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A B S T R A C T & 
K E Y W O R D S 

NEGOTIATION: AN ESSENTIAL 
MANAGEMENT SKILL 
Om P. Kharbanda and Ernest A. Stallworthy 
Communication, Management Education, 
Negotiation, Skills 
We are negotiating all the time: with 
customers, suppliers, trade unions, our family 
— indeed, all with whom we come into 
contact. In business, in particular, negotiation 
needs management. There are said to be eight 
stages in negotiation: prepare, argue, signal, 
propose, present the package, bargain, close 
and agree. At the proposal stage one must be 
clear about what one must achieve, what one 
intends to achieve, and what one would like to 
achieve. The approach to constructive and 
competitive negotiation, the role of 
consultation, how to cope with deadlock and 
conflict, cross-cultural negotiation, and the art 
of compromise are reviewed. The development 
and use of teams in negotiation is also an 
important factor, needing careful assessment. 
Negotiation will nearly always involve conflict, 
but steps must be taken to ensure that the 
participants remain on friendly terms. 
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INTRODUCTION 

1. INTRODUCTION 
Life is full of negotiation and we meet the need for negotiation both at work and in the home. 
A wealth of material has been written on this subject, typical of which is a set of articles most 
appropriately titled "Negotiate for What You Want"[l]. Another writer tells us: You Can 
Negotiate Anything[2]. Let us see. As we develop this study we shall certainly see that we 
should develop our own negotiating style, a style that suits our own personality and the 
situation in which one is placed. It is hopeless to try and pretend to be someone you are not. 
The kernel of the advice given in the literature can be summed up thus: "Good preparation and 
a proper technique can make sitting down at the negotiating table a pleasant experience from 
which both parties gain what they want". In the so-called "win-win" situation, the two parties 
work with each other to solve their problems. This is described as integrative or collaborative 
negotiation. 

Roger Fisher and William Ury's work Getting to Yes[3], which is not only delightful and easy 
to read, but is also an extremely useful exposition of the subject, has been followed by another 
work on the same theme, written by Fisher this time in conjunction with Scott Brown[4]. But 
we wonder whether getting to a specific "yes" is really the point in negotiation, as is illustrated 
by a review of this book by Mary Rowe[5]. This approach to negotiation is in sharp contrast to 
the so-called distributive type of negotiation, leading to a "win-lose" situation. Here the parties 
hardly seem to listen to one another and utterly fail to convey respect for one another's views. 
Both parties adopt an aggressive stance, striving to coerce, rather than to persuade one another, 
as is fundamental to the "win-win" approach. 

Real life situations do not always fall clearly into one or other of the above two types of 
negotiation, "win-win" or "win-lose". They are usually a mixed bag, but Fisher stresses the 
integrative side of negotiation, discussing the balance between emotion and reason. One should 
persuade rather than coerce, show respect for one another despite all the differences, and seek 
to maintain an attitude of trust and reciprocity. This implies that one should always be 
unconditionally constructive throughout the negotiations, however long they may be. But let us 
be clear: this recommended approach is not easy. One is required, as Fisher puts it, to "separate 
the people from the problem" and to "balance emotion with reason": most difficult to do in 
the tense situation usually associated with negotiation. Fisher is perhaps the first author 
formally to add the "power of relationship" to the standard "sources of power in negotiation" 
set up by the professionals in this field. He has also added another strand by separating the 
process from the substance in negotiation. But reconciling all this, and making it work, is easier 
said than done, since the "process" cannot easily be distinguished from the "substance". Yet 
Fisher advises: 

It seems best to work on the process of relationship — how we deal with one another — independent 
of all substantive differences. 

Even granting that Fisher's books are very good, study of his concepts is in itself no guarantee 
of success. Detailed study is no substitute for intuition, spontaneity and sincerity, all elements 
in negotiation that are crucial to success. Sitting at the table it is not always possible to separate 
the "process" from the "substance". The advice given in this context is: 

Always consult before deciding — and then [really] listen. 
But we do not agree. The order is vital: should one first decide to consult and then listen? It is 
our view that it is always desirable to listen "first" — really listen, as we go on to discuss in a 
later chapter. Once one has listened, and so understood the problem, surely then is the time to 
consult and so take the matter further. Nevertheless, despite our criticism, these books have real 
charm, being full of practical wisdom. Let us quote just a couple of examples: 

Although it takes two to have a relationship, it takes only one to change its quality. 
The ideas here are not notes for someone you should pretend to be. 
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Kennedy[6] gives us valuable advice on negotiation, advising us not to change the price, but the 
package. It seems that the worst thing you can do when negotiating is to accept the first offer. 

In negotiation you will be trying to "manage" the situation, but of course the people sitting 
on the other side of the table will be trying too, and they have probably gone to the same 
course on negotiating tactics as you have. Nevertheless there are certain basic principles that 
should always be borne in mind. Negotiation is the delicate art of give and take, so be careful 
never to make a concession without getting something in return. Despite the literature on the 
subject it is said that negotiation is one of the least understood aspects of business today — 
this by a group of writers who offer us a handbook with in-depth training on the subject[7]. We 
have to remember that negotiation is not limited to situations between companies: it is equally 
relevant in relations between management and employees. To achieve successful results in this 
area managers may need to persuade as much, if not more, than to exercise executive authority. 
As Fowler|8| points out, before diving deep into the subject a skilled negotiator always tries to 
break the ice with a few minutes of friendly small talk, seeking to create the right atmosphere 
for a collaborative approach. In all this timing is of the utmost importance. If tempers are 
running high, as they might be for instance where a fatal accident is involved, then a slight 
postponement can reduce a highly charged atmosphere. On the other hand, where wage 
negotiations are taking place amidst high inflation, a quick and apparently generous offer may 
well clinch the issue. Really effective managers do not hesitate to walk over to the office of 
their junior colleague to negotiate an issue, since this seems to offer the junior partner an early 
and obvious advantage. 

When we come to consider negotiation between companies, it is common for a team to 
conduct the negotiation. In such cases each member of that team must have an assigned role. 
Thus, a three-member team may comprise a leader, who takes up a constructive position, whilst 
the second person takes a tougher line and the third person acts as a sort of "sweeper", 
observing, checking progress and bringing out points missed by his colleagues. The place of 
negotiation can also be of significance. It is considered advantageous to conduct negotiation on 
one's home ground, but the other party may well prefer a neutral ground. A formal atmosphere, 
with the two parties meeting one another across a table, may well be a comfort, in that each party 
has their own clearly defined territory, but on the other hand an informal arrangement, with the 
parties sitting in deep armchairs whilst served tea or coffee, can well defuse any feelings of 
aggression. Of course success cannot be achieved by serving a cup of coffee, but that is illustrative 
of the many simple techniques that can be used to ensure that the right atmosphere is created. 

What we need to realise is that negotiation is a field of activity that is relevant in every 
aspect of business, including finance, selling, marketing, purchasing, acquisitions, mergers — 
the list is endless. This type of negotiation is often referred to as "making a deal". Kuhn[9] has 
written a provocative, but lively and engaging book on this aspect of negotiation. He describes 
how to develop a negotiating strategy in relation to the behavioural and psychological 
dimensions of deal making. 

Bill Scott[10,11] has written extensively on negotiation and allied subjects, having had vast 
experience in this field. He has been a consultant on the subject for several years and his works 
are well worth study. His latest work in this field|12| comprises not only a book but an audio 
manual, consisting of two cassettes and a reminder card. In relation to negotiation we are 
presented with nine key points: 

(1) Attitude: the need to reach agreement with business partners. 
(2) Preparation: what to give, what to receive and the relevant procedure. 
(3) Climate: should be cordial, co-operative, brisk and businesslike. 
(4) Procedure: agreement should be reached on the purpose, the plan and the pace of the 

negotiation. 
(5) Exploration: establish your own position, their position and the creative possibilities. 
(6) Bidding: the highest defensible bid should be established. 
(7) Bargaining: the bargain should be clarified, with any counter-offer, snags, and relevant 

indications. 
(8) Settling: seize the available agreement the moment it is there. 
(9) Drills: all the above key points should become automatic behaviour. 

4 

D
ow

nl
oa

de
d 

by
 U

N
IV

E
R

SI
T

Y
 O

F 
E

X
E

T
E

R
 A

t 1
2:

30
 1

6 
A

ug
us

t 2
01

5 
(P

T
)



INTRODUCTION 

The book deals extensively with all the above aspects of negotiation, and also includes two case 
studies: a cancelled order and a waste paper deal. There is also an annotated transcript of the 
audio tapes and suggestions for further reading. 

The book and the tapes both deal with the same topics, but each stands independently. You 
can read or listen, or do both. We would recommend that you listen, read, and then listen 
again. It must be recognised, however, that negotiating, like all other skills, cannot be taught 
except by practical experience. Such experiences can be set out in seminars and illustrated by 
case studies, but all this is of no avail unless it is combined with one's own practical experience. 
You may well enjoy listening and reading, but remember that what you see and hear has to be 
adopted and adapted to your own particular circumstances and style. Negotiating is a 
demanding process, but its labour can be lightened by skilful preparation and continued 
practice. Scott has also written what is described as a student textbook[13| on the subject of 
constructive and competitive negotiation. This book includes case material and exercises 
contributed by David Sutton, reading lists compiled by Ian Marley and a chapter on price 
bargaining by John Winkler. The main thrust of the book is related to commercial and allied 
negotiations, but it includes material in the field of industrial relations, political, government 
and hostage negotiations, so its spread is broad. Negotiating a salary increase, or even 
negotiations at a personal and domestic level could well be helped by consideration and 
application of the principles of negotiation, since all negotiations, whatever the field, are very 
similar. 

We have to recognise that negotiating is a skill that can be developed and polished in much 
the same way as when one learns to swim or ride a bicycle. The initial steps may well be 
faltering, but skill comes with practice. The skills of negotiation can indeed be taught, and not 
only Bill Scott but many others have earned a living through offering seminars on the subject. 
But we would emphasise once again that a real ability to negotiate will only come through 
experience. Everyone in business has to negotiate and must, therefore, acquire this skill in order 
to succeed. 

More unusual is negotiation in the context of the design of a new law library at the 
University of Canterbury, New Zealand[14]. The objective of the exercise was to minimise travel 
and make the facilities convenient to all users, including the librarians. It is said that this was a 
unique study, involving three key users: the librarians, the students and the professors. The 
density of travel between facilities in the library at various locations was studied, but none of 
the existing layout methods was found to be suitable. So a flexible layout was developed using 
graph theory, resulting in a compromise that was demonstrated by negotiation to satisfy the 
needs of all three users. Another unusual role for negotiation has been seen in the settlement of 
complex environmental disputes. Moorefl5] sets out a variety of political considerations for the 
implementation of negotiations designed to resolve complex water issues. The various stages of 
the negotiating process are outlined, illustrating how third-party negotiators may be useful in 
reaching a settlement. 

All this illustrates the wide range of negotiating procedures which we need to consider. 
Indeed, the techniques of negotiation are limitless. But, what happens, whatever the outcome, 
do not display your own feelings. When an unexpected victory has been won, do not labour it, 
leave it. When a point has been conceded, do not "excuse" yourself for having asked for it. Of 
course, expressions of satisfaction at a successful conclusion are always in order. It is indeed 
our wish that this present study will lead to many a satisfactory conclusion, with both parties 
feeling that they have "won". 
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2. LISTENING - A VITAL 
NEGOTIATING SKILL 

There is no doubt that the ability to listen is crucial to successful negotiation. Most of us are 
fond of talking, but if we only talk we are not learning anything. It is very necessary in 
negotiation not only to talk and present your own viewpoint, but also to listen, and thus 
understand and appreciate the viewpoint of those with whom you are dealing. Only thus will 
one appreciate the real problems that are involved. Listening is difficult — extremely difficult — 
but it is mainly through listening that we can ever learn. In fact, a great deal of what we know 
is learned through listening. If, therefore, we are poor listeners, we are not going to learn very 
much. 

Listening is a vital yet largely neglected activity. We teach children how to read, to write and 
to do arithmetic, but we do not teach them how to listen: yet this is the skill they most need to 
learn. A manager probably spends more than half his waking time listening, yet in all 
probability he has never been trained to listen, with the result that almost all that is said to him 
is lost. Research has shown that the average listening efficiency is of the order of 25 per cent: 
this means that three-quarters of what is said to us is never "taken in". It goes over our heads. 
But despite this, effective listening is essential and listening is an art that can be learnt. The 
importance of listening is gradually being recognised. For instance, The Midland Bank (in the 
UK) advertised as "the listening bank", whilst a multinational, the Sperry Rand Corporation, 
announced that it "understands how important it is to listen". This company ran a two-page 
advertisement in a number of magazines showing a photograph of a schoolchild, whilst the 
copy proclaimed: "How can we expect him to listen when we haven't taught him how to listen". 

We have to be taught how to listen effectively, and the advice "sit back, relax and listen" is 
very bad advice indeed. Listening is an intensive, active process, both mentally and physically. 
Good listening is hard work. It has been established that during active listening the heart beats 
a little faster and the body temperature may rise a little. Most people are somewhat self-centred, 
prejudiced, preoccupied and impatient. This means that instead of listening, they are busy 
thinking of something else, or thinking what they are going to say in reply. One of the 
problems is that speech usually runs at the rate of some 120 words a minute, whilst one's mind 
thinks at a rate perhaps four times faster than that. This has the result that the brain, thinking 
far faster than the speaker's rate of speaking, tends to "wander" and think of other things. 
When one starts to listen again, it is quite possible for a key statement to have been missed. All 
this is quite normal, but if one is trained in effective listening it will not happen. 

When it comes to negotiating with others, a failure to listen can lead to conflict and 
misunderstanding, all totally unnecessary and unwarranted, and avoidable if only the other 
party will listen. It was the psychologist and author Carl Rogers who said: 

The biggest block to personal communication' is man's inability to listen intelligently and skilfully to 
another person|16|. 

For some reason, it seems, the development of listening skills has been largely overlooked, 
perhaps in the rush to develop other skills which are mistakenly considered to be more 
important. It could also be that the current culture conditions us to talk rather than to listen. 
Unfortunately, since the art of listening has been so neglected, much training and practice is 
now required to develop effective listening. It has been demonstrated that as we grow older and 
learn more, our ability to listen seems to deteriorate |17]. Why? It may be that as personal 
prejudice and bias develops over the years preconceived attitudes become ingrained, and this 
results in inattentiveness and the reaching of a conclusion without having fully listened to the 
person. 

6 

D
ow

nl
oa

de
d 

by
 U

N
IV

E
R

SI
T

Y
 O

F 
E

X
E

T
E

R
 A

t 1
2:

30
 1

6 
A

ug
us

t 2
01

5 
(P

T
)



LISTENING — A VITAL NEGOTIATING SKILL 

A survey in 1978 amongst members of the Society of Certified Administrative Managers 
showed conclusively that active listening was then considered to be the most critical skill by 
far[18]. This in itself is not surprising, since a good manager must be aware of what people are 
thinking and feeling. The best way to learn this is to ask open-ended questions and then listen 
attentively. Listening is also extremely important in managerial tasks such as interviewing, 
giving and receiving instructions, planning, evaluating, problem solving and of course in 
negotiation. Employees who are listened to derive great satisfaction from this, since they feel 
that they are recognised and respected. Listening is therefore a vital factor in the motivation of 
employees, apart from the fact that effective listening avoids confusion and errors. There is no 
doubt that poor listening plays havoc in large organisations, chiefly because of the fact that the 
initial error is inevitably multipled. The manager does not have to listen to his subordinate, but 
his subordinate's job may well depend on his ability to listen properly to his manager. The fact 
that senior managers may well dispense with sound listening results in someone like the chief 
executive having no idea what those under him are thinking and feeling. Indeed, there is every 
likelihood that those responsible for informing management only pass on the good news: the 
bad news is left out. This is of course not only unfortunate, but dangerous to the wellbeing of 
the company. But we should realise that this inability to listen effectively is nothing new. As 
long ago as the third century BC Aristotle and Socrates complained about the poor listening 
skills of their students. The problem has been with us for long enough, but a good manager 
will realise that there is a problem and will seek to do something about it by way of education 
and training. Effective listening should be a subject for training in adult education and 
executive development programmes and is obviously a necessary skill for those who are going to 
negotiate on behalf of their company. If they cannot listen they will not be effective 
negotiators. 

DEVELOPING THE LISTENING HABIT 
A failure to listen is obviously a substantial barrier to effective communication. Powell[19], who 
makes this point in an article that seeks to demonstrate ways of overcoming personal obstacles 
to effective supervisor/employee communication, says that listening can be improved through 
efforts to change our habits. He sees three major steps in this process: 

(1) Be aware that we are poor listeners. 
(2) Understand what needs to be done to improve listening ability. 
(3) Consciously use these efforts to improve listening. 

It is well known that our ability to listen properly is affected by our habits. For instance, when 
watching television people rarely pay close attention to what is being said: they feel it is not 
worth the effort. Prolonged watching of television programmes can so ingrain in a person the 
habit of inattentive listening that it is difficult to change when we really wish to pay attention. 
As a result one becomes an ever poorer listener. This inability to listen properly is undoubtedly 
a major handicap in business activities, and especially in negotiation. 

As we have said, it is possible to improve our ability to listen, but this requires that we take 
the time to understand our listening pattern. However, this will pay dividends in relation to the 
degree to which we pay attention and retain information. If we make the effort we can 
understand our listening traits, and raise our level of listening to a point where we really pay 
attention to what is being said to us. There are four specific steps we can take which will 
certainly help improve our listening ability: 

(1) There should be a really conscious effort to concentrate on what is being said. 
(2) This should be a personal commitment, subjugating personal values and attitudes. 
(3) We should have a constructive and positive attitude to what is being said to us. 
(4) We should adjust to the particular circumstances in which we are placed, selecting and 

then identifying that which is important. 
In effect, what we should be doing is to identify the problem, find a solution and then 
implement it. 

Dr Lyman K. Steil|20], who is an expert on listening and conducts seminars on this vital 
subject, can tell many vivid stories of the catastrophic results of inattention to what the other 
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person is saying. Steil asserts that good listening is based on listening ability, associated with a 
willingness to listen. He often begins a talk on this subject to high-level business executives by 
telling the story of three elderly English gentlemen riding in a train. They are sitting 
comfortably in the dining car. To break the ice one gentleman, looking out of the window, asks: 
"Is this Wembley?" "No", replies the second, looking at his watch, "it's Thursday". Then, after 
a brief moment the third gentleman, who is thirsty, nods. "So am I", he says, "let's have a 
scotch and soda". This story immediately gets everybody's attention, although it may take some 
of them a little time to appreciate how the misunderstandings arose. Thus Steil gets to the main 
point of his talk, that on average we only listen at a 25 per cent level of efficiency. There are 
many other stories that carry lessons of this sort. For instance, there is the famous story of a 
salesman who lost a major order just because he excelled in talking rather than listening, whilst 
on the other hand there is the very effective saleman who sells merely by listening. Both these 
examples are dealt with in detail later. 

Once a professor at the University of Minnesota and the founder and past president of the 
International Listening Association, Steil has formulated a law of listening: 

L = A + W 
This asserts that listening is a function of both ability and willingness to listen. Everyone may 
not be as hard of hearing as the three Englishmen in the above story, but if we do not have the 
necessary ability, and are unwilling to develop our listening skill, we will be just as bad as they 
were. 

All this implies that we must be interested in what the other person is saying to us. Thus 
those who go to meetings to negotiate on behalf of their company must have a personal 
knowledge of and concern with the subject about which they are going to negotiate. Otherwise 
they will never listen carefully or negotiate successfully. Indeed, the SIER formula, put forward 
as the basis for effective listening by Steil, is also fundamental to effective negotiation. This 
acronym stands for "success in everyday relationships", and is seen as a four-step process: 
sensing, interpreting, evaluating and responding. These words are self-explanatory, and we can 
see that they embody concepts that are crucial to successful negotiation. But let us set out 
briefly what these four words imply: 

(1) Sensing: The listener must not only pay attention to the verbal messages, but also the 
non-verbal messages being sent. We must pay attention not only to the words, but the 
way in which they are said, and the physical reactions of the speaker. 

(2) Interpreting: This is very important because words as such have no real meaning. It is 
their context and the sender's real intent that are significant. To get at the real intention it 
is therefore necessary not only to listen carefully, but then to ask questions, seeking 
clarification, so that we are sure that we understand what the message really is. We must 
not rely on our interpretation of the message. 

(3) Evaluating: This consists of weighing the information and deciding exactly how it is to be 
used. To be a good listener one must withhold judgement until the information is 
complete. This is an essential negotiating skill and a technique that needs to be 
developed. 

(4) Responding: This means precisely what it says. One must of course respond to what is 
said to us, and an effective response will only be ensured by effective listening. 

There is no doubt that the principles outlined above are crucial to effective negotiation. It takes 
effort to keep one's ears open and one's mind alert, but this effort must be made. 

SOME PRACTICAL EXAMPLES 
The Sperry Corporation 
The Sperry Corporation in the USA (now Unisys, after its merger with Burroughs), is one 
company which has really taken listening to heart. This company started by stressing the need 
for good listening habits in its seminars relating to communications and management. The 
subject of listening evoked the maximum interest and as a result a seminar was devised devoted 
exclusively to this subject. This was introduced in mid-1979, and at the same time the company 
also launched an advertising campaign designed to promote good listening habits. Sperry's 
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LISTENING — A VITAL NEGOTIATING SKILL 

chairman and chief executive officer, J. Paul Lyet, was so convinced of the need for effective 
listening, that he determined that listening had to become part of the company's business 
philosophy. In introducing the theme "We Understand How Important it is to Listen", he says: 

There's a problem in this country that has cost American business billions of dollars in losses. . .that's 
the problem of people not knowing how to listen. And why should we? We haven't been taught. With 
all the great education this country has to offer, we get no fundamental grounding in the thing most 
of us spend about half our time doing. Listening. 

Listening is clearly by far the most used of the four basic skills: the others are speaking, 
reading, and writing, in descending order of use. Yet, as we have seen, it is the least taught. 
Conversely, writing is the least used but the most taught. Sperry also found that 
communications within a company were distorted by as much as 80 per cent as they travelled 
through the chain of command. To help design their listening training programme, Sperry 
commissioned the services of Lyman K. Steil, whose interest in this subject we have already 
outlined above. According to Steil, listening occurs in four basic steps: hearing, understanding, 
evaluating and reacting. Just how serious is the problem created by poor listening? According to 
Steil: 

It costs billions of dollars, works against relationships and can lead to injury and death...listening is 
a human behavior, a set of skills that flows from attitudes and knowledge you can measure, observe, 
test and improve with focussed attention. 

At this present time there is growing interest in this subject, and more and more companies are 
beginning to take an active interest in listening skills. 

Listening Fundamental to Selling 
In negotiating major sales orders, listening is really far more important than talking, even 
though the usual picture of a super salesman is one who just talks and talks and talks. 
However, it is a fact that excessive talking has resulted in many a salesman losing an order[20]. 
Steil quotes the example of a salesman inviting his sales manager to accompany him and help 
him close a large order worth US$750,000. However, he made the condition that his manager 
should be a silent witness to the deal. After the usual small talk the salesman pitched in with 
his closing arguments to wrap up the sale. He recounted the advantages of the deal to the buyer 
and he continued to talk despite the customer asking where to sign. This went on despite three 
or four interruptions which the salesman obviously did not hear — he was not listening. Finally 
the salesman became irritated, saying that he had only 11 more minutes to finish his sales pitch. 
At this stage the sales manager jumped in to say: "He has a fantastic sense of humour, doesn't 
he. . .you sign right here". Thus the deal, on the verge of being lost, was clinched. 

There is also the salesman who clinches a deal merely by listening[21]! This is a selling 
technique that is simple but effective. There is the minimum of talking by the salesman. The 
salesman only asks a few questions: most of the talking has been done by the buyer. But of 
course the questions asked must be pertinent and open-ended, in order both to get the 
necessary information and to assess the buyer's opinions and feelings, whilst the salesman has 
to listen carefully to the replies. The whole objective is to share ideas and information, and 
Bernard Baruch, the famous statesman, put it thus: 

You can win more friends in two minutes by showing interest in others than you can in two years by 
trying to interest others in you. 

Showing interest, and maintaining interest, is of course fundamental to effective listening, and is 
a sound basis of successful negotiation. 
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JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

3. VERBAL AND NON-
VERBAL COMMUNICATION 

Communications between people, even in the same country and having the same language, has 
always been difficult and uncertain. We have devoted an earlier chapter to just one aspect of 
communication — listening. This we felt to be necessary because this particular communication 
skill is very poorly used. We pointed out that to listen properly is a very hard thing to do, 
demanding a lot of effort, but the problem does not stop there. We also have to assess what is not 
said, and to "read between the lines". This particular aspect of communication becomes even 
harder when it is also realised that one should take note of, and assess, the way in which 
something is said: that is, the tone of voice, the look and the movements of the hands which may 
go with it. This can often be far more important than the mere words that are being used. 

This leads us to the concept of what is called "body language". It seems that whilst someone 
may be saying "yes" with their mouth, their body is indicating "no". Body language is by no 
means universal. That is, the same movements do not necessarily mean the same thing, even in the 
same country. For example, India is a very large country, and in the north a sideways shake of the 
head will mean "no"; a usage to which we are accustomed in the West. Yet in the south of India 
that same movement means "yes"! Yet even in Europe we can have problems with this: it appears 
that in Bulgaria a nod means "no". These are national traits in relation to body language of which 
it is advisable to be aware when entering into negotiation. 

NON-VERBAL COMMUNICATION 
Eye contact, facial expressions, smiles and frowns are all elements in non-verbal communication. 
Manusov and Scott[22] examined 143 volunteers, between the ages of 12 and 57 years, in order to 
decide whether or not a non-verbal message was intentional. It seems that positive non-verbal 
messages were usually interpreted as intentional, whereas negative messages were usually 
unintentional. However, when a negative non-verbal message was in fact intentional, it seems that 
the employee was under strong external pressure to act in a negative manner. Another experiment 
in this field[23] videotaped mothers, fathers and their adolescent children from 53 families. It was 
found that more non-verbal expressivity occurred between parents and daughters. The adolescents 
smiled more, whilst mothers smiled and nodded their heads much more than fathers. But where 
does this take us in relation to negotiating ability? It highlights the continuing need to pay 
attention to much more than what is actually said. Non-verbal behaviour can be very revealing. 

But are we not taking this concept of body language too far? Is it not possible to place too 
much emphasis on its significance and importance? There are a great many books on the subject 
— perhaps too many — and we doubt whether it is sensible to interpret body language in such 
precise terms as these books seem to suggest. It is being put forward as one sure way to instant 
perception, offering an easy way to read people. But this we doubt. For instance, in the infamous 
Watergate hearings people in high office contradicted one another without batting an eyelid. Most 
certainly someone was lying, but who? As Karass points out, body language certainly gave no clue 
whatever. Indeed he describes the body language concept as "home-brewed mishmash consisting of 
90 per cent common sense and baloney and 10 per cent science"[23]. 

Unfortunately there are seminars galore on the body language aspect of negotiation. Its real role 
is a minor one, but it is being set up as if it was the answer to all negotiating problems. But this 
is not true. It is not only ambiguous but it can be very easily misinterpreted. Somewhat like the 
Rorschach test, it is more likely to give a deeper insight into the observer than the person being 
observed! One of the best studies on this subject is one carried out by Professor Albert Mehrobian 
at the University of California, who presented two clear conclusions: 
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VERBAL AND NON-VERBAL COMMUNICATION 

• If you like something (people, ideas or yourself), you open up, remove barriers and move 
towards them. When you do not, you tend to hide, close up, build defences and move away. 

• Those on top of situations (people, things, ideas or themselves) are relaxed, project outwards 
and encompass the interaction. Those not on top of situations tend to project inwardly and 
are engulfed by the interchange. 

This means that when people have mixed feelings and have not made up their minds about others, 
they act in a somewhat guarded and uncommitted way, even to the point of indecision. But this is 
an overall reaction. There is a real danger in drawing big inferences from tiny clues, such as 
stroking the chin, rubbing the face, or playing with arms, legs or hands. To take notice of such 
things is rather like seeing what you want to see and hearing what you want to hear: it is of no 
real value in negotiation. 

LOOKING THE JAPANESE IN THE FACE 
The national traits in relation to body language need to be understood, otherwise difficulties will 
inevitably arise. For instance, the Japanese appear to say "yes" to everything you propose. One of 
their favourite responses is "so desu" (that's so). That does not imply agreement, and even the 
stronger statement "yes" does not imply agreement. Their "yes" really signifies "Yes, I hear you", 
not "Yes, I agree". The Japanese are seen to be very polite, and this is expressed in their 
mannerisms when they greet you. This politeness depends to some extent upon whom they are 
talking to, but in general they seem to be polite to foreigners. Even at home politeness and good 
manners have become their hallmark, and this could be because it is the only way to preserve 
harmony in an extremely overcrowded country. It is also essential to the protection of personal 
privacy. Status is still very important since Japan has a vertically organised society and proper 
behaviour is governed by the nature of the relationship. Hierarchical attitudes still persist and 
personnel are ranked according to seniority, Alma Mater and job title. The exchange of visiting 
cards is a ritual which must be observed, and usually it is the senior of the two that offers his 
card first. When entering a meeting, visiting cards are presented, and they should be presented so 
that they can be read by the other person. These cards must be carefully looked at, with a nod to 
acknowledge that the information on them has been assimilated. During the meeting, these cards 
should be spread out in front of you in the order of the people as they sit. In essence, an 
individual's card must be treated with great respect. To put the card into your pocket immediately, 
as is the Western custom, would be considered to be very rude. 

It is very easy to misread Japanese body language. For instance, a smile in the West denotes 
pleasure and possibly agreement. However, the Japanese and the Koreans smile to cover 
embarrassment and sorrow. It is said, indeed, that a Korean will smile whilst he is telling you that 
his father is going to be executed! Americans tend to fidget when they are nervous, and this means 
that they see physical composure as indicative of inner confidence. But this is not necessarily so. 
The Japanese appear to be calm, no matter what is happening or how they are feeling. Indeed, the 
Japanese tend to use an impenetrable gaze to protect their privacy, whilst a non-commital 
expression will be used to hide from seniors disapproval of what is happening. In general, the 
Japanese are reluctant to criticise or disagree, so they relapse into inscrutability in such 
circumstances. It seems that they are afraid of personal confrontation, with the result that they 
usually exhibit a non-controversial demeanour and use excessive politeness and tact to smooth over 
any differences that arise. In fact, a proposal will not be rejected outright for fear of embarrassing 
the other party. Such traits must be clearly understood, or else the negotiator will be in serious trouble. 

BEWARE CULTURAL TABOOS 
Cultural taboos exist wherever you go, and a proper appreciation of these taboos will play a 
significant role in international negotiation. Not knowing or ignoring such taboos can lead to 
disastrous results when it comes to negotiation, and this aspect is so important that there have 
been a number of books written on the subject[25,26,27]. Axtell[26], one of the writers on the 
subject of cultural taboos, makes this point: 

There is so much more to business than just business in many parts of the world. Socialising, friendliness, 
etiquette, grace, patience and protocol are integral parts of business. Jumping right into business before a 
get-acquainted interlude can be a bad mistake. 
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JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

It seems that the Japanese, perhaps more than anyone else, have taken this advice to heart. Or 
have they? This idea seems to fit in so well with their own culture that it comes quite naturally to 
them. It is what they would do anyway. Another aspect of personal relationships in Japan is the 
exchange of gifts. This, it seems, is an important part of doing business in Japan, symbolising the 
depth and strength of the ensuing business relationship. In sharp contrast, of course, this is never 
done in Europe, especially with expensive items. It would, in all probability, introduce the feeling 
that one was being bribed, but the offer of gifts has no such connotation in Japan. In some 
countries, particularly The Netherlands and Belgium, it is appropriate to take flowers as a gift 
when invited to a person's home, but be careful. The colour of the flowers is quite important, 
since in many European countries certain colours are considered to be unlucky. Red is said to be 
associated with witchcraft in many African countries, but in Denmark it is seen as a positive 
colour. Numbers, too, have their problems. The number seven has magical connotations in Benin, 
it is considered to bring bad luck in Kenya, but good luck in Czechoslovakia. Of course, the list of 
problems of this sort is endless. Our purpose is to highlight the fact that there are such differences, 
and those who go to work in another country have of course to inform themselves fully before 
they go. 

COMPETITIVE COLLABORATION 
One can negotiate with either friends or enemies, but it is generally assumed that to negotiate with 
friends presents no difficulties. It is when one negotiates with the enemy, the competitor, that 
serious problems can arise. However, collaboration between competitors is a growing phenomenon, 
especially when it serves the best interests of both parties. This is an excellent example of what we 
would call "win-win" negotiation — by far the most ideal situation. In order for collaboration to 
proceed there must first of all be negotiation, but in this case both sides have similar objectives. 
An exhaustive article by Hamel et al.[28] on collaboration with competitors, based on five years 
intensive study of the working of 15 strategic alliances between companies, is very illuminating. 
The study related to co-operative ventures between competitors from the USA and Japan, the USA 
and Europe and also Europe and Japan. Their success was judged by the shifts in competitive 
strength of the two sides and the way in which the companies used their alliance to upgrade their 
internal skills and technologies, whilst at the same time guarding against the transfer of 
competitive advantage to their partners. This study certainly highlights the fact that collaboration 
between competitors is becoming widespread. Famous names which are following this fashion include: 

General Motors and Toyota: The assembly of automobiles. 
Siemens and Philips: Developing semiconductors. 
Canon and Kodak: Photocopiers. 
Thomson and JVC: Videocassette recorders. 
ICL and Fijitsu: Mainframe computers. 

This competitive collaboration can take various forms, such as a joint venture, outsourcing 
agreements, product licensing, or co-operative research. Such collaboration has long-term 
consequences. It usually strengthens both parties against their competitors, even though at times 
one or other of the parties may appear to be weakened. Time, of course, is a critical factor, in 
that collaboration can provide short cuts in the race to win markets. It is very expensive to develop 
new products and make an entry into the market, especially a foreign market, and collaboration 
often facilitates this. 

Some of the major conclusions of the study are: 
• Strategic alliances are, on the whole, beneficial to both parties. 
• It is advantageous to absorb skills from your partners. 
• Alliances can improve performance and encourage technology transfer. 
• A healthy teacher-student relationship develops, especially when one of the parties is 

dominant. 
It must however be recognised that collaboration does not eliminate competition between the 
partners: it is still there, although perhaps in a different form. Indeed, an occasional conflict 
between the partners may well be the best evidence that there is mutual benefit in the arrangement. 
It also has to be recognised that few alliances will remain a "win-win" situation for ever. 
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VERBAL AND NON-VERBAL COMMUNICATION 

THE JOINT VENTURE 
We are particularly interested in joint ventures that involve two countries, since this is where the 
culture differences are likely to have the most severe impact. Notwithstanding the increasing 
international co-operation that is developing, it is still very necessary to "tread softly" when 
entering into such negotiations. It is very important to examine the inner workings of the country 
whose company is to be the other party entering into serious negotiation to create a joint venture. 
International business negotiations can be facilitated by the basic guidelines provided by 
Cellich[29]. Certain positive negotiating skills are necessary for successful negotiation in foreign 
markets. The main stages are: the starting point, followed by clarification, comprehension, 
confidence, convergence, credibility, conciliation and concession. These negotiating factors must of 
course be related to an overall negotiating plan, and should lead to a conclusion. This choice of 
words, all beginning with "c", is a peculiarity of the author of this article, designed perhaps to help 
us remember what are indeed the salient points. 

The ultimate goal of any negotiation is of course to reach an agreement that is mutually 
beneficial to both parties. In an international business agreement, whether it is securing an export 
order, appointing a new agent or entering into a joint venture, the aim is to create a shared 
investment in a common and continuing business relationship. Thanks to the facilities for fast 
travel and instant communication worldwide, there is a growing integration of world markets. It is 
in this context that joint ventures assume great importance, since they are a basic means for 
corporate survival. According to Peter Drucker[30]: 

The joint venture is the most flexible instrument for making fits out of misfits. It will become increasingly 
important. It is at the same time the most demanding and difficult of all tools of diversification, and the 
least understood. 

Let us be candid: joint ventures can be extremely difficult to negotiate and cannot be conducted 
by anybody: the highest of skills are required. Joint ventures have great strategic importance and 
their success is highly dependent on the ability of the partners to build and maintain a mutually 
beneficial relationship. For this to happen, both partners must clearly understand each other's 
objectives and formulate a co-ordinated strategy that will exploit their collective strength[31]. Unless 
such ventures are properly conceived and executed they can be damaging and harmful, and the 
corporate assets will suffer. 

A joint venture is, in effect, a new business entity formed by two or more business entities, 
often called "parents". The purpose is to merge their respective resources and so exploit the 
potential synergy that can then be developed. The two or more partners usually contribute capital, 
physical assets, technology, patents, personnel and other tangible and intangible assets. Joint 
ventures can be broadly divided into three main categories: resource driven, market driven and risk 
driven. In a successful joint venture, as in a marriage, it is rare for any one single motive to 
predominate. Each of the two partners will have a variety of strong incentives for entering into and 
then maintaining the given relationship. The success of the joint venture is dependent on the ability 
of the parents to co-operate effectively, but it is also clear that successful negotiation must also 
play an important role. The partners must clearly spell out their requirements and expectations, 
and they must be entirely honest with one another. Mutual trust and faith are of the essence. To 
pursue the "marriage" analogy, the partners should be able to "sleep together" happily. The four 
main criteria that have to be kept in mind during negotiations for the establishment of a joint 
venture are: 

• Do their resources and capabilities complement each other? 
• Is the partner's approach to business compatible with our own? 
• Do both parties have adequate motivation and commitment to the success of the venture? 
• Are there likely to be any complications due to conflicting cultures? 

The interplay between these factors is important, and it is unlikely that there will be fully 
satisfactory answers to all of them. For instance, a company that is an industry leader is not likely 
to sacrifice its dominant market position. Then, if the partners are of unequal size, there is a risk 
that the smaller partner feels neglected. For success, the partners must get to know one another 
before they enter into serious negotiation, and the time and money invested in such rapprochement 
will pay enormous dividends. Negotiations will be easier once such a foundation has been laid, 
and it will be possible for both parties to emerge as "winners". 
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JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

4. NEGOTIATION ACROSS 
CULTURES 

Each country across the world has a different culture, and we must recognise these differences 
if we are to negotiate successfully with people from a different country and having a different 
culture. But first of all, what do we mean when we speak of a country's culture? The concept 
of culture is indeed very difficult to define, since it is an all-embracing word. The term 
"culture" derives from the root word "cult", which the dictionary tells us is, amongst other 
things, a system of beliefs and rituals. So the basis of any culture is a system of beliefs and 
rituals, and we therefore find the dictionary (Webster's) defining culture as: 

The integrated pattern of human behaviour that includes thought, speech, action and artifacts, and 
depends upon man's capacity for learning and transmitting knowledge to succeeding generations. 

Are we any the wiser? We believe it is an essential element in any culture that it is transmitted 
from generation to generation — whether in a country or in a company. Across national 
boundaries the cultures involved are very different, whereas within a country the differences are 
small, and thus do not present too great a problem. This is a subject which we have considered 
at length in our recent monograph, Company Culture: Its Role in an Industrial Society[32]. 

WHY NEGOTIATE ACROSS CULTURES? 
The countries of the European Community are in a special position, in that they are seeking to 
develop unity in a great many fields, despite their different cultures. The ever-increasing cross-
border negotiations and the desire for close co-operation means that the problems created by 
differing cultures have to be overcome. It is indeed true that Europe's major foreign affairs 
institutes are truly becoming more "European", and attracting a broader audience as a result. 
Foremost among their new clients are multinational and transnational corporations[33]. But 
what is the implication of this idea that these groups are becoming "more European"? Until 
now, the various cultures have all been national. Does this mean that what we might call a 
European culture is developing? Time will tell. 

The idea of a potential European culture is reinforced by the fact that those writing on these 
matters tell us that, because of increasing cross-cultural negotiations, company managements 
and the national associations are learning the techniques of "selling" a position to their 
European clientele. This involves enticing them towards what is called a "European" point of 
view, without seeming to impose their own inevitable national prejudices. What are termed 
"national prejudices" are of course cultural attitudes, and their subjugation to a European 
point of view means enormous adjustments will have to be made. Some institutes have been 
very quick to seize on the opportunities created by this developing European culture. For 
instance, the French Institute for International Relations (IFRI) convened their first closed-door 
meeting for top executives even before the ink on the EC accord was dry. Anticipating the trials 
and tribulations that European governments will have to face from 1992 onwards, IFRI's de 
Montbrial maintains: 

You don't make international policy alone. . .if you try to rebuild the world within the four walls of 
your own office, the result will have no resemblance to reality. 

Problems are anticipated, but why? We believe that the basic reason is the need to overcome the 
difficulties created by differing, conflicting cultures. The development of the so-called European 
culture may well provide the solution. 

It is certainly clear that closer collaboration within the European Community will require a 
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NEGOTIATION ACROSS CULTURES 

painstaking process of negotiation and compromise. The participating countries are being forced 
to look at the major problems from a European angle rather than through the narrow focus of 
national bias. A number of institutes have recognised this need and are playing a significant 
role in developing a European approach. For example, early in 1988 five international relations 
institutes from Britain, France, Germany, Italy and The Netherlands published a joint report, 
Europe's Future in Space. This was the result of extensive, intensive and strenuous negotiations, 
presenting an authentic "European" analysis of the space race, whilst charting a joint strategy 
for the European Community. These and other institutes are now holding regular meetings and 
seminars for business people, designed to cultivate what is usually called a European outlook. 
We would be inclined to describe it as cultivating a European cultural concept. As a result of 
these developments it seems that reports on foreign issues are now slanted as much to the needs 
of business as to the needs of the bureaucracy. 

But of course the specific national cultures remain, and the differences that exist have to be 
dealt with. When it comes to negotiation, each specific culture has a negotiating style suited to, 
and based on, that culture. It is therefore still very necessary, even within the European 
Community, to recognise national cultural differences, and adjust one's negotiating procedure as 
appropriate[13]. Europe in general, with its highly constructive culture, has a great capacity for 
open, honest, creative negotiation. This is particularly true of the Scandinavian countries, and 
to a lesser extent of Britain. It is said that in general these nationalities are stubborn, holding 
firmly to a position once it has been stated openly. They are expert at stating their needs, 
reasonably good at listening to others and very interested in a creative search for opportunities. 
Relatively low in their ability to "break the ice", they find the wheeling and dealing associated 
with bargaining rather difficult. The general complaint levelled against the British is that they 
are heavy lunchers, and have an amateurish approach to negotiation. It is not good policy to 
open negotiations with a heavy lunch: this embarrasses visitors used to light lunches, with no 
substantial drinking, as is the case in most European countries. It also appears that the British 
make no real attempt to assemble background data that might be useful to them in the course 
of their negotiations. 

In sharp contrast, the Germans, particularly the North Germans, prepare extremely well for 
their negotiations. Everything is worked out in great detail. If they can stick to their highly 
developed plans, their follow-up is brilliant. However, they seem to be at a loss if they have to 
depart from their predetermined plans. Since the Germans are committed to formality and 
authority, any negotiating team set up to deal with them must include experts with high 
technical qualifications. 

But what happens when we go outside Europe, as one must, and negotiate with other 
countries across the world? Now the differences become even more marked. One would not 
expect any material differences if the British are to negotiate with those from the United States: 
after all they have the same language to facilitate things, but nevertheless there are very real 
difficulties created by their very different cultures. Indeed, Americans negotiating abroad are 
warned: "Don't shoot from the hip"[34]. By virtue of their being competitive, argumentative 
and impatient, Americans are poor negotiators, especially when they are negotiating with non-
Americans. In particular, their "shoot first, ask questions later" approach, whilst acceptable 
within their own country, creates problems when they go abroad. It seems that they need 
training in the negotiating procedures appropriate to other cultures, whilst we have to recognise 
their characteristics and prepare to deal with them appropriately. One article that gives tips to 
Americans on how to negotiate contracts with the Europeans and Japanese, despite the cultural 
differences, is most interesting since it gives reasons for the attitudes adopted. For instance, it is 
said that because of their modest expectations of return on capital and their need for cash, 
Europeans will respond eagerly to offers of cash "up front". 

Another very different type of culture is that encountered in the Middle East. Here time does 
not seem to mean anything at all. Called for an urgent meeting tomorrow, you may find it 
difficult to set up a meeting in less than six weeks. There will be a host of people involved, 
with much coming and going whilst negotiations are in progress. What is more, those with 
whom you are negotiating may suddenly leave, for example, at the appointed prayer times. This 
demands patience and time in getting to know your counterpart in the negotiations personally. 
He will have likes and dislikes, and once these have been ascertained things will go much more 
smoothly. 

15 

D
ow

nl
oa

de
d 

by
 U

N
IV

E
R

SI
T

Y
 O

F 
E

X
E

T
E

R
 A

t 1
2:

30
 1

6 
A

ug
us

t 2
01

5 
(P

T
)



JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

EXAMPLES OF INTERNATIONAL NEGOTIATION 
International negotiation is largely one of two types: between companies and between 
governments. There is an element of politics in all negotiation, and especially in negotiations 
between governments and between companies in different countries. For instance, in negotiating 
a technology licence with the Chinese, it seems that a typical sequence of events would be: 

• The Chinese Government authorises the proposed licensor to conduct a feasibility study 
after identifying a need for the product. 

• On completion and acceptance of the study, a seminar explaining the technological 
applications is requested and conducted. 

• The end user (licensee) then sends a technical team to visit the licensor's foreign plant. 
• A work plan is drawn up, and negotiations then follow. During negotiation special 

attention is paid to the exact type and specification of the items to be provided. It is also 
necessary to specify technical assistance fees, including travel; the licence for payment, 
with a payment schedule[35]. 

In all this it is necessary to establish a trusting relationship, and all price-related issues should 
be resolved before entering into serious price negotiation. Although there is an end user, the 
negotiations are usually conducted through the Government. 

There is a multitude of illustrations of negotiations between multinational corporations, 
especially where they wish to exploit the mineral resources available in a less developed country. 
In a case of international mining agreements, it has been found that a win-lose type of 
negotiation has often produced unsatisfactory outcomes for both parties[36]. But now, it is said, 
both the necessary and sufficient conditions exist for integrative bargaining approaches, whereby 
a win-win bargaining methodology and logic can be developed. King[37] has examined in depth 
the history of negotiations between multinational corporations and less developed countries 
involved in resource extraction. There are hardly any theories in relation to negotiations for 
resource extraction and such contracts tend to be renegotiated on terms more favourable to the 
less developed country. It would appear that these countries find it more advantageous to 
increase resource taxes in response to political and economic crises, rather than to adopt any 
other alternative. This seems to be consistent with events in Jamaica and Indonesia, where the 
renegotiation of such contracts took place during such crises, representing a response by the 
political leaders at the time, seeking to maintain their position and power. 

Exactly how are multinational corporations perceived by their Third World hosts? A 
paper[38] discusses the dynamics of political cognition and presents three ideal typical images: 
exploiters, the good citizen and the benefactor. The interaction of the images that the 
multinational corporations have with their hosts produces distinct bargaining patterns, the 
multinational corporations falling into certain specific classifications. The bargaining patterns 
evident between Peru and various multinational corporations from 1968 to 1972 are used to 
illustrate the argument. 

It also has to be realised that when multinational corporations enter into overseas contracts 
they are liable to be involved in political disputes. This is illustrated by the problems 
encountered by such companies when involved with Nicaragua and Libya, when the United 
States imposed economic sanctions on these countries[39]. In both cases the US investors 
objected to the strategies of economic coercion. Failure to achieve a multilateral consensus 
meant not only that other countries could become alternative suppliers, but also that the United 
States could not automatically assume that the overseas affiliates of US corporations could be 
used as instruments of foreign policy. Nevertheless, it seems, these companies were influenced 
by public hostility towards the two states in question. This influenced the decisions of corporate 
managers, who find themselves in a very difficult negotiating position: they have to satisfy two 
opposing parties. 

Another interesting field in relation to negotiation is in the negotiation of contracts between 
shippers and carriers. Rinehart et al. [40] describe the conceptual foundations to the negotiating 
process used by shipper and carriers for transport services. They even make a distinction 
between bargaining and negotiating. The negotiation process is said to comprise the 
development of information inputs, establishing a relationship between the participants, the 
process of information collection and evaluation, and the interaction between the parties that 
then leads to a final result. The conceptual elements of negotiation are presented with real life 
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NEGOTIATION ACROSS CULTURES 

examples of shipper-carrier situations, with a number of different model applications. All this 
demonstrates very well that there is no limit to the fields where negotiation is required and can 
be significant. 

All these examples relate to negotiation between companies and governments: an area in 
which our readers may well be involved and need guidance. A rather more remote but 
important area is that of negotiation between governments. The multilateral trade negotiations 
that have now been going on for several years are perhaps worth a little study. The World Bank 
is producing a series of volumes on this which are quite informative. The second volume in the 
series[41], edited by Jalali, outlines the negotiations that led to the Uruguay Round negotiations. 
These volumes serve as useful guides to the recent and ongoing economic research relevant to 
the issues under negotiation. They serve a useful purpose in that they make available the results 
of research whilst the negotiations are still in progress. This demonstrates the general need to 
have a sound factual basis before entering into negotiation, if those negotiations are to be 
successful. 

CULTURE CANNOT BE TRANSPLANTED 
There seems to be a major revolution developing in the global automobile industry, due largely 
to the growing Japanese "intrusion"[42]. To some extent the growing influence of Japanese 
automobile companies worldwide is attributable to the superiority of their design and 
manufacturing processes, but it is also due to their superior negotiating skills. Of course the 
quality concepts of the Japanese, with their desire to be "right first time" play an important 
role, but this would be ineffective if the appropriate negotiating skills were not also present. It 
seems that there will soon be a dozen Japanese-owned and managed automobile factories in 
North America alone, producing well over two million cars and light trucks. This is almost a 
quarter of the total production of this class of vehicle in the United States. For each of these 
major transplants there are of course a range of supporting manufacturing facilities, most of 
them either Japanese-owned or joint ventures with a Japanese company. It is no wonder that 
with all this happening in the automobile industry, that Detroit, which has dominated this 
industry for decades, is now struggling to hold on to its share of the American market. Despite 
general over-capacity, the Japanese-owned and managed plants continue to expand, increasing 
their market share and continuously improving product quality; this whilst largely using 
American workers. 

This Japanese "invasion" is now extending to Europe, where some ten "transplants" are being 
geared up to increase their share to some 12 per cent of the European Community's car market. 
Of course this invasion has not been viewed favourably by the established manufacturers in this 
market. For instance, the BMW chairman, Eberhard von Kuenheim, on a recent visit to Japan, 
not only complained bitterly about Japan's one-way trade, but also declared that Japanese 
overseas investment lacked a sense of social responsibility. He said that in sharp contrast to 
Japanese practice, European automobile and parts manufacturers do not force their way into 
markets, thus displacing competitors. This is certainly what the Japanese are doing, but there is 
nothing to say that European and American manufacturers would not do the same had they the 
ability. It seems that despite all this the Japanese have emerged as dominant figures in the 
global automobile industry. 

We mention this because of the lessons it brings in relation to negotiating tactics. The critical 
factors that emerge from a consideration of the automobile industry as it is now developing is 
that there is simultaneous co-operation and competition. Since the Japanese excel, both at home 
and abroad, in this type of negotiation, they have been succeeding, and leaving the West far 
behind. In contrast to the normal win/lose scenario which Westerners expect when they come to 
the negotiating table, the Japanese have mastered the win/win process of resolution of conflict, 
whereby both parties are willing to co-operate for their mutual good. It seems that the Japanese 
have convinced many that it is indeed for their mutual good, but not all believe this. Lee 
Iacocca, an outstanding figure in this industry, has been very candid in presenting his view: 

While the Japanese are shipping us Toyotas, they are really exporting something much more important 
than cars. They are sending us unemployment. . .I'm very angry about the tilted playing field. . .[and] 
that we're sitting passively while all this is going on. But Japan is simply dealing in their own self-
interest. It is up to us to start dealing in ours... 
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The problem is that this transplant process has had a very positive fallout, in that the world has 
become far more quality-conscious. In addition, the Japanese approach to management has 
fostered an environment where employees can learn to work together in the solving of problems. 
As a consequence, American and other Western managers seem to be changing their normal 
role of command and control to one of co-ordination, commitment and communication. 
Managers are learning to follow the Japanese pattern, setting up teams and giving their 
employees a greater stake and a shared responsibility for innovation and improvement. This 
means that within the company negotiation and consultation is replacing confrontation. Teams 
have been found to be vital both at managerial level and on the shopfloor, the concept being 
reinforced by the introduction of Japanese-type technical schools and training techniques. 

As a result of the Japanese invasion there has been a favourable change in the entire 
structure of the automobile industry. Long-term relationships are being established with far 
fewer suppliers than before, with the result that such key suppliers become almost a part of the 
company they serve. This, together with the just-in-time approach to inventory systems and 
single sourcing has led to marked improvement in company relationships. Japanese ancillary 
suppliers have established such a good reputation in terms of price, delivery and quality that 
even the "big three" in the United States automobile industry have become their customers. In 
fact, they have even become partners with the Japanese, with the Japanese being the leaders in 
the partnership[43]. Thus General Motors has formed a joint venture with Toyota, Chrysler has 
teamed up with Mitsubishi and Ford with Mazda. All three deals mean that auto-assembly takes 
place in the United States, but in each case the US automobile manufacturer has delegated 
plant design and product engineering responsibility to the Japanese partner. The only aspect of 
production in which the US has a major say is styling. To us, that speaks volumes for Japanese 
negotiating skills. Such skills certainly need to be studied carefully and then imitated as far as 
possible. 

LEARNING TO NEGOTIATE WITH THE JAPANESE 
Japan is now the envy of the world because of its tremendous commercial success. But envy 
gets you nowhere. The Japanese miracle, as it is called, is a fact of life, and since it is inevitable 
that the rest of the world must do business with the Japanese, they had better learn to negotiate 
with them. This, however, can be extremely difficult, even incomprehensible. With the Japanese 
it is the group that matters, not any specific individual. In Japan there are three main religions: 
Shintoism, Buddhism and Confucianism. These are, to the Western mind, quite separate and 
distinct religions, but the Japanese seem prepared to espouse all three at the same time. This 
realisation of the Japanese approach to what we see as conflicting views can well help when it 
comes to negotiating with them. It is also very important to realise that they are very loath to 
say "no". In fact, some say that they never say "no". Further, negotiations may well take much 
longer than one would expect, because everyone in the Japanese negotiating team must be 
consulted and a consensus arrived at before a decision is made. However, once a deal is 
clinched, they move very fast, since everyone concerned has already been involved and 
committed beforehand. This means that implementation of what has been agreed is so quick as 
to more than make up for the time lost in reaching a consensus. 

Those who have experience in negotiating with the Japanese tell us that it can be very 
difficult because the Japanese are far from "honourable". They play tricks, they apply pressure 
and they seek concessions after everything seems to have been settled. This is of course a 
reflection of their cultural background, and it therefore becomes necessary to understand that 
background if one is to negotiate successfully. Robert M. March has written a book, Getting 
Together: Subtlety and Strategy beyond Western Logic[44], which gives an insight into the 
Japanese cultural background. The author, an Australian with over 15 years working experience 
in Japan as a management consultant and professor of international business at Aoyama 
Gakuin University, Tokyo, provides us with a valuable insight into the Japanese negotiating 
style. It seems that it is particularly helpful to keep in mind the classic essay The Art of War, 
written by a Chinese military strategist, and more particulary its recent Japanese translation. 
This says, inter alia: 

The warrior's way is one of deception. The key to success is to capitalise upon your power to do the 
unexpected, when appearing to be unprepared. 
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NEGOTIATION ACROSS CULTURES 

To have an understanding of this concept as underlying the Japanese approach to negotiation, 
we can see that we need to be prepared. We have to recognise the way in which the Japanese 
are likely to capitalise on any illogical turn of events. Many instances can be given of the way 
negotiations go when the Japanese are involved. All seemed to be going well in some 
negotiations between an American and a Japanese team when the Japanese suddenly raised a 
minor point completely unrelated to the discussion in hand. The Americans began to wonder 
whether the two teams were discussing the same deal, but we can see that this sudden raising of 
a separate theme is fully in accord with the Japanese approach to negotiation: it was the tactic 
of deception. On another occasion, the Japanese were negotiating with an Indian company, and 
the technical and financial aspects had to all intents and purposes been concluded. But then the 
Japanese discovered that the Indian product would cost much less than the same product made 
in Japan, and would therefore threaten their export markets. This fact, one would have thought, 
would have been used by the Japanese to their advantage, but instead they saw it as a threat 
and the negotiations broke down. Once again, the Japanese did not react as one might well 
expect. 

It is thus important to recognise the Japanese approach to negotiation, and its great 
difference to the Western approach. The Japanese do not see negotiation as a mutual approach 
to an acceptable conclusion: they see it merely as what is called "horse trading". Some of their 
negotiating strategies, adopted in their single-minded desire to win, seem shocking to 
Westerners. There is, for instance, what is called the technique of Naniwabushi, based on a 
traditional Japanese ballad. This ballad begins with a recounting of the background, followed 
by a dramatic account of a crisis, which finishes with an anguished plea for leniency, 
embroidered with the dire consequences that will follow if that request be denied. These dire 
consequences can include producing a pistol or a bottle of poison, or even threatening suicide, 
just to get what is wanted. All this illustrates the extreme view which the Japanese take of 
negotiating procedures, and thus the lengths to which they are likely to go to secure their 
objectives. The Japanese use these tactics between themselves, and of course understand one 
another very well, but when they come to negotiate with Westerners yet other factors come into 
play. Most Japanese view Westerners as arrogant and aggressive. Qualities in foreigners which 
the Japanese find particularly trying are excessive secretiveness, a lack of feedback, and an 
expectation of a deferential approach from younger members of the team across the table. But 
of course with the Japanese age is not important: it is the position in the company that is all-
important. Faced with what they see as a difficult situation, the Japanese response may well be 
just to look inscrutable, and give no indication whatever of their inner feelings. 

THE INSCRUTABLE JAPANESE 
All that we have said so far emphasises the tremendous problems associated with any attempt 
to negotiate with the Japanese. It seems that many paradoxes are involved: an idea that takes us 
back to that fact we mentioned earlier, that the Japanese appear to be able to espouse three 
very different religions at one and the same time. Thus they have no difficulty in accepting and 
working on conflicting ideas. For instance, Japanese management is much admired worldwide 
for its acceptance of long-term planning: this despite the fact that the Japanese, more perhaps 
than anyone else, firmly believe that the future is uncertain and completely unpredictable. 

Since the Japanese always seem to present an impassive demeanour, this is thought to conceal 
many awesome secrets, but that is not at all the case. The average Japanese is really a very 
reserved person, and his impassivity just reflects this, nothing more. The Japanese often 
complain, perhaps quite rightly, that their Western counterparts are always stereotyping them, 
but of course they do exactly the same. They tend to view all Americans, for instance, as 
frenetically-paced individuals with never a moment to spare. In negotiation the Japanese often 
claim, perhaps quite honestly, that they are not empowered to change their position. As a 
result, of course, they do not have to spend much time and energy in sustaining their 
negotiating position. In sharp contrast, Americans negotiating with them can assume any stand 
they wish, appeal to national or company pride, use reason or logic, or suggest compromise, 
but find that all this avails them nothing. 

All in all, the Japanese seem to have the three essential keys for successful negotiation, 
namely the appropriate information, the time to negotiate, and a feeling of power[2]. The 
Japanese are usually very fully informed about those with whom they are negotiating, since 
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they try very hard to understand them. They also seem to have all the time in the world when 
they come to the negotiating table, and the side with the longer deadline is usually likely to 
have a distinct advantage. Whatever pressure they may actually be under, the Japanese never 
show any haste whatever to conclude a deal. They also make believe, even when it is not really 
true, that they have a better bargaining position, and this is reflected in the confidence with 
which they approach the negotiating table. Once again, this confidence gives them a distinct 
advantage. These qualities, which are more a result of their cultural background than any 
formal training in negotiation, make the Japanese formidable negotiators. It is vital, therefore, 
that the other party involved in negotiation with them gets to understand their values, attitudes, 
and even the assumptions underlying their negotiating style. 

The Japanese also seem to pay particular attention to personal relationships, and they will 
ask all sorts of personal questions, some of which may seem to have little relevance to the 
matter in hand. Others, particularly the Americans, may well feel that the cultivation of 
personal relationships is time wasted, but the Japanese feel that this can bring enormous 
dividends. They genuinely feel that there ought to be more to business than just making money. 
For example, the Japanese electronics giant Matushita declares that it recognises as a 
fundamental business principle that "their responsibilities as industrialists is to foster progress, 
to promote the general welfare of society, and to devote themselves to the further development 
of world culture". This attitude of mind, which is by no means confined to Matushita, means 
that the Japanese approach to life is not compartmentalised. They do not see business as one 
world, and their private life as another. In general, Japanese managers take real interest in their 
workers' private lives. This interest is completely sincere and thus results in worker loyalty, co-
operation and diligence. Whilst in Western countries business relationships may lead to personal 
friendships, for the most part employees keep their business and their private lives separate. 
They prefer to have contracts of employment, rather than relying upon faith and trust, and are 
usually quite willing to go to court if necessary. But in Japan going to court is not considered 
to be a realistic alternative for the resolution of conflicts. As a result, there are few judges and 
lawyers in Japan, and litigation can be very costly. This may explain why the Japanese prefer 
short and simple contracts: a preference that has to be recognised when one comes to negotiate 
with them, and a "gentleman's agreement" may even override a contract. 

AN EMERGING GIANT 
South Korea, and to a lesser extent Taiwan, Hong Kong and Singapore, are trying to emulate 
Japan, and have already come a long way. When it comes to negotiating with these countries, 
there are differences in culture which have to be recognised and addressed. Their cultures are 
very different to that of Japan. For instance, in coming to Korea for a meeting, one must 
present a business card with ritual significance and elaborate formality. But these things can be 
learnt by those proposing to negotiate with the people of these countries. Of growing 
significance, however, is the Republic of China, a giant that can obviously negotiate from a 
position of strength, as can the Japanese. 

Stewart and Keown's work[45] on negotiating with the Chinese, based on interviews with 50 
Hong Kong-based China traders in 1985, found that the factors for successful negotiation with 
the People's Republic of China tend to be more product- and finance-related, rather than 
personal and culture-related, as is the case with Japan. Certain factors emerged from this 
research as of high importance: the uniqueness of the product, the availability of funds, the use 
of an intermediary or agent, willingness to arrange for countertrading, and the use of a good 
interpreter. The two most important factors resulting in failure of negotiations were a shortage 
of foreign exchange and a shortage of funds. Some of the implications for the future that arose 
from this study were: 

• Spend considerable time explaining all the technical features and justifying the price. 
• Be prepared for the Chinese team making sudden and unexpected demands. 
• Set the price so that a major discount can be allowed: winning this demonstrates their 

negotiating ability. 
Despite the fact that the product and monetary factors are of supreme importance, personal 
and cultural factors will still play a role. Chief amongst these is Sun-Tzu's thesis on the Art of 
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War, to which we referred earlier. This concept originated in China, and as a result one 
objective in negotiation will always be to upset the mind and the plan of the other side — 
surprises can never be ruled out. 

The Chinese approach to negotiation is very mature, due we believe to their long experience 
in negotiation with Western countries. The Chinese often seem to initiate the proceedings by 
making a request, but this has to be followed up by regular sales calls. Typically a Chinese 
negotiating team is twice as large as a Western one. It seems that about one-third of the time at 
a meeting is spent in talking about technical specifications and another third of the time on 
price. The Chinese tend to use a co-operative strategy if they can, but they are still likely to 
make sudden demands, rather as the Japanese do, and apparently with the same purpose: to 
put the Western negotiating team at a disadvantage. 

China is a very big country, and it also has to be recognised that no single negotiating 
technique is appropriate across the country. There are cultural differences between the 
Cantonese, the Shanghainese and the Northerners, but they all have the traditional approach of 
a desire to bargain. Thanks to the extensive experience that officials of the People's Republic of 
China have had in negotiation with foreigners — some 7,000 meetings since 1978 — they now 
seem to be adopting some of the Western approaches to negotiation, which of course makes it 
that much easier. In the early 1980s the negotiating process was seen by the Chinese as an 
opportunity to elicit as much information as possible. They were seeking to fill an educational, 
technical and scientific void. The supplier or contractor was expected to conduct free technical 
seminars, providing a sort of postgraduate education to the Chinese involved in the meetings, 
prior to serious negotiation. But, as we said, with the growing technical competence of the 
Chinese this has now changed. 

We tend to group the Far Eastern nations together, and think that they are all very similar, 
but as we have seen this is by no means the case, and those proposing to deal with companies 
in this area need intensive training if they are not to make silly mistakes. Cross-cultural 
misunderstandings can occur all too easily because of the differences in language, behaviour, 
values and decision processes. Though the guiding principles for negotiation in Japan, China 
and Korea are similar in some respects, there are also many significant differences[46]. Each of 
these countries have their own specific managerial principles, identified by the words wa, guaxi 
and inhwa. In Japan, wa embodies group loyalty and arriving at decisions by consensus. 
Instead of saying: "I am an engineer", the Japanese is much more likely to say "I work for 
Toyota": their identification with their company is very close. In China, their term is guaxi, and 
this implies a special relationship between two persons. It links the two and tends to favour the 
weaker member. This means that he can call for special favours, for which he does not have to 
reciprocate. It is important to recognise that these relationships will exist between the members 
of the negotiating team. In Korea they speak of inhwa. Wa means harmony, but inhwa implies 
an unequal personal relationship. It occurs only with those who have some claim of equality in 
terms of age or prestige on those with whom they are working. In the West, when a team is 
assembled for negotiating purposes, status can often be very important, particularly in some 
countries, such as Germany. This can easily be a weakness, and it must not be allowed to 
interfere with the negotiating procedure. In the same way inhwa is a potential source of 
weakness in a Korean negotiating team. 
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5. HOW TO GET A BETTER 
DEAL 

Successful negotiation should result in a good deal for all concerned. This means that at the heart 
of every successful negotiation there must be common sense, mutual trust and faith. What exactly 
is a successful negotiation? It is one where everybody involved is satisfied with the end result. 
Negotiation is indeed far more important than perhaps we realise. Indeed, it has been suggested 
that our success in life depends upon our success as a negotiator[47]. There are various types of 
negotiation, which are set out below in order of increasing risk. The negotiator: 

• works for the opposer's needs 
• lets the opposer work for his needs 
• works for the opposer and his own needs 
• works against his own needs 
• works against the owner's needs 
• works against his and his owner's needs. 

The ultimate aim, of course, is to ensure that in the end everybody will win. But of course this is 
not possible without compromise. It was Francis Bacon who said in this context: 

It is generally better to deal by the mediation of a third party. . .and it is better to chose men of a plainer 
sort, rather than those that are cunning. 

These are certainly words of great wisdom, and all those concerned with negotiation — and that is 
all of us — should take them very much to heart. 

It is said that there are three possible routes in negotiation[48]: 
• Negotiation towards agreement 
• Negotiation to independent advantage 
• Coming out fighting. 

Negotiation is designed to end in agreement and there are usually large areas of joint interest 
which will be discovered if both parties are working together creatively. They have to create the 
appropriate climate and then explore one another's viewpoints. If however the parties are seeking 
their own ends they will only compromise to their own advantage, not to joint advantage. In this 
situation goodwill and agreement is still important, but is obviously not easy. There will be a 
standard negotiating procedure, involving preparation, the opening moves, bidding and bargaining. 
Yet again, if the fighting approach is adopted, then of course any amount of goodwill will be to 
no avail. Bill Scott[48] recommends certain fighting methods and tells us that there are certain 
patterns in fighting, with specific tactics and countermeasures that can be adopted. The choice 
between these three very different methods of approach will actually depend upon a number of 
strategic issues, such as: 

• Extent to which the "parties need each other 
• Their respective strengths 
• Character and quality of the negotiators 
• The timescale and the importance of the prospective deal. 

THE EIGHT-STEP APPROACH TO A BETTER DEAL 
There is no mystery about negotiating, and it is certainly not a matter in which only the devious 
will succeed. Indeed, we feel that deviousness is a hindrance rather than a help to successful 
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HOW TO GET A BETTER DEAL 

negotiation. In fact negotiation is a skill that can be learned and improved upon by anyone. If one 
uses the eight-step approach it is possible to evaluate one's own performance, and also to analyse 
soundly the negotiations going on around one in the world. Observation is indeed a very good way 
of learning. Watch what the world's supposed experts do, and you may then be amazed at your 
own performance. Supposed "high-flyers" can make mistakes like the rest of us. So follow 
negotiations as they are reported in the press, and be on the look out for howlers: they will be 
there! They may well amuse, but they also provide us with powerful lessons. But it still remains 
true that we learn best from our own experience and our own mistakes. These can be corrected if 
only we are self-critical, and are not set up in our own esteem. In negotiation it is essential to remember 
that every proposition that is made must be conditional. This ensures that one gets the best bargain. 

A simile that helps us to understand the implications of negotiation is to realise that it is in fact 
the movement of opposing parties towards each other until they reach a mutually acceptable 
position. This is very much like two parties walking towards each other, and each side expects the 
other to walk faster and with bigger steps than his own side. At times the parties may not know 
what they want, but that becomes clear once negotiation gets under way. Negotiation is very 
different from a game of cards in that one is not bound by the cards one is given. The negotiator 
can alter his expectations whilst in the midst of negotiation, either upwards or downwards, 
depending on the reaction of the other party. The final outcome will then depend on the respective 
negotiating skills of the two parties. In Managing Negotiations — How to Get a Better Deal[49] 
we are presented with a detailed guide in negotiation for all types of business, industrial relations 
and diplomatic matters. The eight steps outlined that will take us to a better deal are: 

(1) Prepare 
(2) Discuss 
(3) Signal 
(4) Propose 
(5) Package 
(6) Bargain 
(7) Close, and 
(8) Agree. 

These eight points are largely self-evident, and need no explanation, except perhaps the word 
"package". This means that one presents a package for acceptance which contains all that one 
requires. It may not be accepted, which is why this stage will be followed by bargaining. We are 
often in a negotiating situation when perhaps we do not really realise it. Take for example the case 
where one has gone to a good restaurant, but has been kept waiting for a long time. Then the 
hostess arrives, apologises, says it will only be another 15 minutes, and offers a cup of coffee. She 
is negotiating very effectively on behalf of the restaurant, with a view to keeping the clientele happy. 
She has offered a "package", and if you take the cup of coffee there will be no further argument. 

To close a deal is of course the prime objective of good negotiation and Karrass[50], who has 
presented some 200 seminars a year on this subject, has now condensed his experience into a 
book. This book is in four parts: 

(1) Unlocking your negotiating strength 
(2) Tactics for handling the negotiation 
(3) Satisfying without giving in 
(4) Building profitable deals that stick. 

On this background we are offered a large number of guidelines for effective negotiation, which 
include: aim higher; take risks; take time; know when to shut up; don't forget; concede to get the 
most satisfaction; strive for a better deal for both parties; and negotiate for a price increase with 
great care. 

BUY-SELL NEGOTIATIONS 
This is one of the commonest types of negotiation, and the approach to such negotiation has 
already been outlined above. A price has to be agreed between the parties. With a high price, the 
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seller will be happy, whereas with a low price the buyer will be happy. But neither of these 
solutions is actually good enough: an equitable price has to be established by negotiation. This 
means that one or other of the parties will have to concede something: perhaps both will have to 
concede. Here it is important to remember that how you concede is more important than what you 
concede. Where a price is being discussed there will be what we might call "ripples", starting with 
an opening offer by the buyer and finally reaching the seller's minimum price. Such negotiation 
demands skill, but it is a skill easily learnt once you have discovered how to identify and maximise 
your own power in negotiation. Surprisingly enough, it seems you can lose a sale by lowering your 
price, and win a sale by resolving not to lower it. What is required is to be able to recognise what 
kind of satisfaction the buyer is actually seeking, and then meeting that demand. In general, we 
are advised not to get into the habit of negotiating price[51]. One should rather strive to negotiate 
on the basis of cost data whenever possible. This is usually more effective and also provides a 
handle for discussion of other tactics that can counter price increases. 

There is a substantial amount of literature giving guidance on this subject, and it seems to be of 
two kinds. There are those who give the subject a theoretical, even mathematical treatment, and 
there are those who have a practical approach, highlighting negotiating methods and the tricks that 
can be adopted. Typical of the latter is one book that offers practical advice, demonstrating the 
constructive and creative skills required of successful negotiators[52]. 

Barry Sutton[52] offers us an exhaustive review of the literature on the buying-selling process. He 
highlights the development of effective procurement strategies rather than just the mechanics of 
purchasing. Negotiation theory and the related techniques are covered in some detail, and the text 
is referenced by key words such as general, organisation, strategy, negotiation, information systems, 
quality and research, and the material is presented by year of publication in order to provide an 
historical perspective. Woodside[53] is another author who deals in detail with purchasing strategies. 
He categorises the purchasing process into a few meaningful strategies for the buying of office 
furniture, based on 27 in-depth case histories. He outlines six alternative streams of behaviour, 
where the decisions and interactions of the parties are summarised. Buying and selling are, in 
effect, two sides of the same coin, a point made most powerfully by Kellar[54] in his Sales 
Negotiating Handbook. This is a unique, practical book, presenting step-by-step guidelines. The 
cover of the paperback edition shows two hands, one approaching from the right and the other 
from the left, for a handshake indicating the completion of a successful negotiation. This book is 
unique in that it demonstrates how to adapt today's most powerful negotiating techniques to a 
wide range of tough selling situations, showing also the way in which these techniques can be used 
to win over almost any customer while still achieving the company's profit targets. There is the 
technique of give and take, and also the way in which trade-offs can be used in negotiation. 

But of course in this process of buying and selling we must recognise that good negotiators are 
needed for success. Whilst one may select personnel with this in mind, it is extremely difficult to 
be sure that one has made a wise choice. Whether or not the right candidate has been selected 
cannot normally be known until at least six months after the candidate has joined the firm. How 
then is one to spot a good negotiator? This is quite difficult, but Karrass[24] has developed a 
negotiating grid which can serve as a very helpful guide in this respect. We are told that the main 
qualities of good negotiators can be set on an ascending scale. The extent of their competitiveness 
and co-operation will be either slight, moderate or high. The ideal negotiator ought to be both 
highly competitive and highly co-operative. This may well sound a contradiction in terms, but in 
choosing a negotiator one should seek to choose people who seem to excel in these two qualities. 
In a simulation exercise reported by Sondak and Bezerman[55], 144 students, playing as either 
recruiters or candidates for a post participated in a job market simulation in which they were to 
negotiate salary, starting date and control over the job assignment. It was found that the 
complexity of having to find a match interfered with the rationality of the dynamic negotiating 
process. The paper discusses the importance of investigating the ability of negotiators to match 
themselves effectively with members of the other side of the market, whilst simultaneously 
negotiating advantageous terms. 

BLUFFING AND OTHER NEGOTIATING TACTICS 
What is bluffing? Webster's International Dictionary tells us that to bluff is to deceive. The 
example given is that of deceiving an opponent in a game of cards by a bold bet on an inferior 
hand, with the result that the opponent drops a winning hand. We need to be clear that bluffing is 
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HOW TO GET A BETTER DEAL 

not lying. Lying is a very bad policy in negotiation and often destructive. Nor is it guessing, 
because a guesser has only a 50:50 chance of being right. Nor is it cheating, since cheating 
victimises others. Bluffing is really a negotiating skill, an art and often a necessity in the course of 
negotiation. It is, in effect, "piecing together of what one knows to cover a gap of ignorance"[56]. 
Contrary to common belief, bluffing is not bad at all, and when used appropriately it "can assure 
you of success, happiness and the ability to get along with people". Perhaps that is stating the case 
too strongly, but there is certainly no reason why a bluff should not be used in the course of 
negotiation should the situation demand it. 

What is called "nibbling" is another negotiating tactic that deserves some study. It can be 
compared to being in the position where you cannot get a dinner, so you bargain for a sandwich. 
The story is told of a certain army colonel who never bought a suit without "nibbling" for a tie, 
and his approach rarely failed. He usually got his free tie and was thus a skilled nibbler. It is true 
that what is gained does not amount to much, but in negotiation it is good for the ego, and it is 
also true that every little helps. One has secured a price reduction. 

We have already mentioned the desirability of watching the actions of negotiators as they are 
made public in the press, since we can learn much in this way. One master at the art is Donald J. 
Trump, who has written and told us how it is done in a book that has become a best seller[57]. 
An earlier book, The Art of the Deal[58], reveals how and why Trump does what he does, but 
actually takes us much further than that, in that he tells us how to achieve what we want, keep 
what we have and how to prevail against the odds. His book about surviving at the top describes 
how he reached the top, giving us an astonishingly intimate account of his triumphs and troubles. 
We are told that what separates the winners from the losers is the way in which we react to each 
new twist of fate. You have to be confident as you face the world each day, but you must not be 
too cocky. Anyone who thinks he is going to "win them all" is going to finish up a big loser. 
Trump tells us that in what he calls phase two of his life the going got a lot tougher but the 
victories, because they were harder won, seemed all the sweeter. He says: "I know that, whatever 
happens, I'm a survivor. . .a survivor of success, which is a very rare thing indeed". He was indeed 
a very successful negotiator, and it seems the key to his success was his confidence in himself. 

From all this it can be seen that negotiation is a difficult job, requiring a combination of traits 
not normally taught in business schools. Negotiating not only requires good business judgement 
but also a keen understanding of human nature. It can involve high and tense drama, where the 
alchemy of power persuasion, motivation and various other pressures come together in a rather 
concentrated fashion, within a narrow time frame. But of course at the end of it all the return on 
the investment in terms of time and effort can be enormous. The traits required in a successful 
negotiator are wide indeed. An ability to judge the situation properly is needed, together with self-
confidence, an ability to listen, zest and wisdom. Perhaps no single person can fit this description 
completely, but a team can be so composed as to have most of the necessary traits well 
represented. We shall now discuss the building up of teams for effective negotiation. 

THE POWER OF TEAMWORK 
There is no doubt at all that teams can achieve wonders. This is a subject with which we have 
dealt at length in Project Teams: The Human Factor\59\. Whilst it may be true that specific 
discoveries and inventions are usually made by individuals, when it comes to the translation of 
those concepts into practice, teams are essential. This is also true when it comes to negotiation. We 
each have strength in certain areas, and a negotiating team will combine the strength of its several 
members and so be far more effective than any of the individuals could be on their own. However, 
the mere formation of a team is no guarantee of success. It is very difficult to say what make a 
team "tick", nor is it easy to establish why one team performs so much better than another. But in 
one analogy, with indiviuduals akin to atoms, the team is rather like a molecule — a discrete and 
characteristic entity. Thus a molecule of water is far more than a mere combination of oxygen and 
hydrogen atoms: it is a substance in its own right, with its own very special qualities and 
attributes. Similarly, we can consider the "chemistry" of teams: the team is very different from the 
sum of the constituent individuals. 

Negotiation is almost invariably a managerial function, and a really effective manager today has 
to do more than just manage. The effective manager must also be able to lead the team. We 
maintain that while leaders can and must manage, a manager cannot necessarily lead as well. This 
is not just a play on words: the "managing" function of yesteryear is now yielding to the 
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"leading" function — tomorrow's role for managers. People would much rather be led than be 
"managed", especially since, most unfortunately, this latter suggests that one is being 
"manipulated". So the negotiating team must have an effective leader. 

The team concept is, of course, common enough in games and sports of various kinds: hence 
the sports arena can offer a number of lessons in relation to the successful organisation and 
leadership of teams. Athletic teams are a good example of interdependence. Each member has a 
unique function but the team has a common purpose and goal. In the absence of the proper team 
spirit, teams with high-flying members have been beaten by teams consisting of quite average team 
members, but who excel in team spirit. So when it comes to putting together a negotiating team, 
the emphasis must be on team spirit. Those in the group should be constantly monitoring and 
evaluating the progress of mutual co-operation. Team members should communicate honestly with 
one another, should be willing to disagree and express their feelings, should be willing to support 
one another and hold one another accountable. 

Sparks[60], writing on the dynamics of effective negotiation, uses one of Aesop's fables to make 
a very powerful point. Aesop tells the story of a father and his sons: the sons were always 
quarrelling. The father's exhortations failed, so he hit upon a practical illustration. He asked them 
to bring him a bundle of sticks, put it into the hands of each of his sons, and asked them to 
break it in two. However hard they tried, the bundle could not be broken. Then he opened the 
bundle into individual sticks, which could of course be easily broken one by one. Hence his lesson: 

My sons, if you are of one mind, and unite to assist one another, you will be as this bundle, uninjured by 
all the attempts of your enemies: but if you are divided among yourselves, you will be broken as easily as 
these sticks. 

The same is true when we come to negotiate. A united team with a common purpose will always 
be more effective than an individual working on his own. With a team, more people are witness to 
what was said, and are able to assess the how, the what and the why. These days, it seems, 
negotiations are becoming ever more complex, demanding the use of specialists, which is another 
reason why a team should be employed. Yet it still seems that a great many negotiations are 
conducted by a single individual, rather than by a team, due to a number of reasons, such as: 

• Lack of availability of people, together with the cost 
• The interaction constraint 
• The co-operation constraint 
• The parity with limits constraint. 

Regarding the role of a team leader, he should operate as a co-ordinator, rather than as a 
spokesman. If the team members are used to working in an autocratic environment, then perhaps 
they will be more comfortable and act best within an autocratically led team. The team leader may 
then act as the sole spokesman, turning to his colleagues if and when he needs some information. 
This seems a highly dictatorial approach, but depending on the company or country culture that 
prevails, it can well be the best approach. There are, however, a wide range of different styles that 
can be adopted by the team, with varying degrees of democracy. At the far extreme, the leader 
may concentrate on planning and control but otherwise delegate to his team members the 
responsibility for all negotiations within their specialisation. But is this really a good idea? It is if 
he can stay calm during the heat of negotiation, only stepping in effectively when a knotty point 
arises. This approach also gives him a degree of freedom in relation particularly to the leader of 
the other team. He can form a most useful alliance with his counterpart there, since he appears to 
have an air of neutrality during the proceedings. All in all, our advice would be to operate as a 
team in the style to which you are well accustomed. 

THE BASIC FEATURES OF A NEGOTIATING TEAM 
After a team has been selected in a specific case, it needs to be "welded" together as a team. One 
suggestion is that the team be taken to the countryside for a weekend, so that each member's 
aspirations, hope and fears in relation to the forthcoming negotiation can be understood by all the 
members of the team. The discussions could be developed around an agenda which includes some 
of the major issues likely to come up during negotiation. The real point is that thorough 
preparation beforehand, both physical and technical, is vital to success. The subject matter should 
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be thoroughly researched and suitable presentations, including visual displays, prepared for 
discussion. There should be careful planning of strategy, and agreement on respective roles and 
responsibilities. It is also crucial, as we have said before, that the several members of the team keep 
to their allotted roles. If there are differences of view amongst the members of the team, these 
should be reconciled beforehand. In the case of a major negotiation, it is a good idea to rehearse 
your presentation, using other colleagues to play the role of the other party, so seeking to develop 
a real-life situation. But, as we have also said before, the actual negotiating team should never be 
more than four in number, although a backup team can always be there if necessary. 

Perhaps the foregoing presentation seems to make the development of a negotiating team easy, 
but, as Lundy[61] points out, it is easy to get off to a poor start. Major challenges exist for those 
who would be leaders of such a team: there are numerous syndromes that can get in their way. 
What is certain is that communication is a key ingredient in successful group effort. The team is 
best built up through participation, and a participative leadership style is probably the most 
effective. 

THE ACADEMIC APPROACH 
Academicians have also been very active in this field, analysing what happens. Neu[62], for 
example, examines the approach to bargaining behaviour and suggests that content analysis alone 
cannot account for important aspects of bargaining behaviour. A total of 30 buyer-seller 
negotiations were taped, transcribed and coded, and an exploratory factor analysis run on the data. 
The basic finding was that the use of conversation structure to interpret communication in 
negotiation yields important information inaccessible through contract analysis alone. A study by 
another researcher relates to manipulated inputs (investments versus skill) in three-person games 
with varying coalition values to extend the generality of coalition formation research[63]. Two 
experiments were conducted with 186 male undergraduates, in which a business investment and a 
workshop context were used to form work team coalitions. The predictions of bargaining theory 
and the equal surplus model were found to be confirmed and accurate. The bargaining theory 
predicts expectations based on splitting the difference between equity and equity norms. The equal 
surplus model predicts that each player will receive input and the surplus will be divided equally 
among players. 

A number of other issues have been tackled by the learned academicians. Fells, for instance, 
sought to develop a model of the negotiating process which indicated specific negotiating 
behaviours in the context of the total process. The model was grounded in theoretical and 
empirical research, but his first paper[64] focused on the practical implications of the model in 
providing guidance for negotiators. A second paper[65], however, outlined a five-stage model of the 
negotiating process, where suggestions are made as to the way in which deadlocks may be 
identified and overcome. Another theory that has received a certain amount of attention is what 
has been called the "agency theory". Its fundamentals are outlined and applied to an understanding 
of organisational systems. This is said to make a substantial contribution to the understanding of 
organisations as systems of negotiation[66]. The position becomes even more complicated when we 
start to consider multi-agency decision making. Taylor and Lamb [67] sought to improve their 
understanding of multi-agency decision making by the use of role analysis. It seems that there is 
no well-known and broadly accepted technique for the negotiation planning exercise. So the 
scholars at the National Ecology Research Centre devised LIAM (Legal-Institutional Analysis 
Model). The paper explains the use of this model, and also outlines a number of subjects for 
further research. 

Let us conclude this brief review of the work of the academicians by describing yet another 
expert system, this time relating to marketing[68]. This paper evaluates the opportunities and 
difficulties associated with building marketing expert systems by discussing the development of 
NEGOTEX (negotiations expert), a system that provides guidelines to individuals and teams 
preparing for international marketing negotiations. The topics dealt with include framework 
development and knowledge acquisition and compilation. 

Whilst we have sought to outline in a little detail the work of the academicians in the field of 
negotiation, we are doubtful whether this work has made, or will make, any real contribution to 
our ability to negotiate, however carefully it is studied. We would rather recommend our readers to 
assess and follow the broad principles of negotiation that we have outlined earlier: that, we feel, is 
the best route to a better deal. 
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6. COMMON GAMBITS 
AND TACTICS 

Both gambits and tactics can play a significant role in negotiating procedures, but perhaps we 
should first define what we mean by these two words. A gambit, according to the Concise 
Oxford Dictionary, is a term used in chess for an opening move where the player sacrifices a 
pawn or other chess piece to secure an advantage. On this background it has come to have the 
figurative meaning of an opening move in discussion which incorporates a trick or other device 
designed to secure an advantage. The concept of tactics relates to the complete procedure, 
including the use of skilful devices to achieve the desired goal. We have said it before, but it is 
well worth repetition — we are effectively in a state of negotiation all the time, everywhere — 
at home, at the workplace, in social situations, not merely in the specific situations where we sit 
down to negotiate a contract or some other specific arrangement. This means that we are 
negotiating all the time. 

For the sake of illustration, let us look at the appointments of a certain David Peterson, 
director of services for the Dickerson Machinery Company during a typical day. The story is 
brought to us by Savage et a/.[69]. His day went as follows: 

8.30 a.m. Meeting with a roadworks salesman concerning the steering clutch disc. The 
discussion concerned the guarantee on the lifespan of this part, said to be 8,000 hours by 
Caterpillar, on whom the company had relied for many years. 
9.30 a.m. Meeting with a mechanic who has swapped a battery from his truck for a new 
company battery. The employee has been reprimanded and told his next pay cheque will be 
docked. The mechanic wishes to discuss the matter. 
70.00 a.m. A representative from a large building contractor, Tarco, is seeking a short-term 
service contract from Dickerson, with the view of developing a long-term service relationship. 
Peterson will show the visitor around his service facilities. 
1.00 p.m. A meeting with management representatives in relation to union negotiations, 
expected to last a couple of hours. Dickerson is already losing money on the shop to which 
these negotiations relate, and now the union is insisting on higher wages and also threatening 
to go on strike, neither of which alternatives the company can afford. This will be a difficult 
negotiation. 

For the first two meetings, Peterson will obviously aim at the best possible result for Dickerson. 
In the case of the roadworks salesman, there is already a good contract, and Peterson will 
explore the possibility of bettering it. Tarco will need to be enticed to try Dickerson, and trying 
to get the maximum advantage for Dickerson from the union may well force a strike. An 
alternative approach is to develop what is called the "win-win" situation, which we have said 
many times is a most desirable solution, if only it can be achieved. This approach aims at 
maximising the advantage for both parties, thus maintaining a positive relationship between the 
two parties. This approach could certainly work in the case of the negotiations with the union, 
but compromise would be needed. Then this is not truly a "win-win" result: Dickerson has lost 
out. To seek a "win-win" answer is therefore probably not the best strategy in the remaining 
three cases. The roadworks salesman will need both to meet the guarantee and also to better 
the price: hence the "win-win" approach is unlikely to work. Likewise in the case of the 
faulting employee: company rules will have to be applied and once again there is no question of 
a "win-win" situation. When it comes to the negotiations with Tarco, seeking to maximise the 
company's advantage in a short-term contract could hinder the prospects of a successful long-
term contract. 
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The concept of relative power can also help Peterson in handling the situations with which he 
is confronted. This involves an assessment of the extent of each party's dependence upon the 
other. Research has revealed that individuals assess their own power and then choose to 
compete, accommodate, collaborate or withdraw during the negotiation as they see fit. But how 
is one to assess one's power relative to the other party? By comparing their respective abilities. 
Thus, in the case of the roadworks salesman, Peterson is satisfied with the present arrangement, 
and he can therefore negotiate from a position of strength: he is in the position of power. This 
is also true when he deals with the mechanic. But in the case of Tarco he has relatively less 
power, since the contractor can choose from a large number of equipment service companies. 

NEGOTIATING STRATEGY 
According to Savage et al.[69], negotiating strategy can be of two types: unilateral and 
interactive. Another author, Johnston[70], typifies all negotiating strategies as competitive. Most 
of the literature on this subject, unfortunately, concentrates on the outcome without considering 
the way in which the negotiations will affect relationships. To be really effective negotiating 
strategies should take care of the substantive as well as the relationship priorities of both the 
parties. Negotiation is an indeterminate, reiterative and often confusing process, requiring each 
party to anticipate and monitor the other party's actions. In turn, the tactics of the other party 
will indicate whether the assumptions made by the first party are correct and, if necessary, the 
negotiating strategies may have to be modified. The following important points should however 
be kept well in mind: 

• Most negotiations are of the mixed motive kind, and the four major types of tactics 
(collaborative, competitive, subordinative and avoidance) may all come into play. But one 
should concentrate on the "win-win" situation, which will be brought about by using 
collaborative tactics. 

• Most relationships involve a mixture of dependence and inter-dependence, and 
experienced negotiators consider such relationships to be important. It is useful to try and 
enhance relationships involving inter-dependence, or to shift favourably the balance of 
dependence within the relationship. 

• The negotiator's attitude towards an existing relationship is strongly influenced by the 
history and level of conflict between the two parties. Feelings of hostility will lessen 
through adopting subordinative tactics, and increase if competitive tactics are adopted. 
Other tactics, such as trusting collaboration, soft competition, open subordination and 
passive and responsive avoidance will also tend to lessen the hostile atmosphere and 
increase the mutual desire to reach a successful conclusion to the negotiation. 

• The two parties should simultaneously be well supported and speculative. The classic 
unilaterial strategy is well supported and documented in the literature on negotiation. The 
effectiveness of interactive strategies, however, remains open to continuing empirical 
investigation and research. The interactive model of strategy seems to be the most 
effective, although it is much more difficult to bring into being. 

The four tactical approaches discussed above — competitive, collaborative, subordinative and 
avoidance — may not always apply in some situations. The choice of negotiating strategy, 
obviously, must be dictated by the interests of both the parties. Ideally, each party should 
examine its negotiating strategy from the other party's perspective. Each party should try and 
anticipate the other party's priorities, and also try to assess how the negotiation will proceed 
when the two parties interact. A unilateral strategy is certain to lead to serious problems, 
especially when the two parties' priorities differ, as they usually do. Thus it is better to seek to 
establish an interactive strategy, even though this may result in one party being vulnerable to 
exploitation. 

UNILATERAL NEGOTIATING STRATEGY 
In view of the weakness in negotiating ability that may well result from adopting an interactive 
negotiating strategy, the unilaterial negotiating strategy may well be adopted in most situations. 
This strategy completely ignores the other party's interests. Those involved in such negotiations 
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must, at the outset, consider their interests and those of their organisations and always keep 
these to the fore. Unilateral strategies are somewhat akin to conflict management styles. It is 
well known that individuals adopt different strategies in different contexts, and a manager's 
success depends largely on an ability to exhibit a variety of conflict styles. Savage et al. [69] 
assert that there are four different types of tactic possible with unilateral strategy: 

• Trusting collaboration. This should be used when both the relationship and the 
substantive outcomes are important, and the goal is "win-win". 

• Open subordination. This approach is of value if the concern is more to maintain a 
positive relationship than to obtain a substantive outcome — a "yield-win" tactic, 
whereby one negotiator is yielding to obtain a substantive outcome. 

• Firm competition. This is the right tactic if substantive interests are important, but not 
the relationship. But the outcome is likely to be "win-lose". 

• Active avoidance. This approach can be used in cases where neither the relationship nor 
the substantive outcome are considered important. Such action will obviously have a 
negative impact on the relationship, but it is already felt that that is not important. 

INTERACTIVE NEGOTIATING STRATEGY 
It must be borne in mind that the various tactics we have outlined in relation to a unilateral 
strategic approach can only succeed in a few situations. Interactive negotiating strategies help 
widen the scope of unilateral strategy, allowing implication to a much wider range of situations, 
as can be seen from the detail given below. When an interactive negotiating strategy is being 
employed, each party must try to anticipate the other party's moves, whether they be supportive 
or hostile, short-term or long-term, relying on dependence or interdependence. The results 
achieved will depend upon the history of the relationship between the two parties and the 
influence of key individuals in the negotiating teams. There are five broad types of interactive 
negotiating tactics: 

• Principled collaboration. If one party is open and the other is not: that is, one party is 
open and voluntarily discloses a lot of information but this is not reciprocated by the 
other party, then the first party is at a great disadvantage and could easily be victimised. 
In such a case, instead of relying on trust and reciprocity, the other party should be 
persuaded to negotiate on the basis of mutually agreed principles benefiting both parties 
equally. 

• Focused subordination. At times one party has both substantive and relationship interests, 
but the other party may have little at stake in either of these interests. By discovering and 
agreeing to the key needs of the other party, the first party can gain some substantive 
advantage. 

• Soft competition. Even though one party places very little importance on the relationship 
outcome, it may be very important to the other party. Further, if the other party is 
powerful and threatening, the first party ought to use a soft competitive tactic that 
maintains the relationship. Agressive and other "dirty" tactics must be avoided. 

• Passive avoidance. If one party does not consider either the relationship or the 
substantive outcome important, but the other party does, then the negotiator for the first 
party ought to delegate his function to someone else who can continue to negotiate 
without the atmosphere becoming hostile. 

• Responsive avoidance. If one party considers neither the relationship nor the substantive 
outcome important, unlike the first party, then direct intervention should be avoided. The 
first party can continue to be responsive despite avoiding negotiation by either applying 
standard operating procedures or developing new policies which address the other party's 
concern. 

We hope that this detailed exposition of the wide range of tactics that can be employed makes 
it clear that there is no single clearcut approach to negotiation which will work in all situations. 
What is required is a framework for determining what strategies and what tactics are the best in 
different situations. The best strategy or tactic depends upon the desired outcome, the two 
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COMMON GAMBITS AND TACTICS 

major outcomes being substantive and that of the relationship between the parties. Of these two 
the latter has received very little attention in the literature. A systematic assessment of the 
approach to be adopted must take into account both these outcomes: then alone can the 
negotiators approach the problem properly. They have to: 

• assess the negotiating context; 
• consider the application of a unilateral strategy; 
• be ready to transform a unilateral negotiating strategy into an interactive one; 
• monitor constantly the tactics being employed and re-evaluate the negotiating strategy. 

The negotiator has to realise that the current and desired relationship with the other party is 
crucial, but in the rush to secure the best possible position for themselves negotiators tend to 
overlook the impact of their negotiating procedure on their relationship with the other party. 
This can hurt that relationship and even limit one's ability to negotiate to their advantage. 
Negotiators are often tempted to establish a positive relationship and willingly "share the pie" 
through mutually beneficial collaboration. Normally negotiations seems to benefit one party 
more than the other, but this ignores the long-term relationship between them. In practice, 
however, negotiations are seldom clear-cut, "win-win" or "win-lose", but rather some mix of 
these two. In such situations both collaboration and competition occur, and this mixture is 
difficult to handle tactically. The relationship existing prior to the beginning of negotiations, the 
relationship that unfolds during negotiation and the relationship that is ultimately desired will 
determine whether the "pie" will be shared, or grabbed by one or other of the two parties. 

OTHER NEGOTIATING TACTICS 
Negotiation is both an art and a skill: a good negotiator is not born, but has to learn what is 
required. Some negotiators achieve much through self-training, tough on-the-job experience and 
this is probably the best route. Negotiating skills can also be learnt through specific training, 
attending courses and reading the literature on the subject. Books such as that by Levin[71] can 
provide tips and guidelines to help the reader "bargain to win". The so-called "Levin's laws" are 
interspersed throughout the book, and we give below a few "gems": 

• The first offer is never the final offer. 
• Never take a loss personally. 
• Everyon should win something. 
• Always keep your options open. 
• Double think makes a good bargainer, triple think makes a great one. 
• You can splice a compromise in many different ways. 
• A good bargainer always keeps a little something extra with which to bargain. 
• Once somebody offers you something, confirm it in writing. 

If we believe Levin, his system works, and we can have the last laugh! 
All this makes it very clear that negotiation inevitably involves some conflict of interest, and what one 

side gains the other side must lose. Yet the negotiators should end up on friendly terms, since they may 
well have to meet again. There is also continuing uncertainty, since neither side knows what the 
other side wants or will give. Commercial negotiations are usually conducted in a friendly 
manner, but trade union negotiations are usually much tougher, with both sides having a firm 
position as to the maximum they will give and the minimum they will accept. Armstrong[72] 
suggests that we need to read correctly the signals that are given if we are to be successful in 
negotiation. We give some examples below (with the real message given within parentheses): 

• That's as far as I can go. (Perhaps I can persuade my boss.) 
• We don't usually give more than 5 per cent discount. (May increase if . . . ) 
• It is very difficult to meet that. (Not impossible, but willing to trade off.) 
• This is our standard contract. (Prepared to negotiate.) 
• This is my final offer. (My boss might go further if pushed.) 
• Can't meet your delivery requirement at this price. (Delivery and price negotiable.) 
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JMP 6,4 
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It is very foolish to make a final offer unless you really mean it since the other party may well 
call your bluff. In this case you lose credibility and may well have to make further concessions. 
Instead of devaluing the word "final", it is better to say that this is as far as you are prepared 
to go. The word "final" inevitably bring an air of finality with it, with the negotiator conveying 
the impression that the other party may not "take it or leave it". This approach is thus very 
liable to lead to a failure of the negotiating process, bringing it to an abrupt end. Indeed, it 
seems that we can only get our own way if we are a powerful negotiator. On average we are 
unable to use more than some 25 to 30 per cent of our ability. Why is this? Can our 
negotiating power be improved? Ewis[73] makes some suggestions that may help to this end: 

• Overcome negotiating "blocks". 
• Discuss the nature of power. 
• Assess how to increase your power level. 
• Use the negotiating tactics of the experts. 
• Learn how to negotiate money and prices. 
• Seek to negotiate a raise or a better job. 

GIVE AND TAKE IN NEGOTIATION 
The advice in relation to "give and take" in negotiation seems to be that there should never be 
what we might call "tit for tat". If the other side gives up something, we should always give up 
less: just enough, hopefully, to keep them at the negotiating table. One should always move 
more slowly than the other side, but always keep talking[74]. What happens when the other side 
seeks to adopt this same policy is, of course, an open question. In this context we would also 
repeat the advice given earlier: do not get into the habit of negotiating price, but seek to 
negotiate on the basis of cost data wherever possible. This is not only more effective, but also 
provides a handle for rational discussion of other tactics designed to counter a price 
increase[51]. 
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COMMON AVOIDABLE MISTAKES 

7. COMMON AVOIDABLE 
MISTAKES 

Much of this text is devoted to the techniques and tactics involved in bringing negotiation to a 
successful end. But do not let us deceive ourselves: in the process of negotiation mistakes will 
be made, and some negotiations do not end in success — they end in failure. Failure is, of 
course, nothing new; it happens in every field of endeavour, including business, politics and 
social affairs. Hence we believe it to be appropriate to devote a chapter to the mistakes that can 
be made in the course of negotiation, following the principle that "forewarned is forearmed". 

DUMB MISTAKES 
The worst mistakes that are made in the course of negotiation are in the area of power 
perception, and they are serious since they recur time and again despite our caution. Such 
mistakes also rob the negotiator of the bargaining leverage which is so essential for effective 
negotiation. It is a failure to underestimate your power in negotiation: most people are better at 
this skill than they think. But your strength in this regard can only be understood by systematic 
analysis: a process that should also prevent you from over-assessing your ability in this area and 
so making a mistake. The real source of negotiating power lies in commitment, knowledge, risk 
taking, hard work and bargaining skill. Further, you must not expose your weakness, although 
you do not usually know what that is. By the same token you should not assume that the other 
party knows your weaknesses. You can easily be better off than you think you are. You must 
not be in a hurry to say "yes", even if the other party's offer is better than you expected. The 
other party knows that bargaining is the order of the day with most negotiation, and this 
means that their first offer will always be lower than what they are finally likely to agree. It is 
very necessary to play such a situation "by ear", as they say: then the final outcome can be to 
your advantage[24]. 

All negotiations invariably finish with a meeting, or a series of meetings around a table. The 
conduct of the various people at such meetings is very important: a lack of discipline can be 
very expensive. Before you go to such a meeting you and your colleagues must do your 
homework, and be properly briefed. Try and put yourself in the shoes of the other party, and 
also agree on your respective roles and responsibilities at the meeting. It is imperative that those 
at the meeting stick to their allotted functions: one fatal mistake is for one member at such a 
meeting to intervene in the role of another. The following key terms and conditions should 
always be discussed in detail before the meeting: 

• those that are essential; 
• those that can be waived if necessary; and 
• those proposed by the other party that can be accepted if necessary. 

Such a dress rehearsal discussion leads, in effect, to a decision as to what the course of the 
ensuing negotiations is likely to be, and also to the possible content of the proposed contract. It 
is also important before such a meeting to agree who is to be the "leader" or "spokesman", and 
care should be taken to see that any technical representation is by a knowledgeable person. 
Having reached agreement amongst yourselves as outlined above, anything not within the agreed 
terms should be rejected or deferred: never accepted. It is a very common failing to go outside 
the agreed terms of reference and agree to something which may appear to be acceptable, but it 
is always a mistake. Remember that there is always another day. Whilst it may well be possible 
to reach agreement, and make a binding decision, do not be afraid to defer a decison. This is 
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NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

why very senior personnel, such as the chief executive, should never attend such meetings. It is 
known that they have the power and authority to make decisions, and their presence means that 
there is no longer any excuse for the deferment of a decision on the grounds that further 
consultation is needed. At the same time, once you have reached what you consider to be a 
satisfactory position in the negotiation, then seek to agree and close the meeting. This requires 
a sense of proportion. 

Negotiation is about the movement of opposing parties towards each other until they reach a 
mutually acceptable position. The final outcome will of course depend upon the negotiating 
skills of the two parties. It is very necessary, therefore, not to get carried away, and think that 
you are having it all your own way. This is rarely the case, and there can be hidden pitfalls. 

IS IT AN ART OR A SCIENCE? 
Negotiation is the delicate art of give and take, so be careful never to make a concession 
without getting something in return. Also, every concession should be associated with a 
condition or conditions. You say: "I will agree, if...". That " i f must always be there. We all 
like to appear kind, fair, considerate, sympathetic, and one way of presenting this image is to 
make concessions. But an unconditional concession is just a wasted concession. In addition, the 
image presented will not be the one we are wishing to present, but one of weakness, and that 
must be avoided. 

Another question that needs careful consideration is the number of participants at any 
meeting. A team of two or more is necessary when more expertise is required than a single 
negotiator can offer. This will arise with complicated deals involving technical or financial 
detail, and then a technical or financial expert will need to be present to give guidance. But it 
should be remembered that the maximum number in an effective negotiating team is four, and 
the team should be limited to this. If more people have to be present, they should not be part 
of the team, but sit behind the negotiators. If the negotiations take place over a period, the 
constitution of the four in the front row need not stay the same. It can change from day to day, 
its constitution depending on the subjects that are being dealt with. It is also advisable to have 
what we might call a "good" and a "nasty" personality in the negotiating team, so attention 
should also be paid to this. With two opposing personalities in the team it is possible to make a 
complete reversal of approach and tactics, if necessary, without it appearing that such a change 
has taken place. What happens is that one negotiator takes over from the other. In this way 
terms may be toughened, or relaxed, as the negotiations proceed by one or the other taking the 
lead. In all this, it is very necessry to watch carefully the reactions, in terms of body language 
for example, of the others round the table: on both sides, not only on the opposing side. Above 
all, do not whisper to one another or pass furtive notes — this immediately creates an air of 
suspicion. If there is a point that you feel should be discussed privately, then ask for the 
meeting to be adjourned for a while. 

It will be seen from all this that negotiation is indeed both an art and a science, and that 
there are very many simple pitfalls of which we need to be aware if we are not to make silly 
mistakes. 

CAN NEGOTIATION BE TAUGHT? 
We have stated that experience is all important in developing negotiating skills, but it seems 
there is a strong body of opinion that believes that negotiating skills can be taught, if the 
number of seminars, courses and books on the subject is a guide. Indeed, it seems that "how to 
negotiate" is one of the most popular subjects for seminars all over the world. This is of course 
very understandable, seeing that our entire life is actually full of negotiation. There are those, 
such as Bill Scott, Karrass and others, who have become recognised authorities on this subject, 
their seminars being very popular. One of Scott's seminars, titled "The Skills of Negotiating", is 
said to be highly active, participative and practical, designed for experienced negotiators or 
those who are regularly involved in the conduct of major negotiations. The objective is to 
review the negotiating processes and develop personal skills. Solid practical work is the basis of 
his seminars, and participants are helped to draw conclusions from their own negotiating 
experiences and that of their colleagues participating in the seminar. Practical learning is 
reinforced with numerous case studies, and to ensure active and individual involvement the 
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COMMON AVOIDABLE MISTAKES 

number of participants at any one time is limited to 12. Naturally each delegate requires 
different treatment, which means that the seminar is not only intensive but intimate. All this is 
typical of what is available in many parts of the world. 

Karrass, too, is a prolific writer on the subject of negotiation and also conducts seminars on 
the subject. Starting as an engineer, he took an MBA, and then a doctoral fellowship where the 
thesis subject was negotiation. The blurb advertising his seminar declares: "Why take no for an 
answer? Successful people don't. They get what they want by negotiating better deals for both 
parties". 

Then there are training courses by various institutions worldwide, as for example the Bradford 
Management Centre, in the UK. The prelude to its two courses on negotiation states: 

Negotiation is a demanding activity. The best way to learn. . .is to do it. Yet, at the same time, 
experience is not the best teacher. Negotiating skills can be learnt and put into use quickly. . .the key 
features of (our programmes) are realistic practice with seasoned negotiators and personal feedback. 

The emphasis is ours, since there we have the kernel of the problem. The two programmes 
offered at Bradford are "Profitable Negotiations" and "Industrial Relations Negotiations". The 
first is a practical course for those who buy and sell whilst the second is designed for managers 
who are regularly involved in industrial negotiations. In both cases the participants get the 
chance to work with and against a range of experienced negotiators. Most of the time is spent 
in planning and then conducting real-life negotiations. Such negotiations are conducted both 
individually and in teams, the practice is filmed, and the video record forms an essential part of 
review sessions. 

There are also any number of articles emphasising the need for training in relation to 
negotiation. Kirkbridge[75], for instance, makes an analysis of negotiating practices in this 
regard and shows that negotiation takes place at all levels and is by no means confined to 
formal meetings. He asserts that there is a real need for training in negotiating skills and points 
out that negotiators are made, not born. Training can be of special help, in that it ensures the 
use of the right language, and develops the ability to present a case in the most effective 
manner. There is no doubt that to strengthen negotiating skill is to ensure success in business 
life. 
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8. COPING WITH 
DEADLOCK AND CONFLICT 

Deadlock and conflict are commonplace in the political, social, economic and business worlds. 
Apart from the scores of books that have been written on these subjects, there is a publication, 
The Journal of Conflict Resolution, devoted entirely to the subject. Kuenne[76] writes on 
conflict management in this journal and asserts that there are two types: that arising from 
unavoidable characteristics in the environment, which can foster co-operative solutions; and that 
emerging from the conscious negotiations or signalling of actors. A mature rivalry environment 
exists when conflict management takes place in a manner that restrains conflict through the 
fostering of what is called "mind sets". It seems that when conflict develops the first 24 hours 
are crucial, and it is essential to ensure that there is proper communication[77]. There are many 
pitfalls to negotiating in a crisis, and a number of practical examples are given by Dieudonnee 
ten Berge[77], such as the problems Proctor & Gamble had with their new logo, and Johnson & 
Johnson's Tylenol story. On the other hand, Rubin[78] gives us a summary of conceptual shifts 
in the field of conflict studies. He focuses on conflict and negotiation. Among the topics he 
also discusses are co-operative competition and enlightened self-interest, demonstrating the 
importance of relationships in negotiation. 

THE ANATOMY OF A COAL STRIKE 
Over the years a great many worked-out and uneconomic coal pits had been closed in various 
parts of Britain. It is said that some 300 had been closed over the past ten years or so. So a pit 
closure was no novelty. Since such pits that were closed had mostly been in existence for many 
years, communities had grown up around them and it was usually the case that the pit was the 
chief, if not the only source of work in the locality. This type of development had given rise to 
what is called the "mining village". Thus, when such pits closed, the village lost its work and 
died. There had been no specific policy that would bring alternative employment to such 
villages. Insofar as such villages were in what had been styled "depressed areas", it had been 
government policy over the years to provide grants, subsidies and the like to firms to encourage 
new industry to set up there, but such industry was rarely labour-intensive when it came, and so 
such policies had little impact. The National Coal Board (NCB) had a policy whereby it offered 
work to redundant miners at other pits in other localities, but not only were people reluctant to 
leave their local communities, but there were a lot of practical problems, created chiefly by the 
scarcity of property to rent. 

It seems that crisis came to the coal industry on 1 March 1984 when the NCB announced 
that it was proposing to close Cortonwood Colliery. As a consequence the Cortonwood men 
walked out immediately and so did those at nearby Bullcliffe Wood, which was also nominated 
for closure. Four days later, on 5 March 1984, all the South Yorkshire miners struck in support, 
thus turning a local dispute into something very much bigger. Following a further 
announcement from London which Arthur Scargill, the NUM president, called "butchery", the 
Scottish miners walked out and four days after that, on 12 March, the whole of Yorkshire 
followed them. 

It would seem that this sequential strike action, with area following area, was part of a plan 
developed by the NUM executive. It was expected that one coalfield after another would 
respond to the militants' strike calls, thus circumventing the union rule book's requirement that 
a national strike can only be called after a national ballot showing more than 50 per cent in 
favour of the stike. At least three such ballots had been held in recent years. Each time the 
National Union of Mineworkers (NUM) had recommended strike action and each time it had 
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COPING WITH DEADLOCK AND CONFLICT 

failed to get a majority vote, so it must be assumed that the executive believed that much the 
same thing would happen again. It therefore relied on the "domino effect" to get all the miners 
out on strike. 

But things did not work out quite as had been expected. By 5 April it was clear that the 
Nottinghamshire miners were going to work on and rebuff their union. They had held a local 
ballot which was against strike action and they maintained that while the NUM refused to 
organise a national ballot they would continue working. They were not alone, although the 
Nottinghamshire coalfield was the biggest that took this view. There was further significant 
support in the Midlands, and some support in Lancashire. As a result, some 50,000 miners 
stayed at work, out of a total of about 185,000 men said to be members of the NUM. 

We are giving this background to the strike in some detail since we are eventually presented 
with an extreme illustration of the way not to negotiate. A series of meetings took place 
between the NCB and the NUM, but all ended without result. The key issue was the closure of 
uneconomic pits. The NCB insisted that it had, as part of its management role, both the right 
and the duty (under the Act setting it up) to manage, and so make the final decision with 
respect to closure. It was prepared to consult and had always done so, in accordance with 
established procedures, but the Board asserted it had the right to make the final decision. It 
must not be forgotten that there were fierce passions on both sides, and that the strike was 
much governed by emotion. Union loyalty was still a potent force. 

There was a variety of peace initiatives. At the beginning of September, Robert Maxwell, 
owner of the Daily Mirror, sought to bring about a reconciliation, but his effort was stillborn. 
A month later the special conciliation body set up by law to mediate in strikes tabled a plan 
that was rejected by the NUM. At this time another union working in the mining industry, 
known as Nacods, whose members were responsible for pit safety, threatened to strike, giving 
seven days notice to the NCB. No-one could go underground without a member of Nacods 
being present, so a strike by this union would have closed all working pits down, thus bringing 
a complete shut-down. However, a formula was agreed with the union and the threatened strike 
was called off. There was an attempt to build on the agreement that had been reached with 
Nacods in negotiation with the NUM, but the talks finally collapsed. Thus, at the end of 
October, the NCB asserted that "it had nothing more to offer". Nevertheless, the Trades Union 
Congress entered the arena, seeking to achieve a resolution of the problem through its secretary, 
Mr Willis. Following a series of informal meetings with both the NCB and the NUM and 
finally with the Government, a TUC committee drew up a revised peace formula: two previous 
drafts had been rejected by the NUM. This was presented to the miners' executive, meeting in 
London, towards the end of February 1985 and was once again rejected. As a result the Coal 
Board stated: "We have nowhere further to go". Throughout this period the number of miners 
returning to work was steadily growing, so that there was mounting pressure on the union to 
reach an agreement. It appeared that the prospect of negotiation held up the return to work, so 
at this point the Coal Board refused any further negotiation whatever. It took full page 
advertisements in most of the daily and Sunday newspapers with a banner headline: "This was 
our final word. We just have no further to go". 

As a result there was a record return to work — 3,807 in one day. This was on 26 February 
1985 and two days later the Coal Board was able to announce that more than half of the NUM 
members were now back at work. The following Sunday, 3 March, a delegate conference of the 
NUM called off the strike, with no agreement on pit closures, the crucial issue throughout the 
dispute. 

Over the period of the strike some 700 miners had been dismissed by the NCB for a variety 
of offences associated with the strike, ranging from the stealing of coal to damage to NCB 
property and violence against other miners. There was a demand for an amnesty for all miners 
so dismissed, but this had been rejected. It seemed as the strike was brought to an end that this 
issue was of far more importance to the miners on strike than the issue of pit closures, about 
which they had struck in the first instance. 

It would appear that the union negotiators led by Arthur Scargill made a number of tactical 
errors, were intransigent and finally found that they were completely unable to marshall the 
support of the other unions for their cause. It is said that the breakdown in negotiations at the 
end of October 1984 was a watershed in the progress of the strike. It was the union's last real 
chance to negotiate its way out of the rigid position it had taken up, but it failed to take 
advantage of the opportunity that was there. Trade union observers point to it as the moment 
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when Scargill shed the cloak of an industrial negotiator and came out into the open as a 
political fighter. From then the isolation of the NUM within the trade union movement became 
ever more apparent and its bargaining position grew positively weaker as the drift back to work 
accelerated. The strike entered a period of limbo, with no peace initiative for nearly three 
months. Union funds were being sequestrated and the NCB was offering a cash lure to miners 
who went back to work before Christmas. So the strike ended in victory for the government, 
who, like good negotiators, then did their best not to gloat. One press comment stated: 

The strike. . .ground them down and out. . .[it] has been farcical and monumental, cruel and noble. 

The last attempt at armed insurrection on the United Kingdom mainland is said to have been in 
1839 when 7,000 miners descended on the Monmouthshire town of Newport, intending to 
capture it and set off a chain of insurrections in Birmingham and other towns. It was a 
miserable failure. Bristling with arms which they had made themselves in secret workshops, the 
7,000 revolutionaries cornered some 35 soldiers and a number of special constables in the 
Westgate Hotel in Newport. They succeeded in wounding the mayor of Newport and a sergeant, 
but when the military returned fire they fled like hares, leaving 20 dead and an unknown 
number of wounded. Whilst their working conditions were atrocious it appears from the 
analysis given by Dr Jones[80] that the real reason was revolutionary: they hated the owners, 
their managers and the police force. 

The picture that we are given of the South Wales coal and iron fields at that time is of an 
area given over to lawlessness, drunkenness, criminality and every kind of violence. Violence 
was an essential part of any wage bargaining and the main instrument of organised labour was 
a secret terrorist organisation. Any miner who worked during a strike would be beaten to within 
an inch of his life and his house would be burned down. It was an early taste of what is now 
called "workers' power". Violence, of course, was a significant feature of the miners' strike we 
are now discussing. 

The next major issue involving the miners came in 1926 when they led a General Strike, but 
that collapsed without achieving anything of significance. It did, however, leave the unions 
bitter and seriously divided, a situation that lasted for a decade or more. Once again, in 1985, 
the miners were isolated in defeat, forced to go back without achieving the objectives for which 
they had fought. 

In the early 1970s, striking miners brought down the Heath government, and flying pickets 
were effective in closing down large areas of industry. Then, Arthur Scargill announced that 
"the working class had only to flex its muscles and it could bring governments, employers and 
society to a complete standstill"[81]. But conditions have changed drastically in Britain since 
then. There is now a nationally co-ordinated police force, whose components, whilst retaining 
their individuality, can rapidly reinforce each other to deal with mass picketing wherever or 
whenever it occurs. In place of high employment there was high unemployment. This largely 
explains the reluctance of the other unions to support the miners with anything more than 
words. Also, whilst there was a massive energy shortage in the 1970s, the 1980s witnessed the 
biggest energy surplus of the century. Coal in abundance could be bought at less than half the 
cost to mine it in Britain. 

With the unions weak, with picketing under control, with fuel available, either by changing to 
oil or moving the massive stocks of coal already above ground, there never was a point at 
which the Government had seriously to consider cutting electricity supplies to industry or the 
home. So the strike failed. 

The reactions and statements of the various leaders of the miners as the strike was drawing to 
a close are an interesting commentary on human nature. For instance, on the day that some 
3,800 miners went back to work, one headline ran: "And Arthur Scargil still calls it a 
flop!"[32]. When the coalfield delegates decided by a majority vote (98 to 91) to return to work, 
Arthur Scargill came out of the meeting saying: "Not a defeat for me"[83]. He said he felt 
terrific, and listed the strike's achievements: withdrawal of the plan to close five pits and put 
them in the new colliery review procedure, the Coal Board's failure to implement its 1984-85 pit 
closure programme and the mobilisation of the entire NUM including the "magnificent women's 
support groups". 

The majority of the miners still on strike went back to work on Tuesday 5 March, after a 
year of strike action, many walking in procession led by bands and lodge banners. To quote: 
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COPING WITH DEADLOCK AND CONFLICT 

They went back with banners flying, putting on a brave face for the watching world. For many miners, 
their year-long war of attrition ended in an almost carnival atmosphere, marching to work with local 
bands, amid cheering crowds. 

But the news had been relegated to page two and the headline ran: "Hiding Defeat on the Bitter 
Road Back". 

CONFLICTS OVER WATER TECHNOLOGY 
We have just considered in detail a conflict that arose over coal mining. Water is another essential 
commodity: it is indeed a basic necessity of life. We can therefore expect that over such an 
essential commodity there is likely to be much conflict, and this had indeed been the case. Conflict 
has arisen not only nationally, but internationally. Considering first the problems that arise 
nationally, the role of both the manager and the engineer can be significant. A conference on legal 
institutional finance and the environmental aspects of water issues considered the resolution of 
conflicts in this area using negotiation[85]. The working group that was set up focused on the role 
of engineers, and particularly civil engineers, in the public policy decision-making process, with 
special reference to the resolution of disputes. Three major areas were addressed: 

(1) The role of the engineer in public policy decision making amidst conflict. 
(2) Design of the conflict management process. 
(3) The need to recognise a new dimension for engineers in public policy, decision making and 

conflict management. 
The report presents a wide variety of dispute resolution and conflict management techniques that 
have been used to resolve public policy issues, and the relevant references are given. 

The conference mentioned above is only one of many that have taken place in the United States 
in an endeavour to resolve the conflicts that arise in relation to the use of water. A conference at 
Santa Barbara, California, had three very interesting papers on this subject[86,87,88]. Generally, 
water disputes have had very long time horizons and very long negative histories. It seems that a 
new decision-making process is required, using some form of negotiation that will follow the 
discussions. The problem was to arrive at constructive solutions. The case presented by 
McGarry[88] is of particular interest. The US Army Corps of Engineers made sustained efforts 
over some 20 years to ensure an adequate water supply across the United States, but could not 
gain resolution or agreement. There was always conflict. Then local managers took charge, formed 
political task forces, introduced risk management of drought, and instituted innovative regional 
operating techniques to resolve the stalemate. 

THE ACADEMIC APPROACH 
As usual, the academicians have sought to analyse and develop models in relation to conflict 
situations. Two Dutch researchers started with what is known as the Blake-Mouton grid, where 
compromising is conceptualised as a separate style of conflict management occupying a central 
position among those seeking to achieve avoiding, accommodating, problem solving and 
forcing[89]. This demonstrates that compromising is conceptually closer to problem solving that it 
is to avoiding, accommodating and forcing, regardless of the conflict intensity. These researchers 
reviewed 339 Dutch manual workers and supervisors on 23 construction sites and from each 
project some 20 respondents were selected in order to have as many disciplines and functions 
represented as possible. Their main finding: the social and psychological consequences of compromising 
and problem solving tend to be the same, however different the outward behaviour may be. 

Another study[90] involved a simulation of an original dispute in order to examine the effects of 
in-group co-operation and conflict on subsequent between-group negotiation. The researchers took 
117 undergraduates whom they assigned to 39 three-person same sex groups. It was found that 
groups with internal co-operation were more co-operative, whereas groups with internal conflict 
were more competitive in the subsequent between-group negotiations. It was also found that 
mediators in between-group conflict should foster within-group co-operation prior to between 
group negotiations. 

Once again we wonder where academic research actually takes us and question whether we are 
not just wise using common sense. Conflict is unfortunately a fact of life, and whilst it is possible 
to resolve conflict by compromise and negotiation, this rarely seems successful. In all cases that 
have come before us, the conflict is pursued to the bitter end. Negotiation seems to serve no purpose. 
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JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

9. THINKING, BOTH 
VERTICAL AND LATERAL 

We have maintained and demonstrated that life is full of negotiation and it is clear that 
thinking plays a vital part in all this. Our normal manner of thinking, logical thinking, is what 
is described by the experts as vertical thinking. It is a method of reasoning where one 
conclusion follows logically from another in a sequence. There is another type of thinking 
which is variously called creativity, a sixth sense, or even a "gut feeling". This type of thinking 
has now been formalised and is described as lateral thinking. Numerous books and articles have 
been written on the subject of creativity and creative thinking. Although this type of thinking 
has always been present, one article on the subject dares to describe it as "new" [91]. The 
preface to this particular article says: 

Are you working with only half your brain? Are you interested in releasing some of your innate 
potential? Would you like to be more creative? If so, read on. 

It is certainly true that creativity is available to all of us, but to make it an active part of our 
thinking process we need to do something about it. It is here that De Bono[92,93,94] has proved 
so helpful with his books on lateral thinking and the many seminars he has given. Since lateral 
thinking must undoubtedly be of help in facilitating the negotiating process, it is well worth our 
seeking to assess the way in which it works. 

It seems that our brain functions as two separate hemispheres, with the left-hand part of the 
brain performing logical (or vertical) thinking processes, whilst the right-hand part is said to 
have the intuitive, imaginative and creative (lateral) faculties. Creativity, or lateral thinking, is in 
essence no different to logical, or vertical thinking, in that it is there to be used. The problem is 
that most of us just do not know how to use it. We have no doubt that all our readers will 
have had the experience of a nagging problem which defies solution. Then suddenly the 
solution "flashes" on us when we are not thinking about the problem consciously — often 
overnight. That is creative, or lateral thinking. But how are we going to cultivate the art of 
lateral thinking, so that we can use it consciously when we want it? The Concise Oxford 
Dictionary defines creative thinking as "seeking to solve problems by unorthodox or apparently 
illogical methods", and the concept of "lateral thinking" is credited to De Bono by some 
dictionaries. Lateral thinking, it seems, can often give a new direction by providing a new 
concept, a new approach, for the solving of a problem that seemed insoluble. And it somewhat 
"formalises" creativity, an otherwise chancy process. 

ASSESSING LATERAL THINKING 
Lateral thinking is most difficult to illustrate, so perhaps the best way to demonstrate the way 
in which it works is to relate once again a story De Bono loves to tell in his seminars. This 
concerns a London merchant owing a huge sum to an old and rather ugly money-lender, who 
fancied the merchant's beautiful teenage daughter. In exchange for marriage to the merchant's 
daughter the money-lender was prepared to cancel the debt. Naturally enough, neither the 
merchant nor his daughter found this at all acceptable; indeed, they were horrified by the idea. 
So the money-lender suggested they leave it all to providence. He would put a black and a 
white pebble in an empty bag, and let the girl pick one. If the girl was prepared to choose a 
pebble from the bag, the debt would be cancelled, but if she chose a black pebble she would 
have to marry the money-lender. The money-lender then picked up two pebbles from the path in 
the merchant's garden and put them in a bag, but the sharp-eyed girl noticed that both were 
black. Now what is she to do? The normal logical (vertical thinking) approach to the problem 
seems to offer three choices: 
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THINKING, BOTH VERTICAL AND LATERAL 

(1) Expose the money-lender as a cheat — but then the deal will fall through, and the debt 
will still be there. 

(2) Refuse to take a pebble — but once again the problem of the debt remains. 
(3) Pick a pebble and marry the money-lender, in order to save her father. 

But the girl a has brain-wave (lateral thinking). She picks a pebble, then fumbles a bit and 
drops it on the ground so that it is lost amidst the numerous pebbles on the ground. She says: 
"Oh, how clumsy of me, but never mind. If you look in the bag you will be able to see which 
pebble I took by seeing the colour of the one that is left". Since the remaining pebble is black, 
it must be assumed that the one she chose was white, and the situation is saved. This example 
of lateral thinking shows the way in which an almost impossible situation is converted into one 
that is most advantageous. This is a situation that often arises in negotiation. One often seems 
to be faced with a situation where negotiation becomes bogged down and seems to reach a 
point of no return. But lateral thinking — a moment of inspiration — can then save the day. 
The situation has to be looked at afresh, and lateral thinking is the way in which to achieve 
this. We think it is essential to emphasise this concept of "lateral thinking" in relation to 
negotiation, since if negotiation is to be successful those involved must "get out of the rut" so 
far as their treatment of the problems they have to deal with are concerned. An imaginative 
approach needs to be strongly encouraged. 

The short story we have told as illustrative of lateral thinking shows how it is possible to "go 
off at a tangent" in terms of the assessment of a problem. Once the problem has been 
approached from an entirely different and unexpected angle the solution may well seem to be 
obvious, and even easy. One is likely to say: "How stupid of me not to have thought of that 
before!". But such an approach demands a different style of thinking, and that is not easy. 
When one is negotiating, lateral thinking helps one to see the same things in a different 
perspective, whereby one generates fresh, creative ideas. But we have to be very clear as to the 
precise nature of lateral thinking if we are to employ it effectively. The final approach of the 
girl in our story to the problem of the pebble may well seem, in retrospect, to be an example of 
logical, or vertical thinking, but it is not. Logical thinking could not have led to the simple yet 
clever solution finally arrived at by the girl. She had to get away from the problem and look at 
this difficult situation with fresh eyes. 

RESOLVING CONFLICTS 
Lateral thinking can be particularly helpful in resolving conflicts, as indeed our story of the 
merchant and the money-lender demonstrates. Negotiation can often lead to conflict, and in the 
normal course, where the parties are bogged down in logical, or vertical thinking, a stalemate 
develops. Each party then holds to its ground and there is no meeting of minds. This is when a 
fresh approach, involving lateral thinking, is called for, and quite obviously the party who has 
the "bright idea" is going to succeed in the negotiation. The great expounder of the concept of 
lateral thinking, De Bono, has devoted a book[93] to the subject of conflict and its resolution. 
The jacket banner epitomises this subject thus: 

A better way to resolve conflicts. . .the usual negotiating methods in the West are compromise and 
consensus. Compromise suggests that both sides give up something in order to gain something. 
Consensus means staying with that part of the proposal on which everyone is agreed — the lowest 
common demominator. Edward de Bono's approach involves making a map of the conflict "terrain" 
and then using lateral thinking to generate alternative solutions. 

Conflicts will never be solved by using a method of thinking which in itself involves conflict: 
the concept of us versus you. As De Bono points out, normal negotiating procedures usually 
involve either compromise or consensus, or both, but what is required is the creation of 
elements in the situation which were not there initially, through design and creative thinking. 
The concept of design in this context is based mainly on lateral thinking, which leads to 
practical proposals and a positive result. De Bono calls for a joint effort on the part of the 
participants in order to resolve conflicts, the steps he suggests being: 

• Map the "terrain", highlighting areas of interest, benefit, value and principle. 
• Evolve a design based on creative or lateral thinking, keeping oneself detached from the 

conflict situation. This is difficult but it can be done. 
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JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

• A third party can be involved with great benefit, since it is extremely difficult, if not 
impossible, for the parties directly involved to be detached in their thinking. 

With respect to the "third party", De Bono suggests the creation of a new supranational 
organisation for this purpose. The need for a technique such as he contemplates is well 
illustrated by considering what happened in the Falklands War, the British Coal Strike and with 
the problem of the American hostages in Iran. The very heavy cost of these events was a result 
of an outdated style of thinking based largely on the dialectic of the ancient Greeks. Third-
party intervention might well have resolved these conflicts very rapidly. Judging by these recent 
experiences, we do not seem to have made much progress in negotiation over the centuries, and 
have even failed to learn the very valuable lessons that history has to offer us. This failure to 
learn the lessons is undoubtedly due to our failure to listen attentively enough: a failure which 
we have just demonstrated, but which can be remedied. 

There are broadly three routes that can be followed when it is desired to resolve a conflict in 
negotiation: 

(1) Fight and/or litigate 
(2) Negotiate and bargain 
(3) Design a way out. 

The first two approaches to the problem involve what is called "conflict thinking", and they are 
rarely successful. It then becomes necessary to have recourse to the "design" type of thinking 
which demands a creative input. In order to design a way out a third party has to be involved 
in addition to the two disputant parties. Being detached and not directly concerned with the 
issue, the third party can look at the problem afresh and can take an impartial view. The fact 
that the negotiation has reached this stage is of course a demonstration that the two disputant 
parties involved cannot be objective enough to resolve by themselves the matter to the 
satisfaction of both. So the third party is called in. This third party is neither judge nor 
negotiator, but should act as a creative designer, seeking to evolve what we might call 
"triangular thinking". At the present time, there is no organisation to which one can turn for 
such a third party, but a new organisation, SITO (Supranatural Independent Thinking Role), 
has been proposed to cover the situation. 

Such is the power of ideas in the resolution of conflicts that the first two routes outlined 
above are, in the words of De Bono, "crude and primitive, inadequate and costly, dangerous 
and destructive". In his judgement these two methods will never suffice to resolve conflict 
properly, even with the best will in the world. This means that a really fundamental shift in our 
approach to the resolution of conflict in negotiation is called for, and it is this that the use of 
lateral thinking, via a third party, can provide. The normal thinking approach, based on 
language logic and developing a series of contradictions, is tantamount to applying conflict to 
the resolution of conflict: a hopeless approach. 

Known to invent words to suit his needs, De Bono has formed two new words in this present 
context. In order to introduce them De Bono first of all defines conflict itself: 

Conflict: An existing clash of interests, values, actions or directions, alternatively a potential conflict. 
Then his two new words: 

Confliction: The process of setting up, promoting, encouraging or even designing conflict: the actual 
effort put into creating a conflict: a deliberate process to stimulate conflict. 
De-confliction: It is the opposite of confliction, and describes the designing away of a conflict. It is 
not negotiation or bargaining or even resolution of conflict: rather it is the effort required to evaporate 
a conflict or demolish it. 

We are not concerned at this time as to the reason why anybody would want to create conflict: 
the motives can be many and various. What is true is that all conflict can be seen as 
competition. The two parties desire different ends and this results in conflict. In the process, 
the real purpose of the competition is usually forgotten, and the conflict itself, which was 
merely the means to an end, becomes an end in itself. In the pursuit of the conflict it often 
happens that the object of the competition is destroyed, which is of course self-defeating. It is 
possible to achieve the ends desired that create competition, and hence conflict, by other means, 
such as SITO, as outlined above. 
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THINKING, BOTH VERTICAL AND LATERAL 

The main function of SITO must be to direct thinking to conflict resolution. It would not 
seek to provide instant solutions to problems, but it could help to provide a way to focus 
creative and design thinking on such problems. De Bono proposes the creation of an 
international organisation to meet this need, but that seems a long way off. The setting up of 
an organisation such as SITO demands vision, courage and resolution. It may well be the only 
way to resolve conflicts without fighting or litigation, but it is an answer that requires a fresh 
approach to the problem. 

BEYOND YES AND NO 
De Bono has written yet another book in the broad area of lateral thinking to which we should 
perhaps refer, PO: Beyond Yes and No[95]. This introduces us to yet another word invented by 
him. Why he has created this new word is explained by him thus: 

NO is the basic tool of the logic system. YES is the basic tool of the belief system. PO is the basic 
tool of the creative system.. .PO crystallizes the amorphous attitudes and particular processes of 
lateral thinking into a symbol that can be used directly as a tool.. .PO can stand on its own. . .[the] 
traditional yes/no thinking system is immensely effective in the second stage of thinking: that is in 
making the best use of fixed ideas. Unfortunately the system is not much use in the first stage of 
thinking: that is the perception stage which involves creating new ideas and new ways of looking at 
things. 

The immediate benefit of this concept seems to be that we are brought to realise that there are 
more answers to a problem than just "yes" and "no". This is very important when we come to 
negotiate: we need, whilst negotiating, to seek a creative answer which gets round the mental 
block that so often occurs. 
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JMP 6,4 
NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

10. REACHING A 
SUCCESSFUL CONCLUSION 

Having come to the end of this monograph, it is time to look once more at what we might call 
our "route map". We should review and reinforce some of the fundamental aspects of 
negotiation with which we have dealt during the course of our study. 

KEEP THINGS MOVING 
In saying "keep things moving" we take a basic concept from the techniques of sales and 
marketing, as is well demonstrated in mass media advertising. It is said that the secret of 
success with TV advertising is to keep the viewers attentive, curious and involved, so that they 
remember the product names and fill in blanks. For instance, when a particular advertisement 
appears, they can fill in the blank "Have you driven a — lately?" The secret is to allow the 
viewers to achieve "closure". The same approach should be used and should be successful in 
negotiation. Closure is defined by Harry Woodward of Wilson Learning[96] as: 

The process of mentally adding something that is missing; creating a whole from a series of parts; 
making a connection between things that may seem unrelated. 

Good negotiators will always leave out some information, so that the other party has the 
opportunity to "close", or solve the key points for themselves. Six major closure techniques, all 
particularly relative to "win-win" negotiation, are: 

• Ask questions: this gets immediate attention and also stimulates people's curiosity and 
mental ability. 

• Use embedded messages: the embedded message without narration can be effective in 
stimulating the mental process since it has a subliminal effect and thus helps to get the 
message across. 

• Use analogous images: a picture is worth a thousand words, and it helps makes ideas 
connect with one another, so ensuring a better understanding of the point being made. 

• Word play, such as puns, can stimulate a person's attention, curiosity and amusement. 
Twisted words can also help towards effective negotiation. 

• Use of incongruous surprises: this keeps a person's attention longer, thus resulting in 
better appreciation of the idea one wishes to get over. 

• Create opportunities for filling in "blanks": this sustains the interest of those with whom 
you are dealing. 

Just as golfers use different clubs for different situations encountered during the course of play, 
so one or more of the techniques outlined above can be used during the course of negotiation 
to achieve the end in view: the agreement and co-operation of the other party. 

MANAGING AND WINNING 
There is no doubt that the trick to successful negotiation lies in the closing stages, the objective 
being to influence the other party to see things as you see them. This concept comes from the 
advertising world, but is of real value when negotiating. It is therefore very necessary during 
negotiation to listen actively, ask open-ended questions, summarise what has been happening, 
and set clear mutual goals. Those who design programmes to influence people effectively 
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REACHING A SUCCESSFUL CONCLUSION 

differentiate very clearly between manipulation, which is seen as a covert approach, with a hidden 
agenda, and exerting influence, which is a high integrity process that can lead to outcomes to 
which both parties can feel committed. 

It should be realised that it is fundamental to effective negotiation that you succeed in 
influencing the other party to think as you think. This is the route to agreement. But how does 
one exert effective influence? There has to be versatility in thinking and behaviour, an approach 
that will establish a trusting relationship, and the adoption of a positive, confident and constructive 
stance. There is also a need for intensive preparation, so that one has detailed knowledge of the 
subject matter, and awareness of the developing stages in the negotiation. So far as possible, one 
must "stage manage" the process of negotiation in order to establish and maintain rapport and 
mutual agreement on the outcome, by setting realistic, clear and acceptable goals. In preparing for 
negotiation it then becomes necessary to consider which aspect of the many we have mentioned is 
likely to allow you to influence the other party in the specific situation in which you are placed. It 
can never be appropriate to seek to adopt all of the many techniques outlined: rather select one or 
two relevant to the specific situation facing you and concentrate on them. In due course, this type 
of approach may well become second nature, thus ensuring that you can always reach a "win-win" 
situation in negotiation. 

Of course, an effective closing procedure is not likely just on its own to bring success. All the 
relevant advice in relation to the handling of negotiation also needs to be kept in mind from the 
start. A detailed guide has been provided by Kennedy[49], a veteran noted for conducting 
successful seminars on the way to win in negotiation. We have referred to his eight-point 
framework for managing negotiation earlier, and to read his book is a good beginning, even 
though reading about a skill is by no means the same as practising it. As Kennedy points out, the 
four main phases in negotiation are: prepare by knowing your business, listen to the arguments, 
make conditional proposals, and bargain. Work on this format, and build on it as your confidence 
grows. This should result in your getting better deals than normal, and also some deals which 
would normally deadlock. 

We have mentioned the eight steps towards successful negotiation set out by Kennedy. 
Gallant[97] proposes another, somewhat different, eight steps, which he claims give the winning 
edge in negotiation. These are: 

(1) Establish a win-win approach. 
(2) Focus on key objectives that you need to achieve. 
(3) Look for home court advantage. 
(4) Do your homework well. 
(5) Plan ahead, like a chess player. 
(6) Be tough, but honest. 
(7) Build a strong tradition of trust, respect and creativity. 
(8) Live up to the agreement. 

He recommends that the negotiator emphasises the common benefits and value of teamwork 
agreement, aiming for a "win-win" situation. It is clear that a "winner takes all" result is seldom 
beneficial, especially in the long run. The illustration is quoted of a young engineer in the 
maintenance department who noticed that a production unit seldom asked for help until something 
broke down. Then they always blamed the maintenance department. The maintenance engineer 
sought to set the right tone with the plant engineer by asking: "We're obviously doing a poor job 
of helping you keep the plant equipment in good condition. What are we doing wrong?". 

The plant engineer carried on about poor maintenance for the next couple of hours, the maintenance 
engineer never defending his position, but simply asking how the problem could be solved. The discussion 
then turned to how the two departments could work together. A specific maintenance problem was also 
solved. Soon the two had developed an excellent working relationship. That is indeed the way it 
should go, and it is the way it will go if the proper positive responses are made. 

RESOLVING CONFLICT 
It seems that the scientific method is our best hope if we wish to analyse the roots of conflict and find 
ways of resolving it. The science of human relations is growing fast and has provided three useful tools: 
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NEGOTIATION: AN ESSENTIAL MANAGEMENT SKILL 

• The study of group dynamics 
• The study of semantics 
• The culture concept, borrowed from anthropology. 

The last one, though complex, is perhaps the most fruitful of them all. It provides useful clues 
not only on how to get along with neighbours but on how to come to terms with members of 
what can be termed the "out group", the "foreigners" whose words and whose habits so often 
repel and even infuriate us. The morning papers, for instance, present us with an interesting 
contrast. They are full of scores of conflicts and fights occurring all over the world. Yet how 
did they reach us? Only by the close co-operation of hundreds of writers, editors, compositors, 
drivers, postal clerks and others who have worked together in harmony. 

Group dynamics demonstrates concepts that have been embodied in sayings such as "two 
heads are better than one" and "many hands make light work". When a number of individuals 
combine for a common purpose, new patterns of activity arise from their interactions. Even 
learning is easier and better in a group. This is particularly true of activities such as skiing, 
music and languages. A PhD group thesis turned out to be far better than any one of those the 
members of the group had produced, but so far there is no rule whereby awards can be made 
in such cases. It is clear that far more energy is released when there is group action: the 
members of the group stimulate one another. Perhaps with many of us, most of our potential is 
hidden, and will remain hidden unless we can become an active member of a group or team. It 
is generally recognised that: 

• all human behaviour is directed towards the satisfaction of its needs; 
• most human needs are satisfied through interaction with other people. 

Effective listening, to which we have devoted a whole chapter, is also fundamental to good 
human relations. If people stop listening, then it is useless to talk. It is very necessary to 
concentrate on what is being said, rather than on who is saying it. Listening clinics, a group 
activity, can be very valuable in improving listening. One member reads, the others listen and at 
the end summarise what they have heard. This not only develops listening ability, but develops 
group dynamics by group study. 

When we consider the basic approach to resolving conflicts and reaching agreement, there are 
said to be five principles: 

(1) Participation 
(2) Use group energy 
(3) Clear communication lines 
(4) Get the facts first 
(5) Agreement is much easier when people feel secure. 

People have much more ability and constructive energy in them than usually is used. Greatness 
lies in the strength of the whole society and its capacity to adjust to changes, external and 
internal. Social science now makes plain the futility of struggling to beat society, but at the 
same time we must realise that individuals are unique. This concept enables us to respect the 
contribution of others, helping us to appreciate what pooled experience can achieve in the 
solving of problems. We need to be prepared to come to terms with our fellows, and to 
recognise our interdependance in relation to one another. Recognition and acceptance of these 
underlying principles will undoubtedly be of help in eliminating conflict and reaching 
agreement, the basic objective of all negotiation. Herein lies the secret of good human relations 
and the "win-win" type of negotiation. 

HOW TO REACH AGREEMENT 
As we have said before, there have been hundreds of books written on the subject of 
negotiation. We have sought to distil some of the wisdom from these, quoting the relevant 
books in the references when appropriate. We do not expect our readers to look up these 
references, except when a particular aspect of the subject is of direct relevance to them. There 
are, however, two books[98,99], published some 40 years ago, going to the root of our subject. 
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REACHING A SUCCESSFUL CONCLUSION 

Yet neither book has the word "negotiation" in its title, although the sub-titles to both books 
refer to "human relations". We consider the second of these two books so basic to our present 
subject that we have provided a summary of it, considering this to be a fitting end to the 
subject of negotiation. 

The background concept to these books is summed up in a quotation the authors make from 
Bertrand Russell: 

The day will come. . .when the human race will allow itself to be happy and will decide to have done 
with outworn enmities... We ought to feel a new sense of human power, of capacity to master a 
reluctant environment, and to learn the difficult art of living together in the same world without 
mutual hatreds. 

But we believe, and present developments in the world demonstrate this, that this is but a 
dream. It may never happen, and negotiation, with all its conflicts, seems to be a continuing, 
necessary evil. The authors see various levels of conflict, and suggest routes to peace, with the 
use of conciliators and arbitrators. Their second book, Roads to Agreement[99], is a sequel to 
an earlier work, The Proper Study of Mankind[98]. Anthropologists, sociologists, pyschologists 
and semanticists are all said to be actively trying to find the basic principles of human relations 
whereby people get along together, and of course this is fundamental to the art of negotiation. 
They quote semantics, since this aims at analysing and preventing linguistic misunderstandings, 
thus promoting agreement. Indeed, the whole book deals with the science and art of agreement, 
which it is believed is destined to become increasingly important, reliable and more generally 
available. The book may well be described as an experiment in integration: it is perhaps the 
first attempt to integrate techniques of agreement from widely distant sources, to serve as a 
useful map for the future. It is an exploratory work, not a handbook, but nevertheless the 
concepts it presents are of extreme interest to all involved in negotiation. After all, is not the 
essence of all negotiation to reach agreement? 

There was an interesting survey made, seeking an answer to the question: Why send children 
to high school? The top two answers were: 

(1) To get them ready for a job. 
(2) To teach them to get along better with people. 

It is surprising that so many should see the second answer as a desirable objective of schooling: 
it is indeed the theme of the books we are reviewing. The key objective is indeed to teach us to 
get along better with people, the end result of a series of "win-win" type negotiations. 

THE VIRTUE OF SILENCE 
An interesting example quoted by the authors is the case of the Society of Friends, or Quakers 
as they are more generally known. In this society, whenever there is a division of view among 
members, a period of silence is declared. If the division persists, the meeting is postponed. No 
vote is ever taken, all decisions being unanimous. This has kept the society away from the 
wrangles, the bitterness, the recriminations, the splits between minorities and majorities that 
beset most groups. This approach may not seem relevant to current business negotiations but it 
does demonstrate a constructive route to peace. The Quakers have certainly demonstrated to the 
world the way in which to settle a problem, so that it will stay settled and be settled right. For 
them, of course, the term "right" has a special significance. This offers certain very valuable 
principles, such as seeking unanimous decisions, instituting silent periods in the event of a clash 
of opinions, and establishing a moratorium, a very good cooling-off technique. They also seek 
for universal participation, with the objective of pooling knowledge and experience, and exhort 
one another to "learn to listen": they are required to "hear with attentive and tolerant minds". 
There is an absence of leaders, and nobody outranks anybody. They keep meetings small, and 
their motto is: "When in doubt, wait!" This is in sharp contrast to the general American 
attitude: "When in doubt, act!" 

There is indeed great virtue in silence and a unanimous decision. In February 1950 a regional 
conference of 55 non-governmental bodies met in Bangkok and resolved to recognise the value 
of periods of silence as a spiritual force in the solution of controversial issues. The General 
Assembly of the United Nations also favours a short period of silence to begin its sessions. 
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Some company boards (e.g. Standard Oil Company of New Jersey) start their board meetings 
with a short period of silence and are also trying to practise the rule of unanimity. In a case of 
disagreement, as for example over a decision to build a new refinery, the technocrats are asked 
to make a presentation, the board listens, and then seeks to reach a final unanimous decision. 
Other typical examples of this approach are to be found, for instance, in the Navaho 
community, where they will discuss a matter for a whole day, and once finally settled, the 
matter stays settled. The councils of elders in the Solomon Islands also come to unanimous 
agreement. Thus it will be seen that the concept of unanimity seems to be gaining acceptance, 
and we ought to seek to practise it whenever possible. 
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