUDVVXUDQFHVDQGSHUKDSV
impose an interest penalty.

Suggested Reading
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Fortna, Peace Time.
Gabre-Madhin, “A Commodities Exchange for Ethiopia.”

Questions to Consider
1. Is it true that you can’t negotiate without trust? What are some examples
of successful negotiations in which distrust was a big part of the story?

2. What is the trust problem, and what are some examples of it in your life
and in the news today?

3. What is a trust mechanism, and what are the four types?
4. How many different trust mechanisms can you spot in the U.S.
Constitution? In your credit card agreement?
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Challenges
1. Make a list of the kinds of trust mechanisms you encounter in daily
life. Consider how you might build one or more of these into your next
negotiation.

2. Read the front page of a major newspaper and see how many stories
there involve a trust problem and discuss at least one trust mechanism.
Choose one news story and consider what other trust mechanisms (and
other solutions to the trust problem) might help people better manage
the issue discussed.
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%XLOGLQJ/HYHUDJH
Lecture 8

L

HYHUDJHLVWKHDELOLW\WRLQÀXHQFHHYHQWVLQ\RXUIDYRUWKURXJKUHODWLYH
advantage. It’s a bit like a seesaw: the higher yours is, the lower the
other person’s is. Although it’s not the same thing as power, leverage
is an important part of the power to get what you want. Understanding and
comparing what each side can do if there’s no deal is central to gauging how
much leverage you have in a negotiation, as well as a key to knowing when
to walk away, when to give in, and when to negotiate. In this lecture, then,
we’ll look at a simple question: If you don’t agree with your counterpart,
what will each of you do instead?

/HFWXUH%XLOGLQJ/HYHUDJH

'H¿QLQJBATNA
x In their book Getting to Yes, Roger Fisher, William Ury, and
Bruce Patton introduced an idea that can help us better understand
leverage: the “best alternative to a negotiated agreement” (BATNA).
An alternative to agreement is what you might do on your own
if you cannot reach an agreement with the other side. The best of
these choices is your BATNA.
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x

For example, imagine you’re negotiating for a new job with
Company X. If those talks don’t work out, what will you do instead
on your own? You may have another job offer elsewhere, or you
may be thinking about going back to school. Each of those choices
is an alternative you could pursue instead of reaching an agreement
ZLWK &RPSDQ\ ; %\ GH¿QLWLRQ WKH EHVW RQH IRU \RX LV \RXU
BATNA.

x

Some people assert that BATNA, leverage, and power are all the
VDPH WKLQJ EXW WKDW¶V DQ RYHUVLPSOL¿FDWLRQ LQ SDUW EHFDXVH WKHUH
are ways to acquire power even if you don’t have a BATNA. In
RWKHU ZRUGV WKHUH PD\ EH RWKHU VRXUFHV RI LQÀXHQFH EHVLGHV WKH
ability to walk away. Still, it’s true that BATNA is usually a good
¿UVW DSSUR[LPDWLRQ RI \RXU OHYHUDJH LQ D QHJRWLDWLRQ LI \RX¶UH

desperate and the other negotiator isn’t, you’ll probably get the
lesser of the bargain.
Options versus Alternatives to Agreement
x $W ¿UVW JODQFH RSWLRQV DQG DOWHUQDWLYHV WR DJUHHPHQW PD\ VRXQG
similar, but they’re not. An option is a possible deal term, something
you can offer the other side or the other side can offer you. In
contrast, an alternative to agreement is something you will do by
yourself if you cannot agree with the other side.
x

For example, imagine that a landlord and tenant are negotiating a
lease renewal. They might have several options to discuss, including
a 5 percent increase for one year, a 3 percent increase each year
for two years, and so on. But at the same time, each negotiator has
several alternatives to agreement. The landlord could, among other
choices, rent the apartment to another tenant, and the tenant could
¿QGDQRWKHUSODFHWRUHQW$OWHUQDWLYHVWRDJUHHPHQWDUHZKDWRQH
party might do without the other.

x

It’s important to keep these two concepts distinct in your mind, in
part because most negotiation experts draw the same distinction
and in part because understanding the difference can make you
more effective.

The Importance of BATNA
x %$71$ PD\ EH RQH RI WKH PRVW LPSRUWDQW LGHDV LQ WKH ¿HOG RI
negotiating, although in a sense, it boils down to a simple idea:
“You better shop around.” If you’ve had economics training, you
have probably encountered this idea in another form: opportunity
cost. BATNA makes that important idea much more operational and
accessible.
x

The better you understand your BATNA, the better you know how
to approach a negotiation, when to walk away, when your position
is weak, and when you need to take action to build strength. In
short, BATNA reveals leverage and perspective.
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,QDGLVSXWHDERXWFDUUHSDLUVDFXVWRPHUFDQGHYHORSVHYHUDODOWHUQDWLYHV
WROLWLJDWLRQVHHNLQJWKHKHOSRIDJRYHUQPHQWDJHQF\ZLWKKROGLQJSD\PHQW
VHHNLQJDOOLHVDPRQJRWKHUGLVJUXQWOHGFXVWRPHUVDQGVRRQ

/HFWXUH%XLOGLQJ/HYHUDJH

x

In fact, BATNA is so important that sometimes it can produce
an agreement even without a negotiation. If you’ve ever had a
telephone company or a credit card company unilaterally offer you
better terms and conditions than your existing contract offers, it’s
SUREDEO\EHFDXVHWKHFRPSDQ\LVIDFLQJLQFUHDVHGFRPSHWLWLRQWKDW
is, the company knows that you have greater choice and can walk
away. Your BATNA improved without your even realizing it, and
you got a better offer as a result.

Developing Your BATNA
x When skilled negotiators gear up for an important negotiation,
they intentionally develop their BATNA, using creativity and
research. Often, your BATNA is not the most obvious alternative
to agreement you have. For example, when you’re faced with a
FRQÀLFW LW RIWHQ VHHPV DV LI WKH RQO\ VROXWLRQ LV OLWLJDWLRQ %XW D
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skilled negotiator realizes that litigation is just one choice, and it’s
wise to explore other possibilities.
x

Looking beyond the obvious to discover an effective BATNA is
also crucial for entrepreneurs.
o Many entrepreneurs believe that they’re doing well if they can
quickly negotiate deals to raise money from investors. But
studies and experienced entrepreneurs emphasize that this may
be the biggest mistake you can make.
o

x

A much better approach is one called bootstrapping, in which
the entrepreneur starts up inexpensively, experiments, makes
mistakes at low cost, and shapes the venture until it’s ready to
put investment money to good use. In effect, bootstrapping is
an attractive BATNA for an entrepreneur in talks with early
investors.

Developing your BATNA can make a difference even at the highest
levels of diplomacy. Currently, the nations of the world spend
more than $1 trillion per year on their militaries. In large measure,
QDWLRQVGRWKLVVRWKDWGXULQJDFRQÀLFWDOHDGHUFDQVD\³$OWKRXJK
we hope to resolve this matter peacefully, we reserve the right to
use all possible alternatives.”

Your Counterpart’s BATNA
x It’s not enough for a nation’s leader, an entrepreneur, or any other
QHJRWLDWRUWRWKLQNDERXWKLVRUKHU%$71$\RXDOVRKDYHWRWKLQN
about the other side’s BATNA. Underestimating the other side’s
strength is a good way to be ruined at the bargaining table, but it’s
also possible to overestimate the other side’s BATNA. Often, the
other side in a negotiation seems like Godzilla—enormous and
intimidating, with overwhelming alternatives to agreement and,
therefore, unwilling to negotiate.
x

Skilled negotiators strive to avoid either underestimating or
overestimating the other side’s BATNA by learning as much as they
can about it, including their counterparts’ best and worst alternatives
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to agreement. Diplomats, sports agents, lawyers, and other skilled
negotiators devote time to understanding the choices of each side.
x

7R IRVWHU WKDW DELOLW\ IRU \RXUVHOI WU\ OLVWLQJ RXW DW OHDVW ¿YH
DOWHUQDWLYHVWRDJUHHPHQW\RXKDYHDQGVHSDUDWHO\DWOHDVW¿YHWKH
other side might have. Then, do some research to get a better idea
of which your counterpart is likely to rely on. For example, during a
billing dispute with a big supplier, you might want to learn whether
it has a reputation for litigation or whether it refers disputes to credit
agencies, cuts off buyers, or tends to do something else.

/HFWXUH%XLOGLQJ/HYHUDJH

'H¿QLQJWATNA
x Of course, skilled negotiators also think about their worst
alternatives to a negotiated agreement (WATNA). This exercise
helps you avoid overestimating your strength. It’s easy to look at a
long list of alternatives to agreement and believe that you are more
powerful than you really are, but in fact, you won’t be able to use
all of those alternatives.
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x

Further, it’s easy to overlook the fact that you may have concerns,
especially if your BATNA doesn’t work out. For example, if you’re
negotiating for a new job, your BATNA may seem like an exciting
alternative job prospect elsewhere, but if that doesn’t come through
soon, your WATNA may be continued unemployment.

x

Again, understand that the other side probably has a worrisome
WATNA, too. That’s important, in part because it’s often the fear of
what will happen if a negotiation isn’t successful that motivates your
counterpart to make a deal. As the saying goes: “Doubts drive deals.”

x

Even negotiation counterparts who are seemingly quite powerful
also have concerns. You may be negotiating for a job with a
company that has 600 other applicants, but once a company makes
an offer, it usually doesn’t want to restart the job search, bring in
more candidates, conduct additional interviews, and so on.

x

8QGHUVWDQGLQJWKHVSHFL¿FVLWXDWLRQ\RXIDFHLVQ¶WDOZD\VVLPSOH
and it’s easy to overplay or underplay one’s hand. But keep in mind
that we have a natural tendency to project our anxieties and think
the other side is strong and we’re weak. Skilled negotiators strive to
learn as much as they can and bring a measure of equanimity to the
WDONV²DUHDVRQDEOHFRQ¿GHQFHJURXQGHGLQXQGHUVWDQGLQJ

Avoiding Mistakes
x Imagine that you’re trying to sell your small business to a corporate
buyer, and you say, “We have an offer for $175,000 from another
buyer.” With that statement, you’ve just invited the corporation
to offer you a barely better deal. Although it can be wise to allude
to your BATNA, it’s usually unwise to reveal it in detail. A better
approach might be for you to say, “I have another offer. I can’t say
KRZPXFKEXW,FDQVD\LW¶VVLJQL¿FDQWO\EHWWHUWKDQZKDW\RX¶UH
offering. I’d love to work with you if I can. Can you do better?”
x

Similarly, some suggest that whistleblowers might be wise not to
give all their information to the press and prosecutors immediately.
$VDQDFFXVHGFRUSRUDWLRQVWDUWVWR¿JKWEDFNLWPD\WU\WR¿UHRU
ruin the whistleblower, lying about what has been revealed and
insisting that there is nothing to the allegations. The corporation
may win unless the whistleblower has an ace in the hole: more
information to be shared with the prosecutors later on that further
proves the case or disproves the claims of the company.

x

:KDWLILQVSLWHRIDOOWKHVXJJHVWLRQVLQWKLVOHFWXUH\RX¿QGWKDW
you have a very weak or nonexistent BATNA and little hope of
developing one? The best thing to do in this situation is to work
harder on the parts of the negotiation that you can change. Think
more deeply about the interests involved, do more factual and
¿QDQFLDOUHVHDUFKGHYHORSPRUHFUHDWLYHRSWLRQVDQGVSHQGPRUH
time on rapport building, each of which can be a source of hope
and power.

x

Finally, when we speak of BATNA, we are sometimes speaking
RI GHYHORSLQJ RQH¶V DELOLW\ WR ¿JKW $V 0DUWLQ /XWKHU .LQJ -U
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GHPRQVWUDWHG LQ KLV ZRUN LW LV ERWK SRVVLEOH DQG ZLVH WR ¿JKW DQ
implacable counterpart without animosity—to be hard on the
problem but soft on the person. Even when you develop leverage,
use it in ways that allow you to show respect for the other side and
allow your counterpart to change his or her approach without loss
of face. As the authors of Getting to Yes put it: “Bring them to their
senses, not their knees.”

Suggested Reading
Fisher, Ury, and Patton, Getting to Yes.
Zartman, The 50% Solution.

Questions to Consider
1. What is the difference between an option and an alternative to
agreement?

2. War is a possible alternative to diplomatic agreement. What are some
others that countries consider?

3. 2QHVFKRODULGHQWL¿HGNLQGVRIQRQYLROHQWWDFWLFV²HDFKDNLQGRI
alternative to agreement. How many can you think of?

/HFWXUH%XLOGLQJ/HYHUDJH

4. Think of the next serious negotiation you’ll likely face. What are some
nonobvious alternatives to agreement you might consider that might
improve your choices?

Challenge
1. 'RVRPHUHVHDUFKRUEUDLQVWRUPWRGHYHORS¿YHDOWHUQDWLYHVWRDJUHHPHQW
related to an issue you must negotiate. Then, identify a BATNA and a
WATNA. Also try to identify the other side’s BATNA and WATNA in
the same way. Does this enriched understanding of the situation make a
difference in the negotiation?
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Basics of Distributive Negotiation
Lecture 9

A

fter several lectures, we’ve developed a set of ideas that will be
valuable in any negotiation and that can help you be more creative,
tactful, and effective in your talks with others. We said earlier that
there are two basic kinds of negotiation, creative and competitive, and we’ve
now reached the point where it’s time to explore competitive negotiation
directly. In this lecture and the next one, we’ll look at four questions related
to competitive negotiation, or distributive bargaining: (1) What should you
VWULYHIRU"  :KDWVKRXOG\RXU¿UVWRIIHUEH"  6KRXOG\RXPDNHWKH¿UVW
offer? (4) When do you walk away?
Ambition
x 7KHDQVZHUWRRXU¿UVWTXHVWLRQLQGLVWULEXWLYHQHJRWLDWLRQ²ZKDW
should you strive for?—depends in part on whether you’re involved
LQDQDUP¶VOHQJWKRQHWLPHWUDQVDFWLRQDQDUP¶VOHQJWKRQJRLQJ
UHODWLRQVKLS RU D FORVH UHODWLRQVKLS :H¶OO EHJLQ E\ ORRNLQJ DW
arm’s-length transactions.
x

7KH¿UVWSRLQWWRQRWHLVWKDWVNLOOHGQHJRWLDWRUVRIWHQLQWHQWLRQDOO\
moderate ambition slightly. At least 22 studies have found that
it’s effective to intentionally, explicitly set your goal before
you negotiate.
o Picture two different negotiators, each getting ready for
a negotiation. One says, “I’m going to try to do as well as I
can.” The other says, “Based on my research, I’m setting an
ambitious but realistic goal for myself and I’m going to tell it
to someone I’m accountable to.”
o

Overwhelmingly, research demonstrates that the second
QHJRWLDWRU WKH RQH ZKR LGHQWL¿HG D VSHFL¿F JRDO GRHV
markedly better than the negotiator who just hopes to do well.
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x

)XUWKHUPRGHUDWLQJDPELWLRQLVLPSRUWDQWEHFDXVHVWXGLHV¿QGWKDW
DUHSXWDWLRQIRUJUHHGLQHVVWHQGVWREDFN¿UH
o In one study, some negotiators were assigned extremely greedy
goals, while others were assigned more moderate goals. In
some cases, the greedy negotiators got more, but in almost
every case, they faced serious blowback afterwards.
o

In follow-up interviews, their counterparts said that they did
not like the greedy negotiators, did not trust them, and would
not share a gift with them. When counterparts had the chance
to negotiate again with the greedy negotiators, they exacted
revenge, driving for hard bargains, being much more defensive,
and sometimes reaching no deal at all.

o

Another study found that a reputation for greediness can negate
the effectiveness of even expert negotiators.

Your Best Target
x In a distributive negotiation, begin by setting a best target, that
is, the number you actually hope to get. When you’re striving
IRU DQ DPELWLRXV UHVXOW \RXU EHVW WDUJHW LV D VSHFL¿F UHDOLVWLF EXW
DPELWLRXVRXWFRPH.HHSWKLVQXPEHUFRQ¿GHQWLDO
x

Imagine that you’re selling a boat and you need to negotiate a price.
You do some research and learn that the most anyone is getting for
a similar boat is $100,000. What should your best target be?
o You might think the answer is obvious: $100,000. But
UHPHPEHU WKDW UHVHDUFK UHFRPPHQGV DJDLQVW EHLQJ JUHHG\
thus, the target of $100,000 is too much. You need a way to
intentionally, operationally moderate your ambitions slightly.
o
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To do that, use the 5 percent rule: Find out the best you can do,
then, as your best target, set a number that’s 5 percent lower. In
this case, your best target would be $95,000.

o

Keep in mind that the 5 percent rule doesn’t always work,
and when it doesn’t, ignore the rule, but keep the principle:
Moderate ambitions slightly.

6DWLV¿FLQJ
x A radically different goal besides an ambitious outcome is captured
in the idea of VDWLV¿FLQJ, or achieving a basically acceptable
outcome—a “good enough” result. One way to understand it is as
something a bit better than your best alternative.
x

In his book 7KH3DUDGR[RI&KRLFH, Barry Schwartz makes the case
that one of our biggest problems is DIÀXHQ]D—the overwhelming
and often paralyzing array of choices we face in consumer society.
$QG LQGHHG VWXGLHV ¿QG WKDW WKH PRUH FKRLFHV ZH KDYH WKH OHVV
VDWLV¿HGZHEHFRPH
o Schwartz is alluding to a philosophical dilemma we face,
especially in the West: the problem of the hedonic treadmill.
The more we strive for perfect happiness, the more dissipated,
exhausted, and unhappy we become.
o

x

Schwartz, echoing ancient and modern wisdom, advises that
ZH JHW RII WKH KHGRQLF WUHDGPLOO E\ VDWLV¿FLQJ²DFFHSWLQJ
good enough, not trying to get the absolute best in everything
EXWEHLQJFRQWHQWZLWKZKDWLVVXI¿FLHQW

In many cases, Schwartz may be right, but it’s also worth noting that
LQVRPHVLWXDWLRQVVDWLV¿FLQJLVQRWDQDFFHSWDEOHRXWFRPH0DUWLQ
Luther King, for example, could not accept an almost trivial civil
rights act that passed in 1957. Instead, he led several more years of
QRQYLROHQW SURWHVW WKDW ¿QDOO\ KHOSHG UHVXOW LQ SDVVDJH RI WKH &LYLO
Rights Act of 1964 and the Voting Rights Act of 1965. As an advocate
for millions of oppressed minority members, King could not in good
FRQVFLHQFHSUDFWLFHVDWLV¿FLQJZLWKWKHHDUOLHUDFW

Compromise
x Another distributive choice besides greediness, ambition, and
VDWLV¿FLQJLVFRPSURPLVH,QPDQ\VLWXDWLRQVVXFKDVSDUWQHUVKLSV
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joint ventures, and other ongoing, arm’s-length arrangements, an
equitable or equal split may make sense.
x

We saw the power of fairness in an earlier lecture when we looked
at the ultimatum game, in which people turned down money if they
felt they were getting an unfair deal. In contrast, a roughly even
VSOLW FRPPXQLFDWHV WKH GHVLUH WR EH IDLU LW DOVR EXLOGV WUXVW DQG
VLPSOL¿HV QHJRWLDWLRQV 6WXGLHV RIWHQ ¿QG WKDW D VHWWOHPHQW LQ WKH
middle of the bargaining range creates good will and trust.

x

Here, too, though, there can be traps and dangers. In compensation
talks, for example, if one employee compromises and another
achieves an ambitious result, over time, the ambitious negotiator’s
gains may accumulate, especially if each gets a percentage raise.
Further, founders of joint ventures sometimes agree too hastily to
VSOLWWKHSUR¿WVHYHQO\DQGLWODWHUWXUQVRXWWKDWRQHIRXQGHUSXWV
more time and energy into the business than another.

Generosity
x In some situations—perhaps many—the wise course of action is
QRWWREHDPELWLRXVWRFRPSURPLVHRUHYHQWRVDWLV¿FHEXWWREH
generous.
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x

In his book Give and Take, Wharton professor Adam Grant looked
at social science research that compares three kinds of people in
business life: nice guys, or givers, who tend to be generous in their
GHDOLQJV ZLWK RWKHUV UHFLSURFDWRUV RU matchers DQG DJJUHVVLYH
people, or takers, who strive to get as much as they can.

x

1RW VXUSULVLQJO\ UHVHDUFK VKRZV WKDW QLFH JX\V ¿QLVK ODVW 6RPH
givers tend to be promoted less, prosper less, and build weaker
businesses. Matchers and takers tend to do better. At the same time,
however, some givers do best of all. These are people who build
a reputation for being generous yet know how to watch for bad
behavior and set boundaries. They develop a reputation for being
smart and honest.

x

To put it another way, research suggests that the generous do best
when they have the ability to be savvy as a serpent and harmless
as a dove. If you think about it, the skills and principles we’ve
explored already, such as interest-based bargaining and being hard
on the problem but soft on the person, can help you combine those
SRZHUIXOTXDOLWLHV<RXGRQ¶WKDYHWRXVHWKHPVDFUL¿FLDOO\,I\RX
want, they can enable you to be generous and successful.

The Dance of Concessions
x 1R RQH DSSURDFK²DPELWLRQ VDWLV¿FLQJ FRPSURPLVH RU
generosity—is always right, but let’s return to an ambitious approach.
We’ve already learned how to set an ambitious best target. What
VKRXOG\RXU¿UVWRIIHUEH"7KLVEULQJVXVWRWKHLGHDRIWKHGDQFHRI
concessions—the back-and-forth bargaining between two negotiators
that generally leads to a solution or price in the middle.
x

In most negotiations, negotiators feel that a concession gives them
a psychological sense of satisfaction, respect, and fairness and
helps them feel that the other negotiator is more trustworthy, in
part because winning a concession creates a feeling of control and
autonomy. If you deny another negotiator a concession, he or she
may well feel that you are unfairly dictating terms.

x

If you go into a negotiation and simply state your best target, the
RWKHUQHJRWLDWRUZLOORIWHQWUHDWLWDVD¿UVWRIIHUDQGZLOOWKHQPDNH
a counteroffer. If you refuse to dance and insist on getting your best
target, the other negotiator will probably refuse. In other words, if
you open with your best target, you will almost certainly not get it.
+RZWKHQFDQ\RXZLVHO\EXLOGDFXVKLRQLQWR\RXU¿UVWRIIHUVR
that you can make concessions and still get your best target?

x

7KH¿UVWRSWLRQKHUHLVFDOOHGWKHmidpoint strategy. It’s based on
this observation: The point midway between two opening offers is
QRW D EDG SUHGLFWRU RI ZKHUH WKH ¿QDO QHJRWLDWLQJ VHWWOHPHQW ZLOO
fall. You can harness the midpoint phenomenon into a strategy
LQ ZKLFK \RX VLPSO\ VHW D ¿UVW RIIHU WKDW OHWV \RX GDQFH WRZDUG D
midpoint that is your best target.
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o

In the boat sale we looked at earlier, if your counterpart offers
$70,000, you might add a $25,000 cushion to your target of
$95,000 for an offer of $120,000.

o

1RWH WKDW D PLGSRLQW VWUDWHJ\ FDQ VRPHWLPHV VXJJHVW D ¿UVW
offer that seems too high, and there are some situations, such
as salary negotiations, where that may not be a good idea. The
strategy can work in a number of situations, but keep in mind
that there are other choices, as well.

o

Note, too, studies have found that when negotiators start
out very high and quickly make large concessions, their
FRXQWHUSDUWVWHQGWREHPRUHVDWLV¿HGZLWKWKH¿QDODJUHHPHQW
than when negotiators start more conservatively and make
grudging concessions.

x

$ VHFRQG VWUDWHJ\ IRU VHWWLQJ D ¿UVW RIIHU LV WKH independent
criteria strategy. As you may recall, an independent criterion is a
benchmark or standard that both sides trust as fair. Considering the
boat negotiation again, if an independent source sets the value of
the boat at $100,000, you might open with that amount, knowing
that it gives you only a $5,000 cushion. However, you demonstrate
fairness by letting your counterpart know that your offer is based on
an independent source.

x

Finally, a third strategy is the soft offer strategy, in which a seller
sets a price range or demonstrates openness to negotiation or a
best offer. Such offers signal a strong willingness to negotiate and
concede. This strategy can also be used in conjunction with either
of the other two strategies—midpoint or independent criteria.

Suggested Reading
Grant, Give and Take.
Lax and Sebenius, The Manager as Negotiator.
Schwartz, 7KH3DUDGR[RI&KRLFH.
Shell, Bargaining for Advantage.

Questions to Consider
1. An article in a leading consumer magazine notes that the mattress you
want retails for $600, but readers have often gotten it from legitimate
discount stores in your area for prices ranging from $300 to $500.
Following the approach we discussed in the lecture for negotiating an
arm’s-length transaction, what should your best target be?

2. You want to buy a used motorcycle. An advertisement for the model
you’re interested in notes the price as “$20,000 or best offer.” From
your research, you determine that your best target for this arm’s-length
transaction should be $18,000. What would the midpoint strategy
VXJJHVWDVD¿UVWRIIHU"

3. You’re still thinking about that motorcycle. Imagine that two leading
motorcycle magazines published recent price surveys showing a fair
market price as low as $17,100. What would an independent criteria
VWUDWHJ\VXJJHVWDVD¿UVWRIIHUIRUWKLVDUP¶VOHQJWKWUDQVDFWLRQ"

Challenge
1. The next time you want to ambitiously negotiate a single issue, such as
price, do some research, use the 5 percent rule to set a best target, write
the target down, then strategically cushion the target using the midpoint
or independent criteria strategy, perhaps including a soft offer. Conduct
your negotiations from that point.
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I
/HFWXUH'LVWULEXWLYH1HJRWLDWLRQ²7ZLVWVDQG7XUQV

n the last lecture, we began looking at the task of distributive negotiation,
asking: How do you negotiate how much of the pie each negotiator will
get? In this lecture, we’ll explore a number of other questions, including:
 6KRXOG\RXPDNHWKH¿UVWRIIHU"  :KHQGR\RXZDONDZD\"  :KDW
should you do in special cases, such as litigation settlements, auctions, or
talks with agents? (4) And what if you can’t really tell what your best target
should be, despite good research?
Making the First Offer
x One of the most basic mistakes made by many negotiators is making
WKH ¿UVW RIIHU ZLWKRXW LQIRUPDWLRQ 7KH GDQJHU KHUH LV ORZEDOOLQJ
yourself—asking for less than your counterpart was prepared to
¿UVWRIIHU7KHFRQYHQWLRQDOZLVGRPLQQHJRWLDWLRQLV1HYHUPDNH
WKH¿UVWRIIHU
x

However, there’s a problem with this wisdom. Picture a young
couple in a car dealership. They see a car they like, but they look at
the sticker price and realize they can’t afford it. Then, a car salesman
quotes a lower price on the car that sounds great. What the couple
GRHVQ¶W UHDOL]H LV WKDW WKH\ KDYH EHHQ XQZLWWLQJO\ LQÀXHQFHG E\ D
phenomenon known as anchoring.
o $QFKRULQJ LV D SV\FKRORJLFDO SKHQRPHQRQ LQ ZKLFK WKH ¿UVW
number you hear biases your expectations subconsciously. In
this case, the manufacturer’s suggested retail price that appears
on the car is, by design, a high price that no one expects buyers
to pay. But by planting that number in buyers’ minds, the
manufacturer and dealer hope to shift the conversation toward
the high end of the range.
o
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If you think about it, in any negotiation, the one who makes
WKH¿UVWRIIHULQHIIHFWELDVHVWKHFRQYHUVDWLRQDQGWKXVPD\
have an advantage.

x

,I\RXJR¿UVW\RXUXQWKHULVNRIORZEDOOLQJ\RXUVHOI%XWLI\RXJR
second, you run the risk of being anchored. What’s the best path?
The answer turns on one word: information.
o If you must negotiate with little information, to avoid
ORZEDOOLQJ\RXUVHOIGRQ¶WPDNHWKH¿UVWRIIHUJRVHFRQG6RPH
experts suggest that it may be wise to counteroffer quickly to
RIIVHWWKHDQFKRULQJHIIHFWRIWKH¿UVWRIIHU$OWHUQDWLYHO\\RX
may want to adjourn quickly, then go do some research.
o

x

Conversely, if you’re negotiating with a great deal of
information, then to avoid being anchored, you may want to
PDNHWKH¿UVWRIIHU

The challenge of anchoring and lowballing raises a common
question: What do you do in an early job interview when the
interviewer asks about your current salary and your expectations?
o This question from an interviewer essentially asks you to
anchor yourself by mentioning a number at the start of the
discussion. The question about your current job also asks
you to lowball yourself because you generally hope to make
more money in a new job. Further, the question is irrelevant.
What matters more than how much you currently make are the
market rates for the work you will need to do in the new job.
For all of these reasons, this question is an example of a killer
question—one that you answer at your peril.
o

0RVW H[SHUWV VXJJHVW WKDW \RX ¿QG D SROLWH ZD\ WR GHÀHFW
the question. If the interviewer insists, answer the question,
but respectfully ask that instead of using your answer as a
benchmark, the two of you will rely on market data.

o

With the question about salary expectations, again, avoid it if
you can by saying that your expectations are negotiable and
you’ll consider any reasonable offer. If the interviewer presses
you for numbers, state a broad range, adding that you’ll know
better what’s appropriate when you learn more about the job
and the market.
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Walking Away
x When do you walk away from a negotiation, such as one for
a job? We’ve already seen the answer: Walk away when your
best alternative to a negotiated agreement is better than your
FRXQWHUSDUW¶V¿QDORIIHU
x

For example, imagine that you are negotiating the terms of a new
job with Acme Corporation. Acme is offering you $70,000, but you
have three other offers, the best of which is $83,000. When should
you walk away from Acme? Assuming that money is the only issue,
you should walk away if Acme can’t do better than $83,000. But
UHPHPEHUGRQ¶WWHOO$FPHWKHZDONDZD\QXPEHUWKDW¶VDQLQYLWDWLRQ
for the company to make an offer that’s only slightly better.

x

Studies show that skilled negotiators and average negotiators are
quite different in the way they approach distributive negotiations.
Average negotiators go in with one number in mind—a goal price.
6NLOOHGQHJRWLDWRUVJRLQZLWKDUDQJHWKH\NQRZWKHLUEHVWWDUJHW
and their worst acceptable price.
o Of course, skilled negotiators focus on their best targets, but
they also know something that mediocre negotiators don’t:
when to say no.
o

x
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Faced with resistance and pushback, skilled negotiators may
concede if necessary to a point, but because they know their
walkaway price clearly, they don’t settle for just any price. In
contrast, mediocre negotiators never know when to quit and
can rationalize almost any outcome as a compromise move.

People sometimes believe that the key to negotiation is to feign
indifference—to act as if you are happy to walk away even if you
are desperate. It’s certainly not a good idea to advertise desperation,
EXWWU\LQJWREOXIIFDQHDVLO\EDFN¿UHWKHRWKHUQHJRWLDWRUPD\FDOO
your bluff!
o )HLJQLQJ LQGLIIHUHQFH OLNH EOXI¿QJ JHQHUDOO\ LV D KLJKULVN
high-return, short-term gambit. The high return tempts us,
but the high risk is real and easy to overlook. Once the other

© Fuse/Thinkstock.

$XFWLRQVDUHGHVLJQHGWRJLYHWKHVHOOHUWKHDGYDQWDJHIRUWKLVUHDVRQEX\HUV
VKRXOGDSSURDFKWKHPZLWKFDXWLRQ

QHJRWLDWRUNQRZVWKDW\RXZHUHEOXI¿QJKHRUVKHZLOOEHPRUH
DJJUHVVLYHDQGOHVVWUXVWLQJ,QWKHORQJUXQEOXI¿QJPD\KDYH
a corrosive effect on your credibility as a negotiator.
o

3HUKDSV HYHQ PRUH LPSRUWDQW EOXI¿QJ LV QRW QHFHVVDU\
,QH[SHULHQFHGQHJRWLDWRUVPD\UHO\RQEOXI¿QJDVDVXEVWLWXWHIRU
homework, but skilled negotiators work to be smart and honest.

Auctions
x An auction is a place where special negotiation principles apply. By
design, an auction’s purpose is to help the one who’s conducting it—
the seller—get the maximum amount for the items being sold. The
seller does this by gathering a room full of people and asking them
to compete with each other. Each person is a prospective negotiation
counterparty and, in effect, the seller’s potential BATNA.
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x

Although it’s possible to get a bargain at an auction, it’s also quite
easy to pay top dollar. Rarely do you get the chance to cushion your
¿UVWRIIHUDWDQDXFWLRQ7KHVHOOHUVHWVWKHRSHQLQJ%HFDXVH\RXDUH
in competition, you may feel pressure to bid up to your walkaway
SULFH$QGWKDW¶VWKHVHOOHU¶VJRDOWR¿QGRXWZKRVHZDONDZD\SULFH
is highest.

x

One basic principle of an auction is to be clear with yourself going
in about what your worst acceptable offer is and, if necessary, take
steps that will prevent you from going beyond that. For example,
you might bring only a certain amount of cash to the auction, or you
might set a limit on an eBay auction and stick to it.

x

One auction strategy that may help you avoid paying top dollar
FDOOV IRU PDNLQJ D EROG ¿UVW ELG IDU DERYH WKH RSHQLQJ SULFH EXW
VLJQL¿FDQWO\ EHORZ \RXU ZDONDZD\ LQ WKH KRSHV RI VFDULQJ DZD\
other bidders. This strategy is known as a preemptive bid.

Escalation Psychology and Litigation
x The phenomenon known as escalation psychology is based on the
idea that you’ve already invested so much, you can’t quit. Escalation
psychology can drive generals to pour more soldiers into a losing
battle and managers to pour more money into a losing project. It
can also drive one of the most intensely distributive matters we ever
deal with: litigation.
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x

One way to avoid escalation psychology is to set limits going in.
For example, decide to stop a project when the company has spent
$10,000 on it and not spend any more unless you have good reason
to believe that you will get a return on that investment. Similarly,
with litigation, set limits on how much you will spend on lawyers
and roughly how much you will settle for.

x

Another way to avoid the traps of escalation psychology is to ask your
lawyer to explore alternative dispute resolution (ADR). This process
offers a variety of ways to resolve disputes without litigation, such as
mediation, arbitration, and so on. Often, ADR can help you resolve

FRQÀLFWV PRUH LQH[SHQVLYHO\ SULYDWHO\ FUHDWLYHO\ DQG TXLFNO\ DQG
with more satisfaction than traditional litigation can.
Negotiation through Agents
x Still another special aspect of distributive bargaining arises in
QHJRWLDWLRQV WKURXJK DJHQWV 6WXGLHV ¿QG WKDW ZKHQ DQ DJHQW LV
introduced, the bargaining range tends to be much narrower and,
thus, the room to negotiate competitively tends to be more limited.
Someone must pay the agent’s fee, and that’s money that won’t go
to the other party.
x

Consider, for example, two job candidates, Able and Baker. Each
has applied for a job from the Acme Corporation. Able got the
LQWHUYLHZWKURXJKDKHDGKXQWHU%DNHUE\DQVZHULQJDQDG$FPH
wants to pay a salary of about $100,000 for the position, and each
candidate wants $120,000.
o %XW $EOH¶V KHDGKXQWHU FKDUJHV  SHUFHQW RI WKH ¿UVW \HDU¶V
salary. That means that Acme may wind up paying at least
$115,000 for Able’s services, but Able will get only about
$100,000 of it.
o

In contrast, because Baker doesn’t come through a headhunter,
$FPH FRXOG JLYH %DNHU VLJQL¿FDQWO\ PRUH PRQH\²VD\
$114,000—and still bear a lower overall cost.

x

There is also evidence from the real estate industry that agents may
favor quick deals to high-priced deals. According to the authors of
Freakonomics, real estate agents tend to close house sales for clients
relatively quickly and tend to close sales for themselves relatively
slowly. This difference may be due to the fact that $10,000 more
on the price of the house doesn’t give the agent much more
commission. The agent does better by brokering the sales of many
houses than the sales of only one or two houses for a somewhat
higher price.

x

These points suggest that when you’re working with an agent, you
PD\ ¿QG WKDW GLVWULEXWLYH QHJRWLDWLRQ LV PRUH OLPLWHG DQG PRUH
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urgent than if you work without one, at least in some markets. If
you’re trying to negotiate salary through a headhunter or house price
WKURXJKDEURNHU\RXPD\¿QGWKDWVRPHRIWKHEDVLFGLVWULEXWLYH
bargaining principles we’ve explored are somewhat muted.

Suggested Reading
Levitt and Dubner, Freakonomics.
Raiffa, The Art and Science of Negotiation.

Questions to Consider
1. A nationally respected buyer’s guide tells you that a used motorcycle

/HFWXUH'LVWULEXWLYH1HJRWLDWLRQ²7ZLVWVDQG7XUQV

like the one you want to buy sells for $20,000 to $25,000. What would
RQHZLVH¿UVWRIIHUEHLIWKHVHOOHUDGYHUWLVHVDSULFHRI"

2. Do you tend to be aggressive, compromising, accommodating, or
avoidant when it comes to negotiating such issues as price or salary?
What are some upcoming situations where another approach would
be wiser?

3. If you wanted to consider alternative dispute resolution, but your
attorney claimed that only litigation was worth pursuing, what questions
might it be wise to ask to help you better understand the choices?

Challenge
1. Before your next price negotiation, ask yourself how well you know
the market and the facts. If you feel unsure but must negotiate, practice
SROLWHO\GHIHUULQJWRWKHRWKHUQHJRWLDWRUEHSUHSDUHGWROHDYHWKHWDONV
and do more homework. Negotiate only if you absolutely have to and if
you have reason to believe that there’s not much more to learn.
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0HDVXULQJ6XFFHVVDQG:DONLQJ$ZD\
Lecture 11

I

n this lecture, we will explore a number of questions: What does it mean
to succeed in a negotiation? What are the measures of success? What is
the purpose of negotiating? And when do we walk away? These questions
are so central to negotiation that our ability—or inability—to answer them
shapes the course of nations, people, companies, and entire economies for
EHWWHURUZRUVH%\WKHHQGRIWKHOHFWXUHZHZLOOKDYHGHYHORSHGVSHFL¿F
practical ways to answer these questions that can guide you in any important
negotiation you face.
Case Study in Negotiation1
x Imagine that you and your spouse own and operate a small gas
station that sells gas from a large oil company called Star Oil. Your
station is one of the most successful in the region, but your spouse
has some health issues that require immediate rest and relaxation.
For this reason, you’ve decided to sell the business, buy a mobile
home, and travel the country.
x

A survey in a trade publication tells you that lesser stations in the
region have recently sold for between $150,000 and $200,000. You
want a minimum of $225,000 to cover the cost of the mobile home
($100,000), travel expenses ($50,000), and a nest egg to live on
when you return in a year ($75,000) and need to look for work.
Admiral Oil Company has offered you $175,000, and you’re now
interested to see what Star Oil will offer.

x

From speaking with fellow gas station owners, you learn that Star
Oil is in the middle of an acquisition program and is looking to buy
several gas stations in the region.

1

The case study in this lecture is adapted from Stephen B. Goldberg, “Texoil,” Dispute Resolution
Research Center and Kellogg Team and Group Research Center, Kellogg School of Management,
Northwestern University, http://www.negotiationexercises.com/Details.aspx?ItemID=76.
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x

x
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o

An executive from the company offers you a package worth a
total of $240,000 that includes $180,000 upfront and a small
RLOWUXFNLQJRRGFRQGLWLRQZRUWKEHFDXVHRIIHGHUDO
regulations, the truck can be sold only once every seven years.

o

In addition, Star Oil asks that you help keep the station running
during a four-month transition period and that you agree to
repay the company $25,000 if the station’s performance for the
¿UVW\HDUDIWHUWKHVDOHIDOOVEHORZSUHYLRXVUHVXOWV

6XSSRVH\RXDFFHSWHGWKHRIIHUOHW¶VQRZORRNDWWKHVLWXDWLRQQLQH
months into the future.
o You spent four months working at the station, watching your
spouse grow sicker, until the doctor said that he or she was
no longer able to travel and might have a complete collapse
at any time.
o

You took delivery on the oil truck and found that you had no
XVHIRULWLQIDFW\RXKDGWRVSHQGDPRQWKWRSDUNLWRQ
a nearby lot.

o

After you transferred the station to Star Oil, the company
hired incompetent station managers and immediately started
to lose money. You realize that Star will demand the $25,000
guarantee money from you in a few months, even though you
had no control over the operations.

Obviously, it turned out that the buyer made an offer that you would
have been wise to avoid. The creative option offered to sweeten
the deal—the truck—was all but worthless to you and actually cost
you money to maintain. Worse, the offer didn’t meet your most
important interests: your spouse’s health and the chance to take the
trip. Further, the $25,000 guarantee gave the buyer an incentive to
be casual about managing the station. The offer from Admiral Oil
may not have been ideal, but it avoided many of these problems.

© Fuse/Thinkstock.

$FFRUGLQJWRQHJRWLDWLRQH[SHUW*DYLQ.HQQHG\DVPDQ\EXVLQHVVHVJRXQGHU
EHFDXVHWKH\VWULNHEDGGHDOVDVWKRVHWKDWIDLOWRVWULNHHQRXJKGHDOV

x

In this case study, many people accept Star Oil’s offer and initially
VD\WKDWWKH\DUHFRQ¿GHQWWKH\PDGHDZLVHFKRLFH,QIDFWDVZH
know, there are many situations in which negotiators reach bad
deals, unaware of how bad they are. For example, the convergence
of bad deals on Main Street and Wall Street in the years leading
XS WR  UHVXOWHG LQ D ¿QDQFLDO FULVLV WKDW FDXVHG ORVVHV RI 
trillion worldwide.
o Beyond losses on a global level, it’s a sad fact that most
entrepreneurial ventures fail. Often, the founders borrow,
invest, hire, and produce based on false assumptions, overly
optimistic projections, and too-hasty expansion.
o

The risks and dangers of bad entrepreneurial agreements are
so serious that they prompted Barry Nalebuff, a professor
of management at Yale, to offer rather surprising advice to
young entrepreneurs: Don’t start a new business. According to
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Nalebuff, it’s possible to get 99 things right and 1 thing wrong
LQDEXVLQHVVGHDODQG¿QGWKDW\RXDUHUXLQHG
x

History shows that a bad deal can change the course of people’s
entire lives. In short, although it’s very easy to get to yes, often, yes
is the wrong answer. Indeed, sometimes the worst thing you can
do is say yes. Yet if you ask businesspeople, diplomats, consumers,
and others, they will routinely tell you that they got a good deal,
often no matter what the terms are. Why is this so?

Reasons Behind Bad Deals
x One phenomenon contributing to bad deals may be deal euphoria,
the irrational tendency to defend and celebrate any deal, no matter
how bad. One driver of deal euphoria may be escalation psychology,
the tendency to become ever more invested emotionally in seeing
something through to the end, no matter what the cost.

/HFWXUH0HDVXULQJ6XFFHVVDQG:DONLQJ$ZD\

x

Another reason that people say yes unwisely is fear of deadlock. In
a success culture, such as ours, we tend to associate agreement with
success and disagreement with failure.
o For example, consider this headline: “Martha Stewart Fails
to Reach Agreement to Renew Partnership with Kmart.” This
2009 Bloomberg news article went on to report that Kmart had
been hurting Stewart’s sales and reputation, and she was about
to enter a new agreement with Home Depot.
o

x
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The headline makes it sound as if Stewart failed, but the story
itself strongly suggests that she made a wise decision.

Yet another reason that negotiators often enter bad agreements is
because of the myth that a concession is a bargain. A major New York
department store used to send out a glossy ad touting its 50 percent
RIIMHZHOU\VDOHDSDLURIHDUULQJVZDVQRZVHOOLQJIRUMXVW
But then, 'DWHOLQH1%& reported that the store ran this 50 percent off
sale 26 days a month, raising its prices during the sale days.

x

Each of these traps can mislead you into thinking you’re getting
a good deal, yet ironically, it’s also easy to miss a good deal.
According to behavioral economists, a phenomenon called the
endowment effect can drive negotiators to overvalue their assets
simply because they hold them.
o This effect may cause homeowners to turn down reasonable
offers for their houses and end up holding their houses much
longer than they had intended.
o

It may also help explain why litigants often misjudge the
strength of their cases and wind up doing much worse in court
than they could have settled for.

Measures of Success
x How can we know when it’s wise to say yes to an offer? What we
need are measures of success, clear guideposts we can refer to when
gut feeling alone isn’t enough. For our purposes, we can use three
measures: We should agree to a deal when it is wise collaboratively,
distributively, and relationally.
x

)LUVWLVWKHRIIHUJRRGFROODERUDWLYHO\"0RUHVSHFL¿FDOO\GRHVWKH
offer satisfy your interests and the other negotiator’s interests, now
and in the future?
o When an offer makes you feel confused and you don’t know
what to do, simply compare it to your interests. If the offer
does not satisfy your key interests, you must seriously consider
walking away. Negotiation is a means to your ends, not an end
in itself, and your ends are your interests.
o

In the gas station case, we saw that Star Oil’s offer clearly did
not meet your key interests. In addition to hurting rather than
helping your spouse and making your trip impossible, that deal
carried a time bomb—a feature of an agreement that will cause
serious foreseeable problems in the future.

o

Some common time bombs include overlooked likely
events, such as low sales, bad weather, poor attendance, or
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XQH[SHFWHGO\KLJKFRVWVSHUYHUVHLQFHQWLYHVVXFKDVUHZDUGLQJ
salespeople on the total value of their sales, regardless of
ZKHWKHU WKH VDOHV DUH SUR¿WDEOH IRUHVHHDEOH EDG ¿W VXFK DV
EHWZHHQDQHQWUHSUHQHXUDQGDQLQYHVWRUDQGH[WUHPHO\RQH
sided deals.
o

/HFWXUH0HDVXULQJ6XFFHVVDQG:DONLQJ$ZD\

x

The second measure of success is this: Is the offer distributively
ZLVH"0RUHVSHFL¿FDOO\KRZGRHVWKHRIIHUFRPSDUHWR\RXUEHVW
target, on the one hand, and your BATNA, on the other?
o $JDLQ\RXUEHVWWDUJHWLV\RXULGHDORXWFRPHRQDJLYHQLVVXH
it’s the number you actually hope to get. If you’re striving to
be ambitious, it’s an ambitious but realistic amount. The closer
you get to it, the better you have done distributively. As we’ve
seen, it pays to intentionally set that goal explicitly in advance
and to compare any offer to it to make sure you’re not selling
yourself short.
o

x
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As we’ve seen, it’s also wise to consider whether the agreement
meets the other negotiator’s interests. Fortunately, if you’re
using interest-based bargaining principles, you already know
the importance of seeking an agreement that is hard on the
problem but soft on the person. One way to test an offer is by
comparing it against the other negotiator’s interests as you
understand them.

You also want to compare any offer to your BATNA. The more
clearly you understand, develop, and research your BATNA,
the stronger your position is, and the more clearly you can test
the offer to see whether it meets your minimum requirements.

The third measure of success is this: Is the offer relationally wise? In
other words, is the offer fair compared to independent criteria, and
has the relationship suffered or improved through the negotiation?
o Testing an offer against an independent standard, as we’ve
seen, is an excellent way to tell if it’s reasonable.

o

The question about how the negotiation has affected the
relationship may seem irrelevant in a one-time transaction, but
you should still ask yourself: Has each side conducted itself in
ways that foster trust and buy-in? Has each side acted ethically
and legally? Has each side built rapport and connection?
Has either side damaged or enhanced its reputation? As we
know, greediness or dishonesty in negotiating may damage
a negotiator’s reputation or the negotiation outcome, even in
one-time transactions.

Suggested Reading
Lax and Sebenius, The Manager as Negotiator.
Shell, Bargaining for Advantage.

Questions to Consider
1. Think of an agreement you reached recently that you wonder about
or that you regret, such as a questionable cell phone contract, a weak
compensation agreement at work, an expensive real estate purchase, or
an expensive settlement. Rewind the tape to the beginning of the story.
Now think of the offer(s) you received or gave. How do they look when
compared to the measures of success discussed in this lecture? How
might you have acted differently if you had kept those measures in mind
before and during the talks?

2. :KDWDUHVRPHRIWKHGHFLVLRQWUDSV\RX¿QG\RXUVHOIPRVWRIWHQIDOOLQJ
into in negotiations and consumer purchases?

3. What are the measures of success?
4. Ang represents management in talks with Balestera, the union
UHSUHVHQWDWLYH RYHU ODERU ZDJHV DQG EHQH¿WV IRU WKH FRPLQJ \HDU
Balestera insists on a 15 percent increase in each of the next three
years. Ang insists that the company cannot afford more than a 2 percent
increase in each of the next three years. After bargaining late into the
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QLJKWRQWKHHYHRIDWKUHDWHQHGVWULNH$QJDQG%DOHVWHUD¿QDOO\DJUHH
to a tentative contract providing an increase of 5 percent in each of the
next three years. For whom—if anyone—is that agreement a success?

Challenge
1. Compare a major agreement you read about in the news or an important

/HFWXUH0HDVXULQJ6XFFHVVDQG:DONLQJ$ZD\

RIIHUIRU\RXU¿UPRUIDPLO\WRWKHWKUHHPHDVXUHVRIVXFFHVVGLVFXVVHG
in this lecture. Is the agreement or offer wise by those standards?
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Creative, Distributive, or Both?
Lecture 12

W

hen you enter into a negotiation, no one tells you whether it will
be a predominantly distributive or creative one. How, then, do
you know which method to apply? Will that conversation with
your family, your supplier, or someone else require skillful competitive
negotiating or interest-based negotiating? In this lecture, we’ll bring the two
approaches together. Most arm’s-length negotiations and even some others
have both competitive and creative dimensions. Fortunately, it’s possible to
handle both aspects effectively, enabling you to achieve the goal of “winning
warmly” so that both parties are content, and you’re very content.
A Blended Approach
x In earlier lectures, we’ve seen the power of both interest-based and
distributive negotiation, but each of these approaches in isolation
can be somewhat dangerous. A naïve negotiator who focuses solely
on the distributive side can produce a weak deal for both sides
that misses chances to create wealth. And a naïve negotiator who
focuses on the creative side may generate a larger pie but wind up
with crumbs.
x

As we’ve discussed, research shows that skilled negotiators
can create 11 percent more wealth for their side than mediocre
negotiators and 6 percent more wealth for their counterparts. In
RWKHUZRUGVVNLOOHGQHJRWLDWRUVFUHDWHDQGFODLPEHWWHUWKH\¿QGD
way for both sides to do well and for their side to do very well.

x

Of course, in many situations, it’s better not to worry about the
distributive side so much and, instead, to strive for a fair or even
generous outcome. As useful as it can be to think about being
creative and dividing up wealth, that’s a two-dimensional approach
that ignores the critical third dimension of relationship. Even in
arm’s-length transactions, you want to be thoughtful about your
approach to ensure that you don’t damage the relationship.
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x

Researchers have found that the key to striking a balance between
creating and claiming is systematic preparation. That means
being ready for both the creative side and the competitive side of
a negotiation.

Lecture 12: Creative, Distributive, or Both?

Linear and Nonlinear Bargaining
x It’s interesting to note that it can be unwise to negotiate one issue
at a time. Working through agenda items in order fosters a naïvely
competitive approach that conceals the potential for making
creative trades between topics.
o Imagine that you’re negotiating to buy a business. Your main
concern is that the seller won’t compete with you after you buy
the company. In turn, the seller is badly in need of cash and
ZDQWV\RXWRSD\IRUWKHEXVLQHVVXSIURQWZLWKRXWDQ\¿QDQFLQJ

86

o

,I\RXWDFNOHWKHLVVXHVRQHDWDWLPH\RXPD\¿UVWGHPDQGD
10-year noncompete clause, while the seller insists on 2 years.
Ultimately, you agree to a compromise of 6 years.

o

7KHQ \RX WXUQ WR WKH TXHVWLRQ RI ¿QDQFLQJ <RX SURSRVH WR
pay in installments over several years. The seller demands full
payment upfront. Finally, you compromise on a 50 percent
upfront payment.

o

You both would have preferred a deal that included a
year noncompete agreement (your top priority) and
cash payment upfront (the seller’s top priority), but you
no chance to discover that more satisfying deal because
discussed and concluded one issue at a time.

o

This linear bargaining is dangerous, even though it’s common
DQG VHHPV HI¿FLHQW ,W NLOOV WKH FKDQFH IRU FUHDWLYH WUDGHV
between topics. For this reason, skilled negotiators prepare in
different ways to discuss more than one issue out of time, that
is, to practice nonlinear bargaining.

10full
had
you

x

One way to practice nonlinear bargaining is to establish a ground
rule with your counterpart that nothing is agreed until everything is
agreed. Of course, you can reach tentative agreements on a single
issue if you wish, but by suggesting this ground rule early on,
you can go back and make creative changes or trades if you later
GLVFRYHUWKDWLWZRXOGEHPXWXDOO\EHQH¿FLDOWRGRVR

x

Similarly, a skilled negotiator may refuse to simply concede
unilaterally on a single issue and instead suggest a trade. In your
negotiation for the business, for example, you might say, “I can’t
just give more on the issue of noncompetition, but I’d be willing to
FRQVLGHULWLIZHFRXOGGREHWWHURQWKHLVVXHRI¿QDQFLQJ´

x

A simple way to remember this point is to keep in mind the phrase
“no, but.” “No, I can’t just concede, but I can consider a trade.”
This is particularly useful when you encounter a negotiator who
uses a classic sharp bargaining tactic called “yes, but.”
o Here, just as it looks as if you have an agreement, the other
negotiator asks for something more.
o

x

If you don’t know how to respond to this tactic, you invite the
other negotiator to keep nibbling. “No, but” signals that you
won’t put up with this tactic, but you will consider an exchange.

Skilled negotiators further prepare for nonlinear bargaining
by identifying their priorities and those of the other negotiator
in advance.

Package Deals
x One of the best ways to practice nonlinear bargaining effectively and
WRSURSRVHZLVHFUHDWLYHWUDGHVLVWRRIIHUDSDFNDJHGHDOWKDWLVEH
ready to suggest a proposal on several topics at the right moment.
o For informal matters, you may simply jot down your proposal
on the back of a napkin. For more important matters, you may
want to present it as a letter, a memo, a draft contract, or a term
VKHHW ,Q WKH ¿HOG RI QHJRWLDWLRQV VXFK SURSRVDOV DUH FDOOHG
single negotiating texts.
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x

o

This text is a single document that includes all the main terms
of the proposed agreement. Such documents naturally foster
nonlinear bargaining, inviting each side to skip around and
make trades between topics.

o

A common business example of a single negotiating text is a
term sheet, in which each of the topics is listed in one column,
with a corresponding column showing a summary of the
proposal for each topic.

You can build on the idea of a package offer by introducing a more
advanced idea: multiple equivalent simultaneous offers (MESOs).
The basic idea here is to provide two separate deal proposals.
6WXGLHV ¿QG WKDW ZKHQ \RX RIIHU 0(62V WKH RWKHU QHJRWLDWRU
WHQGVWRWUXVW\RXPRUHDQGEHPRUHVDWLV¿HGZLWKWKHUHVXOWV<RX
can also build MESOs into a term sheet by offering a choice on a
particular issue.

Adding Distributive Negotiation
x As we’ve discussed, skilled distributive negotiation requires you
to set explicit best targets and walkway targets—in other words, a
range. You should set those targets for each of the topics so that
you know what you’re striving for and what you’ll settle for on
each issue.
x

The next step is to craft a package that cushions your favorite
topics. Doing so allows you to make concessions and still come out
strong on the issues that are most valuable to you.
o In the purchase of the business, you might prepare to make an
offer of a 12-year noncompetition agreement and payments of
50 percent cash at signing and 50 percent in installments.
o
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Here, you’re cushioning your top priority, which enables
you to make concessions and still get your best target of 10
years. You’re ready to make faster and greater concessions
RQ \RXU ORZHUSULRULW\ WRSLF²¿QDQFLQJ²ZKLFK \RX KDYH
not cushioned.

x

Note, however, that unless you take into account the creative side,
you may get into a distributive struggle that hurts both you and the
other negotiator. To avoid this outcome, preface your offer with
ODQJXDJHWKDWFOHDUO\VLJQDOVDGHVLUHWREHFUHDWLYHDQGÀH[LEOHDQG
to seek a deal that suits both sides.

Topics, Targets, and Tradeoffs
x The topics, targets, and tradeoffs grid is a simple planning device
that helps you prepare for creative and competitive negotiating.
It’s also a tool that you can refer to during the negotiation itself.
To prepare the grid, divide a piece of paper into four columns, as
shown below.

Topics

x

Targets

7UDGHRIIV
BETWEEN Topics

7UDGHRIIV:,7+,1
Topics

The targets section gives you necessary information for the
distributive side of the talks, while the two tradeoffs sections give
you information for the collaborative side.
o The topics column is the agenda, the issues to be discussed
during the negotiation. The entries in this column help you
prioritize the topics and begin to shape the talks.
o

In the targets column, note your ranges for each topic—your
best target and your walkaway.

o

In the third column, note your priorities. Again, in the example
RI WKH VDOH RI D EXVLQHVV QRQFRPSHWLWLRQ ZRXOG EH \RXU ¿UVW
priority and payment terms would be your second. Establishing
these priorities allows you to trade the cheap for the dear.

o

In the last column, write down your best creative options, that
is, the most promising ways you’ve thought of to satisfy the
interests for each topic.
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x

Once you’ve completed the grid, you can play with it, using it to
craft several package deals. You can also use the grid to remind you
of your worst acceptable offer.

The Gender Gap in Negotiation
x The ability to convey a respectful tone and win warmly in
negotiations may be especially important for women. The pay
gap women sometimes face is partly due to sexism, but as Linda
Babcock and Sara Laschever discuss in their book Women Don’t
Ask, it also stems from women’s sense that they pay a high social
cost when they ask for more.
o :KHQ D PDQ DVNV IRU D KLJKHU VDODU\ VWXGLHV ¿QG WKDW KLV
VXSHULRUV YLHZ KLP DV DVVHUWLYH FRQ¿GHQW DQG UHDVRQDEOH
When a woman uses the same language to ask for a higher
salary, her superiors view her as pushy and aggressive.
For this reason, it’s not enough to simply tell women to overcome
their hesitation and assertively ask for more. But it is possible

© Getty Images/Stockbyte/Thinkstock.
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o

:RPHQPD\QHHGWREHSDUWLFXODUO\VNLOOHGDWUHIUDPLQJWRRYHUFRPHQHJDWLYH
SHUFHSWLRQVDQG³ZLQZDUPO\´LQSURIHVVLRQDOQHJRWLDWLRQV
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for women to “win warmly” in their professional negotiations by
applying negotiation principles to the gender gap.
o

x

Later research by Babcock and by Harvard’s Hannah
Riley Bowles suggests that reframing can help women in
compensation talks and beyond. The study found, “Women are
more likely to be successful if they explain why their request is
appropriate, but in terms that also communicate that they care
about maintaining good relationships at work.”

Women are not worse negotiators than men in any sense. A
remarkable study of women in legislatures around the world
found that in truth, women are probably better by a number of key
benchmarks. But when advocating for themselves, women often
face a social penalty that men don’t, which is why reframing may
be especially useful when women advocate for themselves.

Suggested Reading
Freeman, The Ready and Able Negotiator.
Lax and Sebenius, The Manager as Negotiator.

Questions to Consider
1. What is linear bargaining, and why is it often a bad idea? Why do you
suppose so many people use it?

2. What part(s) of the topics, targets, and tradeoffs grid help you negotiate
creatively? What parts help you negotiate distributively?

3. Why do you suppose researchers have found that systematic preparation
with such tools as the topics, targets, and tradeoffs grid helps
negotiators create and claim better than negotiators who do not prepare
systematically?
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4. 6FKRDO 0DUNHWLQJ D SULQWLQJ ZDUHKRXVLQJ DQG GLVWULEXWLQJ ¿UP KDV
offered to print catalogs for you at $0.20 per copy for 500,000 copies,
payable in 15 days, and to package and ship parcels at $2.00 per parcel,
DOVRSD\DEOHLQGD\VLI\RXU¿UP%RXQWLIXO7DEOHZLOOSRVW
XSIURQW<RXUUHVHDUFKWHOOV\RXWKDWWKHUHDUHVHYHUDOFRPSDUDEOH¿UPV
WKDWDUHZLOOLQJWR QHJRWLDWH7KHVH¿UPV ZLOOSULQWFDWDORJVIRU SULFHV
ranging from $0.15 to $0.25 per copy for 500,000 copies, payable from
15 to 90 days, and will package and ship parcels for prices ranging
from $1.75 to $2.25 per parcel, payable in 15 to 90 days, with deposits
RI  WR  3D\PHQW WHUPV DUH PRVW LPSRUWDQW WR \RX SULFHV
although important, are a bit less so. Craft a package counteroffer that’s
competitively and collaboratively wise, using the packaging principles
we explored in this lecture.

Challenge

Lecture 12: Creative, Distributive, or Both?

1. Create a topics, targets, and tradeoffs grid for an upcoming negotiation.
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+LGGHQ)DFWRUV7KDW6KDSH1HJRWLDWLRQ
Lecture 13

T

hough negotiation can seem like a simple one-on-one matter best
GRQHDWWKHFRQIHUHQFHWDEOHWKHUHDUHVHYHUDOQRQREYLRXVLQÀXHQFHV
VXFK DV WKH VHWWLQJ VFKHGXOLQJ DQG LQÀXHQWLDO SHRSOH RXWVLGH WKH
negotiation, that can strongly shape your results. These factors may seem
OLNH DQ DGGLWLRQDO EXUGHQ DW ¿UVW EXW DFWXDOO\ WKH\ FDQ EH VRXUFHV RI
RSSRUWXQLW\ LQÀXHQFH DQG LQVLJKW WKDW FDQ KHOS JUHDWO\ ZKHQ RWKHU LGHDV
aren’t working. As we’ve said, no one idea we encounter in this course will
DOZD\V ZRUN WKXV LW¶V LPSRUWDQW WR KDYH D ULFK WRRONLW RI QHJRWLDWLRQ DQG
FRQÀLFW PDQDJHPHQW WHFKQLTXHV WR GUDZ RQ ,Q WKLV OHFWXUH ZH¶OO H[SORUH
hidden factors that can enrich your negotiations and improve your chances
of discovering satisfying outcomes.
Setting
x Intuitively, we all know that the setting matters in our interactions
ZLWK RWKHU SHRSOH IRU H[DPSOH VRPH VHWWLQJV PDNH LW HDVLHU WR
VD\QRWKDQRWKHUV7KHVDPHLVWUXHZLWKQHJRWLDWLRQ6WXGLHV¿QG
that if you negotiate face to face, you have a much better chance
of reaching agreement than if you negotiate exclusively via e-mail.
<HWZHRIWHQ¿QGRXUVHOYHVQHJRWLDWLQJLQVHWWLQJVWKDWPD\ZRUN
against our purposes—when we’re tired or rushed or in a formal
setting that kills candor.
x

It often seems as if we are powerless to change the setting of a
negotiation, but that one factor may have a remarkable effect on
WKHWDONVDQGPD\ZHOOEHRQHRIWKH¿UVWLVVXHVZRUWKQHJRWLDWLQJ
Indeed, in diplomatic talks, it often is.
o Ralph Bunche took setting seriously when he mediated peace
talks between Israeli and Arab negotiators in January 1948.
Bunche shrewdly arranged the conference in a hotel on the
island of Rhodes. The representatives were stuck together on
a cold, isolated island in an unheated hotel with terrible food.
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The awful setting gave the negotiators no incentive to delay
matters a moment longer than necessary.

/HFWXUH+LGGHQ)DFWRUV7KDW6KDSH1HJRWLDWLRQ

o
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Bunche is not alone in using an uncomfortable setting to foster
agreement. Labor mediators, for example, have been known to
lock the doors during 11th-hour collective bargaining on the eve
of a strike deadline and refuse to let anyone go to the bathroom
until they reach a settlement.

x

Much more commonly, however, negotiators strive for a more
comfortable setting. Why is so much business conducted on the golf
FRXUVHLQUHVWDXUDQWVDQGLQRWKHUSODFHVIDUEH\RQGWKHFRQ¿QHVRI
WKH RI¿FH RU WKH FRQIHUHQFH URRP" 2QH UHDVRQ LV WKDW D UHOD[LQJ
intimate setting can help alleviate the stress that is built into
many negotiations.

x

Privacy is another aspect of setting worth thinking about. Indeed,
the role of privacy in negotiation has actually taken on historical
proportions at times.
o In 1917, Woodrow Wilson gave a speech to Congress outlining
the goals of the United States for entering World War I—the
famous Fourteen Points address. One of the most noteworthy
and controversial points was Wilson’s insistence on “open
covenants of peace, openly arrived at,” with a ban on “private
international understandings of any kind.” Wilson was taking
direct aim at the secret alliances that different nations had
formed on the eve of the war.
o

Critics at the time of Wilson’s address and today have
questioned the wisdom and the plausibility of expecting
nations to work out their differences publicly, and in practice,
of course, both public and private diplomacy are regular parts
of modern statecraft. The point is that setting itself can be so
important that entire wars can be shaped by it.

o

Other dangers in selecting a private setting for negotiation are
that it fosters the perception of underhanded dealings and it

raises the specter that important voices may go unheard. Still,
privacy may be essential to wise agreement, as we’ve seen
in such diplomatic negotiations as the Oslo and Camp David
peace accords.
x

x

These days, the choices of setting for important negotiations are
almost innumerable, including negotiations conducted via Skype,
e-mail, and Google Docs. In general, the more the medium allows
you to communicate with your counterpart in real time, the more
likely you are to reach a creative and mutually satisfying agreement.
o In other words, the more the setting allows you to make visual,
audible, and tactile contact and the more it lets you exchange
messages immediately or “synchronously,” the more it invites
the kind of connection, comprehension, and cohesion that
fosters creativity.
o

As the emotional distance and delay of the setting increase,
the chance for misunderstanding seems to grow. For example,
VWXGLHV¿QGWKDWHPDLOFDQVRPHWLPHVEHDQHIIHFWLYHZD\WR
negotiate, but it can also be dangerous if you don’t know some
basic rules. Because e-mail permits so few cues that convey
tone, nuance, and subtlety and because it fosters casual and
quick reading, in some cases, this method of communication
can produce higher levels of aggression, hostility, and
positional bargaining.

o

One suggestion for avoiding problems in e-mail negotiations
is to meet in person or speak on the phone for a few minutes
before the negotiations begin to build rapport.

,I\RX¿QGWKDW\RXJHWRYHUO\QHUYRXVRUVWUHVVHGLQIDFHWRIDFH
negotiations, you may be better off communicating by phone or
in writing. It’s also true that in some business cultures, written
electronic negotiation is becoming the rule. In these situations,
set ground rules that call for a reply within 48 hours and limit the
length of e-mails. Be sure to use positive, polite, and encouraging
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language in your written communications to avoid sounding harsher
than you mean to be.
x

Setting also refers to how many people are at the table and what
roles they have. Research has found that if two negotiators meet
with one negotiator, the twosome may get as much as 33 percent
more than they would if only one negotiator had represented them.
,W¶VGLI¿FXOWIRURQHQHJRWLDWRUWRQHJRWLDWHDJDLQVWVHYHUDOSHRSOHDW
RQFHLI\RXNQRZWKDW\RXZLOOEHVSHDNLQJZLWKDWHDPLWPD\EH
wise to bring a team with you.
o If your team consists of the people you’re representing,
note WKDW \RX PD\ ¿QG LW KDUG WR EULQJ D GHWDFKHG DQG
creative approach to the talks. If your team is disciplined
and professional, however, you may be able to strengthen
your effectiveness.

/HFWXUH+LGGHQ)DFWRUV7KDW6KDSH1HJRWLDWLRQ

o

x

One of the best ways to improve the odds in your favor is to
assign roles to each teammate beforehand: note taker, listener,
timekeeper, number cruncher, technical expert, and caucus caller.

Finally, if the talks aren’t going well, try changing the setting:
Adjourn the formal negotiation and have two of the key parties
WDNHDZDONVWRSWKHPHHWLQJDQGJHWVRPHGLQQHUDGGWHFKQLFDO
people and hold a larger meeting. Any change can alter the
dynamics of the negotiation.

Scheduling
x The scheduling of a negotiation is also powerfully important, and
part of this task is deciding whether to negotiate before you have
another offer in hand. For example, if you have one job offer in
hand and you believe you’ll have another in a few days, you may
want to wait until the second offer comes in so that you’re in a
better bargaining position for both negotiations. For this reason, it
can be wise to negotiate when you will negotiate.
x
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6FKHGXOLQJDOVRUDLVHVWKHTXHVWLRQRIGHDGOLQHV6WXGLHV¿QGWKDW
a deadline can help both negotiators if they know about it early on.

A deadline tends to help negotiators manage their time better and
fosters more deliberate discussion. In contrast, keeping a secret
deadline without divulging it to the other side can needlessly
cause a breakdown and deny the other side the chance to marshal
its best offer.
One of the more insidious aspects of scheduling is the fact that one
party may try to use high-pressure tactics to rush a decision. Don’t
allow yourself to be pressed into negotiating when you’re simply
not ready. Respectfully
ask your counterpart for
a delay until you can do
your homework.

,QÀXHQWLDO2XWVLGHUV
x When we negotiate, we
typically think of the
situation as an isolated,
one-on-one conversation,
but no negotiation occurs in
isolation. Every negotiation
is deeply connected to a
larger political and social
world. Thus, there are many
people away from the talks
ZKRFDQLQÀXHQFHWKHPIRU
better or worse. Negotiators
who miss this point often
VXIIHU IRU LW QHJRWLDWRUV In a marriage, one partner may
sometimes reach an agreement in
who identify this point often an important negotiation, only to
¿QG VXUSULVLQJ VROXWLRQV WR UHDOL]HWKDWKHRUVKHKDVQHJOHFWHGWR
FRQVLGHUDQLQÀXHQWLDORXWVLGHU²WKH
their problems.
o Roger Fisher, one other partner.
of the authors of the
classic negotiation book Getting to Yes, once negotiated a treaty
on behalf of the United States with 160 other nations. But
when work on the treaty was completed in 1982, the president
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x

who had sent Fisher to the negotiations, Jimmy Carter, had
OHIWRI¿FH

/HFWXUH+LGGHQ)DFWRUV7KDW6KDSH1HJRWLDWLRQ

x

o

Fisher had little or no relationship with the new president,
Ronald Reagan, or with Reagan’s senior advisers. The Reagan
administration reviewed the treaty and, in effect, put it on
a shelf. It wasn’t until 1994 that the United States signed a
revised version of the treaty, and decades later, it still hasn’t
EHHQUDWL¿HG

o

Fisher negotiated well at the table, but because others away
IURPWKHWDEOHSURIRXQGO\LQÀXHQFHGPDWWHUVWKHHIIHFWRIKLV
QHJRWLDWLQJZDVVLJQL¿FDQWO\DOWHUHG

$QDZDUHQHVVRIZKRPD\LQÀXHQFHWKHWDONVDZD\IURPWKHWDEOH
may transform your effectiveness as a negotiator for the better.
o In the immediate aftermath of the assassination of John F.
Kennedy, Lyndon Johnson called on state governors to contact
their senators and asked them to support a treaty that was coming
up for a vote as a show of unity in honor of Kennedy’s memory.
o

x

$QXQGHUVWDQGLQJRIRXWVLGHLQÀXHQFHVKDVSUDFWLFDOLPSOLFDWLRQVLQ
everyday negotiations.
o As you prepare for an important negotiation, think about
each side’s constituents, principals, families, and governments.
Consider powerful third parties, such as watchdog
agencies, enforcement agencies, prominent publications, and
next-door neighbors.
o
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:KHQWKHYRWHZDVKHOGKRXUVODWHU-RKQVRQZRQKLV¿UVW
victory as president, setting the stage for the future passage of
the Civil Rights Act of 1964.

This exercise can reveal new interests, research questions,
creative options, and potential alternatives to agreement. In
short, it adds another dimension to your thinking, enriching
your planning for the talks ahead.

Suggested Reading
Diamond, Getting More.
Lax and Sebenius, 3-D Negotiation.
Watkins, Breakthrough Business Negotiation.

Questions to Consider
1. 7KLQNRIDWOHDVW¿YHSHRSOH²EHVLGHV\RXDQG\RXUFRXQWHUSDUW²ZKR
FRXOG KDYH LQÀXHQFHG WKH WDONV LQ D UHFHQW DQG LPSRUWDQW QHJRWLDWLRQ
RUFRQÀLFW\RXIDFHG+RZPLJKW\RXUDZDUHQHVVRIWKHVHSHRSOHKDYH
helped you in the talks?

2. If you could choose to negotiate your next important transaction
anywhere you wanted to and at any hour or on any day you wanted to,
what setting and schedule would you choose and why?

3. Think of a form of electronic communication you use frequently. How
might this form of communication help or distort your dealings with
people you’re transacting with, and what other choices might help you
make your dealings more satisfying?

Challenge
1. 7U\ WR OLVW DW OHDVW ¿YH LQÀXHQWLDO SOD\HUV DZD\ IURP WKH WDONV DV \RX
prepare for a negotiation of some consequence. Does this exercise
reveal new possibilities or ideas?
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Lecture 14

G

/HFWXUH7KH3RZHURI3UHSDUDWLRQ²³,)RUHVDZ,W´

avin Kennedy, an expert on negotiation, once wrote that “preparation
is the jewel in the crown of negotiating. Get this right (and merely
doing it is not enough), and your performance in the negotiation
dramatically improves.” In this lecture, we will begin to tie together many
of the ideas of this course to discover the difference between how excellent
QHJRWLDWRUVDQGPHGLRFUHQHJRWLDWRUVSUHSDUH:KDWVSHFL¿FDOO\GRWKH\GR
differently when it comes to getting ready for important talks, and why does
preparation make such a difference?
A Cautionary Tale
x In December of 1984, Jean Fontaine, an executive for an Oklahoma
SODVWLFVFRPSDQ\FDOOHG3DFL¿F2LOGHFLGHGWRDVNKLV¿UP¶VODUJHVW
FXVWRPHU D *HUPDQ ¿UP FDOOHG 5HOLDQW WR UHQHZ DQG H[WHQG LWV
H[LVWLQJFRQWUDFWZLWK3DFL¿F2LODFRXSOHRI\HDUVHDUO\)RQWDLQH¶V
motivation for the move was his realization that the market would
soon be glutted with new supplies of cheap plastic.
o Over the course of 13 months, Fontaine negotiated with his
FRQWDFWDW5HOLDQW+DXSWPDQQZKRSUHVHQWHG3DFL¿F2LOZLWK
outrageous, one-sided demands. Fontaine continued to make
FRQFHVVLRQVRQHYHU\SRLQWUDLVHGE\+DXSWPDQQRQO\WR¿QG
that his counterpart’s demands escalated.
o

x
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8OWLPDWHO\ WKH QHJRWLDWLRQV UHDFKHG D WLSSLQJ SRLQW 3DFL¿F
Oil was unable to sign the new contract for fear of bankrupting
itself, but not signing meant that Reliant would be able to use
the concessions it had gained as a starting point in any future
contract negotiations.

7KH 3DFL¿F 2LO FDVH LV D FDXWLRQDU\ WDOH ,Q ODXQFKLQJ WKH
negotiation, Fontaine was unprepared. There were many things
he should have learned and thought about beforehand, but he

didn’t. After he decided to negotiate, he jotted down some not-soconvincing arguments and expected smooth sailing.
o 7KH IULJKWHQLQJ SDUW IRU XV LV WKDW )RQWDLQH ORRNHG UHDG\ KH
was foresighted, proactive, diligent, and clearly did some
homework to discover the coming glut, but he didn’t come
close to being ready for the talks themselves.
o

As a result, Fontaine invited his counterpart to be completely
positional and to use a variety of sharp bargaining tactics, thus
producing an extraordinarily one-sided deal.

I FORESAW IT
x I FORESAW IT is a 10-letter mnemonic device that sums up what
skilled negotiators do to systematically prepare for important talks.
Each letter stands for a word, and each word stands for a question—a
question you want
to ask and answer
Interests
before you enter any
talks. The words the
FDFWXDODQG¿QDQFLDOUHVHDUFK
letters stand for are
Options
shown to the right.
Rapport, reactions, and
responses
x Many of these terms
refer to ideas we’ve
Empathy and ethics
DOUHDG\ H[SORUHG
Setting and scheduling
thus, they may
seem familiar. And
Alternatives to agreement
as we’ll see, the
Who
mnemonic follows a
FHUWDLQ ORJLFDO ÀRZ
Independent criteria
you can start at the
Topics, targets, and tradeoffs
beginning and work
your way to the
end, or if you like,
you can start anywhere and jump around. In fact, as you address
one term, you often naturally come up with ideas that belong with
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another term. However you wish to use it, I FORESAW IT will help
in preparation for negotiations.
x

The power behind this tool is not that it solves your negotiation
SUREOHPV LQVWHDG LW SRVHV TXHVWLRQV WKDW DOORZ \RX WR VROYH WKH
problems yourself.

/HFWXUH7KH3RZHURI3UHSDUDWLRQ²³,)RUHVDZ,W´

A Case Study in Crisis
x Imagine that your parents, your sister, and you made weekend
reservations at the four-star Omega Hotel in Chicago to attend a
wedding nearby on Sunday evening. You booked using an American
([SUHVV FDUG DQG JRW D FRQ¿UPHG UHVHUYDWLRQ IRU RQH URRP ZLWK
a double bed for your parents, a single bed for your sister, and a
folding bed for yourself. The cost of the room was $99 per night, or
approximately $200 for the entire weekend.
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x

Once you arrive at the hotel, while standing in line at the registration
counter, you overhear incoming guests ahead of you being told that
the rooms they reserved are still occupied by the previous guests,
and those guests have chosen to extend their visit one more night.
Apparently, the city of Chicago prohibits the hotel from evicting
guests in such a situation.

x

The clerk tells the new guests that the Omega will give them a free
taxi ride to a nearby four-star hotel, the Whitman, where they will
receive a similar room at the same rate. The guests will be called
the next day if rooms become available at the Omega.

x

<RX KDYH D VWURQJ IHHOLQJ WKDW \RX ZLOO KDYH WKH VDPH SUREOHP
you may end up spending your weekend packing and repacking,
moving back and forth between two hotels, and not even getting
compensation for the inconvenience. Before reaching the desk, you
ask your family to step out of the line, explaining that it would be
wise to systematically prepare in case there’s a problem with your
room, too.

x

The I FORESAW IT plan below shows each of the questions
associated with this mnemonic device and your potential answers
in the Omega hotel situation. You and your family can use this plan
to discover possible solutions and to test any offer you receive to
PDNHVXUHLWVDWLV¿HV\RXUQHHGV
I FORESAW IT Plan: Omega Hotel

Interests

What are your
interests?

Convenience/proximity to
the wedding, desire to avoid
unpacking and repacking, some
compensation, fair and respectful
treatment

What are the other
side’s interests?

Hotel: Reputation, repeat
business, compliance with the law,
reasonable cost control
Clerk: Look good to the boss,
keep customers reasonably happy,
avoid abuse, keep his or her job

Factual and
¿QDQFLDO
research

What common
interests do you
share?

Fair outcome, quick resolution,
civil and polite interaction

What research can
you do before the
negotiation?

Go online to look at other hotels;
ask Chicago relatives for advice;
talk to other guests; check with
Chicago’s tourist board about the
law; call a travel advisor to learn
about industry standards
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Options

What creative
options can you
come up with?

Stay at the Whitman for two
nights; receive a cash settlement
DQG¿QG\RXURZQKRWHOURRPDVN
for a free upgrade when a room is
available; ask the Omega to cover
all meal and transfer costs; ask for
IUHTXHQWÀ\HUPLOHVWRGHIUD\WKH
FRVWRIWKHÀLJKWKRPH

Rapport,
reactions, and
responses

How can you
build rapport and
connections?
How can you
prepare yourself to
respond to negative
reactions?

Set a friendly tone in speaking with
the clerk; ask respectfully to speak
to someone with appropriate
authority

Empathy and
ethics

How does the
situation look from
the other party’s
point of view?

Clerk may be open to helping but
stressed by confrontations with
angry customers; you can help by
discreetly offering choices

Setting and
scheduling

How can you
Speak quietly to the clerk at a
optimize the setting moment when other guests aren’t
and schedule for the present
negotiation?
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Alternatives to
agreement

What will you do if
the deal doesn’t go
through?

Stay at another hotel without the
Omega’s help, complain to the
CEO, stay with relatives, write bad
reviews on the Internet, complain
to travel organizations

What will the other
party do if the deal
doesn’t go through?

Refuse your requests, lose your
family as customers, perhaps lose
other guests as customers, rely on
you and other guests to show up if
and when current occupants leave

Who

Who outside this
negotiation has
LQÀXHQFH"

Your relatives, the bride and
groom, competing hotels, the city
of Chicago, American Express,
other guests, the clerk’s boss

Independent
criteria

What objective
standards or
trustworthy
benchmarks can
you identify?

Industry standard reported by
American Express

Topics,
targets, and
tradeoffs

What is your
summary of the key
points and creative/
competitive aspects
of the negotiation?

Refer to your topics, targets, and
tradeoffs grid

x

In the real-life situation on which this case study is based, the
family members stepped away from the desk and did some quick
research that revealed powerful insights. They also generated
15 creative options, 1 of which worked. Empathy played a role
in that the family negotiator thought about the situation from the
clerk’s point of view, which helped him develop a fair and creative
105

proposal and present it with patience and compassion. The trust he
built with the clerk prompted her to call her boss at home and urge
him to approve the family’s proposal.
x

In the end, the family received two rooms at the Whitman Hotel for
WZR QLJKWV D  YDOXH IRU  7KH DJUHHPHQW VDWLV¿HG ERWK
sides’ interests and was achieved with kindness and respect.

x

If we test the agreement out using the three measures of success we
VDZLQ/HFWXUHZH¿QGWKDWLWZDVDEULOOLDQWVXFFHVV,WVDWLV¿HG
WKHLQWHUHVWVRIERWKSDUWLHVLWZDVIDYRUDEOHDQGLWZDVDIDLUGHDO
handled fairly.

Suggested Reading
Freeman, The Ready and Able Negotiator.

/HFWXUH7KH3RZHURI3UHSDUDWLRQ²³,)RUHVDZ,W´

Lax and Sebenius, 3-D Negotiation.
/HZLFNL%DUU\DQG6DXQGHUV³3DFL¿F2LO&RPSDQ\´

Questions to Consider
1. What does the I FORESAW IT mnemonic stand for?
2. If time permitted you to use only three letters of the I FORESAW IT
mnemonic, which would you choose? What might be the pros and cons
of using those three letters?

3. :KLFK SDUWV RI , )25(6$: ,7 GR \RX ¿QG \RX QDWXUDOO\ JUDYLWDWH
to, and which parts seem most foreign, novel, and outside your comfort
zone? What is one thing you might do to help you think about those less
comfortable parts before your next important negotiation?

106

Challenge
1. Sketch out an I FORESAW IT plan before your next important
negotiation. Note how it helps you solve your negotiation problems for
yourself.
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I
/HFWXUH+DQGOLQJ6KDUS7DFWLFVDQG(WKLFDO,VVXHV

n some cases, negotiation seems to invite trickery and to tempt
negotiators to cut corners on their standards. In this lecture, we’ll explore
SUDFWLFDO ZD\V WR DQWLFLSDWH DQG GHIHDW VSHFL¿F QHJRWLDWLRQ WUDSV 7KH
good news is that you already know how to cope with many tricks and traps
by using the I FORESAW IT preparation mnemonic. Your I FORESAW IT
SODQFDQVHUYHDVD¿UVWOLQHRIGHIHQVHZKHQHYHU\RXIDFHVKDUSEDUJDLQLQJ
tactics. Although it doesn’t help overcome every gambit you’ll face, it can
often give you real guidance. We will complement its power with some other
basic ideas to further enhance your effectiveness in the face of questionable
negotiating tactics.
Nibbling
x Some of the most common sharp bargaining tactics include
WKH IROORZLQJ QLEEOLQJ OLPLWHG DXWKRULW\ FRPPLWPHQW WDFWLFV
WKUHDWV OLHV DQG LQWLPLGDWLRQ WLPH WDFWLFV GHOD\ DQG UXVKLQJ 
and doubletalk. We’ll look at each of these tactics in turn, starting
with nibbling.
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x

Nibbling is a tactic in which the negotiator continues to ask for more
and more, often implying that you are very close to an agreement
and there is just one more thing left to add. In fact, as mentioned in
a previous lecture, some refer to this gambit as “yes, but” tactics.

x

You’ve probably seen nibbling numerous times. Even children
SUDFWLFHQLEEOLQJWDFWLFVDWEHGWLPHDVNLQJWRVWD\XSIRU¿YHPRUH
PLQXWHVWKHQ¿YHPLQXWHVPRUH

x

Recall the I FORESAW IT mnemonic and ask yourself if any of
the letters reminds you of a concept that may offer protection from
nibbling. The most compelling answer here is the letter A, which
stands for alternatives to agreement. One of the best ways to defuse
DQGGHIHDWQLEEOLQJWDFWLFVLVWR¿QGDQH[FHOOHQWEHVWDOWHUQDWLYHWR

© Purestock/Thinkstock.

,I\RXVSHQGWRRPXFKWLPHWKLQNLQJDERXWVKDUSWDFWLFV\RXPLJKWVWDUWWRWKLQN
WKDWHYHU\RQHLVSXOOLQJRQHRIWKHVHVWXQWVRQ\RXEXWVNLOOHGQHJRWLDWRUVDQG
VDOHVSHRSOHJHWJRRGUHVXOWVZLWKRXWUHVRUWLQJWRJDPHV

a negotiated agreement. You might, for example, show a vendor or
dealer an ad from a competitor offering a lower price.
x

Excellent factual research and independent criteria can also help
in defeating nibbling tactics—the letters F and I in I FORESAW
IT. Sharing your research on going rates, blue book values, expert
valuations, catalog listings, and the like can tacitly shift the
conversation to reasonable standards.

x

As we’ve seen, when a negotiation is not going well, it may be a
good idea to change who you are negotiating with, the setting
and schedule for negotiation, or the options you’re discussing. In
addition, in some cases, instead of conceding to another party’s
“yes, but,” you can insist on trading. Say something like: “I can’t
just give you more money, but if you can make me happier on other
fronts, I might be willing to consider a different price.”
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Limited Authority
x A second sharp bargaining tactic is limited authority, in which the
negotiator says that he or she doesn’t have permission to give you
the targets you’re asking for. There’s nothing intrinsically wrong
with limiting a negotiator’s latitude to agree to a deal, but in
practice, some organizations and negotiators use such limitations in
a manipulative way.
x

During peace talks, a diplomat may accept concessions but
then claim that he or she has no authority to reciprocate. A car
salesperson may encourage you to think you have a deal, then claim
that the manager won’t approve it.

x

Limited authority relies on the counterintuitive truth that often in
negotiation, weakness is a form of strength.
o For example, a weak leader of a poor country might claim that
he or she has no authority while appealing to the power of the
U.S. president to grant almost any concessions.
o
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7KHVWUDQJHUHDOLW\WKDWDSRZHUIXO¿JXUHFDQEHYXOQHUDEOHWR
this tactic may explain why CEOs and presidents often try to
stay away from the bargaining table. It may also explain why
many companies use human resource (HR) representatives
to negotiate terms with new employees, then give them little
bargaining room when it comes to salary.

x

To counter the limited authority tactic, try to determine the other
party’s authority early on in the conversation. Ask, for example,
“Are you empowered to commit your organization?” If the answer
is no, the negotiator may have no authority beyond conveying a
message, and there’s little point in trying to carry out the negotiation.

x

Again, one solution is to change who you are negotiating with. To
GRWKLVLQDIDFHVDYLQJZD\¿UVWEXLOGWKHUHODWLRQVKLSDQGGLVFXVV
authority, then invite the other negotiator to include a more senior
person. Getting this concession may take some negotiation in its

RZQULJKW\RXPLJKWDSSHDOWRLQGXVWU\QRUPVWKHLQWHUHVWVRIWKH
negotiating organization, or alternatives to agreement.
x

Make sure to ask about topics the other negotiator does have
authority to discuss. In 2009, a national survey of HR executives
found that most had instructions not to agree to higher salary offers,
but they did have authority to make other concessions, such as
on moving expenses, vacations, and start dates. Most candidates,
however, didn’t ask about other options. Asking about what the
other negotiator does have authority to discuss can open up real
opportunity for agreement.

Commitment Tactics
x &RPPLWPHQW WDFWLFV are related to limited authority. Here, the
other negotiator says that he or she has promised not to make
the concession you request or will suffer some clear penalty. For
example, you might hear, “I promised my wife I would sleep on the
couch for a month if I sold this crib for less than $100.”
x

To be successful, a commitment tactic must be credible and clear.
Once a negotiator has claimed a commitment, it’s hard to back
down without losing face. Thus, the basic rule for dealing with
FRPPLWPHQWWDFWLFVLVWRKHOSWKHRWKHUQHJRWLDWRU¿QGDIDFHVDYLQJ
way to get out of it.

x

2QH DSSURDFK LV VLPSO\ WR LJQRUH WKH WDFWLF VRPHWLPHV WKH
other negotiator will quietly drop the commitment and start
making concessions. You might also try changing who you’re
negotiating with.

x

In addition, developing alternatives to agreement may help. You
might state that you’ll walk away and make a purchase elsewhere.
<RXPLJKWDOVRVKDUHQHZIDFWXDOUHVHDUFKRUDVSHFL¿FLQGHSHQGHQW
criterion that the other negotiator can cite as a reason for changing
the commitment.

111

Other Sharp Tactics
x Bluff and bluster (threats, lies, and intimidation) can make any
negotiation miserable, and we’ll explore these tactics in more detail
in a later lecture. Note, however, that one of your best protections is
role-playing worst-case scenarios. Have someone on your team take
on the role of the other side, using threats, bluffs, and aggressive
language to help you prepare emotionally for such tactics.

/HFWXUH+DQGOLQJ6KDUS7DFWLFVDQG(WKLFDO,VVXHV

x

Delay and rushing are sharp tactics that use the clock in manipulative
ways. Sometimes, a negotiator will try to slow down the talks until
you become desperate to reach an agreement. Conversely, other
negotiators will try to rush you to say yes without knowing enough
to make a wise decision. In either of these situations, remember
that the schedule for the talks and the deadline are themselves
negotiable issues.
o One way to speed things up is by offering a creative way to
satisfy the supposed interest behind the other side’s delay: “If
\RX FDQ¶W PDNH WKH PHHWLQJ EHFDXVH \RX FDQ¶W ¿QG D ÀLJKW
we can meet by video conference.” You can also change the
incentives for delay by developing your critical options and
alternatives to agreement: “If we can reach an agreement soon,
P\¿UPPD\EHDEOHWRPDNHWKHGHDOPRUHDWWUDFWLYHIRU\RX´
o

x
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If another negotiator is rushing you before you have time to
think, negotiate for more time. Often, it’s enough to simply ask
IRUPRUHWLPHLQRWKHUVLWXDWLRQV\RXPD\QHHGWRWUDGHIRULW

With doubletalk, a negotiator or salesperson may try to capitalize
on your fear of looking stupid or admitting you don’t understand
something. But as we know, using I FORESAW IT summons
you to do your homework. We’ve also learned in this course that
negotiation is not about thinking on your feet or being smart but
about being humble, eager to learn, and unwilling to fake it. You
can short-circuit the doubletalker’s tactics by simply saying, “I
GRQ¶WXQGHUVWDQG´DQGDVNLQJIRUFODUL¿FDWLRQ

Ethical Dilemmas
x In anonymous surveys of 700 executives, researchers from Harvard
and Ohio State universities found that respondents overwhelmingly
GLVDSSURYHG RI PLVUHSUHVHQWDWLRQ LQ QHJRWLDWLRQ WKDW LV EOXI¿QJ
and lying. These data suggest that experienced negotiators tend
to see the risks and costs of such practices. It’s worth noting that
not everyone holds the view that negotiation is about being tough,
savvy, and cunning. Although some negotiators prosper using dirty
tricks and manipulation, others do as well or better without it.
x

In his excellent book Bargaining for Advantage, Wharton professor
Richard Shell notes that negotiators tend to fall into one of three
categories: (1) poker players (“negotiation is a game”), (2) idealists
(“do the right thing even if it hurts”), and (3) pragmatists (“what
goes around comes around”).
o If you take a poker player view, there is no such thing as
XQHWKLFDOEOXI¿QJEHFDXVHLW¶VMXVWSDUWRIWKHJDPH$V6KHOO
points out, however, one problem with the poker view is that it
assumes everyone has the same perspective, which they don’t.
Poker players may suffer if others dislike their attitude. Further,
a poker player may face legal problems in some cases if he or
she bluffs too much in a negotiation.
o

The idealist approach may leave negotiators vulnerable to
exploitation, which raises additional problems when an idealist
represents someone else. Keep in mind, though, that idealists
need not be naïve, unprepared, or incapable of advocating for
their own interests.

o

The pragmatist is more cautious about ethically questionable
FRQGXFW VXFK DV EOXI¿QJ EXW RQO\ WR WKH H[WHQW WKDW LW FRVWV
more in the long run than he or she gains in the short run. Thus,
a pragmatist may sometimes choose to bluff and use other
questionable tactics.
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x

Beyond the techniques we’ve explored for responding to sharp
bargaining tactics, what can you do to cope with unethical tactics
by the other side?
o As Shell notes, you can build relationships and trust and reduce
the temptation for short-term cheating by avoiding one-time
transactions when possible.
o

More generally, rely on recommendations, referrals, and
introductions through your relational network to reduce the
likelihood that you will deal with others who are unscrupulous.
And consider asking for trust mechanisms when lying or other
unethical behavior seems possible.

Suggested Reading
Menkel-Meadow and Wheeler, eds., What’s Fair.
/HFWXUH+DQGOLQJ6KDUS7DFWLFVDQG(WKLFDO,VVXHV

Shell, Bargaining for Advantage.

Questions to Consider
1. Imagine that in the next few months, you will face several negotiations
that will have an important effect on your future. Which approach
discussed in this lecture do you think you’ll take and why? Will you see
HDFKQHJRWLDWLRQDVDSRNHUJDPHZLOO\RXWHQGWRIHHOWKDW\RXVKRXOG
GR WKH ULJKW WKLQJ LQ HDFK QHJRWLDWLRQ HYHQ ZKHQ LW KXUWV RU ZLOO \RX
tend to be pragmatic, believing that “what goes around comes around”?

2. Imagine that a nurse at the hospital tells you that your suffering relative
can’t have more pain medication for another few hours because the
nurse has no authority to dispense more of that medication without a
doctor’s approval, and the doctor will not be available for several hours.
Using the principles we’ve explored for dealing with sharp tactics (and,
perhaps, earlier principles we’ve explored for reframing), how might
you reply?
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3. Imagine that a negotiator throws a killer question at you at the start
of the talks, asking, “What is your best offer right now?” Using the
principles we’ve explored for dealing with sharp tactics (and, perhaps,
earlier principles we’ve explored for reframing), how might you reply?

4. Why do you suppose that the more experience a negotiator has in
EXVLQHVV OLIH WKH OHVV KH RU VKH WHQGV WR DSSURYH RI EOXI¿QJ WDFWLFV
in negotiation?

Challenges
1. To prepare for a serious negotiation, have a friend role-play with you,
presenting you with some sharp tactics. Use I FORESAW IT to help you
spot wise ways to respond.

2. To make sure ethical problems don’t catch you unaware, think now
about which ethical school you feel most comfortable with. Before a
VSHFL¿F QHJRWLDWLRQ MRW GRZQ OLNHO\ HWKLFDO WUDSV \RX RU WKH RWKHU
negotiator may face.
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I
/HFWXUH8VLQJ3HUVXDVLRQ7RROVDQG:LQQLQJ%X\,Q

n this lecture, we’ll focus on persuasion tools—simple, powerful ideas and
approaches that can help you get past no and turn a negotiation impasse
into a more constructive discussion, that is, strategies that can help you
WUDQVIRUPDGLI¿FXOWFRXQWHUSDUWLQWRDQDJUHHDEOHDQGFRPPLWWHGRQH$VZH¶OO
see, many of these tools draw on an understanding of interests and options.
2WKHUV UHO\ RQ SURYHQ LQÀXHQFLQJ SULQFLSOHV DQG WLPHKRQRUHG ZD\V WR ZLQ
DUHDOKHDULQJ1RQHUHTXLUHVGLVKRQHVW\RUVXEWHUIXJHEXWTXLWHWKHRSSRVLWH
each has the ability to be soft on the person but hard on the problem.
“You’re Right”
x One of the best ways to win credibility, attention, and consideration
for your ideas is to show upfront that you genuinely agree with
something the other person says or thinks. Truthfully saying,
“You’re right” demonstrates that you respect others, see the
UHDVRQDEOHQHVVRIWKHLUSHUVSHFWLYHVDI¿UPWKHLUFRQFHUQVDQGZLOO
not run roughshod over them. It also lets you connect their beliefs
to your point.
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x

The challenge here is to put aside the natural temptation to disagree,
disapprove, rebut, or argue with your counterpart. Instead, the idea
is to intentionally listen carefully for anything he or she says or
FDUHVDERXWWKDW\RXFDQWUXO\DI¿UP<RXFDQWKHQEXLOGRQZKDWWKH
other person already believes to make your point. Note, however,
that this approach takes discipline.

x

Saying “You’re right” doesn’t mean that you have to agree with
everything or even most of what the other person says. It doesn’t
mean that you automatically foreclose your own argument or are
simply buttering someone up. Instead, you’re looking for ground
on which you can build an argument, showing that at least to some
degree, you’re in sync with the other person’s thinking. Thus, it’s

much easier—and less threatening—for your counterpart to hear
you out and consider your ideas.
“Help Me Serve Your Interests”
x In 1944, Ted Roosevelt, son of the former president, was a brigadier
general serving in the U.S. Army. By all accounts, Roosevelt was a
KHURLFDQGFDSDEOHOHDGHUZKRZDVFRROXQGHU¿UH8QIRUWXQDWHO\
he was a friend of someone who was persona non grata with senior
RI¿FHUVZKRLQWXUQKHOG5RRVHYHOWJXLOW\E\DVVRFLDWLRQ)RUWKLV
reason, by 1944, he had been sidelined with a desk job.
o Roosevelt knew that the military was planning the D-Day
LQYDVLRQDQGKHZDQWHGWREHRQRQHRIWKH¿UVWODQGLQJFUDIW
EXW KLV FRPPDQGLQJ RI¿FHU WXUQHG GRZQ KLV UHTXHVW IRU D
QXPEHURIUHDVRQV5RRVHYHOWKDGEHHQLQMXUHGLQFRPEDWZDV
QRWOLNHGE\VHQLRURI¿FHUVIDFHGWKHULVNRIJHWWLQJNLOOHGLQ
DFWLRQDQGDVDJHQHUDOVKRXOGQRWEHRQWKHIURQWOLQHV

x

o

Finally, Roosevelt wrote a letter to his commander, reiterating
his request. In short, he argued that the military needed his
SUHVHQFH DPRQJ WKH ¿UVW ZDYH RI WURRSV WR ODQG RQ 2PDKD
Beach to steady the other soldiers so that they could perform
XQGHU¿UH

o

Against his better judgment, Roosevelt’s commander agreed
to the request, which turned out to be a brilliant choice. Ted
Roosevelt so proved himself on Omaha Beach that he was
awarded the Congressional Medal of Honor for his service.

The “help me serve your interests” approach is powerful because it
speaks directly to the listener’s felt needs, connecting your requests
to his or her goals. It’s particularly effective when you’re working
with people who are overseeing you.

“If We Agree; If We Disagree”
x $ SHUVXDVLRQ WRRO FDOOHG ³,I ZH DJUHH LI ZH GLVDJUHH´ ZRUNV OLNH
WKLV <RX ¿UVW VWDWH ZK\ \RXU SURSRVDO LV JRRG IURP WKH RWKHU
SHUVRQ¶VSHUVSHFWLYHWKDWLVZKDWVSHFL¿FLQWHUHVWVLWVHUYHV7KHQ
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you tactfully but clearly show why saying no would hurt the other
person’s interests and might actually create concerns or problems.
x

This strategy builds on an idea that skilled negotiators know well:
Doubts drive deals. Often, one of the reasons we say yes is that we’re
worried about what will happen if we don’t and we’re left without an
agreement. When you say, “If we disagree,” you’re bringing forth the
power of that point: “There are real concerns that you may not have
considered. Let me tactfully bring them to your attention.”

x

At the same time, you’re also saying, “If we agree, this course of
action will be good for you. Don’t worry about my needs right now.
Let me show you why my suggestion serves your needs.”

Storytelling
x The magic sentence “Let me tell you a story” seems to have the
power to command attention in groups around the world. For some
UHDVRQ SHRSOH VHHP WR ¿QG VWRULHV SRZHUIXOO\ DWWUDFWLYH ,QGHHG
VWXGLHV ¿QG WKDW  SHUFHQW RI RXU FRQYHUVDWLRQ ZLWK IULHQGV
involves exchanging stories.
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x

)XUWKHU PRVW QRQ¿FWLRQ ZULWHUV UHO\ KHDYLO\ RQ WKH SRZHU RI
story. What’s known as FUHDWLYHQRQ¿FWLRQ is based on the idea of
stringing together multiple stories, mostly in novelistic form, to
craft a more engaging narrative. Speakers note that public speaking
also amounts to connecting stories together with principles in
between. Great teachers, such as Confucius, Aesop, and Jesus, as
well as great leaders, such as Lincoln and Reagan, were all highly
skilled storytellers.

x

Storytelling is powerful for a number of reasons. It engages
listeners, almost like a movie, creating a vivid and memorable
experience. It has the ability to cut tension and to humanize
situations. It also illustrates ideas in a way that invites listening and
allows listeners to draw their own conclusions. In contrast, telling
your listeners facts often prompts them to argue.

x

There is also evidence that the human mind is wired to grasp
stories more quickly, easily, deeply, and lastingly than it can grasp
abstraction. Research suggests that stories produce greater learning
than factual presentations do.

x

To use stories persuasively, try to think ahead of time about stories
that relate to likely objections your counterpart may raise. If
SRVVLEOH WHOO VWRULHV XVLQJ D FOHDU QDUUDWLYH GLUHFWLRQ WU\ WR PDNH
your stories simple to follow, with vivid, concrete language.

Asking Questions and Listening Actively
x A demonstration involving questions about the authorship of
Shakespeare’s plays shows the persuasive power of asking questions
and listening actively. Participants in the demonstration usually start
RXW TXLWH FRQ¿GHQW WKDW 6KDNHVSHDUH ZDV WKH DXWKRU RI WKH SOD\V
attributed to him. However, with just a few humble and respectful
TXHVWLRQVDQGDOLWWOHDGGLWLRQDOLQIRUPDWLRQWKHLUFRQ¿GHQFHOHYHOLQ
their answers decreases by about 25 or 50 percent.
x

In previous lectures, we’ve seen the power of questioning and
OLVWHQLQJ WR UHGXFH FRQÀLFW DQG IRVWHU FUHDWLYLW\ %XW WKLV H[HUFLVH
VKRZVWKDWWKHVHVDPHVNLOOVFDQEHDSRZHUIXOLQÀXHQFHVWUDWHJ\
By asking simple, direct questions and recapping the answers,
you can shape and direct a conversation. Further, you can use a
humble approach that allows you to challenge a seemingly certain
fact without offending listeners, without being aggressively
argumentative, without committing yourself to a position, and
without losing face.

x

This humble approach is at the heart of several kinds of leadership
and persuasion.
o For example, Neil Rackham has championed this approach for
salespeople. In essence, Rackham teaches them to ask about
a customer’s situation and problems, the implications of the
VLWXDWLRQ DQG ¿QDOO\ WKH QHHGV LW FUHDWHV $V WKH FXVWRPHU
DQVZHUV WKHVH TXHVWLRQV KH RU VKH VWDUWV WR LGHQWLI\ VSHFL¿F
needs and becomes open to solutions from the salesperson.
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x
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o

Similarly, skilled teachers spend a great deal of time developing
questions. Like salespeople, they know that the one who
asks the questions shapes and guides the conversation. If the
questions are good, they draw out from the students the lessons
the teacher wants them to learn and promote student buy-in.

o

)DFLOLWDWRUVDOVRNQRZKRZWRLQÀXHQFHRWKHUVZLWKTXHVWLRQV
and listening. By crafting simple, powerful questions and
UHÀHFWLQJ EDFN ZKDW WKH\ KHDU WKH\ FDQ JXLGH D JURXS WR
consensus and even action when others think those outcomes
are impossible.

What kind of questions can help you persuade others in a
QHJRWLDWLRQRUFRQÀLFW"
o Start by asking a broad question that gets the other person talking
about the situation as he or she sees it: “What do you think?
What’s going on? How do things seem to you on this topic?”

o

A useful follow-up question is one that probes deeper: “What’s
the problem?” Or, if the other person has given you a strong
position, “How do you know this is the answer?”

x

Notice the power of using softening phrases that signal deference
and humility, such as, “Help me understand here” or “Just so I’m
sure I’m getting this.” Notice, too, that when you ask questions,
the burden of proof is always on the other person. That’s possible
EHFDXVH \RX¶UH QRW WDNLQJ D VWURQJ SRVLWLRQ \RX¶UH MXVW DVNLQJ WR
understand your counterpart’s.

x

By repeating the other’s answer and legitimately asking for
FODUL¿FDWLRQ \RX FDQ WHVW DQG TXLHWO\ FKDOOHQJH WKDW DQVZHU DQG
help the other person see possible problems with it.

x

To introduce contrary information in a humble, face-saving way,
raise it as a question, saying, “I’m confused because I’ve read that
X is true. Help me reconcile that with what you’re saying.”

Demonstrating Generosity
x Beyond the methods we’ve considered so far, it’s worth concluding
with one of the most important of all: the power of genuine
generosity, trustworthiness, and concern for others.
o As we’ve seen before, in his book Give and Take, Wharton
professor Adam Grant observes that there are three kinds of
people—takers, matchers, and givers—and of the three, certain
types of givers tend to be the most successful.
o

x

These givers tend to have a much higher level of goodwill and
trustworthiness and reputations for honesty. The networks they
develop tend to be stronger, and they have more persuasive
ability than others.

Grant’s work suggests that there’s a unique power to something you
already knew when you were a child and may well still practice: the
power of genuine decency and largeness of spirit. Grant observes

121

that the reputation for compassion ultimately may be one of the
most persuasive faculties we have.
x

It’s important to note that we can’t be calculative about this. We
FDQ¶W UHVROYH WR EH QLFH VR WKDW ZH HYHQWXDOO\ SUR¿W 7KH LGHD LV
simply that genuine humanity may be more persuasive than other
factors or strategies.

x

Look for ways to genuinely share some of your own doubts, fears,
anxieties, and experiences in negotiations, not as a sign of weakness
but as a way to humanize and connect. The other side is probably
more worried and fearful than you think. Your vulnerability,
matched with preparation, can be disarming and can foster a
credibility that you might not otherwise enjoy.

/HFWXUH8VLQJ3HUVXDVLRQ7RROVDQG:LQQLQJ%X\,Q

Suggested Reading
Greenblatt, Will in the World.
Rackham, SPIN Selling.
Shahan and Waugh, eds., Shakespeare beyond Doubt?

Questions to Consider
1. ,PDJLQH WKDW \RX DUH EHJLQQLQJ D ³VWUHVV´ LQWHUYLHZ WKH LQWHUYLHZHU
hands you a pen and says, “Sell me this pen.” Using one or more of the
persuasion techniques we explored in this lecture, how might you reply?

2. Why is it that asking simple questions and actively listening can be
VR LQÀXHQWLDO" :KDW VSHFL¿F DGYDQWDJHV GR WKHVH DSSURDFKHV KDYH
over argument?

3. &RQVLGHUWKHIROORZLQJVWDWHPHQWV)RUHDFKVHHLI\RXFDQ¿QGD]RQH
of truth—that is, a legitimate basis for truthfully replying, “You’re right.”
x
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Paper is thick.

x

Heathens are shameless.

x

It’s good to shout “Fire!” in a crowded movie theater.

Challenges
1. Practice using the phrase “Let me tell you a story.” See if introducing a
story in the middle of a conversation or disagreement helps you in your
efforts to persuade.

2. See what happens if you intentionally avoid direct argument in your
next bull session and, instead, use simple questions and active listening
to shape the discussion.
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he negotiations that matter most to us often raise serious emotional
stakes. These negotiations become even more complex and dangerous
because of the presence of surprising psychological dynamics. In this
OHFWXUHZHZLOOORRNDWDQXPEHURIVSHFL¿FXVHIXOZD\VWRFRSHZLWKWKH
HPRWLRQV DQG WKH SV\FKRORJLFDO G\QDPLFV SUHVHQW LQ GLI¿FXOW QHJRWLDWLRQV
and, thus, improve the odds of turning the talks into something much better
WKDQDEORZXSRUEUHDNGRZQ6SHFL¿FDOO\ZHZLOOORRNDWWKHSRZHURIUROH
playing, discussion rules, warning sandwiches, and the intentional use of
anger. And we’ll see how key ideas we’ve encountered earlier may help us
cope in fresh ways.
Role-Playing
x One of the best ways to manage anxiety over negotiations is to
HQJDJH LQ UROHSOD\LQJ :LWK D JRRG SDUWQHU \RX¶OO RIWHQ ¿QG
yourself overwhelmed in the initial role-playing session, but that’s
¿QH7KHWLPHWRVDIHO\KDYHWKHH[SHULHQFHRIEHLQJRYHUZKHOPHG
LVEHIRUHWKHUHDOQHJRWLDWLRQ<RXPD\DOVR¿QGLWKHOSIXOWRGLVFXVV
strategies with your partner during and after the role-play or even to
reverse roles.
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x

Role-playing allows negotiators to do much the same work that top
athletes do when they visualize their performance before the event
itself. Studies suggest that when athletes visualize their performance,
their bodies physiologically experience it as if it had actually
happened and acquire enhanced muscle memory that can translate
LQWREHWWHUSHUIRUPDQFH1HJRWLDWRUVFDQJHWWKHVDPHEHQH¿W

x

Earlier in the course, we discussed a simple, powerful way to
role-play using a method created by Professor Stuart Diamond
of Wharton. In essence, brief a teammate about the upcoming
talks, have your teammate prepare for the negotiation from your
perspective, and you prepare from your counterpart’s perspective.

Then, meet your teammate in character for a mock negotiation.
7DNHRFFDVLRQDOGHEULH¿QJEUHDNVEXWUHVXPHDQGFRQWLQXHIRU
PLQXWHVEHIRUHGURSSLQJ\RXUUROHVWRUHÀHFWRQWKHH[SHULHQFH
x

We can take that useful approach one step farther, using a method
called I FORESAW IT 2.0, developed in collaboration with roleplaying expert Soren Malmborg. In essence, you prepare to play
yourself, and your teammate prepares to play the counterparty.
You each separately create a partial I FORESAW IT plan for
your assigned roles, focusing on the talks from your character’s
perspective. Then, you role-play.
o In creating the I FORESAW IT plans, you intentionally skip
such items as empathy and the other side’s alternatives to
DJUHHPHQW7KHUROHSOD\LWVHOIZLOOÀHVKRXWWKRVHLWHPVDQG
you will eventually swap plans with your teammate.
o

After you and your teammate prepare your separate plans,
meet in character, pretend to negotiate for a few minutes, pause
to debrief in character, resume, pause to debrief, resume one
more time, and debrief.

o

I FORESAW IT 2.0 and the role-play exercise together
probably take about 25 percent more time to do than a basic
I FORESAW IT plan does, but they may produce even more
remarkable advantages than either approach alone. Your
teammate becomes a realistic stand-in, embodying informed
insights about your counterpart.

o

Further, if you take the exercise seriously, you may well be
able to capture the emotional reality you’ll face, including
real arguments, facts, and tactics that your counterpart may
raise or employ.

Dealing with Lies and Intimidation
x As we saw earlier, threats, lies, and bluffs are classic sharp
bargaining tactics, but they deserve special attention because of
their inordinate ability to cause stress and anxiety.
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x

Factual research is a critical protection against dissembling. As
we’ve seen, studies show that we are not good at spotting lying
from body language, but we can certainly identify lying if we’ve
done research to get the facts. Another way to identify lying is
to ask questions to which you already know the answers. If your
counterpart gives you misleading information, you know that you
must proceed with caution.

x

If you have reason to suspect that the other side will use threats, lies,
or intimidation, again, it’s a good idea to role-play the negotiation.
Ask your teammate to push you even harder than you expect your
actual counterpart will and play out the conversation until you feel
ready for tough tactics.

x

It’s also important to develop a deep understanding of the
alternatives to agreement—yours and your counterpart’s. The other
side may want you to believe that it is strong and you are weak,
but even if that seems to be true, the other negotiators may have
hidden concerns.

Killer Questions
x Role-playing can be especially important to help you anticipate
killer questions. By design, a killer question short-circuits and
cripples your ability to negotiate a fair and favorable outcome.

126

x

A key to dealing with killer questions is preparing to politely sidestep
them. If you’re not ready to do that, you’re vulnerable to being taken
advantage of. Again, role-play replies that avoid these questions.
Keep in mind that you don’t have to answer every question, and
you don’t have to reveal everything you know or care about. It’s
QR UHÀHFWLRQ RQ \RXU LQWHJULW\ VLQFHULW\ RU GHVLUH WR FROODERUDWH WR
politely say, “With respect, I can’t talk about that subject now. I’m
sure we’ll reach a fair outcome when the time comes.”

x

With regard to questions about salary in employment interviews,
if your interviewer insists on an answer, you might reply: “To
show good faith, I’ll tell you what I’m expecting [or currently

HDUQLQJ@ %XW , DVN WKDW ZH UHO\ RQ IDLU PDUNHW GDWD DV RXU ¿QDO
benchmark rather than using the information I give you now. Is that
acceptable?” Later, if the interviewer tries to use your disclosure
against you, you can remind him or her of the earlier agreement and
share additional salary research that you’ve done.
Discussion Rules
x One useful step for managing strong emotions in negotiations is
to set discussion ground rules. Two particularly helpful rules to
propose are: (1) The parties won’t interrupt each other, and (2) the
parties will be civil and will avoid harsh language.
o 7KHVH UXOHV PD\ VHHP WULYLDO EXW DV ZH¶YH VHHQ LQ GLI¿FXOW
QHJRWLDWLRQV DQG FRQÀLFWV UHDO OLVWHQLQJ LV JHQHUDOO\ KDUG WR
maintain. Agreeing in advance to pay attention to the other
party—not to interrupt—is a step toward actual listening.
The second rule, requesting civility, can also help reduce
pressure and tension, assuring both sides that the conversation
won’t turn ugly.

o

A third rule you might propose is that each side will
occasionally recap what the other is saying.

If
your
counterpart
routinely ignores your
requests, that’s a sign that
it may be time to take a
break. The conversation
is becoming riskier, and
the other negotiator is
demonstrating that he or
she can’t be counted on
to abide by even a simple
process agreement. In
this case, you might say,
“It seems as if we’re
struggling to hold to the

© Stockbyte/Thinkstock.

x

o

$QRWKHUZD\WRFRSHZLWKGLI¿FXOW
emotions in a negotiation is to involve
DQLPSDUWLDOWKLUGSDUW\ZKRFDQSOD\D
PHGLDWLQJUROH
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discussion rules we agreed to. Maybe we should take a break to
make sure that our conversation is constructive.”
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A Warning Sandwich
x In some negotiation situations, there will be times when anger
is appropriate, and you need to be ready to say no. How do you
communicate a clear warning about a particular topic without
provoking your counterpart? What is the difference between a
warning and a threat? The answer is to create a warning sandwich.
x

The recipe for this sandwich is simple: Start by saying something
positive, constructive, and truthful. Next, say something negative,
worrisome, and truthful. Finally, say something positive,
constructive, and truthful again.

x

7KLV DSSURDFK DOORZV \RX WR FRPPXQLFDWH VRPHWKLQJ GLI¿FXOW LQ
a way that doesn’t provoke anger and reduces the chance that the
other person will dig in and push back. It lets you warn without
threatening, and that’s important because when people feel
WKUHDWHQHGWKH\¿JKW

x

The power of the warning sandwich is partly that it lets you signal
reluctant but strong willingness to act in a way that’s credible
and worrisome. But more important, it lets you do that even as it
helps the other person save face. It starts and ends with respect and
concludes with an invitation to negotiate creatively.

x

There’s no guarantee that a warning sandwich will always work,
and you should use it only as a last option when gentler approaches
have not been effective. Use it to bring the other negotiator back
from the edge when nothing else is working.

Managing Strong Emotions
x The ability to say no in ways that won’t damage the relationship is
FULWLFDOLQQHJRWLDWLRQDOWKRXJKLWPD\EHGLI¿FXOWZKHQHPRWLRQV
are running high. It’s helpful here to remember the principle of
being hard on the problem but soft on the person.
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x

Another way to manage strong emotions is to think about setting
and scheduling. Choosing a more private time and place for a
GLI¿FXOW HQFRXQWHU PD\ JLYH \RX DQG \RXU FRXQWHUSDUW D EHWWHU
opportunity to settle the issue.

x

One reason negotiations bring out strong emotions is that they are
often connected with shame and guilt. Even a doctor who has valid
defenses in a malpractice suit may feel remorse about the outcome
for a patient. This brings us to the idea of offering an apology and
seeking forgiveness.
o Most attorneys would never advise their clients to offer an
apology, but curiously, a number of studies have found that
when hospitals and doctors do so and take action to ensure
that a mistake doesn’t happen again to others, plaintiffs tend
to settle for much less money. It’s true that apologizing can be
risky, and in some cases, it may not help. But forgiveness is
probably worth seeking more often than you think.
o

x

6HHNLQJ IRUJLYHQHVV LV QRW DERXW JURYHOLQJ LW¶V DERXW UHVSHFW
and truthfulness. You can still advocate for yourself—perhaps
even do better—once you’ve acknowledged the elephant in the
room and dealt with it.

As we’ve seen, there are several psychological traps to watch
out for in intense negotiations, including escalation psychology,
deal euphoria, the fear of deadlock, anchoring, and others. To
manage these traps, it can help to intentionally use the measures
RI VXFFHVV ZH¶YH SUHYLRXVO\ LGHQWL¿HG FRPSDUH WKH RIIHU WR \RXU
interests, your BATNA, your best targets, and independent criteria.
Separately, it can also help to be accountable to others who are less
HPRWLRQDOO\ LQYHVWHG LQ WKH WDONV LW PD\ HYHQ EH ZLVH WR FKDQJH
negotiators to mitigate emotional involvement in decision-making.
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Suggested Reading
Bolton, People Skills.
Ury, Getting Past No.
———, The Power of a Positive No.

Questions to Consider
1. What is I FORESAW IT 2.0, and why might it be even more effective
than basic systematic preparation?

/HFWXUH0DQDJLQJ(PRWLRQVDQG3V\FKRORJLFDO7UDSV

2. :KDW LV WKH IDLU ¿JKW UXOH DQG ZKDW PLJKW EH D VXEMHFW RI DYHUDJH
importance that you could practice it on? Once you get comfortable with
LWKRZPLJKW\RXXVHWKHIDLU¿JKWUXOHWRGLVFXVVSROLWLFVUHOLJLRQRU
another subject that tends to create strong feelings? How might you use
LW WR KHOS \RX KDYH D GLI¿FXOW FRQYHUVDWLRQ DERXW DQ LPSRUWDQW PDWWHU
that you’ve been avoiding?

3. What are the elements of a warning sandwich, and when is a
good occasion to use it? When would it be a bad idea to use a
warning sandwich?

4. ,PDJLQH WKDW D GLI¿FXOW EXVLQHVV FROOHDJXH DVNV \RX ³:KDW DUH \RX
doing Friday morning?” You recognize this as a killer question because
you don’t know why your colleague is asking. If you say you’re free,
\RXPLJKWEHSUHVVHGWRWDNHRQDGLI¿FXOWDQGXQSOHDVDQWDVVLJQPHQW
however, you don’t want to needlessly offend your colleague or lie. In
the past, you’ve answered, “Why do you ask?” but that always brings
the reply “Oh, just curious.” How might you wisely respond this time?
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Challenge
1. Role-play a negotiation with a teammate who will be particularly hard
on you, asking killer questions and pressing you extremely aggressively.
)RU \RXU SDUW WU\ WR HVWDEOLVK VRPH GLVFXVVLRQ UXOHV HQJDJH LQ DFWLYH
OLVWHQLQJXVHWKHSULQFLSOHRIEULQJLQJFRXQWHUSDUWVWRWKHLUVHQVHVQRW
WKHLU NQHHV DQG LI \RXU FRXQWHUSDUW LV LPSODFDEOH SUHVHQW D ZDUQLQJ
sandwich. Then debrief.

131

1HJRWLDWLQJZLWK*RG]LOODDQGWKH'HYLO
Lecture 18

O

/HFWXUH1HJRWLDWLQJZLWK*RG]LOODDQGWKH'HYLO

ne of the most challenging negotiating problems is dealing with
someone who seems overwhelmingly powerful—a Godzilla who
can squash you, ignore you, or dictate terms. When you’re faced
ZLWK D *RG]LOOD VKRXOG \RX WU\ WR QHJRWLDWH DW DOO" 6LPLODUO\ GLI¿FXOW LV
dealing with someone who seems evil. Should you negotiate with enemies
who have sworn to destroy you? Sometimes the answer is simple: You
PD\KDYHWR¿JKW\RXUHQHP\RU\RXPD\KDYHWRDFFHSWDZHDNGHDOIURP
Godzilla. But there are ways to decide whether and how to negotiate with
WKRVHZKRVHHPOLNHGHYLOVDQGZD\VWRQHJRWLDWHLQÀXHQFHDQGHYHQOHDG
Godzillas. In this lecture, we’ll explore answers to those challenges.
You versus Godzilla
x One simple and powerful way to improve your ability to deal with
Godzilla is to make moves away from the table, that is, instead of
dealing directly with Godzilla when you are weak, gather strength
E\ ¿UVW GRLQJ D VHULHV RI SULRU QHJRWLDWLRQV ZLWK RWKHUV WKDW PDNH
you stronger, more attractive, or both.
x
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In his excellent book Breakthrough Business Negotiation, former
Harvard Business School professor Michael Watkins presents
a story about a small real estate developer named Claire, who
is trying to create a shopping mall. She has been having trouble
negotiating with BargainMart, a huge discount retailer that Claire
wants as an anchor tenant.
o Claire has one month left on an option to develop the parcel
of land. The local government advertises its willingness to
give tax breaks and improvements for business development
but so far hasn’t done much. A bank has tentatively agreed
to lend Claire money, and a number of satellite tenants are
interested in renting space if BargainMart commits. But Claire
has problems.

o

x

Though early talks with BargainMart went well, its lead
negotiator, Eric, started to increase pressure on Claire. He
demanded a very low rent and freedom to transfer the lease to
DQRWKHU¿UP+HDOVRZDQWHGKLVFRPSDQ\WRKDYHWKHRSWLRQWR
use the space any way it wished, including to sublet—clauses
that would cause the bank to cancel its loan and scare off the
satellite tenants. Claire feels even more pressure because she
has skipped talking to BargainMart’s rival, ValueShops.

Professor Watkins recommends that Claire make a series of moves
away from the table, asking herself two questions: (1) “What deals
can I make with others that can help me offer more attractive options
to BargainMart and improve my alternatives to agreement?” (2) “In
what order should I make those deals so that one might help me do
the next one and so on?”
o &ODLUHGHFLGHVWR¿UVWQHJRWLDWHZLWKWKHORFDOJRYHUQPHQW6KH
makes a compelling case that the new mall will improve sales
and property tax revenues and increase local employment. In
return, the local government agrees to provide the tax breaks
and improvements it has advertised to business developers.
o

Claire next negotiates with the landowner, telling him about
the new government deal and asking him to extend the
option deadline and lower the rent. She points out that the
government improvements will increase the value of the land
and offers to share savings from the tax breaks. Again, she
achieves agreement.

o

Claire then negotiates for a lower interest rate and more
ÀH[LELOLW\ WR PDNH FRQFHVVLRQV ZLWK %DUJDLQ0DUW IURP KHU
bank. Her argument is that the improvements, tax breaks, and
UHQWUHGXFWLRQVVKHKDVZRQZLOOLQFUHDVHSURMHFWHGFDVKÀRZ
for the mall.

o

Next, Claire turns to the top satellite stores, asking them to rent
space in the mall even if she must make more concessions to
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the anchor tenant. In return, they will receive lower rents and a
¿QDQFLDOO\VWURQJHUPDOO

x

o

Claire also approaches ValueShops to discuss the possibility
that one of its stores might serve as an anchor tenant. She
mentions that she is in negotiations with BargainMart, but
if those talks fall through, she would be interested in further
discussions. ValueShops is strongly interested and makes an
attractive offer to serve as anchor tenant.

o

Finally, Claire returns to Eric of BargainMart. Thanks to the
agreements she has worked out, she can offer BargainMart a
lower rent and permission to transfer the lease in some cases.
In return, she’d like Eric to agree to a limited right to sublet.

o

As Watkins notes, by making a series of moves away from the
table, Claire made her position stronger and more attractive.
BargainMart is still strong, but it’s no longer a Godzilla.

Notice that I FORESAW IT can help you plan moves away from
WKHWDEOH&ODLUHLGHQWL¿HGRXWVLGHSOD\HUVwho could help her and
LGHQWL¿HG NH\ interests for each, in addition to her own interests.
Her factual research KHOSHG KHU PDVWHU WKH ¿QDQFLDO HIIHFWV RI
different deal terms. In each case, she crafted creative options,
and she scheduled the meetings so that each success increased her
chances with the next player. She similarly thought about ways to
improve her alternatives to agreement.

Other Godzilla Strategies
x Another useful principle for dealing with Godzillas is to avoid
all-or-nothing deals with them. Walmart, for example, famously
offers suppliers huge orders that, overnight, can transform their
businesses. But once a supplier becomes dependent on these
orders, Walmart may demand price cuts in each succeeding round
RI WDONV ZKLFK FDQ FULSSOH RU GHVWUR\ D VPDOO ¿UP$ QXPEHU RI
companies have had to shift their manufacturing to Asia, just to
accommodate Walmart.
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o

As Peter D. Johnston writes in his book Negotiating with
Giants7RP'URRJIDFHGWKLVFKDOOHQJHWRKLVVXQÀRZHUVHHG
business when a Walmart buyer struck a deal with Droog’s
salesman to sell the seeds in some of its stores. One year later,
seed sales to Walmart had reached $1 million annually.

o

Walmart had already struck a tough bargain, and Droog’s
FRPSDQ\ ZDV PDNLQJ OLWWOH SUR¿W DQG NQHZ WKDW :DOPDUW
could easily apply pressure to cut prices further. Thus, Droog
requested a 15 percent increase, saying that without it, he
would cancel further sales to Walmart. The superstore agreed
to an 8 percent increase, but Droog walked away.

o

'URRJ¶VGHFLVLRQZDVQ¶WGLI¿FXOWEHFDXVHKHZDVPDNLQJOLWWOH
money and feared that Walmart would totally dominate his
business. Happily, six months later, Walmart called back and
offered a 15 percent increase.

o

In a sense, Droog’s power came from basic negotiation
principles. He knew his interests, knew the details of his
business, and foresaw time bombs in continuing the Walmart
deal. And he knew that his BATNA was acceptable because he
had done the math and clearly visualized it.

o

In fact, most entrepreneurs would be wise to follow Droog’s
example. Conventional wisdom holds that an entrepreneur
should raise as much money as possible as quickly as possible
to make the business a success. But studies show that one of
the most likely causes of failure for entrepreneurs is raising too
much capital too soon.

o

Entrepreneurs need time to make mistakes and change their
business models early on, at low cost, before they’ve made
PDMRU ¿QDQFLDO FRPPLWPHQWV WR D ÀDZHG LGHD )XUWKHU ZKHQ
they raise money too early, entrepreneurs must give away a large
part of the business because it’s unproven and risky. The lesson
here is: Raise too much money too early, and you could be
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wedding yourself to a Godzilla who can dominate your company
and make it hard for you to learn things or change direction.
x

Even if you have no authority in a room full of Godzillas, you can
VWLOOXVHEDVLFQHJRWLDWLRQWREHSRZHUIXOO\LQÀXHQWLDO$VDMXQLRU
negotiator, you can exercise process leadership that can help a
group reach wise decisions. You do this by offering to facilitate
discussions, setting ground rules, and acting as a negotiation
coach. These actions help bring out the wisdom and well-debated
consensus of the group.
o Note that when you offer to facilitate a group, you are putting
yourself in a politically dangerous place. People may blame
you for whatever happens at the meeting.

/HFWXUH1HJRWLDWLQJZLWK*RG]LOODDQGWKH'HYLO

o

If you decide to play this role, treat the meeting as a
negotiation—prepare well for it and do some I FORESAW
IT planning. Keep in mind, too, that your greatest strengths
will be in your ability to practice and model simple skills:
listening, asking questions, focusing on interests and options,
and enforcing discussion rules.

You versus the Devil
x The quintessential argument against negotiating with evil people
is the experience of British Prime Minister Neville Chamberlain
conceding much of Czechoslovakia to Hitler in October 1938.
The British appeasement strategy proved disastrous when Hitler
abrogated the treaty and invaded Poland the following year. But
it’s still not wise to set an absolute prohibition against negotiation
with enemies.
x
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Harvard negotiation professor Robert Mnookin makes this point
in his book Bargaining with the Devil. Although you shouldn’t
always negotiate with evil people, you should probably at least
engage them more often than you might think. We naturally tend
to demonize those we don’t know, understand, or agree with, and
that tendency kills the possibility for learning new things and,
VRPHWLPHVIRUGHIXVLQJDVHHPLQJO\LQWUDFWDEOHFRQÀLFW

x

Although negotiating
with “villains” may
be
possible
and
even useful in some
situations, it’s still true
that moral disasters
can arise from such
negotiations.
o Negotiation
can
help legitimize the
villain.

© aijohn784/iStock/Thinkstock.

x

3ROLFHKRVWDJHQHJRWLDWRUVKDYHOHDUQHG
WKDWWKHORQJHUWKH\FDQNHHSWKHVXEMHFW
talking, the greater chance they have that
WKHFULVLVZLOOHQGSHDFHIXOO\

o

Negotiation
can
undermine
the
strength of internal
opposition. One of the tragedies of Chamberlain’s appeasement
was that it snuffed out whatever hope the Nazis’ domestic
opponents had for resisting Hitler.

o

Negotiation can give the villain attention in the media and
elsewhere. With evil leaders of nations, it can give the villain
time to delay military intervention while building strength.

o

Negotiation can potentially set a dangerous precedent or a
perverse incentive. Well-meaning charities have found that
when they’ve sought to save people from modern slavery by
buying their freedom, that action can sometimes encourage
slave dealers to enslave others.

o

Striking a deal can give a villain a public relations victory at
little cost. There is some evidence that dictators readily sign
human rights agreements—knowing that they will not permit
outsiders to hold them accountable—so that they can claim to
be respectable.

As Mnookin argues, all these risks mean that you need to devote
special care and attention when planning to negotiate with villains.
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Set strong accountability checks, limit your own authority, rotate
negotiators, and stay in close communication with your constituents.
You may also need to use special arrangements to ensure that your
counterparty is not making false promises.
x

But there is a danger, too, in ruling out negotiation with others we
deeply disdain. If the desire for peace means anything, it must mean
at least considering the possibility of talking with our enemies.

Suggested Reading
Caro, The Passage of Power.
Dolnik and Fitzgerald, 1HJRWLDWLQJ+RVWDJH&ULVHVZLWKWKH1HZ7HUURULVWV.
Johnston, Negotiating with Giants.
Mnookin, Bargaining with the Devil.
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Watkins, Breakthrough Business Negotiation.

Questions to Consider
1. Should a dictator be permitted to sign a human rights accord if he’s
likely to refuse to allow observers to monitor his compliance? Should
he be denied the chance to sign it if the denial would give him a
propaganda victory? If you were advising diplomats who are weighing
these choices, what would you recommend?

2. What does it mean to make moves away from the table, and how might
the I FORESAW IT preparation mnemonic help you plan them? Why
do moves away from the table help you negotiate with a Godzilla more
effectively?

Challenge
1. In preparation for your next negotiation, consider what moves away
from the table you can make. Can you line up a series of advance
negotiations that will strengthen your position for the main event?
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&URVV&XOWXUDO1HJRWLDWLRQ
Lecture 19

C

XOWXUDO GLIIHUHQFHV DGG DQRWKHU OD\HU RI GLI¿FXOW\ WR FRQÀLFWV DQG
negotiations. It may seem as if cultural differences are just the stuff
of high diplomacy and international business, but we all face them,
perhaps much more frequently than we realize. Different departments within
the same company, different professions working on the same project,
colleagues and neighbors from different regions, even different relatives in
the same extended family—all exhibit cultural differences. In this lecture,
WKHQ ZH ZLOO ORRN DW VSHFL¿F WUDSV SULQFLSOHV DQG WRROV WKDW FDQ KHOS XV
negotiate well in the face of cross-cultural confusion.
Problems in Cross-Cultural Negotiations
x Social scientists have learned that there are three particularly typical
problems that arise with cross-cultural negotiations: self-selection,
attribution, and ethnocentrism.
o Self-selection is the belief that someone else means what you
understand.

x

o

Attribution is the belief that the motivation behind someone
else’s behavior is obvious.

o

Ethnocentrism is the belief that your way is the right way.

In 1969, President Richard Nixon asked visiting Japanese Prime
Minister Sato if he would do an important economic favor for the
United States, to which Sato replied, “I will try my best.” But later,
Sato declined to do the favor. Nixon was furious, convinced that
the prime minister had lied to his face. There is some speculation
that the misunderstanding soured the Nixon administration toward
Japan for years to come.
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x

o

What was the problem here? Nixon assumed that Sato meant
ZKDW1L[RQXQGHUVWRRGWKXV1L[RQFRXOGQ¶WXQGHUVWDQGZK\
Sato would later refuse.

o

But in fact, Japanese communication tends to be much more
LQGLUHFW WKDQ $PHULFDQ FRPPXQLFDWLRQ VRFLDO VFLHQWLVWV FDOO
Japan a high-context culture that relies on subtle, contextVSHFL¿F IDFHVDYLQJ FXHV WKDW $PHULFDQV RIWHQ PLVV 7R
someone who is Japanese, the comment, “I will try my best”
is a clear but polite indication that the answer is probably no.

Similarly, in 1970, Chinese Communist Party Chairman Mao Zedong
tried to signal that he was open to diplomatic talks with United
States by allowing himself to be photographed with an American
journalist on the reviewing stand at Tiananmen Square. To Mao, such
an unusual appearance with a Westerner in such a prominent place
clearly signaled a change in Chinese attitudes toward the West. But
as Henry Kissinger put it, the signal was “so oblique that our crude
Occidental minds completely missed the point.”

The Tip of the Iceberg
x When we deal with people from a different culture, we notice their
behavior—the tip of the iceberg. But hidden below the surface are
values and history to which we are usually oblivious, things that
shape and direct much of that behavior.
x
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With this model in mind, we can ask three questions related
WR QHJRWLDWLRQV   +RZ VKRXOG ZH GHDO ZLWK FRQÀLFW"   ,V
disagreement bad or good? (3) How long should we take to deal
ZLWKFRQÀLFW"
o ,Q DQVZHU WR WKH ¿UVW TXHVWLRQ²KRZ VKRXOG ZH GHDO ZLWK
FRQÀLFW"²D VWHUHRW\SLFDO $PHULFDQ PLJKW DQVZHU ³6ROYH
LW EH QLFH´ %XW VRPHRQH IURP DQRWKHU FXOWXUH PD\ DQVZHU
“Debate the issues.”

x

o

For the second question—is disagreement bad or good?—an
American might answer that it’s impolite, but other cultures
may view disagreement as natural and interesting.

o

)LQDOO\$PHULFDQV VHHN WR KDQGOH FRQÀLFW TXLFNO\ EXW DJDLQ
those from other cultures may believe it’s worthwhile to spend
VRPHWLPHRQFRQÀLFW

Why are these stereotypical answers so diametrically opposed? The
answers start to emerge when we compare hidden cultural values
and histories.
o American culture is shaped by the fact that many of its founders
came from a Protestant tradition. Among the key features of
Protestantism are its emphases on the individual believer and
on the importance of simplicity in matters of faith. These
values may contribute to a quintessential American belief
in clear, direct speech as a hallmark of honesty. In practice,
they mean that Americans tend to prefer succinct and explicit
communication between equals.
o

In contrast, other cultures, such as France, have histories
of Catholicism, which emphasizes community, hierarchy,
intercession, and rich artistry. Such a background may lead to
less emphasis on simplicity and directness.

o

In addition, American culture can tend toward emotional
reserve, and American negotiators may expect their counterparts
to be similarly reserved. But again, other cultures are more
comfortable with emotional expressiveness, and negotiators
from these cultures may passionately argue their points.

o

Yet another difference stems from differences in the political
origins of America and other countries. The United States is
WKH ¿UVW FRXQWU\ WKDW ZDV OLWHUDOO\ QHJRWLDWHG LQWR H[LVWHQFH
through the U.S. Constitution and other founding documents.
Our veneration for that history can be seen in our fondness
for political consensus. Other countries, however, may have
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histories punctuated by revolution and violence. In contrast to
the American tradition of negotiation, they may have traditions
of confrontation.
o

/HFWXUH&URVV&XOWXUDO1HJRWLDWLRQ

x

Finally, America’s tradition of immigration and its
understanding of the Enlightenment may lead to a common
EHOLHI LQ SUREOHPVROYLQJ DQG LPSURYHPHQW $PHULFDQV ORYH
to talk about reinventing themselves and have a fondness for
KDUGZRUNSUDFWLFDOLW\DQGHI¿FLHQF\2WKHUFXOWXUHVPD\QRW
have a tradition of striving. Further, they may believe that one
works to live, not lives to work. For that reason, urgency in
conversation or serious discussion is often seen as unappealing.

All this tells us that learning about the other side’s history and values
can be just as important as your other negotiation preparations.
You don’t need to make yourself a master of other cultures, but
some cultural understanding will enable you to be less surprised or
confused when you witness what seem to be “violations” of rules
you hold dear.

Common Cultural Differences
x One of the most common points of cultural confusion stems from
different approaches to time. The rule in some cultures is to be
punctual. Under this rule, negotiators from more relaxed cultures
can seem guilty of trying to use delaying tactics. Other cultures live
by the rule “People before punctuality.” Under this rule, those from
punctual cultures may seem uptight or guilty of trying to pressure
others into a hurried deal.
x
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A second common difference turns on communication styles. Some
cultures live by the rule “Be direct.” To those from a low-context,
direct culture, someone from a high-context, subtle culture can
seem evasive, inscrutable, or dishonest. But to someone from a
high-context, subtle culture, such as that in many Asian countries, a
direct culture can seem blunt, rude, arrogant, and greedy.

x

x

A third common cultural difference involves different attitudes
toward the negotiation relationship itself.
o Some business cultures, such as that in the United States,
emphasize a transactional approach and see negotiation as
an engineering task that should anticipate and solve most of
the likely problems that will arise, reducing everything to a
detailed agreement that the parties will follow closely.
o

Other cultures take a much more relational approach to
negotiation, viewing agreement as a serious relationship that
will change as circumstances change, without strong reliance
on detailed terms and conditions.

o

Those from a transactional culture may think that a relational
culture makes changes too quickly, without regard to the prior
agreement. To those from a relational culture, a transactional
culture can seem overweening and foolish—too locked into
details to accept the inevitability of change. When someone
from the transactional culture insists on holding to the language
RI WKH FRQWUDFW KLV RU KHU UHVHQWPHQW FDQ VHHP EDIÀLQJ DQG
misplaced. Additionally, the transactional culture’s eagerness
to get down to business can seem greedy, impersonal, and
shortsighted.

Perhaps the most important cultural differences lie in our different
DWWLWXGHVWRZDUGFRQÀLFWLWVHOI$VZH¶YHVHHQVRPHFXOWXUHVVXFK
as American culture, tend to favor a problem-solving approach.
Others favor a more confrontational approach, while still others
favor a face-saving approach. On this topic, we sometimes make
broad generalizations, but they can serve as a starting point for
deeper understanding.

&RSLQJZLWK&RQÀLFW
x An interest-based bargaining approach may help bridge cultural
JDSVHVSHFLDOO\WKRVHUHODWHGWRFRQÀLFW$V\RX¶OOUHFDOOLQWHUHVW
based bargaining means focusing on underlying needs, not
positions, and satisfying those needs with creative options.
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x

o

Because interest-based bargaining is a problem-solving
approach, it appeals to Americans, but this approach also
welcomes argument, disagreement, and criticism, precisely
because these actions reveal the interests of the counterparty.
Thus, counterintuitively, an interest-based bargaining approach
can also work well in a confrontational culture.

o

In a face-saving culture, interest-based bargaining works
because it strongly emphasizes an approach that is hard on the
problem but soft on the person.

$Q\ WLPH \RX IDFH FXOWXUDO GLIIHUHQFHV \RX IDFH D PHWDFRQÀLFW
You feel pressure to act according to “strange” values and, thus,
violate your own values, or you feel pressure to act according to
your own values and, thus, violate the values of others. But consider
the underlying interests here: You want to cooperate and retain
your integrity.
o A culturally alert negotiator bridges that seemingly
unbridgeable gap by intentionally striving to understand the
other party’s intentions, history, and values and, in this way,
pay real respect to his or her counterpart.

/HFWXUH&URVV&XOWXUDO1HJRWLDWLRQ

o

x

At the same time, a culturally alert negotiator responds
creatively in ways that do little violence to his or her
own principles.

Beyond basic cultural misunderstandings, negotiators who cross
borders have some other issues to think about as well, including
the need to work with a different legal system, political regime, and
business culture.

Dealing with Cultural Differences
x As part of your general preparation, try to understand your
counterpart’s cultural rules, history, and values.
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x

If you have no time to prepare, strongly consider bringing with you
a go-between or expert in the other culture who can translate the
behavior, not just the language.

x

As always, look for ways to be hard on the problem but soft on the
person—and ways to practice mindful and intentional respect. It’s
¿QHWROHDUQZKDWJHVWXUHVDUHLQVXOWLQJRUZKDWWHUPVRIDGGUHVVWR
use, but a posture of humility and an openness to learning probably
count for more.

x

Don’t try to ape the other person or assume that he or she is
WRWDOO\ GLIIHUHQW LQVWHDG VORZ GRZQ EXLOG WKH UHODWLRQVKLS VKDUH
information, and listen carefully.

x

Finally, expect misunderstanding. Treat frustration as a light that
signals a possible cultural confusion, rather than a personal insult.

Suggested Reading
Bernstein, Fragile Glory.
Foster, Bargaining across Borders.
Morris, The Fog of War.
Salacuse, The Global Negotiator.

Questions to Consider
1. Why might a French person and an American disagree over how to deal
with a dispute concerning contract language? What cultural rules do
they each tend to follow, and why?

2. You’re about to visit a country where people routinely ask for money
to carry out their duties. If you follow the rule “When in Rome, do as
the Romans,” you may end up doing something you feel is corrupt. But
if you take the view “East is east and west is west, and never the twain
shall meet,” you simply won’t deal with anyone. Can you think of a third
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approach you might take that would let you stay true to your values and
engage constructively—and safely—with people in this country?

3. What cultural assumptions might create confusion and intensify
FRQÀLFWLQVRPHRIWKHJUHDWDSSDUHQWFRQWURYHUVLHVRIRXUGD\VXFKDV
FRQÀLFWVRYHUWKHHQYLURQPHQWVFLHQFHWKH0LGGOH(DVWRUWKHIXWXUHRI
higher education?

Challenge
1. Consider how you can apply the insights into cultural differences gained

/HFWXUH&URVV&XOWXUDO1HJRWLDWLRQ

in this lecture to a culture in which you negotiate regularly, such as
within your extended family or among other departments at work.
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1HJRWLDWLQJZLWK&KLOGUHQ
Lecture 20

B

efore you have children, you have the idea that they don’t always
do as they’re told, but after you have children—even wonderful
children—you start to appreciate the real truth of that statement.
<RX¿QGWKDW\RXVSHQGPXFKRIWKHGD\GHDOLQJZLWKSXVKEDFNSRVLWLRQDO
LPSDVVHVKDJJOLQJLUUDWLRQDOFRQÀLFWDQGRWKHUDVSHFWVRIQHJRWLDWLRQ)RU
this reason, learning to negotiate with children is not a topic for parents only.
As we’ve seen, one of the most frequent negotiation problems we encounter
LVKRZWRQHJRWLDWHZLWKGLI¿FXOWSHRSOHDQGPDQ\RIWKHLGHDVWKDWFDQKHOS
parents negotiate better with children can also help any negotiator work
better with counterparts who seem unwilling to listen to reason.
Interest-Based Bargaining with Children
x The stop-go game is a simple example of an interest-based solution
to a common parent-child problem. In the game, the child is allowed
WRFRQWUROWKHSDUHQW¶VDFWLRQVLQDGLI¿FXOWVLWXDWLRQVXFKDVJHWWLQJ
hair brushed or having a bandage removed, by dictating when the
parent should stop and go.
x

Knowing how to use an interest-based approach and other
negotiating skills with children is a good idea for number of
reasons, including the fact that children are natural negotiators who
are especially skilled at using sharp bargaining tactics.

x

What about the objection that children should do as they’re told
without getting anything in return? Doesn’t negotiating with
children invite us to coddle and spoil them? Won’t it embolden them
and make them feel they are equal to us rather than our children?
Don’t children need a sense of limits and discipline?

x

These questions are all valid, but throughout this course, we’ve
VHHQWKDWLW¶VSRVVLEOHWR¿JKWZHOOIRU\RXUNH\FRQFHUQVZLWKRXW
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either giving away too much to your counterpart or making the
other person feel diminished, humiliated, or impoverished.

/HFWXUH1HJRWLDWLQJZLWK&KLOGUHQ

Natural Horsemanship
x We rightly want our children’s respect—for their sake as much
as ours—and there are times when we must have the immediate
DQG ¿QDO VD\ :KHQ D FKLOG LV DERXW WR ZDON LQWR WUDI¿F KH RU
she must know that “Stop!” means stop immediately. Similarly,
when children behave badly, they must know that they will face
consequences so that they don’t repeat the behavior. Much of the
time, however, a strict authoritarian approach tends to work against
our purposes.
x

This is the wisdom of The Horse Whisperer, a book and movie
based in part on the life of Buck Brannaman, one of the world’s
leading experts on horse training. Brannaman uses an approach that
is radically different from the conventional wisdom for handling
horses: natural horsemanship.

x

This approach is based on Brannaman’s realization that training
horses would be much easier if he learned the motivations behind
their behavior. This thinking should sound familiar. As we saw
LQ RXU ¿UVW OHFWXUH RQH RI WKH PRVW LPSRUWDQW WKLQJV D VNLOOHG
QHJRWLDWRU GRHV LV ¿QG RXW ZKDW WKH RWKHU SHUVRQ ZDQWV DQG ZK\
If that approach can work with hostage takers and horses, then
perhaps it can help us lead our children.

Positive Discipline
x Many of the ideas Brannaman uses with horses and interestbased negotiators use with counterparties are similar to a set
of ideas recommended by child development experts called
positive discipline 7KLV DSSURDFK WHDFKHV SDUHQWV WR EH ¿UP DQG
understanding with the help of empathy and limited choices. Again,
all these approaches share the central insight that you can be hard
on the problem but soft on the person.
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An interest-based approach can signal that we respect our children
and can give them safety and buy-in, even as we set clear limits.
Beyond this, an interest-based approach works because it is far less
coercive than more authoritarian parenting strategies.
o Any counterparty who feels coerced is more likely to also feel
resentful, diminished, and resistant. Think about it: When a
child is grabbing a toy,
shouting, and making
demands,
we
call
those actions childish,
but really, the child is
acting coercively, and
playmates and parents
alike resent it.
o

Because we’re trying
to raise adults, not
children,
using
a
method that breaks that
F\FOH DQG LQÀXHQFHV
without
coercion
can not only change
behavior
but
also
teach thoughtfulness.

© Purestock/Thinkstock.

x

x

One simple example of an 2IIHULQJDFKLOGDFKRLFH²ZRXOG
you like to set the table or help wash
interest-based
approach WKHGLVKHV"²UHVXOWVLQDJUHDWHU
with young children is just VHQVHRIEX\LQDQGPRUHIDYRUDEOH
to lovingly say no. For outcomes for the parent.
example, “I can’t let you
watch TV all afternoon, but I understand that you’re bored, and
I can give you a couple of other choices of things to do.” Here,
parents set clear limits even as they remind children of their love.

x

2I FRXUVH D FKLOG PD\ WKURZ D ¿W LQ UHVSRQVH ,Q QHJRWLDWLRQ
we know this behavior as positional bargaining, coupled with a
noisy sharp bargaining tactic. If the child persists, the parent can
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disengage: “I can’t let you shout like that. I’ll give you a little while
to calm down, and when you’re ready to talk, we can decide which
choice is best for you.”
x

This interest-based approach also works with children who have
special needs and can be adjusted to suit different ages. One
additional advantage of interest-based negotiating with children is
that it fosters a sense of the child’s autonomy and empowerment—
without diminishing your authority—even as it fosters a greater
sense of trust in you, signaling that you understand the child’s
interests and are open to addressing them reasonably.

/HFWXUH1HJRWLDWLQJZLWK&KLOGUHQ

Other Approaches with Children
x As most parents know, incentives, such as stickers or candy, can
be surprisingly effective in everything from potty training to
helping children learn their numbers and letters. Further, most
FKLOG HGXFDWRUV ¿QG WKDW ZLWKLQ OLPLWV LQFHQWLYHV GRQ¶W FUHDWH
the impression in children that there must be a reward for every
good behavior.
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x

Another negotiating skill that works with children is an idea we
VDZHDUOLHU³LIZHDJUHHLIZHGLVDJUHH´+HUH\RXH[SODLQKRZ
saying yes to your offer will satisfy the listener’s interests and how
saying no to your offer may mean that his or her interests won’t be
VDWLV¿HG:LWKDFKLOG\RXPLJKWVD\³,I\RXGR\RXUKRPHZRUN
QRZ\RXFDQZDWFK79IRUPLQXWHVEHIRUH\RXJRWREHGLI\RX
don’t, you won’t have time for TV before bedtime.”

x

A related set of negotiating concepts that can be particularly
valuable in working with children is asking questions and listening.
You can foster better language skills, a better relationship, and
better conversation using these methods.
o Actively listening to young children helps them hear what
\RX VD\ DQG NQRZ WKDW WKH\ DUH PDNLQJ VHQVH ,Q FRQÀLFW
and negotiations with small children, it can be calming,
empowering, and respectful to get down to their level, make

eye contact, and invite them to talk. It can also help to recap
what the child says.

x

o

Don’t try this approach while the child is in full meltdown
mode because it probably won’t be effective. Wait until the
child calms down, then ask questions in a gentle voice and use
active listening.

o

/LNHPDQ\GLVWUHVVHGDGXOWVVPDOOFKLOGUHQPD\KDYHGLI¿FXOW\
answering open-ended questions, such as “Can you tell me
why you’re upset?” In these situations, it may helpful to frame
questions as choices: “Are you angry because of X or Y?”

o

Here, too, you can be hard on the problem but soft on the
person, dealing with the problem without attacking the child’s
feelings or character: “It’s OK to feel angry or sad about not
watching your favorite show, but it’s not OK to throw your toy
at the TV.” Then, you can gradually turn to options, asking the
child to suggest ideas to help solve the problem.

o

As a child gets older, active listening can foster fuller
FRQYHUVDWLRQE\VLJQDOLQJWKDWLW¶VVDIHWRVKDUHGLI¿FXOWLVVXHV
with you because you truly understand them.

By the time children are three, they can learn a variety of creative
DSSURDFKHV IRU FRSLQJ ZLWK ¿JKWV ZLWK VLEOLQJV DQG IULHQGV
These options include sharing, taking turns, trading, using a fair
process (“eeny, meeny”), starting another activity, and practicing
generosity. You can foster this kind of creative problem solving
by putting up a simple picture chart to help children remember
and practice these options.

Teaching Children to Negotiate
x Children of all ages value negotiation skills training, and many
schools have introduced negotiation training programs with
remarkable success. Independent researchers have found that such
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programs may improve the social and academic chances of children
who are at risk of failure.
x

As children get older, they need more autonomy and have greater
language skills, but they may struggle to use those skills effectively
without whining, shouting, or shutting down. Teaching older
children some basic negotiation skills and practicing with them can
help them avoid these negative behaviors.

x

By the time children are in second grade, you can explicitly teach
them interest-based negotiation using a technique called the Five W’s.
+HUHWKH\OHDUQWRDVNHDFKRWKHU¿YHTXHVWLRQVGXULQJDFRQÀLFW
o What’s our problem?
o

Where are you coming from?

o

Where am I coming from?

o

What are some possible win-win solutions?

o

Which one shall we choose?

x

Try teaching these questions to a child, demonstrating them, and
LQYLWLQJWKHFKLOGWRSUDFWLFHE\SOD\DFWLQJDSUHWHQGFRQÀLFWZLWK
you. Once children know the questions, you can challenge them to
try out the technique the next time they encounter a problem with
DQRWKHUFKLOGWKHQKDYHDGHEULH¿QJWRVHHKRZLWZRUNHG

x

As children get older, you can increasingly encourage them to
QHJRWLDWHVHOHFWHGFRQÀLFWVDWKRPH
o Imagine that your daughter wants to stay up late to watch a
movie Friday night, but you’re concerned that she’ll be
too tired for Saturday morning soccer. She uses a variety of
childish tactics that start to wear you down. What can you do?
o
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Of course, one choice is to simply lay down the law, and
sometimes, that is the right choice. But you might also

try interest-based negotiation. Try taking a break from
the conversation, then appealing to your child’s interests:
“Remember when you stayed up late last month and said you
were too tired to play a good game the next day? I’m concerned
you’ll have the same problem. Let’s see how we can make
it better.”
x

2OGHUFKLOGUHQPD\DOVREHQH¿WIURPVLPSOHQHJRWLDWLRQFKDOOHQJHV
such as repeating back exactly what they hear in a conversation or
UROHSOD\LQJWKHIDLU¿JKWUXOH:KHQFKLOGUHQDUHROGHQRXJK\RX
can also teach them the I FORESAW IT preparation mnemonic or
even encourage them to watch this course. Learning negotiation
skills can be valuable preparation for the adult world.

Suggested Reading
Brown, How to Negotiate with Kids.
Meehl, Buck.
Nelsen, Foster, and Raphael, 3RVLWLYH 'LVFLSOLQH IRU &KLOGUHQ ZLWK
Special Needs.

Questions to Consider
1. What is positive discipline? What is natural horsemanship? What
principles do these approaches have in common with interest-based
bargaining?

2. Your teenaged daughter wants you to give her the car keys to let her
go to a party at the home of a friend whose parents have a large liquor
cabinet and who may be away. You could simply say no, but you know
she’ll feel angry, isolated, and infantilized. You could simply say yes,
but you fear she could wind up driving home drunk or feeling pressured
by other partygoers’ irresponsible behavior. How might you use
negotiation principles to work with her to come up with a wiser choice?
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3. Now, imagine that your teenager’s other parent disagrees with you
about how to handle this situation. You could simply insist on your
approach, but you fear that your fellow parent will undermine you and
countermand your approach or simply become angry. You could defer to
the other parent, but you think a different approach to the situation may
be unwise. How might you use negotiation principles to work things
out with your fellow parent? When and where should you conduct
this negotiation?

4. What are three advantages to using negotiation principles to engage with
a child? What is one situation where it’s an unwise idea to use them?

Challenge
1. If you have small children, try teaching them the stop-go game to solve a

/HFWXUH1HJRWLDWLQJZLWK&KLOGUHQ

UHFXUULQJFRQÀLFWLQ\RXUKRPH,I\RXKDYHROGHUFKLOGUHQWU\WHDFKLQJ
them one or more of the negotiation techniques you’ve learned in this
course and discuss how they can apply the techniques in their lives. If
you have no children, try taking a Horse Whisperer approach with a
GLI¿FXOW FROOHDJXH LQ ZKLFK \RX LQWHQWLRQDOO\ OLVWHQ PRUH FRHUFH DQG
argue less, and attempt to be hard on the problem but soft on the person.
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1HJRWLDWLQJ:RUNDQGWKH:RUNSODFH
Lecture 21

I

n a world where work is increasingly done by computers or outsourced
RYHUVHDV HPSOR\HHV FDQ QR ORQJHU JHW E\ ZLWK MXVW EHLQJ DYHUDJH
HPSOR\HUVUHTXLUHWRSSHUIRUPDQFH:KDWGRHVLWWDNHWR¿QGDQGNHHSD
job in such a demanding environment? Surprisingly, one powerful answer is
to negotiate it. In this lecture, we’ll discuss how to use the negotiating skills
you’ve already learned to be more creative, informed, and effective as a job
seeker and an employee. We’ll also explore special negotiating techniques
that are particularly well-suited for the workplace and see how you can apply
your skills to create greater opportunities for yourself.
Information Interviewing
x Many people start a search for work with traditional methods:
answering ads, sending out resumes, interviewing on campus,
DQGVHDUFKLQJWKH,QWHUQHW%XWVWXGLHV¿QGWKDWWKHVHPHWKRGVDUH
actually ineffective, especially in tough economic times. A different
method that relies on three of the keys of effective negotiating—
credibility, preparation, and listening—is information interviewing.
x

With this approach, job seekers have a series of conversations in
which they ask people for information, not a job. This is an indirect,
counterintuitive approach that allows the job seeker to learn from
his or her interviewees. Surprisingly, the information interviewing
process can open doors that often remain hidden in conventional
job searches.

x

6WXGLHV ¿QG WKDW DERXW  SHUFHQW RI DOO MREV LQ WKH 8QLWHG 6WDWHV
DUH¿OOHGWKURXJKFRQQHFWLRQUHIHUUDODQGLQWHUQDOSURPRWLRQ7KDW
PD\VHHPOLNHEDGQHZVDW¿UVWHVSHFLDOO\LI\RXGRQ¶WWKLQN\RX
KDYHDZLGHQHWZRUN%XWLI\RXFRQQHFWWKDW¿QGLQJWRLQIRUPDWLRQ
interviewing, you can discover hidden paths to excellent work
through your contacts and referrals. As you talk with them, they
will, in effect, coach and direct you toward your ideal job and
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eventually connect you with someone there who can seriously
consider you.

/HFWXUH1HJRWLDWLQJ:RUNDQGWKH:RUNSODFH

x

x
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The basic task here is to write a list of 30 to 100 people who
PLJKWNQRZVRPHWKLQJXVHIXODERXW\RXULQWHUHVWLQDVSHFL¿FW\SH
RI ZRUN 'R VRPH EDVLF UHDGLQJ DERXW WKH ¿HOG WKHQ FRQWDFW WKH
person you feel most comfortable speaking with and politely ask
him or her if you can chat for 15 minutes or so about your interest
in that line of work.
o When you meet, start by asking broad questions, such as: “Tell
PH DERXW WKH ¿HOG´ ³7HOO PH DERXW \RXU ZRUN LQ WKH ¿HOG´
and “What do you like and dislike about this line of work?”
<RXPLJKWDOVRDVNDERXWVSHFLDOFUHGHQWLDOVRUTXDOL¿FDWLRQV
DQG ZKHWKHU DQ\RQH LQ WKH ¿HOG GRHV ZHOO ZLWKRXW
those prerequisites.
o

Share some information about yourself and ask whether your
interviewee thinks you would enjoy the work and be good at it.
Ask about special problems or challenges currently facing the
¿HOG)LQDOO\DVN\RXULQWHUYLHZHHZKHWKHUKHRUVKHFDQUHIHU
you to others from whom you can learn more.

o

Jot down your notes, send a thank-you note within 24 hours,
and follow up on any suggestions you were given, especially
recommendations to speak to others. If you run out of referrals,
contact the next person on your original list and continue
the process.

o

2YHUDIHZZHHNVRUPRQWKV\RX¶OO¿QGWKDW\RXUQRWHVJLYH
you a rich, nuanced map of where the best work is, key trends
and needs, whom to contact, what to talk about, and how your
VNLOOVDQGH[SHULHQFHFDQEHDJRRG¿WIRU\RXUFKRVHQ¿HOG

Information interviewing is closely connected to negotiation in
numerous ways: It helps uncover your interestsDQGWKRVHRIRWKHUV
it’s a rich form of factual research LW SURYLGHV RSSRUWXQLWLHV WR
learn about hidden options and alternativesLWDOORZV\RXWRrole-

playZLWKSHRSOHZKRPD\EHVLPLODUWRIXWXUHLQWHUYLHZHUVLWKHOSV
you empathize ZLWK IXWXUH LQWHUYLHZHUV DQG LW¶V D ZD\ WR EXLOG
credibility from contacts and referrals who can help you later. In
short, information interviewing taps into most of the I FORESAW
IT plan.
x

In addition to helping you apply negotiation principles to the task of
¿QGLQJDMRELQIRUPDWLRQLQWHUYLHZLQJFDQDOVRKHOS\RXEHPRUH
effective in negotiations with colleagues and prospective clients if
you’re already employed. Information interviewing on the job can
give you early warning about upcoming layoffs, reveal changing
needs within the company, and prepare you for conversations with
key decision makers. It builds your relationships with colleagues,
who will come to trust and respect you for using this approach.

x

Information interviewing can also be used to create paying work
for yourself where none currently exists. You do this by identifying
\RXU RZQ LQWHUHVWV DQG WKRVH RI HPSOR\HUV LQ WKH ¿HOGV \RX¶UH
exploring, then generating creative options for jobs or projects.
o )RU H[DPSOH LPDJLQH WKDW \RX DUH ÀXHQW LQ 6SDQLVK DQG
English, and you’re looking for a job in social media marketing.
You may also be interested in sports but have noticed
that smaller regional sports teams don’t seem to understand
social media.
o

You may also have learned that sports management
organizations don’t generally have Spanish speakers on staff,
don’t use the web much, and don’t seem to be looking for help.
All this information suggests a not-so-obvious job prospect:
international social media designer in sports marketing.

o

With some additional factual research, you can brainstorm
PRUH RSWLRQV WR GHYHORS WKH LGHD ,Q SDUWLFXODU ¿QG RXW
whether anyone else is doing similar work in the industry. If so,
that knowledge may strengthen your case that this unfamiliar
ZRUNLVYDOXDEOHDQGRWKHU¿UPVSD\WRKDYHVRPHRQHGRLW,I
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no one is doing the work, you may have discovered a hidden
RSSRUWXQLW\WKDWFRXOGJLYHRQH¿UPDQDGYDQWDJHRYHURWKHUV
o

Test your ideas with further information interviewing, using
WKH LQVLJKWV RI RWKHUV WR UH¿QH \RXU WKLQNLQJ :LWK WKLV
groundwork, you can then develop one or more proposals to
SLWFK WR VRPHRQH LQ DXWKRULW\ DW WKH ¿UP \RX¶G OLNH WR ZRUN
for. When you meet that person, you can speak to his or her
interests using your skills as a negotiator.

/HFWXUH1HJRWLDWLQJ:RUNDQGWKH:RUNSODFH

Negotiation Marketing
x ,QPRVWQHJRWLDWLRQV\RXVWDUWZLWKDVSHFL¿FFRXQWHUSDUWDQG\RXU
task is to craft an offer that will satisfy both you and the other party.
But with negotiation marketing, you seek the ideal counterpart—
the one who will most likely feel that what you have to offer meets
his or her interests. In those situations, your chances of reaching
agreement are much higher. Like a target marketer, you’re trying to
identify and reach those who are most likely to be attracted to your
offer and buy it.
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x

In a sense, this is exactly what skilled salespeople do before
sales calls. They “qualify” a prospect by determining in advance
whether he or she is likely to be interested in the product. Unlike a
salesperson who just knocks on doors, the goal here is to target your
prospects. But you can use negotiation tools to help you do that
ZLWK \RXU ¿UP¶V SURVSHFWLYH FOLHQWV FXVWRPHUV DQG GRQRUV PRUH
effectively and use each success to help you win others.

x

The key to negotiation marketing is to identify the interests of your
ideal prospect, then use factual research to identify real-world
SURVSHFWVZKRPRVWOLNHO\¿WWKDWGHVFULSWLRQ
o You also improve the odds by anticipating your prospect’s
likely reactions—culling out those who may react badly—
developing good responses to reasonable questions, and
deciding the scheduleRIZKRPWRFRQWDFW¿UVW

o

You further enhance your credibility by drawing on contacts
who can introduce you to prospects and independent criteria
that can help you make your case.

o

Again, the I FORESAW IT tool helps you combine sales,
marketing, and negotiation skills to create a winning strategy.

o

Appealing to the interests
of the board of directors
and to his detailed
research, Fruz won a
limited mandate to more
HI¿FLHQWO\ PDQXIDFWXUH
just a few updated
models in one central
South American factory.
But he had limited
authority at the plant, and
engineers, salespeople,
and managers there
resented his plan and
dragged their heels.

o

To make his vision
work, Fruz made a
series of sequential deals
with different players,

© Jupiterimages/Pixland/Thinkstock.

Negotiation for Managers
x A story from the book The Manager as Negotiator, written by
Harvard professors David Lax and James Sebenius, illustrates the
power of negotiation insights for workplace managers and leaders.
o Bob Furz was an executive for a British air conditioning
PDQXIDFWXULQJ ¿UP ZLWK IDFWRULHV LQ VHYHUDO 6RXWK$PHULFDQ
countries. Each factory manufactured its own version of the
¿UP¶V DLU FRQGLWLRQHUV )XU] VHQVHG WKDW WKLV DSSURDFK ZDV
ZDVWHIXODQGXQSUR¿WDEOH

You can use negotiation tools
WRSUHTXDOLI\SURVSHFWLYHFOLHQWV
IRU\RXU¿UPMXVWDVVXFFHVVIXO
salespeople target their prospects.
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convincing one country’s plant to expand and cut prices,
another to accept central production, and so on. Over time, the
changes Furz negotiated began to produce real cost savings and
FRQWULEXWHG WR WKH ¿UP¶V VXFFHVV +LV VWDU URVH ZLWK WKH ERDUG
until, eventually, he was named CEO.

/HFWXUH1HJRWLDWLQJ:RUNDQGWKH:RUNSODFH

o
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As Lax and Sebenius note, Furz’s success illustrates that a
manager often needs to negotiate continually. Here, Furz
applied several principles we’ve seen before, making moves
DZD\IURPWKHWDEOHWKURXJKDVHTXHQFHRIGHDOVWKDWVDWLV¿HG
different players’ interests and gave him assets he could use in
the next negotiation.

x

Often, our workplaces are rule-driven and rigid, and we seem to
be in no position to engage in creative bargaining. It’s also true
that creative negotiation won’t work well in strict bureaucratic
situations. One approach that may work, however, is what we might
call negotiating by thinking inside the box.

x

Some of the key interests anyone in a bureaucracy has are to honor
the rules and consistently apply the policy to demonstrate fairness
DQG ¿UPQHVV 7KXV WR DVN DQ DGPLQLVWUDWRU WR YDU\ WKH UXOHV²WR
think “outside the box”—may be a risky request.

x

To think inside the box, you need to think like the administrator.
That means learning the rules, mission statement, and policies of the
RUJDQL]DWLRQVWXG\LQJLWVODQJXDJHDQGDVNLQJWKHULJKWTXHVWLRQV
such as: “What exactly does this term mean? What categories can
P\ UHTXHVW OHJLWLPDWHO\ ¿W LQ" ,V WKHUH DQ RYHUDUFKLQJ SROLF\ WKDW
FDQMXVWLI\P\UHTXHVWHYHQLIWKHVSHFL¿FUXOHGRHVQ¶W",IWKHUXOH
doesn’t allow X, Y, or Z, can we talk about W?”

x

If you look at a bureaucratic constraint the way a bureaucrat sees
LW\RXPD\EHDEOHWR¿QGDIDFHVDYLQJOHJLWLPDWHZD\WRKHOSWKH
bureaucrat help you.

Suggested Reading
Bolles, :KDW&RORU,V<RXU3DUDFKXWH"
Lax and Sebenius, The Manager as Negotiator.

Questions to Consider
1. What is information interviewing? What basic steps would you
tell a friend to follow if he or she wanted to learn about information
interviewing?

2. What are three simple, powerful things you could ask someone in an
information interview that might help you discover a career that’s right
IRU \RX RU XVHIXO LQVLJKWV IRU DQ XSFRPLQJ QHJRWLDWLRQ":KR DUH ¿YH
well-placed people you could call this week to have such conversations?

3. In the lean startup method of entrepreneurship, entrepreneurs are
DGYLVHGWRGRZQSOD\EXVLQHVVSODQVLQVWHDGWKH\VKRXOGWDONWRPDQ\
prospective customers about their business ideas and, later, offer these
customers a prototype to buy. What does that approach have in common
with information interviewing, and why do experts in entrepreneurship
and vocational counseling recommend similar approaches in place of
more traditional methods? What power does this common approach tap
into that other approaches lack?

4. $Q RI¿FLDO DW D JRYHUQPHQW DJHQF\ WHOOV \RX WKDW KH RU VKH KDV
no authority to give you any of the creative options you suggest. How
might you use a thinking-inside-the-boxes approach to achieve greater
VXFFHVVLQQHJRWLDWLQJZLWKWKLVRI¿FLDO"

Challenges
1. Make a list of contacts you could interview to enrich your job search or
your performance at your current job. Identify ways that interviewing
colleagues could improve your ability to negotiate on future issues.
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2. 7R¿QGQHZFOLHQWVRUFXVWRPHUVIRU\RXU¿UPWU\QHJRWLDWLRQPDUNHWLQJ
using I FORESAW IT to help you gear up for the task. You may want to
enroll a colleague in the process.

3. Conduct research to understand what a competitor, an administrator, or

/HFWXUH1HJRWLDWLQJ:RUNDQGWKH:RUNSODFH

a prospective employer needs and does and use that insight to develop
DWWUDFWLYHRIIHUVIRU\RXURZQ¿UPDQGWKH¿UP\RXKRSHWRVHUYH

162

+HDOLQJWKH7URXEOHG'HDO
Lecture 22

S

RPHWLPHVDJUHHPHQWVDUHVRÀDZHGRUVREDGO\LPSOHPHQWHGWKDWWKH\
can make a situation worse. As we saw in an earlier lecture, one way
to guard against this possibility is to test an offer against established
measures of success. But before and after the handshake, there are other
ways to make bad agreements better and to avoid implementation problems.
In short, there are ways to heal the deal. In this lecture, then, we’ll look at
ZD\VWRLGHQWLI\DQG¿[WLPHERPEVLQDSURSRVHGGHDOWRWXUQDQDFFHSWDEOH
deal into a better one, to turn a paper deal into a genuine collaborative
UHODWLRQVKLSDQGWRDQWLFLSDWHFRQÀLFWVDQGSODQWRUHVROYHWKHPDPLFDEO\
A Time Bomb Detector
x In an earlier lecture, we saw that it’s sometimes easy to enter a
deal that has time bombs, that is, gaps or deal terms that can cause
serious foreseeable problems later on. Just being on the lookout for
time bombs can help, but you can also make use of another tool
that can help you spot and defuse them: the WINLOSE mnemonic.
This mnemonic is spelled out below.
What If
Numbers
Lawyers
Other Side’s Expectations
x

First of all, one of the most important things you can do to spot
time bombs is to worry. That is, ask yourself, “What if X happens?”
Think in advance about worst-case scenarios and play out how the
deal might work if bad things happen. Strategy experts call this
activity scenario planning.
o You might think that looking at worst-case scenarios puts too
much emphasis on the negative, and that’s a fair point. But
163

experienced businesspeople know that an overly optimistic
attitude can destroy a new venture.
o

x

The next letter of the WINLOSE mnemonic, N, stand for numbers.
The idea here, as we saw earlier, is that it’s a good idea to master the
numbers in a transaction and use them to answer serious questions
about the implications of a deal.
o To a businessperson, that means looking at accounting statements
RUVSUHDGVKHHWVWHVWLQJWKHPIRUZHDNQHVVHVDQGDVNLQJVSHFL¿F
questions: Will the business have enough cash? What if mailing
costs are high? How do we make money and when?
o
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x

To a consumer, number mastery means understanding credit
card interest charges, cell phone calling charges, medical
insurance deductibles, and so on.

The next letter in WINLOSE, L, stands for lawyers, who truly can
help you negotiate better, in part because they are trained to spot
time bombs that non-lawyers might be unaware of. Experienced
lawyers often are also wise business counselors who know where
SUREOHPVDUHFRPPRQO\IRXQGDQGKRZWR¿[WKHP
o $ GHDO LQ SULQFLSOH LV RIWHQ PLVVLQJ DQVZHUV WR VLJQL¿FDQW
questions. For example, you may decide that you want to
partner with your best friend in a business venture. A good
lawyer will ask what the plan is if one of the partners gets sick
and can’t work and may recommend that you buy insurance to
cover that risk.
o
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Further, anticipating worst-case scenarios is wise in any serious
negotiation—not just those that revolve around business—
including family travel plans or a new car purchase.

Even if you don’t hire a lawyer, the L in WINLOSE reminds
\RX RI WKH LPSRUWDQFH RI XQGHUVWDQGLQJ OHJDO WHUPV DQG ¿QH
print, such as those found in cell phone contracts and credit
card agreements.

x

Finally, OSE stands for other side’s expectations. That is, are you a
good match with the counterparty to the deal, and does your vision of
the agreement mesh well with what the other negotiator has in mind?
o This question gets at the fact that many negotiation “love
affairs” end up producing terrible marriages because the two
sides are simply incompatible or have different expectations.
One partner wants to dominate the business, while the other
H[SHFWVDQHTXDOVD\LQLWVRSHUDWLRQ6RPHWLPHVVXFKFRQÀLFWV
create needless trouble that could have been avoided by either
foregoing the marriage or working them out beforehand.
o

More generally, OSE reminds you to slow down and get a
better sense of what your counterpart has in mind.

Second-Look Meetings
x Another way to improve on a fairly promising tentative deal is
to hold a second-look meeting. The idea here is that there may be
hidden ways to help one or both sides do better without hurting
anyone and that by taking a second look, you might discover it.
x

A second-look meeting builds on the fact that it’s easy to miss
optimal trades. We naturally want to rush to a conclusion and
celebrate any deal. But a second look can help you identify
additional ways to save money or time or to improve the deal in
other ways.

x

In practice, many negotiators simply don’t want to do more
negotiating once they reach an agreement. In addition, if one side
is unfamiliar with the idea, an invitation to a second-look meeting
might sound like a trick or make it seem as if you want to renege.
To counter this problem, explain that you’re willing to commit to
WKH¿UVWGHDO\RX¶UHORRNLQJRQO\WRVHHZKHWKHU\RXFDQPDNHWKH
deal better for at least one side without hurting anyone.

Partnering
x Even a carefully negotiated contract doesn’t guarantee that all
aspects of an agreement will go smoothly. In the construction
165
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x

Partnering is based on the
insight that the terms of a
contract and the relationship
of those who work together
to perform it are two separate
factors. Partnering seeks
to bridge the separation By the late 1980s, litigation over
FRQVWUXFWLRQFRQWUDFWVKDGEHFRPH
by going beyond legal VRIUHTXHQWWKDWDQLQGXVWU\UHVHDUFK
formalities and building RUJDQL]DWLRQFRQYHQHGDWDVNIRUFH
the working relationship. WR¿QGZD\VWRUHYHUVHWKHWUHQG
In this model, the partners
take some early steps to make sure everyone understands the
agreement, its goals, and the process for solving problems and
measuring progress.

x

Partnering draws in part on the work of Ian Macneil, a law professor
who championed the idea that contracts must focus on relationships
and be adaptable to change. Such a relational approach makes sense
EHFDXVHQRFRQWUDFWFDQDQWLFLSDWHHYHU\IXWXUHHYHQWWKXVLWSD\V
to build in a relational “shock absorber” that can help the parties
adjust without bitterness or resentment. That may be especially
important in dealings between two cultures that are prone to
misunderstand each other.

© Purestock/Thinkstock.

industry, for example, it’s
common for a contractor
and a developer to wind
up in litigation over some
alleged performance breach,
even though both sides
carefully negotiated the
terms. In response to this,
the Construction Industry
Institute has recommended
an idea called partnering.

x

6RRQ DIWHU D FRQWUDFW LV VLJQHG NH\ ¿JXUHV IURP ERWK VLGHV PHHW
informally for a day or two with a facilitator. The facilitator leads
the group through team-building exercises and helps develop
communication arrangements for the future. The group also creates
a charter, in which all the key stakeholders commit to a mission
statement of common goals and a set of guiding principles and
values. Finally, the group works out a dispute resolution plan that
begins with low-level processes and works its way up to higher
levels if necessary.

Alternative Dispute Resolution
x $VZHVDZEULHÀ\LQDQHDUOLHUOHFWXUHDOWHUQDWLYHGLVSXWHUHVROXWLRQ
(ADR) offers a variety of ways to solve problems that are less
expensive and more satisfying than traditional litigation.
x

One example is mediation, in which an impartial third party helps
the primary parties negotiate. Another is arbitration, in which an
impartial third party who isn’t a judge hears the two sides’ cases
and decides who wins what.

x

(YHQSDUWLHVWRWKHEHVWDJUHHPHQWVFDQUXQLQWRFRQÀLFWVODWHURQ
thus, it may be a good idea to agree to a clause that spells out how
you’ll try to work out problems without litigation. An ADR clause
simply spells out what ADR processes you’ll use if a dispute arises.

x

Some contracts also have provisions that make litigation riskier and
more costly for the loser. For example, a contract might specify that
in the event of litigation, the loser pays the winner’s legal fees.

x

ADR shows up in many types of negotiations. Such clauses are
especially common in international contracts because judges may
be reluctant to enforce foreign judgments but more willing to help
if both sides have submitted to arbitration. Standard brokerage
agreements also require arbitration.
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Avoiding Negotiation
x Let’s conclude with an odd question: Are there ways to avoid
negotiation altogether and, thus, avoid some of the problems we’ve
VHHQLQWKLVOHFWXUH",QDVHQVHPXFKRIRXUZRUOGLV¿OOHGZLWKWKHP
x

,Q KLV WKHRU\ RI WKH ¿UP 1REHO 3UL]H±ZLQQLQJ HFRQRPLVW 5RQDOG
&RDVH HVVHQWLDOO\ DUJXHG WKDW WKH WKLQJ WKDW GH¿QHV WKH XOWLPDWH
VL]H RI D ¿UP LV WKH FRVW RI QHJRWLDWLRQ RU DV HFRQRPLVWV SXW LW
transaction costs. When renting the truck, outsourcing customer
VHUYLFHRUKLULQJWKHODZ¿UPEHFRPHVWRRH[SHQVLYHDQGKDUGWR
QHJRWLDWHD¿UPZLOOEULQJWKHWDVNLQKRXVHLWZLOOEX\WKHWUXFN
hire workers, or hire in-house counsel. In a sense, an organization is
a way to avoid ongoing negotiation.

x

Another way to avoid negotiation is to rely on social norms. Robert
Ellickson, a Yale law professor, has found that groups of people
often evolve such norms for solving problems. Indeed, it’s possible
that one of the main virtues of culture is that it helps people get
along without having to negotiate every problem.

x

$ ¿QDO ZD\ WR VROYH SUREOHPV ZLWKRXW QHJRWLDWLRQ LV WR XWWHUO\
absorb or dominate the other party. Indeed, much of human history
is the story of one nation or tribe choosing to enslave, annihilate, or
absorb another people, eliminating the need to negotiate.

Suggested Reading
Gage, 7KH3DUWQHUVKLS&KDUWHU.
Mnookin, Peppet, and Tulumello, Beyond Winning.
Ury, Brett, and Goldberg, Getting Disputes Resolved.

Questions to Consider
1. What does WINLOSE stand for? What is a time bomb? How does the
WINLOSE mnemonic help you spot time bombs?
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2. What is partnering?
3. What are three advantages most forms of alternative dispute
resolution have over litigation?

4. What is one way you might convince a skeptical negotiation
counterpart to seriously consider having a second-look meeting?

Challenges
1. The next time you’re considering a cell phone contract, a car lease, a
credit card, or another detailed contract, use the WINLOSE mnemonic
to see if you can spot potential time bombs.

2. Invite someone you’re negotiating with to try a second-look meeting
DQGH[SODLQEULHÀ\ZK\LWPLJKWKHOS

3. Invite a potential partner to create a partnership charter with you, with
the help of a facilitator.

4. Consider whether serious agreements you negotiate should include
DQ$'5FODXVHLIVRDVN\RXUODZ\HUWRGUDIWRQH
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Lecture 23
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his lecture ties together much of what we’ve explored about
negotiation in the course, but it also takes a more in-depth look at an
idea we began to consider practically in an earlier lecture and have
been implicitly grappling with throughout: the trust problem. As we said,
this problem boils down to the question: How do I know that it’s safe to
deal with you and that your assurances are reliable? Is it possible that this
problem stands at the very heart of much more than negotiation—the social
sciences, the humanities, the sciences, and even more?
Clarifying the Problem
x Our world is remarkably different from the narrow, violent one
of our ancestors. Today, many of us are part of organizations with
hundreds of employees. We’re each part of a nation with millions of
FLWL]HQV:HWUDYHOIUHHO\DURXQGWKHJOREHDQGZHGRQ¶W¿QGLWRGG
that strangers who are worlds apart can negotiate.
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x

Yet the trust problem remains with us. We see it in the headlines
DVIDLOHGSHDFHWUHDWLHVIDLOHGHQYLURQPHQWDODJUHHPHQWV¿QDQFLDO
crises, crime, war, and more. Many of our most profound successes
and failures are stories of our response to the trust problem.

x

Notice that we’re talking here about the trust problem, not trust
as such. As we saw in a previous lecture, it’s not true that without
trust, we can’t collaborate. Trust is one possible response to the
trust problem, but there are many other constructive ones, too. And
WKDW¶VJRRGQHZVZKHQWUXVWDORQHLVORZRUXQFHUWDLQWKHUHPD\
still be wise ways to collaborate, which is why our mastery of the
trust problem is so important and why it’s important to go beyond
mere discussions of trust.

x

As important as trust is, it can’t be the whole story. Telling citizens
of a corrupt society to be more trusting would do little to help

them win justice. Conversely, telling a poor, honest woman in the
developing world who has no access to credit that she should be
more trustworthy would do nothing to help her. Often, the problem
isn’t that people lack integrity but that other people can’t recognize
it. These are trust problems.
x

0DQ\RIWKHWUXVWSUREOHPVZHIDFHDUHGLI¿FXOWDQGUHTXLUHXVWREH
savvy as a serpent and harmless as a dove. The key lies in seeing the
challenge plainly—not necessarily as a call to trust, though trusting
others can be wise, nor to be trustworthy, though being trustworthy
is always wise, but to solve the trust problem.

x

We’ve been building that ability all along. As we’ve seen, at the
heart of negotiation is a tension between the negotiators’ desire
to collaborate and their desire to compete. That’s why in much of
our work as negotiators, we’re trying to allay the other negotiators’
fears that we’re out to get them and cope with our own fears that the
other negotiators are out to get us. Because we’ve been grappling
with it all along, we’re now in a position to see the importance of
WKHWUXVWSUREOHPLQPDQ\GLIIHUHQW¿HOGVPRUHIXOO\

The Trust Problem in Business
x We might argue that solving the trust problem is central to the
existence and success of every business. That’s because the central
WDVN RI D EXVLQHVV LV WR FUHDWH DQG IXO¿OO YDOXDEOH SURPLVHV DQG
because a business itself is little more than a collection of promises
and an ongoing effort to manage them. And where there are
promises, there are trust problems.
x

Consider a business’s balance sheet—a snapshot description of all
the business consists of at any given moment. Every asset—cash,
accounts receivable, inventory, and so on—is little more than a
promise, and if one of those promises proves false, the business
suffers or goes under.

x

Economists theorize that promises and the trust problem are
VR LQWHUZRYHQ LQ WKH OLIH RI EXVLQHVV WKDW D ¿UP LV OLWWOH PRUH
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6FLHQFHDWWHPSWVWRDGGUHVVWKHWUXVWSUREOHPWKURXJKDQDUUD\RISURFHGXUHV
WKDWPDNHXSWKHVFLHQWL¿FPHWKRG

than a nexus of contracts—a web of promises between different
stakeholders. How the business makes sure those promises are
worth something is its central task.
x

%XW EXVLQHVV LV MXVW RQH H[DPSOH RI D ¿HOG WKDW WKH WUXVW SUREOHP
SURIRXQGO\VKDSHV0RVW¿HOGV²WKHVRFLDOVFLHQFHVWKHKXPDQLWLHV
and the hard sciences, too—deeply grapple with the trust problem
and its implications.

The Trust Problem in Economics
x Much of economics is founded on the ideas of Adam Smith. In his
famous book The Wealth of Nations, Smith suggests that people are
self-seeking and that the free market can channel their self-seeking
toward wealth-creating cooperation. It does this by giving them
incentives to serve others well and penalties for failing to.
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x

Yet Smith was also concerned with the question: How is it that
people so often tend to cooperate with one another? In an earlier
work, The Theory of Moral Sentiments, Smith argues that people
have a native, universal tendency to commiserate with one
another—to identify with the pain of others and to reach out to help
them when possible.

x

Although they may seem contradictory, Smith’s two books can be
seen as complementary explanations of how we collaborate in the
face of the trust problem. As one scholar recently argued, “The two
books present different mechanisms through which self-interest
is restrained.”
o In The Theory of Moral Sentiments, Smith argues that basic
human empathy accounts for our collaboration.
o

x

But because it’s also true that people can be self-seeking, an
institutional answer—market incentives—is important, giving
people further reasons to be cooperative.

Smith seems to suggest that often, a soft reliance on human
compassion overcomes the trust problem, but he also suggests that
sometimes it doesn’t, and we need other arrangements. We’ve seen
before that there is a vast array of answers to the trust problem, and
Smith explores some of the important ones. In contrast, economics
emphasizes only one category of solutions—those that rely on
self-interest.

An Integrative Approach
x What if, instead of the normal economics project, we put the trust
problem closer to the center of things, cultivating our understanding
not merely of self-seeking behavior but of the many traps and
possibilities for collaboration in the face of it? What if we seek an
DSSURDFKWKDWLQWHJUDWHVWKHLQVLJKWVRIWKHPDQ\¿HOGVWKDWJUDSSOH
with the trust problem? Focusing on the trust problem, rather than
“rational wealth maximization,” may give us a more practical,
ethical, and profound understanding of the human project.
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x

For example, how can we solve the challenge of sharing something
YDOXDEOH VXFK DV ¿VK LQ D ODNH JUD]LQJ ODQG IRU VKHHS RU FOHDQ
air? One solution is to create private property rights, but is that the
only solution?
o Elinor Ostrom, a political scientist, studied many peoples
around the world to see how they solve such common pool
resource problems. Surprisingly, they’ve done so without using
private property. Their solutions differed, but they generally
shared the resource among themselves, relying on a mix
of simple rules that became norms and a customized set of
trust mechanisms.

/HFWXUH:K\WKH7UXVW3UREOHP,V)XQGDPHQWDO

o

Ostrom’s work illustrates the value of humble inquiry into the
trust problem that transcends a single discipline. Imagine what
would happen if we brought the best insights from different
¿HOGV WRJHWKHU LQWR RQJRLQJ FRQYHUVDWLRQ DQG FROODERUDWLRQ
2QH ZD\ WR GR WKDW ZRXOG EH WR FUHDWH D QHZ ¿HOG RI
VWXG\ GHYRWHG WR WKH WUXVW SUREOHP²SHUKDSV D ¿HOG
called epistonomics.

x

7KHQHHGIRU¿QGLQJLQVLJKWVLQWRWKHWUXVWSUREOHPLVJUHDW+RZ
do warring nations overcome trust problems and negotiate reliable
FHDVH¿UHDJUHHPHQWV"+RZGRLQWHUQDWLRQDOMRLQWYHQWXUHSDUWQHUV
collaborate reliably? How do we collaborate to solve such problems
as global warming and hunger?

x

Think of any serious human problem or important achievement,
and you are likely looking at a trust problem. We lose none of the
YDOXHRILQGLYLGXDO¿HOGVRILQTXLU\DQGJDLQPXFKLIZHLQWHJUDWH
their wisdom into a shared search for understanding of this central
question. And in our work on the subject of negotiation, we’ve
made a bold leap toward doing just that.

Summarizing Our Course
x We can sum up most of the ideas we’ve explored in this course
LQ¿YHZRUGV DQG \RX DOUHDG\NQRZ WKH¿UVW WKUHH, )25(6$:
IT. But as powerful and far-reaching as I FORESAW IT is, there’s
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something not entirely satisfying about such a cognitive approach to
QHJRWLDWLRQDIWHUDOOQHJRWLDWLRQLVWRDODUJHGHJUHHDQHPRWLRQDO
and social process. Thus, there are two other words that can help us
capture much of what I FORESAW IT lacks: humble inquiry.
x

In his book by that title, former MIT business professor Edgar
6FKHLQGH¿QHVhumble inquiry as “drawing someone out … asking
questions … [and] building a relationship based on curiosity and
interest in the other person.” We’ve seen that those are, in many
cases, the tasks of a skilled negotiator.

x

6NLOOHGQHJRWLDWRUVQHLWKHUDYRLGFRQÀLFWDQGGLVFXVVLRQQRUWU\WR
totally control them. Instead, they ask questions and show a rare,
remarkable, and credible quality: humbleness. We no longer think
about humbleness much, but as we’ve seen, skilled negotiators rely
on it a great deal.
o 6NLOOHG QHJRWLDWRUV XVH GXPE DQG DFWLYH OLVWHQLQJ WKH\ DVN
VWXSLG TXHVWLRQV DQG WKH\ VHHN WR SHUVXDGH E\ EULQJLQJ WKHLU
counterparts to their senses, not their knees. They are open
to learning and share credible information. They cultivate
reputations for being smart and honest and are thoughtful about
their goals.
o

x

These negotiators certainly know how to produce ambitious
results, but they also know how to work out an even
FRPSURPLVH ZKHQ LW PDNHV VHQVH WR GR VR WKH\ VRPHWLPHV
FKRRVH WR VDWLV¿FH RU WR EH JHQHURXV DQG WKXV DYRLG WKH
hedonic treadmill.

To help you achieve similar results in negotiation, here are some
ideas for developing your skills further:
o Take on one or more of the negotiating challenges in this
course. To hone your skills, practice by doing a planned
negotiation once a week for the next eight weeks.
o

Teach someone else to negotiate using the I FORESAW
IT mnemonic.
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o

Watch for concepts from this course in the news and in other
courses.

o

Skim a good book about negotiating.

o

Observe excellent negotiators and ask them about their
approaches.

o

Review completed negotiations with a friend or colleague. Talk
over and assess the terms you agreed to (or walked away from)
using our measures of success. Then chat about what helped,
what didn’t, what surprised you, and what course concepts you
might want to use more fully in your next negotiation.

Suggested Reading
Ellickson, Order without Law.

/HFWXUH:K\WKH7UXVW3UREOHP,V)XQGDPHQWDO

LeBlanc and Register, &RQVWDQW%DWWOHV.
Ostrom, *RYHUQLQJWKH&RPPRQV.
Smith, The Wealth of Nations.
———, The Theory of Moral Sentiments.

Questions to Consider
1. What is the difference between saying “Trust is important” and saying
“Solving the trust problem is important”? Why might understanding
ways to solve the trust problem be more important to serious negotiations
DQGZRUOGFRQÀLFWV"

2. In what sense is a business largely made up of promises, and how do
businesses rely on solutions to the trust problem to survive and prosper?

3. What is the Adam Smith problem, and how does an understanding
of the trust problem offer one plausible solution to it?
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4. What is the prospective subject of epistonomics about?
5. ,Q ZKDW ZD\V GRHV (OLQRU 2VWURP¶V 1REHO 3UL]H±ZLQQLQJ ZRUN
on common resource problems illustrate how epistonomics might
illuminate complex human problems?

6. What is humble inquiry, and how does it capture much of what
we’ve considered in this course?

7. What are three ways you could practice and develop your
negotiating skills this week?
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&RQIURQWDWLRQ/RYHDQG1HJRWLDWLRQ
Lecture 24

I
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QRXU¿QDOOHFWXUHZH¶OOORRNDWZKDWPLJKWVHHPWREHDQRGGTXHVWLRQ
Does negotiation have anything to do with love? This question seems
odd because, after all, negotiation seems to be focused on satisfying
your own needs, and love is focused on concern for others. But as we know,
negotiation arises in love all the time. And in this lecture, we’ll see that deep
concern for others can illuminate and enhance everything we’ve talked about
LQ WKLV FRXUVH ZH¶OO DOVR OHDUQ WKDW QHJRWLDWLRQ DQG FRQÀLFW PDQDJHPHQW
skills can help us love better.
Confrontation
x Confrontation is a situation in which you need to get someone
HOVH²SHUKDSV D SDUWQHU ZKR LV EHLQJ GLI¿FXOW²WR FKDQJH
unilaterally. One way to win unilateral change without damaging a
relationship draws on an insight we’ve seen throughout this course:
being hard on the problem but soft on the person.
x

Imagine that you’re a manager of a new cell phone operation with
about 20 employees. You need to meet a key deadline in four
months, and for that, you need a critical piece of software. You’re
depending heavily on your programmer, Bob, but several female
employees have accused him of using foul and sexist language.
Concerned, you decide to confront Bob.
o <RX FDOO %RE LQWR \RXU RI¿FH DQG WHOO KLP ³,¶YH KHDUG WKDW
you’ve been using bad language toward several female
colleagues, and I have to ask you to change your attitude and
stop it.”
o
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In response, Bob gets angry, accusing you of failing to listen to
his side of the story. Ultimately, he quits, leaving you without a
replacement and with the deadline still looming.

x

Confrontation is usually challenging no matter how you approach
it, but the good news is that there’s a way to confront someone
effectively, enabling you to win changes in behavior without
crippling the relationship. In essence, this principled confrontation
ERLOV GRZQ WR ¿YH VWHSV   JHW SHUVSHFWLYH   VWDUW ZLWK
humility, (3) thoughtfully confront, (4) focus on the future, (5) get
perspective.

x

Rushing into a confrontation is usually a prescription for disaster.
The emotions are too raw, the risks of misjudgment are too great,
and the chances for saying the wrong thing are too high. For these
UHDVRQV WKH ¿UVW WDVN LQ SULQFLSOHG FRQIURQWDWLRQ LV WR VORZ GRZQ
and decide whether the situation is worth a confrontation at all or
whether it’s a small matter that you can overlook.
o You might seek advice from someone wise who can
FRQ¿UP or correct your judgment and coach you for the
confrontation ahead.

x

o

Of course, it’s also a good idea to prepare well, gathering facts
DQG UROHSOD\LQJ WKH HQFRXQWHU 3UHSDULQJ DOVR PHDQV ¿QGLQJ
your best alternative, so that you know what you’ll do if the
person refuses to change his or her behavior.

o

Finally, it’s a good idea to remember the last time someone
confronted you. That memory may help you confront someone
else without seeming arrogant or condescending.

Next, schedule the conversation in private and start it with humility.
5DLVHWKHWRSLFEULHÀ\DQGIDFWXDOO\ZLWKRXWSUHMXGJPHQW,QWKH
situation with Bob, you might say, “I’ve heard more than one person
say that you’ve used strong, troubling language in speaking to some
RIWKHZRPHQLQWKHRI¿FH:KDW¶VJRLQJRQ"´1RWLFHWKDW\RX¶UH
simply raising the issue here and asking about it. Bob can’t say that
\RX¶UHELDVHGRUXQIDLU\RX¶UHMXVWVHHNLQJLPSRUWDQWLQIRUPDWLRQ
o Then, it’s time to practice humility another way, by listening.
Here, you’re signaling open-mindedness, fairness, and respect,
and you may well learn things that will help you see the
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situation better. If Bob denies everything or adds shocking new
facts, you can ask follow-up questions.
o

/HFWXUH&RQIURQWDWLRQ/RYHDQG1HJRWLDWLRQ

x

x
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If you’re not sure what to do next, you can simply ask for
more time to think about the situation and, perhaps, schedule
another meeting.

The next step is to thoughtfully confront, making sure to emphasize
the other person’s behavior, not his or her character, attitude,
or personality. In short, you want to focus on the problem, not
the person.
o One way to frame the message without provoking needless
resentment is to rely more on I statements than you statements:
³%RE,H[SHFWSURIHVVLRQDOODQJXDJHDQGFRQGXFWLQWKHRI¿FH
,W¶V ¿QH WR H[SUHVV DQJHU LI QHFHVVDU\ EXW QRW LQ D ZD\ WKDW¶V
demeaning to others.”
o

Of course, in many instances, the person you’re confronting
may become defensive. You can cope by using active listening
to show that you understand, but then correct any mistaken
conclusions he or she may jump to.

o

You may need to be ready to repeat your message several times
and in different ways. Some psychologists say that it takes 4
to 10 repetitions for a confrontational message to get through.

As you focus on the future, you should press for concrete,
measurable change, not vague assurances: “Bob, what can we do
about this situation now to be sure things change starting today?
Let’s think about some ideas.” Inviting Bob’s participation may
encourage his buy-in to the solution. Note, however, that you’re not
PDNLQJWUDGHVRUGHDOVWKLVLVDFRQIURQWDWLRQQRWDQHJRWLDWLRQ
o To encourage the person to think of change as worthwhile,
talk about your sincere hopes for the future: “Bob, if things
FKDQJH,¶PFRQ¿GHQW\RXKDYHDJRRGIXWXUHKHUH,ZRXOGQ¶W
be talking with you if I didn’t think so.”

x

o

But you also need to be ready to warn and escalate if the other
party is unwilling to change. In your preparation, you should
KDYHLGHQWL¿HGWKHPRVWFUHGLEOHDQGOHDVWFRHUFLYHWKLQJV\RX
can do that will get his or her attention. In Bob’s case, you
might note that his behavior will be brought up in reference
checks from future employers.

o

The goal here is to win the other person’s commitment to
VSHFL¿FDFWLRQZLWKDSODQWRIROORZXSWRDVVHVVWKHFKDQJH
With that in hand, you can end with a handshake.

)LQDOO\ \RX VKRXOG UHWXUQ WR WKH ¿UVW VWHS²JHW SHUVSHFWLYH²
E\ GHEULH¿QJ ZLWK \RXU FRQ¿GDQWH UHYLHZLQJ WKH FRQYHUVDWLRQ
identifying corrections you may need to make, and following up
with the other person if necessary to clarify points of confusion.

Mindfulness, Love, and Power
x Throughout this negotiation training, we’ve looked at practical
ZD\V WR IRVWHU JUHDWHU PLQGIXOQHVV DQG KDUPRQ\ ZKHUH DW ¿UVW LW
seems that the negotiators are completely at odds. We talked about
DVNLQJ VWXSLG TXHVWLRQV JRLQJ VORZ WR JR IDVW EHLQJ KDUG RQ WKH
SUREOHPEXWVRIWRQWKHSHUVRQEULQJLQJRWKHUVWRWKHLUVHQVHVQRW
WKHLUNQHHVDQGVRRQ
x

We’ve looked intentionally for ways to go below the surface
RI FRQÀLFWV DQG GLVDJUHHPHQWV DQG GLVFRYHU KLGGHQ XQLWLHV DQG
harmonies. In negotiation, we approach conversations with
intentionality, seeking to learn both before and during the talks.
We don’t always agree, but we seek to disagree without anger. And
HYHQ ZKHQ ZH ¿QG RXUVHOYHV ¿JKWLQJ WKH RWKHU VLGH ZH FXOWLYDWH
the ability to do so in ways that require the least coercion necessary.

x

To further build trust, we sometimes look for ways to surrender a
measure of control to others. When we are advocating for ourselves,
we try to moderate our ambitions at least slightly, seeking a just
DQGMXVWL¿DEOHRXWFRPHUHFRJQL]LQJWKDWWKHRWKHUSHUVRQQHHGVD
SUR¿WPDUJLQDQGWKDWDUHSXWDWLRQIRUJUHHGLQHVVWHQGVWREDFN¿UH
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0DQ\DVSHFWVRIPHGLWDWLYHSUD\HUDUHVLPLODUWRVNLOOIXOQHJRWLDWLRQSUDFWLFHV
GXPEOLVWHQLQJDZLOOLQJQHVVWRQRWLFHWKRXJKWVZLWKRXWMXGJPHQWDQGWKH
DELOLW\WRSURFHHGVORZO\

And we’re open in other situations to intentionally compromising,
VDWLV¿FLQJRUHYHQVDFUL¿FLQJ
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x

,QDOORIWKHVHZD\VDQGRWKHUVLWFDQVHHPVXSHU¿FLDOO\DVLIZHDUH
merely developing negotiating skills that can serve us individually,
and in a sense, that’s true. But there is a deeper aspect to this work—
the practical ability to see beyond ourselves to the other person and
discover hidden connections. That’s prudent in a world where we
PD\QRWEHDVGLVFRQQHFWHGDVZH¿UVWWKLQN

x

Curiously, practices within many meditative and prayer traditions
SDUDOOHO SUDFWLFHV XVHG E\ VNLOOHG QHJRWLDWRUV 6SHFL¿FDOO\ WKH
person meditating or praying practices a kind of dumb listening,
seeks to notice his or her own thoughts without judgment, proceeds
slowly and quietly, and is comfortable with silence. In fact, these
practices may be an additional way, besides preparation and role-

SOD\LQJ WR KHOS \RX UHPDLQ FDOP LQ GLI¿FXOW QHJRWLDWLRQV DQG
confrontations.
x

Mindfulness, meditation, and prayer all speak to an idea that seems
IDUUHPRYHGIURPWKHZRUNRIFRQÀLFWPDQDJHPHQWDQGQHJRWLDWLRQ
but may actually be at the very heart of the matter: the idea of deep
compassion or love.

x

As we’ve said, love seems utterly foreign to such situations as
business negotiation. In that realm, we often talk about hard
EDUJDLQLQJQXWVDQGEROWVEUDVVWDFNVDQGRWKHUWHUPVWKDW¿WQLFHO\
in a solid, mechanistic, Newtonian universe of separate beings. But
both ancient teachings and modern science suggest that we may be
missing something about reality and ourselves when we insist on
emphasizing our separateness and hardness.
o There’s a sense in which we are always negotiating with
ourselves, and the negative qualities we sometimes see in
RWKHUV DUH DV RIWHQ DV QRW UHÀHFWLRQV RI RXU RZQ QHJDWLYH
qualities. That’s an idea as modern as the psychotherapeutic
notion of projection. But it’s also as old as ancient wisdom:
“Judge not lest you be judged, for wherever you judge another,
you judge yourself for you know you do the same things.”
o

x

Further, the way we treat others seems, in many ways, to
XOWLPDWHO\ UHGRXQG WR XV IRU EHWWHU RU ZRUVH WKLV LGHD LV
found in such Eastern ideas as Karma and in the JudeoChristian tradition that you reap what you sow. In a sense, it
is we ourselves we are punching, gentling, haggling, lovingly
confronting, and making peace with.

Of course, we can go too far with all this talk of compassion and
empathy. Martin Luther King himself said, “Love without power is
sentimental and anemic.” Fortunately, if you think about it, much
of what we have looked at in this course has been about the wise
acquisition and use of power. How can we reconcile these two
FRQÀLFWLQJ LGHDV" +RZ FDQ ZH XQGHUVWDQG WKH LQWHUDFWLRQ RI ORYH
and power?
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x

The answer may be found in the rest of Dr. King’s quote: “Power
at its best is love implementing the demands of justice, and justice
at its best is power correcting everything that stands against love.”
At its best, principled negotiation can be part of the larger task
RI ZLQQLQJ ZDUPO\ RI FRPELQLQJ SRZHU DQG ORYH RI ¿JKWLQJ IRU
justice, and of loving our neighbors as ourselves.

Suggested Reading
Donald, Lincoln.
Oates, Let the Trumpet Sound.
Sande, The Peacemaker.

Questions to Consider
1. What are the six basic steps of principled confrontation?
2. What aspects of our course cultivate power? What aspects of our course
/HFWXUH&RQIURQWDWLRQ/RYHDQG1HJRWLDWLRQ

cultivate and are enhanced by love? How might you combine power and
ORYHWKURXJKQHJRWLDWLRQLQDGLI¿FXOWSUREOHP\RXDUHIDFLQJ"
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