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SYLLABUS
Conflict Management and Negotiation Skills
Objectives: To enhance and improve the techniques and skills in conflict management; To manage interpersonal disputes
among parties; To understand and acquire different negotiation skills.
Sr. No.
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1.

Conflict: Different thoughts on conflict, Constructive and Destructive Conflict, Conflict, Chaos and
complexity theories, Systems approach to conflict Diagnosis. Managing, using, resolving conflict through
negotiation.

2.

Personality: Facets of Personality and its impact on Negotiation Approach and Temperament. Selfmonitoring, competitiveness and type A and type B personality, Jungian personality preferences, Four main
alternative Preferences and Temperaments. Mental Mechanisms: Major and Minor mental mechanisms

3.

Negotiation: All Human Interaction is Negotiation, Negotiation and its components, Personal nature of
Negotiation, Conscious and Unconscious determinants of Negotiation performance, Rules of Negotiation,
Negotiation process and preparation, Team negotiation

4.

Negotiation Style: Four major Negotiation Styles (Avoidance, Competitive, Compromising and
Collaborative), choosing the appropriate style, Alternative styles, strategies and techniques of negotiation

5.

Understanding the importance of perception, power, communication and leadership and public relations in
negotiation. Principles of persuasion, Third party intervention.

6.

Distributive Bargaining: Classical distributive bargaining, Opening offers, Role of norms, Counteroffers.

7.

Integrative Bargaining: Integrative versus Distributive Bargaining, The Categorization Method, Interested
based Bargaining.

8.

Gaining leverage through power and persuasion: leveraging power from your BATNA (Best Alternative To a
Negotiated Agreement), leveraging the sources of power, leveraging power through persuasion, leverage
power through pressure tactics.

9.

Ethics, fairness, and trust in negotiation: Ethics - values and behaviours in negotiations, Fairness substantive and procedural fairness in negotiation, appropriate or inappropriate negotiating tactics, Trust –
bases and relationship in negotiating trust, trust and distrust, establishing trust.

10.

Closing the Deal and Post Negotiation Evaluation: agreement template, closing stage, moving past
statement and building a relationship.
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Objectives
After studying this unit, you will be able to:


Define and explain the different thoughts on conflict



Discuss about constructive and Destructive Conflict



State the systems approach to conflict Diagnosis



Discuss chaos and complexity theories



Describe and manage conflict

Introduction
Conflict is inevitable and universal phenomenon of our individual, team & organizational life.
Life is a never ending saga of conflict. Remember the time when you were a small child and had
to choose between a tricycle and a cricket set or say, a set of dolls and a new frock for a birthday
present. That was probably your first exposure to a conflict situation. Of course, this is a simplistic
example of a conflict, but has life been the same since? Probably not. Think back and recall how
each succeeding conflict in your life over the years has been increasingly complex.
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Notes

Conflict has occupied the thinking of man more than any other theme. It has always been
widespread in society but in recent year it has generated a lot of interest and has become the
focus of research and study. We are living in the age of conflict. Everyday the choices available
to us regarding any decision are increasing in number. You may have wanted to become a
manager, an entrepreneur or a computer scientist. On the other hand, your father might have
wanted you to become a doctor, a lawyer or a chartered accountant. Thus you faced a conflict not
only at an intrapersonal level, in terms of the various choices confronting you, but also at an
interpersonal level- your choice vs. your father’s choice of a career for you.
Management today is faced with the awesome responsibility of ensuring optimum level of
growth and productivity in an environment that is full of conflicting situations. A survey suggests
that the modern man spends over 20 per cent of his time handling one form of conflict or the
other. Top and middle level managers in the same survey have pointed out the importance of
conflict management skills. We hope that the knowledge you will gain from this unit will equip
you better to manage conflict situations more deeply at your workplace.

1.1 Conflict is Everywhere
Conflict is not confined at the individual level alone but is manifesting itself more and more in
organizations. Employees have become more vociferous in their demands for a better deal.
Various departments in an organization face a situation full of conflicts due to a number of
reasons like goal diversity, scarcity or resources or task over-dependence etc.
From organizations that are divided by their strategies and roles to local communities that are
divided by race, economics, religion, or politics; from homes torn apart by chronic feuds between
parents and children, siblings, or in-laws to countries that are torn apart by civil strife. At a
superficial level, conflicts can be categorized into ‘hot’ (strong emotions, loud voices, visible
tension) and cold (suppressed emotions, tense silence, invisible stress). Although hot and cold
conflicts are as different as summer and winter, they both have destructive consequences if
handled poorly. They produce chronic inefficiency in our organizations, strife in our
communities, and turmoil in our lives. Even if we went to live alone, like a hermit on a mountain
top in total self-sufficiency, we would still carry in our memory all the previous experiences of
conflict.
These conflicts are real. They are unavoidable. And they are not going away. So the question
each of us faces is, “How to deal with it?” In our day-to-day life conflicts are only increasing and
becoming more complex and intractable.
Just as differences are deepening in the communities where we live, so they are in the
organizations where we work. Today more than sixty-three thousand trans-national companies
operate globally with over eight hundred thousand subsidiaries spanning the planet. They
employ more than 90 million people and produce 25 per cent of the world’s Gross National
Product (GNP). Unlike forty years ago, when 60 per cent of the world’s top global companies
were American, now only a third is. In less than a generation, the number of business people
working across geographic borders has skyrocketed.
“The borders are coming down,” In Unipolar globe “It’s an irreversible trend, whether they are
tariff borders, monetary borders, political borders, ethnic borders – they are coming down.”
And as the world is changing, leadership must change too.
But these differences between nations and cultures are only one part of the picture. For many
leaders today, the more immediate challenge is the differences within their own organizations.
Gone are the days when senior executives in the private sector were responsible to a wide range
of stakeholders who are often scattered all over the world. They are juggling cross-border
consistencies including employees, multiple suppliers, customers, governments (with different
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regulatory system), relevant NGOs (environmental, worker’s rights, human rights, etc.), and
more. Effective leaders today must develop the skills for turning these differences into
opportunities – or they simply won’t succeed.

Notes

Leaders who can traverse divisive boundaries have always been vital to civilization, but today
the need for this leadership capacity is even more urgent and widespread. Leading as if the
world stops at the edge of one’s tribe, religion, nation, or corporation has become impractical,
and often impossible. We simply cannot manage a whole company, a whole community and
certainly not a whole planet – with leaders who identify only with one part. Instead, more often
than ever before, we need boundary- crossing leaders who can help the parts work together to
strengthen the whole.
“Leading through conflict” involves facing differences honestly and creatively, understanding
their full complexity and scope, and enabling those involved to move towards original solutions.
Such leadership requires going beyond the powerful, primordial responses to difference that
result in an “us vs them” mentality. It requires capacities that such bear both personal and
professional skills that turn serious conflicts into rewarding opportunities for collaboration and
innovation.
Following are the vital tools of the mediator:
1.

Integral vision: committing ourselves to hold all sides of the conflict, in all their complexity,
in our minds – and in our hearts.

2.

System thinking: identifying all (or as many as possible) of the significant elements related
to the conflict situation and understanding the relationships between these elements.

3.

Presence: applying all our mental, emotional, and spiritual resources to witnessing the
conflict of which we are now a part.

4.

Inquiry: asking questions that elicit essential information about the conflict that is necessary
for its transformation.

5.

Conscious conversation: becoming aware of our full range of choices about how we speak
and listen.

6.

Dialogue: communicating in order to catalyze the human capacity for bridging and
innovation.

7.

Bridging: building partnerships and alliances that cross the borders that divide an
organization or a community.

8.

Innovation: fostering social or entrepreneurial breakthroughs that create new options for
moving through conflicts.

Through interviews with scores of leaders around the world, it is established how they have
transformed – not just managed, settled, contained, or resolved – some of the most challenging,
intractable conflicts of our time. Transformation means that the conflict is neither superficially
‘settled’ with a quick compromise nor temporarily “fixed.” It means that the stakeholders go
through a process of change that raises the dynamics of the conflict to another level.
Transformation requires us to “wake up” out of vengeance and numbness. It challenges us to
stand up and defend these life-affirming values – not to hurt but to heal; not for victory but for
justice; not for our rights but for the rights of all; not just for our “side” but for the whole of
which we are only a small and fragile part.
As our world grows smaller, opportunities for conflict multiply. Ethnic, religious, political and
personal differences drive people apart in organizations and institutions of all kinds – with
potentially disastrous consequences. It’s the task of effective leaders with mediator skills to
bring people together again.
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Notes
Did u know? The word “negotiation” originated from the Latin expression, “negotiatus”,
past participle of negotiare which means “to carry on business”. “Negotium” means
literally “not leisure”.

Self Assessment
Fill in the blanks:
1.

.............................. is inevitable and universal phenomenon of our individual, team &
organizational life.

2.

Conflict is not confined at the individual level alone but is manifesting itself more and
more in ...................................

3.

................................... requires us to “wake up” out of vengeance and numbness.

4.

Conflict can be defined in many ways and can be considered as an expression of
...................................

5.

Conflict is not ....................................... at the individual level alone but is manifesting itself
more and more in organizations.

1.2 Different Thoughts on Conflict
Conflict can be defined in many ways and can be considered as an expression of hostility,
negative attitudes, antagonism, aggression, rivalry and misunderstanding. It is also associated
with situations that involve contradictory or irreconcilable interests between two opposing
groups. A few definitions of conflict are as given below:
In simple terms, “conflict is a situation in which two people cannot agree on the actions that one
person takes or that he or she doesn’t want the other to take”.
Follett defines conflict as, “the appearance of difference – difference of opinions, of interests.”
Chung & Megginson define conflict as, “the struggle between incompatible or struggling needs,
wishes, ideas, interests or people. Conflict arises when individuals or groups encounter goals
that both parties cannot obtain satisfactorily.”
According to David L. Austin, “It can be defined as a disagreement between two or more
individuals or groups, with each individual or group trying to gain acceptance of its views or
objectives over others.”
Louis R. Pondy has given a very comprehensive definition of conflict. According to him, the
term conflict is used in four ways in the literature to describe:
1.

Antecedent conditions of conflictful behaviour such as scarcity of resources or policy
differences.

2.

Effective states of individuals involved such as stress, tension, hostility, anxiety etc.

3.

Cognitive state of individuals, that is their perception or awareness of conflictful situation,
and

4.

Conflictful behaviour ranging from passive resistance to over aggression.

The common theme in all definitions are two or more competing goals, ideas, attitudes, behaviors
of one or more parties are perceived in disagreement and feeling of aversely affected interests.
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Taking these points, let us define conflict as a process where one party perceives that another
party has adversely affected or has tried to affect adversely something that the first party values.

Notes

This definition is quite broad and can explain all the interpersonal, intergroup, and inter
organizational conflicts. For example, conflicts of egos between two colleagues can be explained
in terms of the process where Colleague A values his self respect. Colleague B says something
which is derogatory for A, then A perceives that B has adversely affected (by derogatory remarks)
something that the first party values (Ego/self respect). Similarly, inter group situation, if
another colleague from different department has persuaded the CEO to divert the portion of
budget from your department to his conflict situation arises. In this situation the act of persuading
the CEO divert the portion of the budget of your department (which you valued) is an adverse
action leading to conflict. Similarly, organizational and societal conflicts can also be explained.
Thus, we can say that fighting, hostility & controversy, all of which can be called conflict, are
nearly everyday fare for individuals & groups, although they are not always evident. It is an
absolutely predictable social phenomenon and it should be channeled to useful purpose.


Conflict is universal.



Conflict is inevitable.



Conflict is normal in our life.



Conflict can not be totally eliminated.



All conflicts can be managed/resolved.



Unresolved conflicts do not disappear by themselves.



There can be harmony in conflict—The Gita.

Conflict is an expression of hostility, negative attitude, rivalry, disagreement, incompatibility,
incongruence etc. It is manifested in a fight, collusion, a struggle, a contest, an opposition, a
mental strife, an agony, etc. Further, it is manifested in shouting, insulting, cursing, humiliating,
making accusations, sulking, shedding tears, withdrawal, physical violence, avoidance, taking
revenge, back-stabbing, etc.
Conflict management consists of diagnostic processes, interpersonal styles, negotiation of
strategies, and other interventions that are designed to avoid unnecessary conflict and reduce or
resolve excessive conflict. The ability to understand and correctly diagnose conflict is essential
to managing it. Thus, we can say that conflict is an absolutely predictable social phenomenon
and it should be channeled to useful purpose.

1.2.1 Perception of Conflict
1.

There have been different perception over the role of conflict.

2.

Traditional view: Conflicts are considered bad and required to be avoided.

3.

Human Relations view: Conflicts are bound to be there and management should always
be concerned with avoiding conflicts.

4.

Interactionist view (Modern view): Leader should allow some conflicts to happen in the
group so that the group always remain viable- self-critical and creative.

The Traditional View
According to the traditional view, conflict, by definition, was harmful and was to be avoided.
This view was consistent with the attitudes that prevailed about human behaviour in the 1930s
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and 1940s. Traditionally, conflict was viewed negatively, and it was used synonymously with
such terms as violence, destruction and irrationality. Conflict was seen as a dysfunctional outcome
resulting from poor communication, a lack of openness and trust between people and the
failures of the managers to be responsive to the needs and aspirations of the employees. Conflict
could cause losses in productivity because groups would not cooperate in getting jobs finished
and would not share important information. Too much conflict could also distract managers
from their work and reduce their concentration on the job.
Thus, traditional writers had very conservative views about conflict as they considered it totally
bad and advocated that conflicts must be avoided, with the result that sometimes, there is a
tendency to suppress conflict and push it under the rug. By ignoring the presence of conflict, we
somehow try to wish it away. Both the scientific management approach and the administrative
school of management relied heavily on developing such organizational structures that would
specify task, rules, regulations, procedures and authority relationships so that if a conflict
develops, then these inbuilt rules will identify and correct problems of such conflict. Thus,
through proper management techniques and attention to the causes of conflict it could be
eliminated and organizational performance could be improved.

The Human Relations View
The human relations view dominated the conflict theory from late 1940s through mid-1970s.
According to this view, conflict was a natural occurrence in all groups and organizations. Since
conflict was inevitable, management should accept the conflict. This theory says that conflict is
avoidable by creating an environment of goodwill and trust. But still conflicts are bound to
happen due to differences in opinions, faulty policies and procedures, lack of cooperation,
allocation of resources which will lead to distortion and blockage in communication. Accordingly,
management should always be concerned with avoiding conflict if possible and resolving it
soon in the interests of the organization and the individuals.

The Interactionist View Modern View Point
While the human relations view accepted conflict, the interactionist approach encourages conflict.
This view is based on the belief that conflict is not only a positive force in a group but is also
necessary for a group to perform effectively. According to it, if the group is harmonious, peaceful
and cooperative, it is prone to become static and non-responsive to the needs for change and
innovation. Therefore, the group leader must allow some conflicts to happen in the group so
that the group may remain viable, self-critical and creative.
However, conflicts must be kept under control to avoid their dysfunctional consequences. The
major contribution of the interactionist approach is encouraging group leaders to maintain an
ongoing minimum level of conflict, enough to keep the group progressive and innovative.
Thus, it becomes evident that to say conflict is all good or bad is inappropriate and naïve.
Whether a conflict is good or bad depends on the type of conflict. Specifically, it is necessary to
differentiate between functional and dysfunctional aspects of conflict.

Notes

Understanding The Theory: The “Interest-Based Relational Approach”

The second theory is commonly referred to as the “Interest-Based Relational (IBR)
Approach”. This type of conflict resolution respects individual differences while helping
people avoid becoming too entrenched in a fixed position.
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In resolving conflict using this approach, you follow these rules:


Make sure that good relationships are the first priority: As far as possible, make sure that
you treat the other calmly and that you try to build mutual respect. Do your best to be
courteous to one-another and remain constructive under pressure.



Keep people and problems separate: Recognize that in many cases the other person is not
just “being difficult” – real and valid differences can lie behind conflictive positions. By
separating the problem from the person, real issues can be debated without damaging
working relationships.



Pay attention to the interests that are being presented: By listening carefully you’ll mostlikely understand why the person is adopting his or her position.



Listen first; talk second: To solve a problem effectively you have to understand where the
other person is coming from before defending your own position.



Set out the “Facts”: Agree and establish the objective, observable elements that will have
an impact on the decision.



Explore options together: Be open to the idea that a third position may exist, and that you
can get to this idea jointly.

Notes

By following these rules, you can often keep contentious discussions positive and constructive.
This helps to prevent the antagonism and dislike which so-often causes conflict to spin out of
control.

Task Conduct a debate on following statements and interpret them “Conflict cannot be
suppressed or deferred indefinitely”

Self Assessment
State whether the following statements are True or False:
6.

Functional Conflict supports the goals of group and improves its performance whereas
dysfunctional conflict hinders group performance.

7.

Self-organisation is considered to be one of the hallmarks of a Vertical system.

8.

Lorenz‘s renowned ¯butterfly effect Complex systems are open systems, exchanging energy
and information with their environment

9.

Functional theory is an approach to social life that stresses functional parts working
together for a specific end.

10.

The main reason for intergroup conflict is interdependence among them

1.3 Constructive and Destructive Conflict
Conflict cannot be suppressed or deferred indefinitely. Unsolved conflicts are potent source of
trouble.
Poorly handled conflict saps everyone’s energy, interferes with interpersonal relationships, and
prevents groups from reaching their goals. Handled correctly, however, conflict can yield positive
outcomes, as M. Kennedy (1998) says “When managed correctly, conflict produces the following
results: new ideas for changing organizational processes, solving of continuous problems, a
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chance for workers to expand their capabilities, and the introduction of creativity into thoughts
about organizational problems. Thus, following are the different steps of managing a conflict:
1.

Understanding and Appreciating Conflict

2.

Eliminating and Avoiding Conflict

3.

Reducing Negative Effects of Conflict

4.

Managing Conflicts for positive results - for Individual, Team and Organization.

1.3.1 Functional (Positive) Conflict
It supports the goals of group and improves its performance whereas dysfunctional conflict
hinders group performance.
Positive conflict serves the following functions:
1.

Analytical thinking,

2.

Group cohesiveness,

3.

Competition,

4.

New ideas

5.

Challenge,

6.

Creativity

7.

Stimulation for change,

8.

Identification of weakness,

9.

Awareness,

10.

Quality decisions,

11.

Release of tension etc.

1.3.2 Dysfunctional (Negative) Conflict
It hinders group performance, High employee turnover, tensions, Dissatisfaction, climate of
distress and confrontation. According to one research, the hidden financial cost of an organization
afflicted by conflict – “ it is estimated that over 65 per cent of performance problems result from
strained relationships between employees and not from defects in individual employees’ skill
or motivation”. The cost of this conflict is borne directly by the people within the organization,
in the stress of strained working relationships and any ensuing complaints and grievances. Let
a situation go unchecked and you can add the cost of compensation and terminations.
Positive Consequence
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1.

Lead to new ideas

2.

Stimulates creativity

3.

Motivates change

4.

Promotes organisational vitality

5.

Helps individuals and groups establish identities

6.

Serves as a safety valve to indicate problems.
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Negative Consequences
1.

Diverts energy from work

2.

Threatens psychological well-being

3.

Wastes resources

4.

Creates a negative climate

5.

Breaks down group cohesion

6.

Can increase hostility and aggressive behaviours

Notes In most organizations, conflicts increase as employees assert their demands for an
increased share in organizational rewards, such as position, acknowledgment, appreciation,
monetary benefits and independence. Even management faces conflicts with many forces
from outside the organization, such as government, unions and other coercive groups
which may impose restrictions on managerial activities.

1.4 Chaos and Complexity Theories
Complexity theory in the natural sciences has brought fresh insight into the nature and working
of complex systems and some have hoped that applying this theory to social systems, albeit
necessarily in an adapted form, could be equally revealing and useful. I confess to being among
their number although the degree and extent of the usefulness and applicability of complexity
in these areas is not yet clear to me. I am, however, convinced of the potential to, at the very
least, facilitate a more realistic (i.e. closer to the reality of how the social world works) and open
approach to analysis and action for change. This working paper is an exploration of ideas,
opinions and attempts related to the application of complexity theory to the field of conflict
transformation and some early reflections on these. The term conflict transformation has been
used here to indicate a comprehensive and long term approach to social change in situations of
violent, often intractable conflict. I find the term sufficiently broad to reflect the agenda of peace
research and peace studies in their concern for justice as well as peace and, therefore, reference
will be made to development and aid, security and ecology as being relevant to conflict
transformation processes. I have also drawn on studies from the field of management and
organisational change and military studies. The former as there has already been a relatively
longstanding engagement with complexity theory in this field and also due to the historical
influence between management and conflict resolution, the latter in order to remain open to
insights in processes even where values and methods may be radically opposed.

!
Caution According to experts at Southern Nazarene University, there are five main styles
of conflict management. Some conflicts can be resolved through collaboration, which
occurs when those involved work together to develop solutions. Collaboration typically
occurs when there is a high level of trust and the solutions can satisfy both parties.
Compromising is a method in which both parties agree to make sacrifices that will benefit
the common good. Compromising typically occurs when all parties involved are of an
equal status.
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1.4.1 What is Complexity Theory?
There is no one theory of complexity but rather several theories, or elements of theories, that
have emerged from natural sciences, particularly biology, computer simulation, mathematics,
physics and chemistry. These theories (for ease of reference henceforward referred to here as
complexity theory) represented a recognition of the limitations of the Newtonian, linear scientific
paradigm when applied to complex systems. The dominance of this paradigm had already been
shaken by the discoveries within quantum physics but these had been confined to a particular
scale and the implication has been the Newtonian paradigm holds for most practical purposes.
Jay Lemke describes how our analytic approach developed within the human community,
sharing knowledge across distance and time, until we became seduced by its successes into a
belief in its universal applicability In all this, we have adopted the habit of constructing the
properties of wholes from samplings of their parts. Confined to the human scale in our specific
interactions with the here-and-now, but benefitting from overlaying these with models of the
there-and then, we have had to learn to make sense of higher levels by piecing them together
‘from below’. When this same adaptive strategy was turned to the analysis of levels below us
(anatomical studies, mechanical and chemical theories) we found first that we were well-served
by our technologies (our machines, built by assembling pieces into wholes), and then that we
had to sample still lower levels, where changes happened too quickly for our eyes and where
units were many. But we still thought in terms of aggregation and piecing together, we sampled
and constructed always ‘as if from below’, our ancient phylogenetic trick, for which our symbolic
systems of communication and representation were themselves long adapted. We were, not
very surprisingly, most successful as reductionists. But in order to make the reductionist program
work it was essential that we leave ourselves out of the picture. For once we see our
representations of the levels below as actually models of our human-scale relationships to
phenomena at those levels, then the neat homogeneity of scale that defines the separability of
levels is broken.
Unlike complicated systems, where there may be many interacting elements such as, for example,
wiring in an aircraft, no amount of studying of the parts will allow us to predict what will
happen in the system as a whole. Complicated systems are determined and, with sufficient
effort, knowable. Complex systems by contrast have many interacting agents where the
interaction is unpredictable resulting in surprising outcomes. Clearly this sounds applicable to
social systems and the insights gained through complexity theory in the natural sciences have
been applied to various fields in social science on the basis of this analogy, where theory is
understood as ¯an explanatory framework that helps us understand the behaviour of a complex
social (human) system” (Mitleton-Kelly, 2003 p. 2) Complexity provides an explanatory
framework for:
how individuals and organisations interact, relate and evolve within a larger social ecosystem.
Complexity also explains why interventions may have unanticipated consequences. The intricate
interrelationships of elements within a complex system give rise to multiple chains of
dependencies. Change happens in the context of this intricate intertwining at all scales. We
become aware of change only when a different pattern becomes discernible.
—Mitleton-Kelly, 2007
Before looking at the validity of this translation from natural to social science, and its relevance
for peace and conflict studies, a brief presentation of the characteristics of complex systems is
needed to illustrate their character more clearly.
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1.4.2 Characteristics of Complex Systems

Notes

Self-organisation is considered to be one of the hallmarks of a complex system. Agents interact
within a system without any external governing agency and in the process produce new order.
Lemke reminds us that the self-organisation in such systems is the result of interactions with the
environment, not a purely internal and autonomous process (Lemke, 1993 p. 247). Early work on
self-organisation was influenced by Maturana and Varela‘s research on biological systems
(Maturana, 1980). They coined the term autopoiesis for internal processes in which each component
is involved in the production or transformation of other components and hence the system as a
whole the system reproduces itself The outcomes of such self-organising processes are both
uncertain and irreversible. The second defining characteristic of a complex system is emergence,
a concept familiar from systems theory. Checkland describes emergent properties as the result
of the whole of the system, deriving from its component activities and their structure but,
crucially, unable to be reduced to these Emergent properties, qualities, patterns, or structures,
arise from the interaction of individual elements; they are greater than the sum of the parts and
may be difficult to predict by studying the individual elements. Emergence is the process that
creates new order together with self-organisation. In these processes accidental factors may play
a role with new coupling (to use Maturana‘s term) of reactions occurring in one particular
system but not in another. Random fluctuations, whether internal or external, may also influence
the development of the system through jumps to new states The causal connections in these
systems are nonlinear i.e. not proportional. The conventional scientific paradigm leads us to
expect that a small input will lead to a small output and, correspondingly, a large input will
produce a large output. This proportionality is broken in complex, non-linear systems where
feedback plays a key role in the emergence of new order. Negative feedback plays a regulating
role (as with the thermostat in a heating system) tending to maintain stability in the system.
It is positive feedback that has a reinforcing or amplifying effect. In complex systems that are
operating far from equilibrium there is great sensitivity to perturbations. A related concept,
derived from chaos theory, is that such developments are extremely sensitive to initial conditions
i.e. a slight difference in any aspect of the situation from which such a process begins can result
in widely different trajectories as the difference becomes amplified through positive feedback.
Lorenz‘s renowned ¯butterfly effect Complex systems are open systems, exchanging energy
and information with their environment. The agents in these systems interact in such a way that
they adapt to the behaviour of other agents, who in turn adapt. This adaptation is cause for
further adaptation and so on. Such complex adaptive systems (CAS) are dynamic and interact
also with their environment causing it to change and then responding to these changes themselves.
They are thus in a process that may be described as co-evolution. The development of a complex
system within the environment, and in relation to other complex systems, can be tracked in
what are termed fitness landscapes. This term was first coined by Wright in the field of
evolutionary biology and it has been adopted, and further elaborated, by complexity researchers.
A fitness landscape is a “mountainous terrain showing the locations of the global maximum
(highest peak) and global minimum (lowest valley) [and] the height of a feature is a measure of
its fitness.” Within this fitness terrain the landscape alters and deforms as the actors within the
environment act and change, in turn altering the conditions for the actors. According to Kauffman:
“Real fitness landscapes in evolution and economies are not fixed, but continually deforming.
Such deformations occur because the outside world alters, because existing players and
technologies change and impact one another, and because new players, species, technologies, or
organizational innovations, enter the playing field. Fitness landscapes change because the
environment changes. And the fitness landscape of one species changes because the other species
that form its niche themselves adapt on their own fitness landscapes . . .”
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It is possible to construct such a landscape for any complex system and, by tracking interactions
over time, observe how the environment is affected and responds to the changes that are occurring.
System theory is an approach to social life that stresses functional parts working together for a
specific end. In general, this approach deals with what holds the organism together, yet when
conflict theory is introduced, it explains how things fall apart. A system theory of conflict seeks
to show how parts of a system do not always harmoniously work together.

Function
Systems theory of conflict stresses how oppression is part of larger social whole. The function of
the theory is to show how the structures of production oppress labor. The capitalist must force
labor to work more and more for less money, or as little money as the owner can get away with.
But this is not because the owner is a bad person, it is because the capitalist system as a whole
demands the capitalist save money, operate efficiently and turn a profit to survive. This entails
the oppression of labor.

Significance
The system needs to be destroyed: this is the basic battle cry of critical theory in a systemic
context. The system, that interlocking parts of production, ownership and labor, entails, by its
very functioning, the oppression of the poor and laboring classes. The system becomes the only
object of revolutionary activity on the part of labor, not individual owners.
A systems theory of conflict locates oppression not in the personal behavior of those who are
forced to operate within the system. According to this approach to conflict, systems theory holds
that human nature is always changeable, and those with power will always develop ideologies
that justify their domination. Without the system, those ideologies would fade away, leading to
a fully human, honest life without the smokescreens or deception. Systems theory does not just
deal with economics or politics, but with human attitudes

1.5 Systems Approach to Conflict Diagnosis
Management of Conflict
Conflict is essentially detractive in nature. Therefore, immediate measures are necessary for its
resolution. Thus, it’s better to go for prevention and proaction than reaction and fire-fighting.
There may be two approaches for managing the organizational conflict:
1.

Preventive measures

2.

Curative measures

In the preventive measures, the management tries to create a situation or environment where
dysfunctional aspects of conflicts do not take place. As in most of the cases, conflict is destructive
in nature, it should be resolved as soon as possible after it has developed, but all efforts should
be made to prevent it from developing.

Preventive Measures
Some of the preventive measures to manage the organisational conflict are as follows:
1.

12

Establishing Common Goals: The major reason for the development of conflict is the
incompatible goals. This is particularly true in case of conflict among groups and between
individuals and organization. The basic strategy of reducing the conflict should be to find
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common goals upon which groups can agree and to re-establish valid communication
between the groups. The mutual dependence of groups can be brought through the superordinate goals because these goals are of high value to the group. Super-ordinate goals are
those that take precedence over other goals that may separate the conflicting parties.
Group conflict can also be reduced through the use of incentive systems designed to
reward the activities that benefit the larger system, as opposed to those which are primarily
in the interest of sub-units.
2.

Reduction in Interdependence: The main reason for inter-group conflict is inter-dependence
among them e.g. line and staff managers. As such, less the interdependence, less will be
the amount of conflict among them. In organisations, such interdependence cannot be
altogether avoided. However, instead of separating the units organisationally, they can
be separated physically. Although the physical separation is not a permanent measure of
managing conflict.

3.

Reduction in Shared Resources: Another reason of inter-group conflict is sharing of the
scarce resources by the groups. The management of conflict suggests reducing the sharing.
One technique for this can be increasing the resources, so that each unit is independent in
using them. But as the resources are scarce, they cannot always be increased. Thus, the best
possible alternative is optimum allocation of the scarce resources.

4.

Trust and Communication: The greater the trust among the members of the unit, the more
open and honest the communication will be. Individuals and groups should be encouraged
to communicate openly with each other, so that misunderstandings can be removed and
they understand the problems of each other when necessary.

5.

Co-ordination: After communication, the next step should be proper co-ordination.
Properly coordinated activities reduce the conflict. Wherever there are problems in
coordination, a special liaison office should be established to deal with these problems.

6.

Exchange of Personnel: Another method of reducing and managing conflict is that personnel
of conflicting groups may be exchanged for a specified period. Exchange of people is very
similar to role reversal. It is aimed at greater understanding between people by forcing
each to present and defend the other’s position.

7.

Use of Superior Authority: If conflict cannot be resolved by two organizational members
or by two groups, it may be referred to a common superior, who will resolve the conflict
by giving a decision. Such a decision may not necessarily bring agreement, but it will
usually be accepted because of the recognized authority of high ranking official.

8.

Reorganization of Groups: A manager can prevent the occurrence of many conflicts by
reorganising the groups. People who have got something in common will be placed in
one group. This will help them to see things in the same perspective, to have common
interest and objective and to approach problems in much the same way. The behaviour of
such groups is more predictable and it is easy for the manager to avoid conflicts.

9.

Expanding Resources: This conflict resolution technique is so simple that it may be
overlooked. If the conflict’s source is common or scarce resources, providing more
resources may be a solution. Of course, managers working with tight budgets may not
have the luxury of obtaining additional resources. Nevertheless, it is a technique to be
considered.

10.

Changing Personnel: Sometimes a conflict is prolonged and severe efforts at resolution
fail. In such cases, it may be appropriate to change concerned personnel. Transferring or
firing an individual may be the best solution, but is recommended only after due process.
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11.

Changing Structure: Another way to resolve a conflict is to change the structure of the
organization. One way of accomplishing this is to create an integrator role. An integrator
is a liaison between groups with very different interests. In severe conflicts, it may be the
best that the integrator be a neutral third party. Creating the integrator role is a way of
opening dialogue between groups that have difficulty in communicating.
Using cross-functional teams is another way of changing the organization’s structure to
manage conflict. In the old methods of designing new products in organizations, many
departments had to contribute and delays resulted from difficulties in coordinating the
activities of the various department. Using a cross-functional team made up of members
from different departments, improves coordination and reduces delays by allowing many
activities to be performed at the same time rather than sequentially. The team approach
allows members from different departments to work together and reduces the potential
for conflict.

12.

Confronting and Negotiating: Some conflicts require confrontation and negotiation
between the parties. Both these strategies require skill on the part of the negotiator and
careful planning before engaging in negotiations. The process of negotiation involves an
open discussion of problem solutions, and the outcome is often an exchange in which both
parties work towards a mutually beneficial solution.

1.6 Resolving Conflict through Negotiation
The Two Most Important Kinds of Bargaining: Distributive (win-lose) vs. Integrative
(win-win)
All bargaining situations can be divided into two categories:

1.6.1

Distributive (also called Competitive, Zero Sum, Win-lose or
Claiming Value)

In this kind of bargaining, one side “wins” and one side “loses.” In this situation there are fixed
resources to be divided so that the more one gets, the less the other gets. In this situation, one
person’s interests oppose the others. In many “buying” situations, the more the other person
gets of your money, the less you have left. The dominant concern in this type of bargaining is
usually maximizing one’s own interests. Dominant strategies in this mode include manipulation,
forcing, and withholding information. This version is also called “claiming value” since the
goal in this type of situation is to increase your own value and decrease your opponent’s.

1.6.2

Integrative (Collaborative, Win-win or Creating Value)

In this kind of bargaining, there is a variable amount of resources to be divided and both sides
can “win.” The dominant concern here is to maximize joint outcomes. An example is resolving
a different opinion about where you and a friend want to go to dinner. Another example is a
performance appraisal situation with a subordinate or resolving a situation of a subordinate
who keeps coming in late to work. Dominant strategies in this mode include cooperation,
sharing information, and mutual problem solving. This type is also called “creating value”
since the goal here is to have both sides leave the negotiating feeling they had greater value than
before.
It needs to be emphasized that many situations contain elements of both distributive and
integrative bargaining. For example, in negotiating a price with a customer, to some degree
your interests oppose the customer (you want a higher price; he wants a lower one) but to some
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degree you want your interests to coincide (you want both your customer and you to satisfy
both of your interests-you want to be happy; you want your customer to be happy).

Notes

Using the Tool: A Conflict Resolution Process
Based on these approaches, a starting point for dealing with conflict is to identify the overriding
conflict style employed by yourself, your team or your organization.
Over time, people’s conflict management styles tend to mesh, and a “right” way to solve conflict
emerges. It’s good to recognize when this style can be used effectively, however make sure that
people understand that different styles may suit different situations.
Look at the circumstances, and think about the style that may be appropriate.
Then use the process below to resolve the conflict:

Step One: Set the Scene
If appropriate to the situation, agree the rules of the IBR Approach (or at least consider using the
approach yourself.) Make sure that people understand that the conflict may be a mutual problem,
which may be best resolved through discussion and negotiation rather than through raw
aggression.
If you are involved in the conflict, emphasize the fact that you are presenting your perception of
the problem. Use active listening skills to ensure you hear and understand other’s positions and
perceptions.
1.

Restate

2.

Paraphrase

3.

Summarize

And make sure that when you talk, you’re using an adult, assertive approach rather than a
submissive or aggressive style.

Step Two: Gather Information
Here you are trying to get to the underlying interests, needs, and concerns. Ask for the other
person’s viewpoint and confirm that you respect his or her opinion and need his or her cooperation
to solve the problem.
Try to understand his or her motivations and goals, and see how your actions may be affecting
these.
Also, try to understand the conflict in objective terms: Is it affecting work performance? damaging
the delivery to the client? disrupting team work? hampering decision-making? or so on. Be sure
to focus on work issues and leave personalities out of the discussion.
1.

Listen with empathy and see the conflict from the other person’s point of view.

2.

Identify issues clearly and concisely.

3.

Use “I” statements.

4.

Remain flexible.

5.

Clarify feelings.
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Step Three: Agree the Problem
This sounds like an obvious step, but often different underlying needs, interests and goals can
cause people to perceive problems very differently. You’ll need to agree the problems that you
are trying to solve before you’ll find a mutually acceptable solution.
Sometimes different people will see different but interlocking problems – if you can’t reach a
common perception of the problem, then at the very least, you need to understand what the
other person sees as the problem.

Step Four: Brainstorm Possible Solutions
If everyone is going to feel satisfied with the resolution, it will help if everyone has had fair
input in generating solutions. Brainstorm possible solutions, and be open to all ideas, including
ones you never considered before.

Step Five: Negotiate a Solution
By this stage, the conflict may be resolved: Both sides may better understand the position of the
other, and a mutually satisfactory solution may be clear to all.
However you may also have uncovered real differences between your positions. This is where
a technique like win-win negotiation can be useful to find a solution that, at least to some extent,
satisfies everyone.
There are three guiding principles here: Be Calm, Be Patient, Have Respect.

Self Assessment
Multiple Choice Questions:
11.

12.

13.
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The internal or external tension that occurs when you have difficulty meeting important
needs is known as
(a)

submission

(b)

Compromise

(c)

conflict

(d)

Assertiveness

(e)

Fight

Which statement about conflict is false?
(a)

Conflicts are inevitable

(b)

Conflicts also present opportunities.

(c)

Conflicts provide occasions for growth.

(d)

Conflicts always create negative interpersonal relations.

(e)

Conflicts bring problems that need to be dealt with into the open.

A managed conflict is evidenced by
(a)

Dissatisfaction and reduced productivity at work

(b)

Placing blame on others for the problem at hand

(c)

A pursuit of “win-win” resolutions

(d)

Reduced opportunities for future cooperation
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15.

According to experts, one of the five main causes of conflict in the workplace is
(a)

Disrespect or disregard for other people

(b)

Poor wage and benefit packages

(c)

Doing work assignments poorly

(d)

Intense work schedules

(e)

Working in large corporations

Notes

Your sister asks to borrow the family jet ski for the weekend to go to a lake three hours
away. You were also planning on using it at a lake nearby during the same weekend. This
is an example of a
(a)

Need conflict

(b)

Values conflict

(c)

Ego conflict

(d)

Psuedo conflict

(e)

Fact conflict

Task Conflict: The Role of Power (http://www.wisc-online.com/objects/
index_tj.asp?objID=OIC1000)
Read about the five types of power that can influence a conflict. Complete the matching
exercise that follows and analyze a personal conflict.

1.7 Summary


Conflict is inevitable and universal phenomenon of our individual, team & organizational
life.



Conflict can be defined in many ways and can be considered as an expression of hostility,
negative attitudes, antagonism, aggression, rivalry and misunderstanding



Newtonian paradigm holds for most practical purposes. Jay Lemke describes how our
analytic approach developed within the human community



Some conflicts require confrontation and negotiation between the parties.



System theory is an approach to social life that stresses functional parts working together
for a specific end.



A manager can prevent the occurrence of many conflicts by reorganising the groups.



A systems theory of conflict locates oppression not in the personal behavior of those who
are forced to operate within the system



Conflict is an expression of hostility, negative attitude, rivalry, disagreement,
incompatibility, incongruence etc.

1.8 Keywords
Bridging: building partnerships and alliances that cross the borders that divide an organization
or a community.
Changing Personnel: Sometimes a conflict is prolonged and severe efforts at resolution fail. In
such cases, it may be appropriate to change concerned personnel. Transferring or firing an
individual may be the best solution, but is recommended only after due process.
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Conscious Conversation: Becoming aware of our full range of choices about how we speak and
listen.
Dialogue: Communicating in order to catalyze the human capacity for bridging and innovation.
Expanding Resources: This conflict resolution technique is so simple that it may be overlooked.
If the conflict's source is common or scarce resources, providing more resources may be a
solution. Of course, managers working with tight budgets may not have the luxury of obtaining
additional resources. Nevertheless, it is a technique to be considered.
Innovation: fostering social or entrepreneurial breakthroughs that create new options for moving
through conflicts.
Inquiry: Asking questions that elicit essential information about the conflict that is necessary for
its transformation.
Integral Vision: Committing ourselves to hold all sides of the conflict, in all their complexity, in
our minds - and in our hearts.
Presence: Applying all our mental, emotional, and spiritual resources to witnessing the conflict
of which we are now a part.
System Thinking: Identifying all (or as many as possible) of the significant elements related to
the conflict situation and understanding the relationships between these elements.

1.9 Review Questions
1.

Discuss about different thoughts on conflict.

2.

Define constructive and destructive conflict.

3.

What do you know about chaos and complexity theories?

4.

Describe about resolving conflict through negotiations.

5.

Explain about systems approach to conflict diagnosis.

6.

Elaborate the statement “Conflict is Everywhere”.

7.

Describe Constructive and Destructive conflict.

8.

Explain about the different thoughts on conflict.

9.

Describe about characteristics of Complex System.

10.

Define about complexity Theory.

Answers: Self Assessment
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1.

Conflict

2.

Organizations

3.

Transformation

4.

Hostility

5.

Confined

6.

True

7.

False

8.

True

9.

False

10.

True

11.

(c)

12.

(c)

13.

(c)

14.

(a)

15.

(a)
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Objectives
After studying this unit, you will be able to:


Define and explain the features of conflict



Discuss about perception of conflict



State the systems functional and dysfunctional aspects of conflict



Discuss conflict continuum



Describe about levels of conflict

Introduction
Interpreting the lived-meaning of conflict - asking deeper questions about why it happens as it
does – is a necessary precursor to determining how to act when you find yourself in a conflict
situation.
—Kellett and Dalton
Creative resolution of conflict calls for a willingness to squarely confront the issues in conflict,
a minimum level of trust in bona fide of the other party to conflict and the use of a rational rather
than only the emotional approach. These are hard to bring to bear when actually engaged in
conflict, but survival instinct or awareness of self-interest can sometimes make it happen. The
risk is that the same survival instinct and awareness of self-interest may give rise to collusion
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rather than productive conflict management. Mature parties to a conflict are often able to see the
super ordinate purpose and use creative problem-solving processes keeping that super ordinate
purpose constantly in view. Where situational requirements are unable to bring about the
requisite conditions for creative conflict management, third parties may intervene.

2.1 Effective Strategies for Managing Human Conflict
Some propositions may guide development of effective strategies for managing human conflict.
Three of these are summarized below:
1.

Conflict is inescapable in interdependent relationship where the actions of one party have
consequences for the other, and vice-versa. This offers hope and provides logic for mutually
satisfactory, collaborative and developmental resolution of conflict.

2.

Conflict grows out of similarities in the needs and values of parties when using scarce and
indivisible resources. It is implicit in the compulsion to simultaneously satisfy similar
needs and values through inadequate resources. Such conflict can be resolved either by
enlarging resources, or by sharing and collaborating. It may seem like a contradiction in
terms, but similarities in needs and values need not always lead to cooperation.

3.

Contrarily, conflict also has roots in differing needs and values of interdependent people.
Such conflict may raise its head in term of what to do, or how to do. Resolution may lie in
breaking up the groups, in compromise, in negotiating or in some creative synthesis
towards a new direction or method. A creative synthesis kind of resolution may give rise
to a better understanding-among persons with differing values and needs-of each other’s
perspectives.

Did u know?

1.

The United Nations and other multilateral organizations have helped parties in
conflict avert the use of force; and, facilitate ceasefires, negotiations, and settlements.

2.

Between 1945 and 2000, there were over 300 international conflicts and more than
3,750 cases of mediation. For example:
(a)

255 worldwide conflicts were resolved by some form of mediation between
1945-1974 alone.

(b)

Civil negotiation and formal mediation brought many civil wars to an end,
including in El Salvador, Mozambique, Namibia, Nicaragua, and South Africa.

Self Assessment
Fill in the blanks:
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1.

................................... is inescapable in interdependent relationship where the actions of
one party have consequences for the other, and vice-versa.

2.

Conflict grows out of similarities in the needs and values of parties when using scarce and
............................ resources.

3.

A conflict has been set up-subtle, or ..........................

4.

Conflict must be perceived by the ................................... to it. If no one is aware of a conflict,
then it is generally agreed that no conflict exists.
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5.

The ............................. relations view dominated the conflict theory from late 1940s through
mid-1970s.

6.

The Conflict ................................. can be a useful gauge in assessing how and why we interact
with others in a certain way

7.

......................... parties to a conflict are often able to see the super ordinate purpose and use
creative problem-solving processes keeping that super ordinate purpose constantly in
view.

Notes

2.2 Change Leading to Conflict
If change happens, can conflict be far behind? In implementing any change intervention, like OD
or PFM, an essential prerequisite for success if the organization’s proficiency in managing
differences or conflict. Organizational change and conflict have a cyclical effect to reinforce each
other, as follows:
Figure 2.1: Conflict, Change, Performance and Development
Internal
Forces

Change

Change
Management
Strategies

Task Performance

Conflict
Resolution

Human Resource
Development

Leading to

Causing

External
forces

Managed
Change

Conflict

Conflict
Management
Strategies

Conflict, change and development are thus closely inter-linked. Any one of these can be the
point of departure, and before long the other two will be there. It is common experience that
some people welcome a particular change, while others feel threatened by it. A conflict has been
set up-subtle, or open. If this discourages the organization from undertaking development, it
would, in all probably, give rise to worse conflicts. As such, conflicts that are considered
legitimate and generate desired change, must be preferred to those that bring about dysfunction.
This needs to be stated explicitly because:
1.

There is certain hollowness prevalent around conflict. Those engaged in conflict often
deny its existence.

2.

Conflict carries a negative connotation and those engaging in conflict experience a sense
of guilt. There is no cause for guilt where the conflict is functional and legitimate.

3.

Those engaging in conflict believe, almost like a victim, that they are doing so as a last
resort, having tried various stratagems, and failed. Conflicts, in aid of development, must
be faced boldly, deliberately and as a preferred choice.

4.

Conflict is not necessarily violent and unnecessary. Sometimes, evading conflict in the
right time ad manner may lead to violence and waste, while bringing the issues in conflict
to surface can avert these.

5.

Often, conflicts hold opportunities for developmental interventions to be initiated.
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2.3 Common Manifestation of Conflict
Conflict get reflected in our working life or behaviour patterns and they impact us in different
ways. They can be summarized as:
Fight

1.

Behaviour - aggressive
- win-lose situation - unkind to the people
- effective with problem
Flight

2.

Behaviour - passive
- lose-win/lose-lose situation - kind to the people
- ineffective with the problem
Flow

3.

Behaviour - assertive
- win-win situation
- fluidity/flexibility, elegant, graceful, sure-footed
- stays calm, explore alternatives and go for fair ones -kind with people
- effective with problem
There are two basic assumptions underlying our approach to this problem. Let us examine them
before going any further:
1.

Differences among people should not be regarded as inherently “good” or “bad”. Sometimes
differences result in important benefits to the organization; and sometimes they are
disruptive, reducing the overall effectiveness of individual and organizations.

2.

There is no one “right” way to deal with differences. Under varying circumstances, it may
be most beneficial to avoid differences, to repress them, to sharpen them into clearly
defined conflict, or to utilized them for enriched problem solving. The manager who
consistently “pours oil on troubled waters” may not be the most effective manager. Nor
is the manager necessarily successful who emphasis individuality and differences so
strongly that cooperation and teamwork are simply afterthoughts. We feel, rather, that
the effective manager is one who is able to use a variety of approaches to differences and
wo chooses any specific approach on the basis of an insightful diagnosis and understanding
of the factors with which he is faced at that time.

Task Elucidate the following statements:
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1.

Conflict between two individuals implies that they have conflicting perceptions,
values and goals.

2.

Conflicts are considered bad and required to be avoided.
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2.3.1 Features of Conflict
From the organizational point of view, following are the broad features of conflict:
1.

Conflict occurs when individuals are not able to choose among the available alternative
courses of action.

2.

Conflict between two individuals implies that they have conflicting perceptions, values
and goals.

3.

Conflict is a dynamic process as it indicates a series of events. Each conflict is made up of
a series of interlocking conflict episodes.

4.

Conflict must be perceived by the parties to it. If no one is aware of a conflict, then it is
generally agreed that no conflict exists.

2.4 Functional and Dysfunctional Aspects of Conflict
The interactionist view does not propose that all conflicts are good. There are both positive and
negative aspects of conflicts. Boulding recognizes that some optimum level of conflict and
associated personal stress and tension are necessary for progress and productivity, but he portrays
conflict primarily as a potential and social cost. Similarly, Kahn views that “one might as well
make a case for interpreting some conflict as essential for the continued development of mature
and competent human beings, but they feel that conflict has a social cost.”
Thus, we can say that the conflicts which support the goals of the group and improve its
performance are known as functional conflicts. On the other hand, conflicts that hinder group
performance, are dysfunctional or destructive form of conflict. Although the demarcation between
functional and dysfunctional is neither clear nor precise.

2.4.1 Functional Conflicts
If we look at conflict from functional point of view, conflicts are supposed to serve the following
functions:
1.

Release of Tension: Conflict when expressed can clear the air and reduce the tension which
might otherwise remain suppressed. Suppression of tension can lead to imaginative
distortion of truth, sense of frustration and tension, high mental exaggerations and biased
opinions resulting in fear and distrust. When members express themselves, they get some
psychological satisfaction. This also leads to reduction of stress among the members.

2.

Analytical Thinking: When a group is faced with a conflict, the members display analytical
thinking in identifying various alternatives. In absence of conflict, they might not have
been creative or even might have been lethargic. The conflict may induce challenge to
such views, opinions, rules, policies, goals and plans which would require a critical analysis
in order to justify these as they are or make such changes that may be required.

3.

Group Cohesiveness: Inter-group conflict brings about closeness and solidarity among the
group members. It develops group loyalty and greater sense of group identity in order to
compete with the outsiders. This increases the degree of group cohesiveness which can be
utilized by the management for the attainment of organizational goals in an effective
manner. As cohesiveness increases, differences are forgotten.

4.

Competition: Conflicts promote competition and hence it results in increased efforts.
Some persons are highly motivated by conflict and sever competition. Such conflict and
competition, thus, lead to high level of effort and output.
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5.

Challenge: Conflict tests the abilities and capacities of the individuals and groups. It creates
challenges for them for which they have to be dynamic and creative. If they are able to
overcome the challenge, it will lead to search for alternatives to existing patterns which
leads to organizational change and development.

6.

Stimulation For Change: Sometimes conflict stimulates change among the people. When
they are faced with a conflict, they might change their attitudes and be ready to change
themselves to meet the requirements of the situation.

7.

Identification of Weaknesses: When a conflict arises, it may help in identifying the
weaknesses in the system. Once the management comes to know about the weaknesses, it
can always take the steps to remove them.

8.

Awareness: Conflict creates awareness of what problems exist, who is involved and how
to solve the problem. Taking cue from this, management can take the necessary action.

9.

High Quality Decisions: When conflicting, persons express their opposing views and
perspectives, thus high quality decisions result. The people share their information and
check each others reasoning to develop new decisions.

10.

Enjoyment: Conflict adds to the fun of working with others when not taken seriously.
Many people find conflict enjoyable to competitive sports, game, movies, play and books.

2.4.2 Dysfunctional Conflicts
The dysfunctional aspects of the conflicts can be visualized in the following ways:
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1.

High Employee Turnover: In case of intra-individual and inter-individual conflicts
particularly, some dynamic personnel may leave the organization, if they fail to resolve
the conflict in their favour. In this case, organization will be the sufferer in the long run
due to the loss of key people.

2.

Tension: Sometimes conflict can cause high level of tensions among the individuals and
groups and a stage may come when it becomes difficult for the management to resolve the
conflict. This will result in anxiety, frustration, uncertainty and hostility among the
members.

3.

Dissatisfaction: Conflict will result in discontentment to the losing party, who will wait
for an opportunity to settle the score with the winning party. All this tussle will result in
less concentration on the job and as a result, the productivity will suffer.

4.

Climate of Distrust: Conflict often creates a climate of distrust and suspicion among the
members of the group as well as the organization. The degree of cohesiveness will be less
as the discords will be more. The concerned people will have negative feelings towards
each other and try to avoid interaction with each other.

5.

Personal vs. Organizational Goals: Conflicts may distract the attention of the members
of the organization from organizational goals. They may waste their time and energy in
finding ways and tactics to come out as winners in the conflict. Personal victory becomes
more important than the organizational goals.

6.

Conflict as a Cost: Conflict is not necessarily a cost for the individuals. But the conflicts
may weaken the organization as a whole, if the management is not able to handle them
properly. If the management tries to suppress conflicts, they may acquire gigantic
proportions in the later stages. And if the management does not interfere in the earlier
stages, unnecessary troubles may be invited at the later stages. It is a cost to the organization,
because resignations of personnel weaken the organization and feeling of distrust among
members have negative impact on productivity.

LOVELY PROFESSIONAL UNIVERSITY

Unit 2: Nature of Conflict

Notes

2.5 Levels of Conflict
Conflict contained within reasonable limits, thus, serve several useful purposes and can be
functional for individuals, groups and to the institution. However, if conflict is allowed to
develop beyond control, it could tend to become destructive, resulting in such averse situations
as strikes, sabotage and other dysfunctional behaviour. There should be an optimum level of
conflict that is very useful for the development of creativity, high problem-solving behaviours
and productivity. This optimum level is depicted in the following Figure:
Figure 2.2
HIGH

Optimum
Level of
conflict

LOW
LOW

HIGH
Level of Conflict

Too little conflict creates conditions of inertia, and boredom in the system and excessive conflict
results in destructive and dysfunctional tendencies, thus, conflict has to be managed. Managers
have to motivate the level of conflict in the system. If there is too little or no conflict at all, they
may even have to induce some levels of conflict to energise the system. As the level of conflict
tends to go beyond the optimum level, the manager must act to resolve the conflict in such a
manner that will be beneficial to the organization.

!
Caution Conflict in the workplace can be incredibly destructive to good teamwork.

Managed in the wrong way, real and legitimate differences between people can quickly spiral
out of control, resulting in situations where co-operation breaks down and the team’s mission is
threatened. This is particularly the case where the wrong approaches to conflict resolution are
used.
To calm these situations down, it helps to take a positive approach to conflict resolution, where
discussion is courteous and non-confrontational, and the focus is on issues rather than on
individuals. If this is done, then, as long as people listen carefully and explore facts, issues and
possible solutions properly, conflict can often be resolved effectively.

2.6 Conflict Continuum
At each end of the continuum, is an extreme peace and war. A state of peace is a state of
compassion. A state of war is a state of the ultimate conflict, the most negative extreme, where
there is physical hostility leading to death. Wars can take place between countries, tribes, drug
kings, gangs, corporations, partners and individuals. Whatever the circumstances, they will all
have the common denominator of complete breakdown in communication and a refusal to see
the “other” as a human being who has the right to life.
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One step down from war we have undeclared war, which is really a war by other means. For
example, in the period just preceding World War II and the Japanese attack on Pearl Harbour, we
were doing things like boycotting the Japanese, making sure they weren’t able to get raw
materials, denying them access to financial markets and committing otherwise “provocative”
acts. While we hadn’t made a formal declaration of war, we were actually in an informal state of
war.
Figure 2.3: The Conflict Continuum
Litigation
mentality

Personality
Situational
clash
cooperation
Neutrality

WAR

Friendship

PEACE

Undeclared
War

Openness
Love
Unclarified feeling
Personal situational
of hostility
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This level of conflict applies to personal relationships as well. If we are engaged in open hostility
with someone else, where provocative statements and actions abound and there is the intention
to hurt or overpower another, we can be said to be engaged in an undeclared war with that
person. In this type of relationship, disagreement or opposing worldviews have escalated into
full conflict, with each side squared off against the other. Many unhappy marriages, for instance,
are in a state of undeclared war, with both spouses constantly “sniping” at each other. Also,
many ongoing on-the job conflicts are endless sources of tension and frustration for hostile coworkers.
Next to “undeclared war” on the continuum comes what I call the litigation mentality. This is
where you’re using the judicial/economic system, playing by all the legal rules. But you are
nonetheless engaged in a form of open hostility. In litigation, someone is usually “out to get”
someone else. They are simply doing it in a “nice” way. But the parties involved become
adversaries, one of whom must win and one of whom must lose.
The next step on the continuum is an unclarified feeling of hostility. Here the people involved
may sense that conflict is in the air, but nobody can quite define it.
Moving down from unclarified hostility, we have a personality clash. This is a situation where
it can be said, “Okay. Culturally, astrologically or whatever, these two people just can’t get
along with each other.” Whether they are relatives, friends or business associates, they simply
clash. One person’s one way, the other person’s the other way, and when they get together it’s
one big explosion caused by bad chemistry. This sort of interaction does not even have to
involve actions or words; just the physical presence of one will set the other off.
At the middle of the continuum, we have neutrality. Here interactions are neither positive nor
negative. There’s no friendship or love; neither is there hostility. The parties involved interrelate
amicably, but they are emotionally removed from each other.
Beyond “neutrality” is a state of openness, where, although there may not be extensive dealings
between two people, there is an unspoken comfortableness and invitation to friendship or
cooperation.
After “openness” comes situational cooperation, in which people are engaged in an activity or
as co-workers, and “personal situational cooperation,” where the parties who are involved in
business or work dealings are also friends.
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As we continue along the continuum, relationships deepen to friendship and finally love.

Notes

The Conflict Continuum can be a useful gauge in assessing how and why we interact with others
in a certain way, and what stage we are at in terms of the levels of conflict we are experiencing
in our lives.
Above all, the Conflict Continuum is a reminder that the world of conflict is neither black nor
white, that many subtle gradations exist within it, and that we have the power and capacity to
choose and to alter our relationships in order to minimize the conflict and maximize the harmony
in our lives.


Case Study

Labour Unrest at Maruti Udyog Limited

Part A: Conflict
Introduction of the company

M

aruti Udyog Limited, a subsidiary of Suzuki Motor Corporation (SMC) of Japan,
manufactures cars in the 800cc-1600cc range. The commercial production started
in December, 83. The installed capacity has been gradually increased to 350000
units per annum. During the fiscal year 2007-08, the production was 680,000 units. Maruti
has become the largest Asian car company (Outside Japan and Korea). In the first half of
2007-08, Maruti sold more cars in the Indian market than sold by Suzuki in the Japanese
market.
Even though there was no real competition and Maruti was the dominant player, it has
been regularly introducing new models to meet rapidly changing customer needs. Till
now 9 major models, namely Maruti - 800, Omni, Gypsy, Alto, Esteem, Swift, Zen Estilo,
SX-4, and Wagon R have been introduced.
Maruti’s contribution as the engine of the growth of the auto industry, indeed has its
impact on the lifestyle and psyche of an entire generation of Indian middle class. Maruti
has been instrumental in laying the foundation for strong vendor base in India. In
2000-01, J D Power, the reputed name in car market surveys, has rated Maruti as the
number one car company in customer service. It has noted that this is the first instance
anywhere in the world of a market leader topping in customer satisfaction as well. Shortly
after that, J D Power’s Quality Survey rated Maruti Esteem as the best mid -size car. Maruti
has maintained the position since then.
Maruti has identified Pre-owned car business, leasing and fleet management, Car insurance
and Auto finance as strategic areas of growth.
Source of Conflict
To motivate the workmen for higher productivity, in 1989, management introduced an
incentive scheme valid for 4 years and this was modified from time to time in consultation
with union. After expiry of the scheme on 31.03.1995, as no common understanding could
be reached with union, management introduced a revised scheme through notification on
01.01.1996, effective from 01.04.1995 for 4 years, and was implemented and accepted by the
workmen without any dispute.
As the scheme has lapsed on 31.3.1999, management has given a proposal of the revised
incentive scheme to be effective from 1.4.1999. When the initial incentive schemes were
Contd...
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formulated, the need of the day at that time was higher production. Accordingly, the focus
in the earlier schemes was achieving higher productivity. However, in the current fiercely
competitive scenario where the business and profit position is under serious threat, volumes
alone will not be sufficient and the thrust should be on improving quality while reducing
cost and providing better customer service. In the spirit of maintaining healthy industrial
relations, union was invited for discussions on the new incentive scheme. The management
has had several rounds of discussions with the union but unfortunately, the union adopted
a totally non-cooperative attitude and instead of appreciating the move by the management
the union demanded an incentive scheme which was highly unreasonable having exorbitant
financial implications, which the company can ill-afford.
To pressurize the management to concede to their demand, union resorted to various
coercive and illegal activities. On the instigation of union, the workmen resorted to goslow, demonstration, dharna, slogan-shouting, hunger strike, threat, intimidation and
physical assault etc. , inside as well as outside of the factory in violation of the court
injunction order and in total breach of various provisions of standing orders and the
settlement dated 06.02.1998. From 03.10.2000, the workmen on behest of the union resorted
to regular tool down strike virtually bringing the production to a halt resulting in huge
financial loss to the company.
Despite the agitation, management continued to have dialogue with the union but the
union outrightly refused to discuss the management’s proposal and took a very firm and
rigid stand that they would only be interested in continuing the discussion if management
is ready to consider the scheme proposed by them.
In total violation of the certified standing orders, the settlement dated 06.2.1998, the code
of conduct agreed by the union as per settlement dated 27.07.1987, workmen at the instance
of the union’s representatives resorted to the illegal activities as mentioned above, thereby
disrupting the production and endangering the safety of the plant. They kept on escalating
their agitation day-by-day and brought a situation where prevailed a law of jungle. The
management therefore could not allow the workmen to stay inside the plant and indulge
in go-slow, tool down strikes and in various other illegal activities mentioned above
Having found no viable solution possible with the union, management notified the revised
scheme on 11.10.00 effective from 1.4.99. From 12-10-2000, therefore, workmen have been
advised to enter the factory after giving an undertaking in writing that upon joining their
duties, they shall not indulge in any ‘go- slow’ or resort to tool-down strike or otherwise
indulge in any other activity which may adversely affect the production and discipline
and that they shall give normal output and perform their duties in a disciplined manner.
The undertaking thus demanded is only a reaffirmation of conduct agreed to by the union
and the workmen in terms of the Certified Standing Orders.
In a suit filed by the union in the civil court seeking injunction against the said undertaking,
the court in rejecting the Union’s application has held:
“A bare perusal of the said good conduct undertaking makes it abundantly clear that there
is no change of any condition of service of the workmen. ……it appears that prima facie,
it is absolutely necessary in the interest of smooth functioning of the factory that all
workmen give the good conduct undertaking and join their duties….in my opinion, the
defendant is prima facie, doing no wrong in asking for such an undertaking which is
conformity with law.”
Finally on 08-01-2001, a settlement was signed between the union and the management
wherein the union agreed to end the strike and accept the incentive scheme notified by the
Contd...
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company on 11-10-2000. The management also agreed to take back some of the terminated
employees and accepted an undertaking from the union on behalf of all the striking
employees.

Notes

Part B: Negotiation
Negotiated Settlement and Details of the Incentive scheme
The details of the negotiated settlement are as follows:
1.

Incentive Scheme
(Shop Floor Experience - Maruti Udyog Ltd.)

2.

Productivity Performance & Reward System (PPRS) - A Shop floor Experience
Three Parts of ‘PPRS’:
(i)

Business Performance
(a)

(ii)

(iii)

Ratio of ‘Profit Before Tax/Net sales’

Collective Performance
(a)

Direct Labour Productivity

(b)

Spares & Accessories Turnover Ratio

(c)

Quality Improvement

Individual Performance

3.

Attendance Percentage

4.

Proper Leave Planning

5.

Productivity Performance & Reward System – A Shop floor Experience

6.

Company Performance

50%

7.

Collective Performance

32%

8.

Individual Performance

20%

9.

Productivity Performance & Reward System - A shop floor experience
Part - 1 – Business Performance:

10.

(i)

Ratio of ‘Profit Before Tax/ Net Sales’

(ii)

It will be rounded-off to nearest integer

(iii)

Monthly Payment

Productivity Performance & Reward System – A Shop floor Experience
Part - 2 - Collective Performance
(i)

Direct Labour Productivity

(ii)

Labour Productivity = Daily FC OK for month/N

(iii)

Reward at base level is Rs. XYZ/-

(iv)

Reward payment above base level for (+/-). 01%=(+/-Rs YY)

(v)

Minimum payment could be ZERO
Contd...
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(vi)
11.

12.

Monthly Payment

Productivity Performance & Reward System – A Shop floor Experience
(i)

Part 2-Collective Performance

(ii)

Spares & Accessories Turnover Ratio

(iii)

Spares & Accessories in 000/Vehicles sold

Productivity Performance & Reward System – A Shop floor Experience

2.7 Power Continuum
Figure 2.4: Power Continuum
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At one end of the Power Continuum is what I call a pure dictatorship. At the other end is genuine
consensus. Between these two extremes are numerous variations on the themes of autocracy and
democracy.
In a pure dictatorship, one person or one group has, either individually or collectively, absolute
power in the realm of which they’re in charge to say, do and accomplish what they want. The
opinions and inputs of anyone else are unnecessary in the decision-making process. We’re
familiar with dictatorships in the context of governments; they can also operate within any
organization where one person or group has unlimited power. The president of a company may
wield absolute authority. Also, in a family, the father or mother may easily assume the role of
dictator, handing down decisions and rules that, if opposed or broken, incur heavy consequences.
One step down from pure dictatorship is what I refer to as a sugar-coated dictatorship. This is
simply a dictatorship in disguise. There may be a puppet like legislature or a puppet council of
advisors. But one person, group or ideology still makes all the decisions.
After the sugarcoated dictatorship comes enlightened despotism. In this type of decision-making
environment, the dictator is assumed, like god, to be benevolent in his/her authority. The
enlightened despot theoretically has the desire or intention of doing good for others. Yet,
according to the structure of the organization, he or she still makes the decisions as to what is
actually good for other people.
Next we have the advisory commission dictatorship. This differs from the sugar-coated
dictatorship in that it’s not a case of window dressing. There is actually some built-in mechanism
that provides for a group of people other than the top authority figure to have some public input
into the decision-making process. The President’s Advisory Commission on AIDS, for instance,
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is a good example of this. The commission itself has no real power. But its members get to write
a white paper, and their opinions are recognized publicly. The final decision, however, is still in
the hands of one person or group.

Notes

Then there’s the 800-pound gorilla power, which is a take-off on the question, “Where does an
800-pound gorilla sleep?” The answer, of course, is “Any damn place it pleases.” In this instance,
decision-making is proportional to money power or vote power. The person who can afford the
best lawyer, or who runs a political action committee or who has the most money in the poker
game can call certain decision-making shots.
Now, this may smack of pure dictatorship, but it’s more temporary in substance. It may be that
the gorilla wandered into your living room because it was hungry, and once you fed it, left.
Eight-hundred pound gorilla power – which can also be thought of as the “money/elective
dictatorship” – is essentially limited in nature. Its primary effectiveness has to do with singleissue politics. The insurance lobby, for instance, is exceedingly powerful when it comes to
insurance legislation, but it will not have corresponding clout in foreign policy issues.
Now we move from the realm of dictatorship to arbitrated decision-making. This can be
summarized as the “rule of law,” where the decision-making is based on some supposedly
objective standard which in turn is being interpreted by one person, either a judge or an certain
rules of evidence. In effect, however, he or she is an autocrat. Although his or her decisions are
theoretically appealable, the probability of such judgements being overturned is actually quite
minuscule.
The next level of decision-making involves consensus input. This is where there is no final
decision until everyone involved in that decision has had the opportunity to provide input into
it. This is a kind of democracy in which everybody has an opportunity to interact, whether it’s
talking about politics, marketing or the homeowner’s association meeting on what colour to
paint the entire condo complex.
Following consensus input, we have consensus understanding. In a situation of consensus
understanding, the group will not announce a final decision until everyone understands what
that decision is. They may not necessarily agree with it, but they understand how and why it was
arrived at. One of the things I’ll often do in a divorce mediation, for instance, is to make sure that
if one party wants the divorce and the other doesn’t, the person who is resisting it is at least able
to say in good conscience that they understand why his or her spouse is requesting it.
Understanding a decision that you don’t necessarily agree with makes it much easier to swallow
the pill and move from anger, hurt and bewilderment to acceptance. Which brings us to the next
level of consensus acceptance, where no final decision or action is taken by the group until
everyone is accepting the outcome. Again, this doesn’t necessarily mean that everyone agrees
with the decision. Rather, it means that everyone is able to at least say, “Well, I don’t agree with
this but I accept it.”
With this, we come to the final extreme of the Power Continuum, which is genuine consensus.
This is a situation in which the final decision or action is taken only when everyone agrees with
the outcome. Genuine consensus may seem, on one level, to be a rarely realized ideal. But in
actuality, it’s the basis of our criminal jury system, where every member of a jury, for instance,
must agree on the verdict before there can be a conviction.
See if you can locate along the Power Continuum the decision-making power in the groups,
organizations or situations in which you’re involved. Is your boss or supervisor a pure dictator?
An enlightened despot? A believer in consensus input, acceptance or agreement? Is there a
commission at your workplace that can suggest policy or listen to grievances? Are decisions in
your family made by a single authority figure or a genuine consensus?
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Understanding the prevailing decision-making dynamics is an important element in determining
the most effective way in which to gather and utilize-information in your various environments,
especially when you’re involved in an uncomfortable situation that could become one of the
two things: a full-blown conflict or a harmonious working relationship.

Self Assessment
State whether the following statements are true or false:
8.

Conflict management is a basic management responsibility that focuses mainly on reducing
conflict.

9.

Dysfunctionally low conflict within a group can reduce innovation and new ideas.

10.

The design of an organization can affect the potential of intraorganization and intergroup
conflict.

11.

Manifest conflict is the emotional part of a conflict episode.

12.

Conflict episodes are independent of each other.

13.

Conflict orientations typically do not change during a conflict episode.

14.

Scarce resources such as money, computer equipment, and copying machines are common
latent conflicts in organizations.

15.

Organizational cultures differ in the value they place on conflict.

2.8 Summary


Conflict is inescapable in interdependent relationship where the actions of one party have
consequences for the other, and vice-versa.



Conflict occurs when individuals are not able to choose among the available alternative
courses of action.



Conflict carries a negative connotation and those engaging in conflict experience a sense
of guilt. There is no cause for guilt where the conflict is functional and legitimate.



The human relations view dominated the conflict theory from late 1940s through mid1970s.



Conflict is not necessarily a cost for the individuals. But the conflicts may weaken the
organization as a whole



Conflict often creates a climate of distrust and suspicion among the members of the group
as well as the organization.



Sometimes conflict can cause high level of tensions among the individuals and groups and
a stage may come when it becomes difficult for the management to resolve the conflict.

2.9 Keywords
Challenge: Conflict tests the abilities and capacities of the individuals and groups. It creates
challenges for them for which they have to be dynamic and creative. If they are able to overcome
the challenge, it will lead to search for alternatives to existing patterns which leads to
organizational change and development.
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Climate of Distrust: Conflict often creates a climate of distrust and suspicion among the members
of the group as well as the organization. The degree of cohesiveness will be less as the discords
will be more. The concerned people will have negative feelings towards each other and try to
avoid interaction with each other.

Notes

Competition: Conflicts promote competition and hence it results in increased efforts. Some
persons are highly motivated by conflict and sever competition. Such conflict and competition,
thus, lead to high level of effort and output.
Dissatisfaction: Conflict will result in discontentment to the losing party, who will wait for an
opportunity to settle the score with the winning party. All this tussle will result in less
concentration on the job and as a result, the productivity will suffer.
Group Cohesiveness: Inter-group conflict brings about closeness and solidarity among the group
members. It develops group loyalty and greater sense of group identity in order to compete
with the outsiders. This increases the degree of group cohesiveness which can be utilized by the
management for the attainment of organizational goals in an effective manner. As cohesiveness
increases, differences are forgotten.
Stimulation for Change: Sometimes conflict stimulates change among the people. When they
are faced with a conflict, they might change their attitudes and be ready to change themselves to
meet the requirements of the situation.
Release of Tension: Conflict when expressed can clear the air and reduce the tension which might
otherwise remain suppressed. Suppression of tension can lead to imaginative distortion of
truth, sense of frustration and tension, high mental exaggerations and biased opinions resulting
in fear and distrust. When members express themselves, they get some psychological satisfaction.
This also leads to reduction of stress among the members.

2.10 Review Questions
1.

Discuss about effective strategies for managing Human Conflict.

2.

Explain about Common Manifestation of Conflict.

3.

Describe about features of conflict.

4.

Discuss about the functional and Dysfunctional aspects of conflict.

5.

What are the different sources of conflict?

6.

What do you mean by conflict continuum?

7.

Explain about the perception of conflict.

8.

Discuss about Human Relations view.

9.

Explain about functional Conflict.

Answers: Self Assessment
1.

Conflict

2.

Indivisible

3.

Open

4.

Parties

5.

Human

6.

Continuum

7.

Mature

8.

False

9.

True

10.

True
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11.

True

12.

False

13.

False

14.

False

15.

True
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Objectives
After studying this unit, you will be able to:


Define and explain facets of personality and its impact on negotiation



Discuss about self Monitoring



State the Jungian Personality preferences



Discuss about Mental Mechanisms



Discuss about competitiveness and type A and type B personality

Introduction
Everybody’s heard the term personality, and most of us can describe our own or our friend’s
personality. What most don’t know, however, is that personality is one of the most theorized
and most researched aspects of psychology.
So what is personality? To understand this concept, you first need to understand the difference
between a trait and a state. A trait is a relatively permanent individual characteristic. For example,
most of know people who are outgoing, friendly, confident, or shy. When we describe these
people, we use these traits to better understand their personality; to better understand who they
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are. A state, on the other hand, is a temporary change in one’s personality. Examples of states
might be angry, depressed, fearful, or anxious. We typically use states to describe a person’s
reaction to something.

Notes

To make matters more confusing, a trait can also be a state, and visa versa. The man who has the
personality trait of outgoing might be shy at first around new people. The woman who is
typically confident, might exhibit fear or self-doubt when presented with a new stimulus.

!
Caution Talking to others is something that no one escape and often times, it is your way
and style of talking that decides whether you are successful or not. Effective communication
is at the core of talking to people in a better way. If we talk about personality development
tips, talking better has got to be at the top of them.

3.1 Personality Traits
An impressive personality goes hand in hand with good communication for an effective
negotiation. A charming personality is the key to an effective negotiation .
Let us understand how one’s personality traits help in an effective negotiation.


During negotiations an individual must try to be himself. One should not fake things or
pretend to be good. If you are not satisfied with the deal, do not pretend that you are
happy. It’s better to raise a concern then and there, rather than crib later. Be normal and
relax, things will automatically fall into place.



It’s important to be sincere rather than just being serious. Sincerity is one of the most
important personality traits required in negotiation. One has to be sincere for an effective
negotiation. Don’t take things casually. Go well prepared for your negotiation. For a
business deal, try to study everything related to the deal beforehand. The agenda of the
negotiation must be very clear to you. Carry all the related documents which you might
require at the time of negotiation. Don’t go just for the sake of it.



Be honest. Don’t fake things. During negotiations, honesty plays an important role. One
should never manipulate his salary to get a hike in the next organization. Don’t speak
unnecessary lies just for some money. The fear to get caught would always be there and
somehow it would reflect on your face as well. Don’t worry; you will definitely get what
you deserve.
If you know the laptop costs you xyz amount, don’t go and lie to the shopkeeper that it is
much cheaper in the next shop. He is not a fool doing business. Remember even he keeps
a check on the price what his fellow shopkeeper is offering. It’s better if you ask for some
discounts or probably some additional accessories rather than reducing the price which
you know is little difficult for the shopkeeper.



One should go smartly dressed for a negotiation. Our dressing plays an important role in
enhancing our personality. A shabbily dressed person will find it very difficult to convince
the other person.
Remember the first impression is the last impression and one has to be very careful
about it.
Let us suppose if you go to a shop where the shopkeeper is not smartly dressed, has a very
casual approach and is almost half asleep, will you feel interacting with him? You will
obviously not bother to even listen to him.
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Jack went in a T-shirt and denims for a business deal. The other person assumed that Jack
himself is not serious about the deal and thus did not take much interest in the negotiation.
Smart dressing does not mean wearing expensive clothes; instead it is dressing
appropriately according to the occasion. Prefer wearing formals for business deals and do
not forget to polish your shoes for the desired impact. People do look at your shoes.


Be Patient. It has been observed that impatient individuals are poor negotiators. Don’t
think that if you want that the price of a particular item should be $4, the shopkeeper will
agree to it immediately and gladly give it to you. You need to convince him and that
requires patience. You can’t lose your temper and shout on him.



Be flexible and learn to compromise. It’s okay to give priority to one’s personal interests
but one should not be selfish. If you are the first one to accept something, you will not
become unimportant or lose anything, instead the other person would look up to you and
both of you will gain whatever you want.



One has to trust the second party for a better negotiation. Don’t always find faults in
others. Not all people are bad; there are people who are really good and helpful. One
should not always think that the other person would do harm to him. The second party is
there just to do business; he is absolutely not your enemy. Don’t just come to the point,
start the conversation with a warm smile. If he is wearing a nice shirt, do take the initiative
to give him a compliment. Treat him as a friend. One should never be arrogant. He is also
representing his company just like you. Order coffee and some snacks. It will help in
breaking the ice and strengthening the bond between the two parties. Do remember that
one should not be too casual and over friendly.



Be professional in your approach. Once your deal is closed, do sign a contract in presence
of both the parties. The minutes of the meeting must be circulated among all the participants
for better clarity. Don’t forget to collect your bills from the shopkeeper after you are done
with your shopping. Don’t only rely on verbal communication.



Enhance your listening skills for a better negotiation. Listen to the other party as well. He
might come up with something interesting and beneficial to you as well. Don’t think that
the other person doesn’t know anything; even he has come well prepared. One should
never underestimate the second party. If you go for a shopping, don’t ignore the shop
keeper, listen to him and then only decide what to purchase and what not to.



Be a little tactful and diplomatic. Being diplomatic does not mean being clever. There is
a difference between the two. One needs to be intelligent and should know what to speak
and what not to speak. Analyze the situation and respond accordingly. Don’t speak
something because your boss has asked you to do the same. Apply your brains and react
in an appropriate manner. If you feel your statements would sound foolish in the particular
situation, it is better not to speak.

Did u know? Personality makes us who we are. It influences nearly every aspect of our
lives, from what we choose to do for a living to how we interact with our family to our
choices of friends and romantic partners. But what factors influence our personality? Can
we change our personalities, or do our overall traits remain constant throughout life?

Self Assessment
Fill in the blanks:
1.
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2.

A ...................................... personality is the key to an effective negotiation.

3.

................................ is one of the most important personality traits required in negotiation.

4.

........................ is a personality pattern defined by hard-driving and competitive
characteristics.

5.

A study by ...................................(2009) supported the cognitive social learning theory that
sustains many Type A personalities.

Notes

3.2 Facets of Personality and its Impact on Negotiation Approach
and Temperament
In this section we investigate key facets of personality that affect your interaction in negotiation;
emotional stability; conscientiousness; locus of control; self monitoring; competitiveness and
types A & B; need for achievement, power and affiliation; Machiavellianism; Jungian personality
preferences of extroversion, introversion, cognitive processing style and orientation to others;
learning style; right brain/left brain dominance; creativity; charisma and emotional intelligence
Everyone possesses each of the facets and traits to some degree. You will find that some traits are
similar to each other. You may even think that some traits are similar to each other. You may
even think that some describe the same trait or characteristic by a different name. Examining
each of the will help you to find your personal negotiating style and power as well as help you
to identify and develop into the negotiator you desire to be. You will likely find a balance in the
combination of traits and characteristics you possess and exhibit. Your task here is to assess the
relative strength of each in order to gain understanding of particular strengths and weakness in
your interactions.

3.2.1

Self Monitoring, Competitiveness and Type A and Type B
Personality

Concept
Type A is a personality pattern defined by hard-driving and competitive characteristics, a high
degree of time urgency, and a high level of hostility and overt aggression (Baron & Richardson,
1994). This is also known as coronary-prone behavior pattern since so many Type A personalities
suffer from heart disease (Engebretson, Matthes, & Scheir, 1989).
Price (1982) developed a cognitive social learning framework outlining factors contributing to
the development and maintenance of the Type A Personality. This theory focused on three core
cognitions and fears held by Type A individuals that are postulated to explain their behavior.
Type A individuals are achievement-oriented: they base their sense of self-esteem and selfworth on the number and quality of their achievements (i.e., they possess an externalized sense
of self-worth). The first of these cognitions is the belief that one must constantly prove oneself.
The fear associated with this belief is that the individual will be evaluated as worthless by
others, if the individual does not prove him or herself. The second belief held by Type A
individuals is that no universal morality principle exists and thus they fear not getting their just
rewards. Accordingly, Type A individuals do what they deem is necessary to obtain justice for
themselves. The third belief is that all resources are scarce and thus there is a fear of insufficient
supplies. This belief contributes to Type A individuals constantly striving and competing to
obtain the limited resources available. The fear of insufficient time for achievement can lead to
behaviors associated with a sense of time urgency, such as trying to accomplish more and more
tasks in less and less time (Price, 1982). This sense of urgency can cause Type A personalities to
try to achieve their goals by any means necessary, including aggressive acts.
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A study by Donna Pickering (2009) supported the cognitive social learning theory that sustains
many Type A personalities. A Type A individual places a great deal of value on their achievements
and reaching their goals. Not meeting goals is a great source of stress for these personality types
that may carry over to their social relationships resulting in interpersonal conflict and ultimately
having a negative effect on their physical and psychological health and well-being (Pickering,
2009). Perceived roadblocks to a Type A’s goals will also lead to conflicts in the workplace.
A study by Baron (1989) showed that Type As are more likely to become embroiled in conflicts
with others as opposed to Type B personalities. The study showed that Type as experienced an
elevated incidence of conflict with others when evaluated by other members of their work
group. These conflicts contributed disproportionately to costly resource consuming interchanges
in the work setting (Baron, 1989).
Cognition may not be the only factor responsible for aggressive tendencies in Type A
personalities. A study by Berman, Gladue, and Taylor (1993) exposed Type A and Type B males
to increasing provocation from a stranger in the Taylor competitive reaction-time paradigm.
The results indicated that during the competition Type As with a high testosterone level responded
to increasing levels of provocation with increased aggression than Type A males with lower
testosterone levels. Therefore, the physiological component of high testosterone seems to
exacerbate a personality with already aggressive tendencies.
Overall, Type A personalities do not just threaten their own health and well-being. Their
heightened propensities to respond strongly to provocation and become involved in aggressive
interchanges also threaten the safety of others (Baron & Richardson, 1994).

Task Elucidate the following statements:
1.

Type A is a personality pattern defined by hard-driving and competitive
characteristics, a high degree of time urgency, and a high level of hostility and overt
aggression.

2.

The “middle of the road” temperament

3.

Type “B” Personality - Represents highly extroverted people who love the spotlight.

3.2.2 Example/Application – Real Life
On February 12, 2010 three faculty members from the University of Alabama in Huntsville were
shot to death, three other faculty and staff members were seriously wounded. The assailant was
Dr. Amy Bishop, a Harvard-educated neuroscientist who had been denied tenure. As the days
wore on, more stories about Dr. Bishop’s aggressive behavior emerged. Dr. Bishop displayed
characteristics of a Type A personality: competitive with a high level of aggression and hostility.
According to the New York Times (Dewan, Saul, & Zezima, 2010) in 2002, Dr. Bishop was
charged with assault after punching a woman in the head for taking the last booster seat.
Dr. Bishop demanded the booster seat for one of her children screaming “I am Dr. Amy Bishop!”
In 1986 she shot her brother to death, the authorities had ruled it as an accident but later other
suspicious details emerged such as her trying to car jack a driver and refusing to drop the shot
gun after an officer had ordered her to. Unfortunately, despite her violent background, Dr.
Bishop had alluded any criminal charges until the shooting at the university.
Later reports from people that worked with Dr. Bishop claimed that she often walked the line
between brilliance and rage. Dr. Hugo Gonzales-Serratos claimed that she became extremely
angry at their research group for not being published as the first author in an article that they
published (Dewanet, et al., 2010). She was known to frequently dismiss grad students from her
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laboratory and was implicated in a mail bomb letter that was sent to her former mentor at
Harvard. All three incidents involved obstacles to Dr. Bishop’s goals. She wanted primary credit
for her research, she was afraid the grad students would mess up her research, and she was also
scared that her former mentor would speak negatively about her performance at Harvard
(Dewanet, et al., 2010).

Notes

A study by Carver and Glass (1978) revealed that Type A personalities were more aggressive
than Type Bs but only when provoked. It seems that Dr. Bishop saw the people that she worked
with as provocative and impediments to her goals. Dr. Bishop was denied tenure because her
research and publication record were not strong, she had been advised to look for another job
and had been given the chance to improve on her performance before being denied. Instead of
seeking to improve herself, Dr. Bishop wondered when the idiots in her department were going
to wise up, she filed a grievance against the Biology department for discrimination, and had
begun practicing at a shooting range. The final straw came on the morning of February 12, 2010
when she brought a loaded hand gun into the faculty meeting and began shooting those closest
to her including the head of the department (Dewanet, et. al., 2010).
Dr. Bishop displayed typical Type A personality characteristics, she was driven and displayed
high levels of aggression and hostility. However, she must have been in more deteriorated
neurotic mental state where she solely blamed the faculty for her problems in order to go
through such a violent pre-conceived plan. Combining neuroticism and a Type A personality
seems to have only exacerbated her problems. A study by Pickering (2009) suggests that cognitive
behavioral therapy would be a good start to retrain Type A’s thinking processes. Cognitive
behavioral therapy would teach Type As to distance themselves from negative thought processes
such as the externalized senses of self worth, and the false beliefs that resources are scarce and
they are not getting their just rewards (Price, 1982). Another technique that may help Type As is
stress-relieving exercises such as physical exercise or yoga. This would be potentially life saving
since so many Type As suffer from coronary heart disease.

Notes Current Research Suggests that there are Five Core Personality Traits
In the past, researchers have debated exactly how many personality traits exist. Early
researchers such as Allport suggested that there were as many as 4,000 distinct personality
traits, while others such as Raymond Cattell proposed that there were 16. Today, many
personality researchers support the five-factor theory of personality, which describes five
broad personality dimensions that compose human personality:
1.

Extraversion

2.

Agreeableness

3.

Conscientiousness

4.

Neuroticism

5.

Openness

Self Assessment
State whether the following statements are true or False:
6.

Type “B” Personality – Represents highly extroverted people who love the spotlight.

7.

A Five-Man Band specializes by role to the team.

8.

Introverted and task-oriented. Exhibits leadership, dominance, ambition, charisma, passion.
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9.

The theory of Personality Types contends that each of us has a natural preference which
falls into one category or the other in each of these four areas.

10.

The twelve personality types which we use in our assessment are based on the wellknown research of Carl Jung.

3.2.3 Example/Application – Columbine
Dr. Bishop and the Columbine shooters Eric Harris and Dylan Klebold, would appear to have
much in common. Both shot their victims in a premeditated fashion. Both had goals that they
wanted to achieve by any means necessary. In fact one could argue that Eric Harris might have
had Type A personality. Type As are defined by hard-driving and competitive characteristics, a
high degree of time urgency, and a high level of hostility and overt aggression (Baron &
Richardson, 1994). Harris was described as a smart and a voracious reader and received good
grades when he tried. He was polite around adults and told them want they wanted to hear. He
displayed his aggression and hostility in his bomb-making ac tivities and violent video games.
His main goal was to become more infamous that Timothy McVeigh, which was supported by
his superiority God complex described in his journals (Toppo, 2009). In the end he tried to kill
several of his schoolmates and attempted to blow up his high school in order to achieve his goal.
The main difference has to do with the history of the three killers. Dr. Bishop fit the traditional
criteria for a Type A personality; she was smart, an over achiever, and was known for her overt
hostile tendencies. Her aggression was mainly directed at those that she felt were in her way of
her academic and career achievements.
Eric Harris and Dylan Klebold were not known to be consistently overachieving students and
the killings were not targeting one specific group. The main reason for the Columbine shooting
has more to do with Harris’s god-complex, Klebold’s depression, and creating chaos than the
achievement of an academic or career driven goal. Therefore, one can conclude that the Columbine
shootings cannot be attributed to aggression due to Type A personality patterns.

Type B Personality
Type “B” Personality - Represents highly extroverted people who love the spotlight. Because of
this, they are very entertaining and possess strong charisma (everyone likes to be around them).
Small wonder these people are sales and marketing types. They thrive on entertaining people
and are easily hurt if they cannot sway someone some of the most important recent work done
in the field on Personality Typing has been done by David Keirsey, who has created the theory
of temperament associated with type. In his research, he has made observations that have
allowed him to combine two of the four sets of preferences, into four distinct temperament
categories. Each of the sixteen personality types fits into one of these temperament categories.
The titles used here for the temperament types, and the individual personality types listed
within each temperament, are Keirsey’s own descriptions. You’ll notice that they do not match
our labels for the types.

3.2.4 Four Main Alternative Preferences and Temperaments
SJ – “The Guardians”
Keirsey describes the SJ group’s primary objective as “Security Seeking”. The SJ grouping includes
the types:
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ISTJ - “The Inspectors”



ESFJ - “The Providers”



ISFJ - “The Protectors”

Notes

SP – “The Artisans”
Keirsey describes the SP group’s primary objective as “Sensation Seeking”. The SP grouping
includes the types:


ESTP - “The Promoters”



ISTP - “The Crafters”



ESFP - “The Performers”



ISFP - “The Composers”

NT – “The Rationals”
Keirsey describes the NT group’s primary objective as “Knowledge Seeking”. The NT grouping
includes the types:


ENTJ - “The Fieldmarshals”



INTJ - “The Masterminds”



ENTP - “The Inventors”



INTP - “The Architects”

NF – “The Idealists”
Keirsey describes the NF group’s primary objective as “Identity Seeking”. The NF grouping
includes the types:


ENFJ - “The Teachers”



INFJ - “The Counselors”



ENFP - “The Champions”



INFP - “The Healers”

A Five-Man Band specializes by role to the team. Someone leads, someone disagrees, someone
is tough, someone is smart, and someone ensures that none of the above kill each other.
Unfortunately, when writing within context of a certain profession, goal, or genre, some of
these roles are useless, and especially when characters are in groups that are supposed to be
specialized, it doesn’t make sense to have some of these roles; in a group of scientific researchers,
wouldn’t all of them be smart? In a group of politicians, wouldn’t all of them lead and disagree?
Don’t astronauts have to be well-rounded and exceptional in many ways?
But there is a way to make a group of people diverse without giving them specialized roles in a
form of a group that would probably best be specialized for questing. One way is through
personality, in this case based off of wacky ancient pseudoscience.
The four temperaments (also called the “four humors”) was a theory that behavior was caused
by concentrations of body fluids — the “humours” of Classical medicine: namely blood, yellow
bile, black bile, and phlegm. Each of these would affect a person’s personality differently, and
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the way these fluids were thought to affect behavior eventually became a part of personality
theory, eventually separated completely from the idea that fluids actually controlled behavior.
However, the names still remain. An ensemble based on these four humors can make the
ensemble diverse without actually changing the roles of the characters in the show’s continuity.
The four temperaments (humors) are:
1.

Sanguine (blood): Extroverted and people-oriented. Exhibits optimism, good cheer, a love
of fun, enthusiasm. On the flip side, they may be impulsive, arrogant, self-indulgent, easily
angered or upset, wear their hearts on their sleeves, or even be a space case. Corresponds
to the element of air. If female, will be a Genki Girl, The Pollyanna, or a more plucky/
outgoing Yamato Nadeshiko.

2.

Choleric (yellow bile): Extroverted and task-oriented. Exhibits leadership, dominance,
ambition, charisma, passion. But also shows narrow-mindedness, obsession, and a HairTrigger Temper. Likes to be independent and have control over others. Corresponds to
the element of fire. If female, will be a Lady of War or Tsundere.

3.

Melancholic (black bile): Introverted and task-oriented. Independent, courteous, organized,
hard-working, analytical; but also a brooding, high-strung perfectionist whose insanely
high standards lead to depression. Corresponds to the element of earth. If female, will
be The Woman Wearing The Queenly Mask, Kuudere, or an Emotionless Girl with a job
to do.

4.

Phlegmatic (phlegm): Introverted and people-oriented. Is calm, stoic, reliable,
compassionate, observant; but also lazy, reactionary, docile. Tends to be dependent on
others, either by choice or because of insecurity. Corresponds to the element of water. If
female, will be either an Emotionless Girl, Dandere, Shrinking Violet, or more submissive/
docile Yamato Nadeshiko.

Alternatively, there’s a system of five temperaments where the Phlegmatic is moved into a
central, fifth position, with the fourth corner being filled by the Supine temperament:
1.

Supine (tears): Quiet, friendly, non-confrontational, and dependent on others. Basically
narrows the first type phlegmatic category down to those whose introversion is due
to shyness and/or low self-esteem.

2.

Phlegmatic II: The “middle of the road” temperament. Someone who typically doesn’t
exhibit the extremes or weaknesses of the four basic temperaments. In a positive light:
Balanced and well-rounded in character (half-way between temperaments). In a negative
light: Empty and devoid of character (having no temperament). The positive light is
commonly reserved for secondary characters like Wise Old Mentors, because more extreme
“temperamental” characters are easier to identify with and thus make more popular
heroes.

A Four Temperament Ensemble will have one character to fit each one of these four temperaments.
Sometimes a Five Man Band with four members will also be a Four Temperament Ensemble,
but in many cases, they’re mutually exclusive. For the five-temperament version, the most
common match-ups for the roles would be: The Hero – Phlegmatic (type II), The Lancer –
Choleric, The Big Guy – Sanguine, The Smart Guy – Melancholic, The Chick – Supine.
There is also some overlap with Power Trio scenarios: The McCoy is usually Sanguine, The
Kirk is usually Choleric, and The Spock is usually Phlegmatic; in these cases, the Melancholic
role will be filled by a prominent supporting character, who is still clearly outside of the triad.
In Red Oni, Blue Oni, a Red Oni will likely be Choleric or Sanguine, while a Blue Oni will more
likely be Melancholic or Phlegmatic. A five-temperament version could be seen as the maximum
extension of a Power Trio – The Phlegmatic Type II is The Kirk, The Choleric and The Sanguine
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are The McCoy, the angry side and the carefree side respectively, and The Melancholic and The
Supine are The Spock, the obnoxious side and the withdrawn side, respectively.

Notes

The four temperaments have rough counterparts in more modern psychological theories, most
notably the Keirsey Temperament Sorter (sanguine = artisan, choleric = idealist, melancholic =
guardian, phlegmatic = rational). They are also similar to the four Personality Blood Types, and
are sometimes also a Four Element Ensemble. See also Cast Calculus for the overarching
archetypes in this and differently numbered ensembles. Here is an Image Archive for this trope.

3.3 Jungian Personality Preferences
Personality typing is a tool with many uses. It’s especially notable for it’s helpfulness in the
areas of growth and self-development. Learning and applying the theories of personality type
can be a powerful and rewarding experience, if it is used as a tool for discovery, rather than as a
method for putting people into boxes, or as an excuse for behavior.
The sixteen personality types which we use in our assessment are based on the well-known
research of Carl Jung, Katharine C. Briggs, and Isabel Briggs Myers. Carl Jung first developed
the theory that individuals each had a psychological type. He believed that there were two basic
kinds of “functions” which humans used in their lives: how we take in information (how we
“perceive” things), and how we make decisions. He believed that within these two categories,
there were two opposite ways of functioning. We can perceive information via (1) our senses, or
(2) our intuition. We can make decisions based on (1) objective logic, or (2) subjective feelings.
Jung believed that we all use these four functions in our lives, but that each individual uses the
different functions with a varying amount of success and frequency. He believed that we could
identify an order of preference for these functions within individuals. The function which someone
uses most frequently is their “dominant” function. The dominant function is supported by an
auxiliary (2nd) function, tertiary (3rd) function, and inferior (4th) function. He asserted that
individuals either “extraverted” or “introverted” their dominant function. He felt that the
dominant function was so important, that it overshadowed all of the other functions in terms of
defining personality type. Therefore, Jung defined eight personality types:
1.

Extraverted Sensing (modern types: ESFP, ESTP)

2.

Introverted Sensing (modern types: ISTJ, ISFJ)

3.

Extraverted Intuition (modern types: ENFP, ENTP)

4.

Introverted Intuition (modern types: INFJ, INTJ)

5.

Extraverted Thinking (modern types: ESTJ, ENTJ)

6.

Introverted Thinking (modern types: ISTP, INTP)

7.

Extraverted Feeling (modern types: ESFJ, ENFJ)

8.

Introverted Feeling (modern types: INFP, ISFP)

Katharine Briggs expounded upon Jung’s work, quietly working in silence and developing his
theories further. But it was Katharine’s daughter Isabel who was really responsible for making
the work on Personality Types visible. Isabel, using her mother’s work and Jung’s work, asserted
the importance of the auxiliary function working with the dominant function in defining
Personality Type. While incorporating the auxiliary function into the picture, it became apparent
that there was another distinctive preference which hadn’t been defined by Jung: Judging and
Perceiving. The developed theory today is that every individual has a primary mode of operation
within four categories:
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1.

our flow of energy

2.

how we take in information

3.

how we prefer to make decisions

4.

the basic day-to-day lifestyle that we prefer

Within each of these categories, we “prefer” to be either:
1.

Extraverted or Introverted

2.

Sensing or Intuitive

3.

Thinking or Feeling

4.

Judging or Perceiving

We all naturally use one mode of operation within each category more easily and more frequently
than we use the other mode of operation. So, we are said to “prefer” one function over the other.
The combination of our four “preferences” defines our personality type. Although everybody
functions across the entire spectrum of the preferences, each individual has a natural preference
which leans in one direction or the other within the four categories.
Our Flow of Energy defines how we receive the essential part of our stimulation. Do we receive
it from within ourselves (Introverted) or from external sources (Extraverted)? Is our dominant
function focused externally or internally?
The topic of how we Take in Information deals with our preferred method of taking in and
absorbing information. Do we trust our five senses (Sensing) to take in information, or do we
rely on our instincts (intuitive)?
The third type of preference, how we prefer to Make Decisions, refers to whether we are prone
to decide things based on logic and objective consideration (Thinking), or based on our personal,
subjective value systems (Feeling).
These first three preferences were the basis of Jung’s theory of Personalty Types. Isabel Briggs
Myers developed the theory of the fourth preference, which is concerned with how we deal with
the external world on a Day-to-day Basis. Are we organized and purposeful, and more
comfortable with scheduled, structured environments (Judging), or are we flexible and diverse,
and more comfortable with open, casual environments (Perceiving)? From a theoretical
perspective, we know that if our highest Extraverted function is a Decision Making function, we
prefer Judging. If our highest Extraverted function is an Information Gathering function, we
prefer Perceiving.

3.4 Personality Types Today
The theory of Personality Types, as it stand today, contends that:


An individual is either primarily Extraverted or Introverted



An individual is either primarily Sensing or iNtuitive



An individual is either primarily Thinking or Feeling



An individual is either primarily Judging or Perceiving

The possible combinations of the basic preferences form 16 different Personality Types. This
does not mean that all (or even most) individuals will fall strictly into one category or another.
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If we learn by applying this tool that we are primarily Extraverted, that does not mean that we
don’t also perform Introverted activities. We all function in all of these realms on a daily basis.
As we grow and learn, most of us develop the ability to function well in realms which are not
native to our basic personalities. In the trials and tribulations of life, we develop some areas of
ourselves more thoroughly than other areas. With this in mind, it becomes clear that we cannot
box individuals into prescribed formulas for behavior. However, we can identify our natural
preferences, and learn about our natural strengths and weaknesses within that context.

Notes

The theory of Personality Types contends that each of us has a natural preference which falls into
one category or the other in each of these four areas, and that our native Personality Type
indicates how we are likely to deal with different situations that life presents, and in which
environments we are most comfortable.
Learning about our Personality Type helps us to understand why certain areas in life come
easily to us, and others are more of a struggle. Learning about other people’s Personality Types
help us to understand the most effective way to communicate with them, and how they function
best.

3.4.1 Practical Application for Personality Types
Career Guidance: What types of tasks are we most suited to perform? Where are we naturally
most happy?
Managing Employees: How can we best understand an employee’s natural capabilities, and
where they will find the most satisfaction?
Inter-personal Relationships: How can we improve our awareness of another individual’s
Personality Type, and therefore increase our understanding of their reactions to situations, and
know how to best communicate with them on a level which they will understand?
Education: How can we develop different teaching methods to effectively educate different
types of people?
Counselling: How we can help individuals understand themselves better, and become better
able to deal with their strengths and weaknesses?


Case Study

Informal Conflict Resolution

Introduction
Conflict resolution practice has largely focused on conflict taking place in public, as if it
was set on a theater stage with an audience watching the interactions unfold. In reality,
conflict plays out behind the scenes, unobserved by the conflict analysts and system
designers. Kolb and Bartunek, editors of Hidden Conflict in Organizations, bring to light
the dynamics of informal conflict resolution. In this context, informal conflict resolution
is defined as resolution facilitated by organizational members through other means than
the formal processes of grievances, investigations and litigation (Kolb and Bartunek,
1992. p. 19). These informal conflict resolvers make a significant impact upon organizations
either by resolving the conflict or channeling it to a formal mechanism.
Informal conflict resolution often takes a non-rational approach (Kolb and Bartunek, 1992,
p. 20). Kolb and Bartunek describe this approach as accenting "the unconscious or
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spontaneous aspects of disputing, ones that are driven by impulse and the feelings of
participants and not simply their cognition" (1992, p. 20). Therefore, emotions are seen as
a means of conflict management rather than a hindrance to conflict management (Kolb
and Bartunek, 1992. p. 20). In essence, Kolb and Bartunek are attempting to reclaim emotion
as a valid expression in conflict resolution, and that expressing emotion does not necessarily
imply a loss of reason. Furthermore, they imply that the formal methods of conflict
resolution favor the rational over the emotional.
Retrieving the power and validity of emotion that was tossed along the wayside during
the Age of Reason, is needed to gain a holistic picture of conflict dynamics. But it also
needs a caveat; for intense emotion can cause reactivity that clouds the way to resolution.
From a family systems perspective, "the problem that triggered the emotions is never
addressed; emotions are merely generated and circuited and recircuited through the system
(Gilbert, 1992. p. 40). In the context of family systems theory, emotions are neither bad nor
good. What matters is the level of intensity of emotion and the duration in which it occurs.
While the family systems approach may seem to conflict with Kolb and Bartunek's
validation of emotion as a conflict resolution tool, the two ideas are actually complimentary.
The intense emotion, otherwise called anxiety, calls attention to the need for resolving a
conflict that may not be expressed publicly. Once the cause of the anxiety is identified and
emotions expressed, people can think more clearly and be better equipped to solve the
problem. The following workplace conflict illustrates this continuum of emotion and its
intersection with cognitive reasoning. It also highlights the important role an Ombudsman
can play in uncovering and working through emotion, paving the way toward resolution.
The Conflict
In a large publishing company in New York, a young woman, Laura, was hired as a copy
editor for one of the many journals produced by the company. Seven other employees
worked on this team editing this Journal, including a senior editor named Tim. Laura had
worked there for about a month when she and her fellow co-workers went for happy-hour
after work. Everybody had a great time and had consumed a fair amount of alcohol. When
everybody was leaving the bar to head home, Tim, who had been secretly attracted to
Laura since she started work at the journal, hailed a cab and offered to share the ride with
Laura. Laura accepted the offer. Once she was inside the cab, Tim then suddenly made an
aggressive sexual advance toward her. Horrified, Laura pushed him away and told him to
get out of the cab. Mortified, Tim slinked out of the cab.
The next day, Laura came to work with some apprehension. How would she deal with
Tim? Would the cab incident affect her job? Although Tim did not supervise her, would he
try to get her fired? Tim immediately went to her office and apologized for his extremely
inappropriate behavior in the cab. Relieved at his apology, Laura decided not to pursue
the matter through any formal channels in the office. She figured that since Tim apologized,
there was no need to dwell on the incident. After all, Laura was a new employee, still in
the process of learning the office politics and proving herself as being a competent editor.
She did not want to rock the boat or bring negative attention to herself.
Everything would have been okay if Tim had stopped at just one sincerely expressed
apology. However, whenever he found himself alone with Laura, Tim apologized again.
And again. He said he was sorry about the incident at every opportunity he had for three
months. This constant apology was awkward and annoying to Laura. Ironically, by Tim
apologizing continuously for his unwanted attention in the cab, he was foisting another
form of unwanted attention upon Laura. When he first started apologizing, Laura told
him that "it was okay". After three months of many apologies, she reached a point where
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she asked him to stop apologizing, to no avail. Frustrated, she confided in a few coworkers about her unusual dilemma. Consequently, these co-workers lost respect for
Tim.

Notes

Although the cab incident was not common knowledge in the office, Tim sensed that
others knew about it by the way they interacted with him. The incident became the office
"elephant" that the employees "in the know" saw, but didn't explicitly acknowledge.
Meanwhile, Laura was tired of hearing Tim apologize and her feelings of discomfort
increased. So when another editor position opened up in another journal division of the
company, she applied for the job and was transferred to the other journal. In her new
position, she didn't have Tim bothering her anymore. But she was unhappy with her new
job. The journal material was very boring. She didn't work as well with her co-workers as
she did in the previous journal (excepting Tim). She realized that she really enjoyed her
old job. She began to regret her decision to avoid the conflict with Tim by moving to the
new job. In an effort to seek advice as to how to solve her problem, Laura decided to
consult with the company ombudsman.
Analysis of Conflict
The initial cause of the conflict, the sexual advance in the cab, occurred in a private enclosed
setting. Sexual overtures are inherently private, but the consequences were played out in
the public context of the office. And, as Bartunek at al. state, the public spaces of the
workplace keep conflict in check and "masked through shared conventions that keep it
from open view" (1992, p. 213). Informal, private conflict handling is generally manifested
through non-rational expression, such as gossip, strong emotion, and passive-aggressive
behavior (Bartunek et al., p. 216). As seen in the conflict between Laura and Tim, in the
privacy of their instances of being alone together, "non-rational discourse dominates" and
"members find ways to express their disagreements with each other"; consequently, "these
means have substantial - though hidden - impacts on the course of public conflict" (Bartunek
et al., p. 217). Tim's apologies became a non-rational expression conveyed privately to
Laura. In kind, Laura responded through informal, private means. And the private
interactions had a detrimental impact upon the office environment.
In fact, the primary reason Laura came to the Ombudsman for advice was that the conflict
was private, and she wanted to share her problem in confidence. The Ombudsman's role
is well suited to informal conflict handling. Unlike formal complaint resolution process,
the Ombudsman maintains confidentiality of the problem unless given express permission
to do otherwise. Hence, the Ombudsman can exercise more informal dispute resolution
options, such as listening, providing and receiving information, reframing issues and
developing options, role-playing and shuttle diplomacy (Rowe, M., 1995. pp. 5-7). In
doing so, an Ombudsman can be a calming influence that enables people to think through
their problem. Particularly with situations where people feel harassed, the Ombudsman
can offer more options than the formal grievance process.
In Mary Rowe's article, "People Who Feel Harassed Need a Complaint System With Both
Formal and Informal Options", she raises the possibility that people who are more affected
by harassment are those with the least amount of power in the workplace (p. 171).
Consequently, these people need employers "to provide many different access people and
different options open to the choice of complainants, including the option of learning on
a confidential basis how to deal directly with harassers" (p. 171). The issue of power in the
case of Laura and Tim is a large underlying factor, which has influenced the turn of events.
Laura certainly felt powerless. Tim's aggressive sexuality displayed in the cab, as well as
his underlying assumption that his sexual advance would be welcomed by Laura, reveals
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the inequities placed upon women in our male-dominated society. A woman in Western
society is sexualized as an object; whereas, a man is rarely treated in such a way (Connell,
1987. p. 113). Hence, Laura was confronted with Tim's narcissistic assumption that she
would be happy to receive his attentions, along with the male ideology of claiming
women as objects of desire. This power imbalance was then carried into the sexual politics
of the workplace.
Connell states that "power may be a balance of advantage or an inequality of resources in
a workplace, a household, or a larger institution" (1987, p. 107). While Laura certainly felt
indignant at Tim's behavior, her main concern the next day was preserving her reputation
and keeping her job. Laura was worried about maintaining a neutralized sexuality in the
office environment, fearing a reputation of being sexually "easy". Such a label would
effectively overshadow any power that she could assert through knowledge or skill.
Consequently, Laura chose not to risk placing herself in a position to be unfairly labeled
by the office power structure even though Tim's offensive and boorish behavior invaded
her sense of security and confidence. She resisted reporting Tim's inappropriate behavior
because she didn't want to be perceived as complicitous.
In analyzing this scenario, Laura and Tim are subtly negotiating for power. Following the
cab incident, Laura and Tim were implicitly negotiating for maintaining their own
credibility in the workplace. Laura and Tim's interactions imply a testing of what each of
them value. Both value their reputation in the office. Otherwise, Tim wouldn't feel
compelled to apologize in an effort to "check" on Laura's feelings about him to gauge her
inclination to blab about him in the office. If Laura wasn't concerned about her reputation
and standing within the office, she may have told the director about the cab incident. Both
are testing the waters of their professional standing. Both wanted others to view them
with respect.
The predominant value claimer is Tim. Not only did he try to "claim" Laura in the cab, but
through his repeated apologies, claimed the value of a non-anxious work environment
and Laura's peace of mind. His apologies were a form of the power of persistence, which
caused Laura to question his motives. Furthermore, Tim's persistent apologies impinged
upon Laura's personal boundary and made her feel that he was asking for more than
forgiveness. Tim's apologies could be seen as a way to manipulate Laura into not informing
the director or other co-workers about the cab incident. Tim is playing on Laura's "niceness"
by doing the honorable thing of apologizing in hopes that she doesn't break this etiquette.
Laura was trying to maintain the value of their reputations at work by withholding the
information about the cab incident. She was willing to let the unfortunate incident go
without retaliation until Tim's persistence became annoying. Then she confided in a couple
of her friends at work. Tim sensed his loss of credibility through these employees' reactions
to him. In this respect, Laura claimed value by divulging Tim's sexual faux pas. She
claimed the power of knowledge, but at a cost of placing her co-workers in an awkward
position.
The ethical issues surrounding Tim and Laura's negotiation tactics are not clear cut. On the
surface, we may view Tim as well-meaning in his apologies yet socially inept in his
ability to gauge when to stop apologizing. Nevertheless, we can look upon Tim's apologies
as intrusive, which causes his apologies to lose their meaning of goodwill. It could be a
form of harassment wherein Laura cannot escape, for she is dependent upon her job to
support herself. Removing herself from the situation would cost Laura her income. Laura
did not possess the economic freedom to quit her job.
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On the other hand, was Laura behaving ethically by not telling Tim emphatically that he
stop apologizing? Lets assume that Tim was completely unaware of the affect of his
continuous apologizing. He had no intention of being intrusive. Shouldn't Laura have
enlightened him of the inappropriateness of his behavior? Even if he didn't stop, at least
she could feel good about herself by being assertive. Instead, she passively accepted the
situation.

Notes

Because the cab incident was kept hidden from public awareness and resolution, anxiety
rose within Laura, Tim and the office. From the perspective of anxiety as exacerbating the
conflict, Murray Bowen's family systems theory is a useful framework for analysis. Family
systems theory posits that people are not independent and unaffected by others' emotions.
Rather, people form an emotional unit such as a family or work group that acts as the
electrical circuit for the flow of anxiety from one person to another, which ultimately
limits the group's ability to think clearly and calmly. The anxiety is manifested through
several relationship patterns. The patterns that apply in Laura and Tim's situation are
triangling and distancing.
In triangling, a conflict between two people increases anxiety to the point where, in an
attempt to relieve it, another person or persons is drawn into the conflict. This pattern can
be seen in Laura confiding in her co-workers about her dilemma with Tim. As a result of
the triangle between Tim, Laura and her fellow editors, the anxiety between Tim and
Laura was passed on to her co-workers. The co-workers expressed this anxiety through
their discomfort around Tim and the changed attitude toward Tim. Thus, the triangle that
occurred may have momentarily ameliorated Laura's anxiety, but actually served to spread
it to others and keep it alive.
Compounding the anxiety is the secret nature of the cab incident. The knowledge that
these co-workers had about the secret created the "elephant in the room" phenomena, an
analogy where the secret is the "elephant" looming large in everyone's awareness, but
people studiously ignore it. Friedman states that secrets "act as the plaque in the arteries of
communication; they cause stoppage in the general flow and not just at the point of their
existence" (1985, p. 52). Secrets divide a group, for those who are privy to the secret are
better able to communicate with those who know it than those who do not (Friedman,
1985. p. 52). This dynamic applies to any issue, not just the secret. The secret of the cab
incident not only hindered open communication within the office, but also created
"unnecessary estrangements as well as false companionship" (Friedman, 1985. p. 52).
Tim's constant apologies, possibly motivated by the increased anxiety he felt from his coworkers, escalated the anxiety even more. Finally, the intensity of anxiety reached a point
where the second pattern, distancing, was bound to occur. Distancing is common when the
anxiety becomes unbearable to one or both parties in conflict. In an attempt to reduce the
anxiety, one or both parties seek physical or emotional distance from one another. Often,
one person distances from another in response to the other's pursuit. The more one person
pursues, the more the pursued distances (Gilbert, 1992. p. 53). The problem with the
distancing pattern is that "outwardly, the partners express distance towards the other, but
inwardly they maintain an intense focus on one another and the relationship" (Gilbert,
1992. p. 55). Distancing actually intensifies feelings (Gilbert, 1992. p. 55).
In an attempt to relieve her anxiety caused by Tim's excessive apologies, Laura left the
anxious work environment for another editor position within the company. But Laura
was still troubled. She was caught in the implicit cultural endorsement of objectifying
women and then experienced the double-bind of assuming a disproportional burden of
responsibility for the consequences. Because she didn't want to be seen as a troublemaker
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and a wanton one at that, she resisted reporting the incident. Instead, Laura and Tim
engaged in an implicit negotiation over their reputation and standing within the
professional realm of the office. Although Laura was at a disadvantage from the context of
a male hegemonic society, she did possess the power of knowledge that could tarnish
Tim's reputation as well. Yet this knowledge was a two-edged sword, striking a blow to
the integrity and credibility of both.
Laura's dilemma is a common one, as illustrated by Rowe's characteristics of harassed
people seeking help from Ombudsman. Rowe reports that most people in this situation
fear the negative consequences of reporting harassment taking the form of not only of
retaliation, but also from "silent rejection or disapproval by co-workers and family, and
the loss of goodwill from employers" (1990, p. 164). Reporters of harassment also fear a
loss of privacy that a public complaint will bring. Most importantly, reporters believe
that they lack the sufficient evidence of the offensive behavior, which places them in the
untenable position of "his word against mine" (Rowe, 1990. p. 165). And lastly, most
reporters "say they do not wish to go to a third party, but feel they lack the skills they need
to change the situation effectively" (Rowe, 1990. p. 165). In light of Bowen's family systems
theory, these characteristics all add up to an anxious work environment, which impedes
functioning of the work group.
Anxiety creates a reactive atmosphere that stifles creative problem-solving. People are so
caught up in the emotion of the situation that calm and rational thinking is impossible,
both within an individual and within an organization. Obviously, this affects work
performance. This individual and collective impact of anxiety makes identification of
stakeholders in Laura and Tim's conflict an easy process. Besides Laura and Tim, the other
employees of the division have a stake in the outcome due to the anxiety level in the office
affecting their performance. The Director also has a stake in the conflict for the same
reason. Not to be overlooked, the Ombudsman also is a stakeholder because her job in
part is to help maintain harmonious, productive relationships in the workplace.
The first step toward finding a resolution of the conflict is to discover what Laura truly
wants. She could choose to pursue the matter through a rights-based mechanism to seek
redress for sexual harassment. Costantino and Merchant define rights-based methods as
"grounded in fixed rules or principles: they impose a determination based on entitlements,
merits, credibility, and positions" (1996, p. 45). Or she could choose to pursue the matter
through an interest-based mechanism to address her wish that Tim stop his apologizing
and leave her alone. In interest-based methods, parties identify their interests and concerns
to arrive at a mutually acceptable agreement (Costantino and Merchant, 1996. p. 45).
It is unlikely that the rights-based approach of a lawsuit would serve any useful purpose.
For one thing, Tim's sexual advance in the cab may not fit the legal description of sexual
harassment. Displaying uncouth and crass behavior does not necessarily translate into
harassment as written in law. Furthermore, Laura did not experience retaliation for refusing
Tim's sexual overture; in fact, she received apologies. Tim's legal counsel would certainly
depict Laura as a paranoid schizophrenic for taking offense at Tim trying to make amends.
Besides courtroom drama, a rights-based decision may not solve the problem. Laura still
may not feel good about herself. Tim may not either. They may continue to carry around
anxiety, or even experience an increase in anxiety within themselves.
An interest-based approach is better suited to the conflict between Tim and Laura because
focusing on interests can help them better understand each other. The Ombudsman can
help bring about greater understanding through listening, facilitation of dialogue between
Laura and Tim, problem-solving, and mediating the conflict. These interest-based
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techniques are considered better methods of dispute resolution because they result in
lower transaction costs, greater satisfaction with outcomes, less strain on the parties'
relationship, and lower recurrence of disputes (Costantino and Merchant, 1996, pp. 45-46).

Notes

Laura's primary interest is to have a challenging and fulfilling job in which she is respected.
She wants to be free of that tight, panicky feeling in her gut whenever she sees Tim. Laura
wants to be seen as a competent professional, not a floozy who flagrantly violates the
unwritten rule of avoiding sexual dalliances with male co-workers. Yet she wants to have
a somewhat informal, enjoyable working relationship with her colleagues. Tim's interests
are the same as Laura's. He doesn't like the predicament his attraction to Laura has led him
to. Actually, the humiliating rejection he experienced in the cab effectively killed his
initial interest in Laura. Now he feels stupid and guilty and compelled to make sure that
Laura doesn't think he is a complete oaf. And he doesn't want the miserable cab experience
to be recast into a tale of attempted rape. He too wants a challenging and fulfilling job in
which he is respected. He too enjoys easy banter with his cohorts.
The interests of the other employees in the division is to regain the pleasant atmosphere
they once enjoyed prior to the uneasiness of the relationship between Tim and Laura.
They like both Laura and Tim, but the cab incident has put them in an awkward position.
The tension is high in the office and nobody knows what to do about it. The two employees
to whom Laura confided the incident no longer feel that Tim is as wonderful as they
originally thought. Nevertheless, while they wouldn't consider Tim as a friend outside of
work, they have no problem with him on a professional level. Tim does his job well.
Although the Managing Editor of the Journal is unaware of the specific incident between
Laura and Tim, he has sensed some tension in the air. He considers Laura and Tim to be
exemplary employees, but lately they have not been their usual productive selves. He
convinces himself that his employees go through normal ups and downs, and Laura and
Tim will bounce back to their former level of high performance. Even with his rationale,
the Managing Editor still can't shake the feeling that something is amiss. To quell this
strange feeling, he has been leaving the office more and more to play squash at the gym.
The common thread running through everyone's interests in the alleviation of anxiety.
"Intensifying anxiety for the individual is marked by heightened sensitivity to others in
the group, shifts in perception and interpretation of events and behavior, and an increasing
automaticity of behavior" (Papero, 1996. p. 49). The key to reducing anxiety within an
individual and consequently, the group that an individual is a part of, is the process of
differentiation. Differentiation defined simply is the ability to adapt and cope with the
demands of life (Gilbert, 1992. p. 18). This adaptability requires flexibility in response and
calm assessment of a situation to determine action in accordance with one's principles.
Gilbert states that "at higher levels of differentiation, people have more choice about
whether to follow the guidance of the thinking self or the guidance of the emotional/
feeling self. They are better able to separate these two functions. At lower levels of
differentiation, the intellectual and emotional guidance systems are fused, allowing little
or no choice between the two and making the intellect essentially emotionally driven"
(1992, p. 21).
To translate the concept of differentiation to the level of practice, the process is essentially
learning to be a calm presence, not reacting automatically to anxious situations, and
dealing with relational conflicts at their source. Differentiation demands a higher level of
self-awareness and awareness of how one fits into emotional systems. For example, if Tim
and Laura had managed to calm their anxiety enough to be able to talk openly about the
issues stemming from the cab incident, then the continuous apologies and their attendant
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anxiety may have been prevented. Instead, Tim manifested his own intensifying anxiety
into continuous apologies, which escalated Laura's anxiety. Laura triangled other coworkers into the problem. The intensity finally drove Laura to transfer to another job. To
resolve the problem, the Ombudsman can assist Laura and Tim become more differentiated
by facilitating direct communication between them to express their concerns and find
ways to resolve the anxiety.
Of course, by intervening in the conflict, the Ombudsman is consciously triangling herself
into the conflict. While the ideal is to avoid triangles and deal directly with the person
causing conflict, the fact remains that the pattern of triangling will never be eliminated. It
is an automatic human response. However, the Ombudsman can use the triangle as a way
to encourage Tim and Laura to talk directly with one another and learn how to better
manage their emotions. This is done through the Ombudsman providing a calm presence,
which in the same way that anxiety is infectious, can help calm Tim and Laura enough to
enable them to find solutions.
Toward Resolution of the Conflict
Realizing that Laura's and Tim's interests are strikingly similar, the Ombudsman suggests
to Laura that the three of them talk together privately about the issue. The Ombudsman
would facilitate the discussion and mediate disagreements if necessary. Laura agreed. The
Ombudsman would first talk to Tim in order to ascertain if he was willing to talk with
Laura, as well as allay any fears he may have about her impartiality.
The Ombudsman met with Tim to broach the subject of a facilitated discussion with Laura.
Tim was quite surprised about Laura approaching the Ombudsman about the cab incident.
After the Ombudsman explained that all conversations pertaining to the conflict are held
in confidence, Tim seemed relieved. The Ombudsman conveyed Laura's feelings of being
victimized and harassed because of Tim's apologies, and how she wanted to resolve these
feelings. Tim was confused about why this had become a major issue to Laura. The way he
saw it, he was simply trying to do the gentlemanly thing by apologizing. Laura's reaction
to his first apology was ambiguous to him; she said "everything's okay" but somehow it
was an unsatisfying resolution to him. Concluding that Laura didn't think he was sincere
in his apology, Tim continued to apologize to let her know that he truly meant what he
said. He emphatically told the Ombudsman that he had no intention of harassing her or
causing her emotional distress.
A meeting was held shortly thereafter. The Ombudsman began by explaining her role as
a neutral, confidential resource for problem-solving and conflict resolution. Then she told
them that each would be able to tell their stories without interruptions. Afterwards, Laura
and Tim could ask questions or express concerns. Finally, they would discuss ways to
resolve the issue. The Ombudsman stressed again that anything said during this meeting
was strictly confidential and would not be placed in personnel files or reported to anyone
else in the office.
The Ombudsman asked Laura to tell Tim her perspective of the conflict. Laura, in a halting
voice, told Tim that his sexual move in the cab left her confused and angry. She thought
that it was nice of Tim to offer sharing the cab and had no forewarning of his interest in
her. Laura felt that Tim violated her trust in him. She was angry that Tim seemed to think
of her more as a sexual object than a professional editor. Consequently, she began to lose
confidence in herself. To make things worse, Tim's apologies were a constant reminder of
her denigrated position. In a way, it was more intrusive than the cab incident. At least in
the cab, she felt she could get away from him. In the office, she couldn't get away and felt
helpless as a result. She tried to tell him to stop, but it seemed to bear no results. To top it
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all off, Laura felt guilty and angry at herself for not being able to stand up for herself and
not let Tim affect her.

Notes

Tim declared that he had no intention of hurting her. Yes, he had his eye on Laura ever
since she started working at the Journal. She was pretty and fun to work with. Yet Tim
admitted that his pass at her in the cab was a stupid mistake, and he truly regretted and
was embarrassed by his behavior. Tim was even more remorseful after hearing Laura's
painful account of the emotional ramifications the incident had upon her. But that's where
the empathy stopped. Tim justified his continuing apologies as an attempt to make clear
that he was sincere. He told Laura to lighten up. He certainly didn't understand how his
apologies could be construed as harassment. If Laura felt that way, then it was her problem.
He was only trying to be nice, and now she makes him out to be a sociopath. Tim asked
Laura why she hates him so.
The Ombudsman sensed how the tension between Laura and Tim was making her feel
tense as well. Before speaking, she sat in silence for a few moments to calm herself,
knowing that any expression of her own anxiety would further increase the anxiety in the
room. She paraphrased Tim's and Laura's perspectives and commented that both of them
have suffered from the cab incident. Both felt guilt and shame. As difficult as this discussion
may be, the Ombudsman complimented them for their openness in sharing their feelings
with each other. Framing the emotional issues, the Ombudsman stated that this discussion
can pave the way for healing by helping them lay aside old grievances, increase
understanding, build trust, reduce anger and begin to forgive each other (Gold, 1993.
p. 257). She asked Tim and Laura what they hoped to gain from this facilitated discussion.
The Ombudsman's positive and calm feedback gave Tim and Laura the ability to take a
few steps back from the intense situation and think about their interests. Turning to Laura,
Tim said he recognized the pain he caused her and understood that his pass in the cab was
wrong. His guilt about the incident caused him to repeat his apologies. All he wanted now
was for Laura to hear and accept his apology. Then he would be able to put the whole thing
behind him and move on. Tim hoped that Laura would be able to do the same.
Laura replied by saying that she felt she had accepted his apology the morning after the
incident occurred. But after hearing Tim, she realized that her response to his apology was
not as clear as Tim needed to clear his conscious. Laura really held no reservation in
accepting his apology over the cab incident. Hence, she clearly stated her acknowledgment
of Tim's apology and her acceptance of it. Now that she understood why Tim continued to
apologize, she wasn't as angry at him. Even so, it still bothered her that Tim didn't
acknowledge the affect his repeated apologies had on her. Laura asked Tim if he could at
least recognize her feelings. Tim thanked her for accepting his apology and reciprocated
in part by honoring her viewpoint about his continued apologies, but also held to his
opinion that she was overreacting.
The Ombudsman asked Laura how she felt about Tim's statement. Laura said she could
live with this resolution to agree to disagree on that particular point, as long as Tim did
not negate her feelings. Tim reiterated that he heard her feelings. After repeating the
progress made thus far, the Ombudsman asked them if they were to work in the same
office again, would they feel comfortable interacting with one another. Tim quickly replied
that he would have no problem with working with Laura again. Laura revealed that she
had approached her former boss about the possibility of transferring back into her old job.
Her boss said he would be happy to have her back. She told Tim and the Ombudsman that
she needed some time to think about her job options before she could answer the
Ombudsman's question. After checking for any other concerns they wanted to address, the
Contd...
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Ombudsman thanked Tim and Laura for coming in to talk and offered to talk further with
either one of them if they so chose.
About a week later, Laura called the Ombudsman. After some soul-searching, she concluded
that she wanted to be an editor in an environment other than academic journal publication.
She realized that she was limiting her options by focusing on getting her old job back.
Laura's anger at Tim masked her growing discontent over the content of what she was
editing at the journal. Actually, she discovered her real interest to be in a more mainstream
book publication arena, such as editing for Bantam Books or Simon and Schuster. So she
was embarking on a job search.
Conclusion
Clearly, emotional expression was a crucial element of not only the conflict and its
escalation, but also its resolution. Whereas Kolb and Bartunek raise awareness of the
emotional realm in conflict, Murray Bowen's family systems theory brings its consequences
into sharp focus. In light of conflict evaluation and resolution, the emotional patterns
exhibited in times of anxiety can serve as a warning signal that intervention is needed.
Family systems theory is a useful theoretical framework particularly for Ombudsman,
who tend to resolve problems informally, in helping people work through conflict. The
Ombudsman's goal is essentially the same end as that of differentiation in family systems
theory - to enable people to more effectively manage life's challenges. If Ombudsman and
other types of conflict resolvers share their knowledge of emotional patterns with parties
in conflict, then they are invited to join the life-long process of differentiation. Even a
small step towards less reactivity and greater self-awareness makes a significant difference
in preventing destructive conflict.
Question:
Analyse the case and Discuss the case Facts.
Source: http://www.mediate.com/articles/taylor.cfm

3.5 Mental Mechanisms
The Keirsey Temperament Theory was developed by an educational
psychologist named David Keirsey. He identified four main
personality temperaments that have their own traits, behaviors,
preferences and tendencies. Identifying your temperament can be
useful for determining what type of career would suit you and
how you act in relationships. Each temperament may be inclined
to a specific set of hobbies based on these personality traits as well.
Guardians and rationals may enjoy puzzles as a hobby.
Guardians
Guardians are practical and hardworking individuals who take their responsibilities seriously.
They sincerely enjoy working to make things run smoothly, and may be found volunteering in
their spare time. This also feeds their desire to remain productive. Guardians love acquiring
knowledge that can be applied in a practical way. They may pick up a hobby like carpentry if it
can be used for home-improvement projects. If they have an artistic streak, they may choose a
hobby such as photography because they would enjoy the technical aspects. Model building and
crossword puzzles may also appeal to them.
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Artisan
Artisans are fun-loving and creative individuals who enjoy cultivating their talents and are
likely to have a natural inclination for the arts. These individuals may enjoy hobbies within the
visual arts, such as drawing, painting, sculpting or fashion design. It is also natural for them to
get involved in the performing arts, and they may take up music, composition and theater as
hobbies. For the less artistically inclined artisans, possible hobbies include cooking, debate or
botany.
Idealist
Idealists are focused on improvement within themselves and the world at large. They are on a
search for deeper meaning, and when they find it themselves they are driven to express it.
Idealists may enjoy reading and be drawn to psychology, mystery novels or social justice. Many
may explore writing, designing, art, music or dance. Some idealists may be visionaries and
healers and be attracted to hobbies such as yoga, massage or tarot-card reading.
Rational
Rationals are logical problem-solvers who can be ingenious at times and have an appreciation
for technology. Studying electronics and mechanics may be actual hobbies they do for fun,
resulting in working on their own computers and cars. These individuals enjoy gaining
theoretical and practical knowledge, as well as making small inventions and tinkering. They
may love puzzles such as Sudoku or Tetris, simply because they enjoy the mental exercise.

3.5.1 Major and Minor Mental Mechanisms
Defence mechanisms/Mental mechanisms ‘Defence mechanisms’ have a place in Freudian theory,
and the idea of human action deriving from ‘machinery’ described somehow as defensive is a
good illustration of psychoanalytic innocence concerning the impact of language. The term is
collective name for systematic and habitual responses of the personality geared to warding off
particular threats (e.g. from id or super-ego) and to advancing certain interests. Defence
mechanisms are operated by the ego in order to preserve its functioning. The use of any particular
mechanism should not be considered sufficient evidence of pathology; pathology depends on
the way in which mechanisms are used, how efficient they are, and whether they make a net
positive contribution to the total individual psychological economy. One problem concerns the
number of defence mechanisms that can be separately identified. Laughlin has identified twentytwo major mental mechanisms and twenty-three minor responses.

Self Assessment
Multiple Choice Questions:
11.

12.

In reference to personality, what is a psychological construct?
(a)

A mental concept that leads to self-awareness via the mind-body interaction.

(b)

A mental concept that influences behaviour via the mind-body interaction

(c)

A mental concept that suppresses behaviour via the mind-body interaction.

(d)

A mental concept that remembers events via the mind-body interaction.

In terms of personality theories, what are development theories?
(a)

Development theories are concerned with how personality develops as we age.

(b)

Development theories are concerned with how develop implicit theories.
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13.

(c)

Development theories are concerned with how personality degenerates as we age.

(d)

Development theories are concerned with how we develop theories in psychology.

The approach to understanding personality that involves detailed study of one individual
is termed the:
(a)

normative approach

(b)

nomothetic approach

(c)

individual differences approach

(d)

idiographic approach

3.6 Summary


An impressive personality goes hand in hand with good communication for an effective
negotiation



Everyone possesses each of the facets and traits to some degree.



It has been observed that impatient individuals are poor negotiators.



Sincerity is one of the most important personality traits required in negotiation.



Dr. Bishop displayed typical Type A personality characteristics



In the past, researchers have debated exactly how many personality traits exist.



Cognition may not be the only factor responsible for aggressive tendencies in Type A
personalities



Once your deal is closed, do sign a contract in presence of both the parties.



The Keirsey Temperament Theory was developed by an educational psychologist named
David Keirsey.

3.7 Keywords
Artisans: They are fun-loving and creative individuals who enjoy cultivating their talents and
are likely to have a natural inclination for the arts. These individuals may enjoy hobbies within
the visual arts, such as drawing, painting, sculpting or fashion design.
Choleric (yellow bile): Extroverted and task-oriented. Exhibits leadership, dominance, ambition,
charisma, passion. But also shows narrow-mindedness, obsession, and a Hair-Trigger Temper.
Likes to be independent and have control over others. Corresponds to the element of fire.
If female, will be a Lady of War or Tsundere.
Guardians: Guardians are practical and hardworking individuals who take their responsibilities
seriously. They sincerely enjoy working to make things run smoothly, and may be found
volunteering in their spare time.
Melancholic (black bile): Introverted and task-oriented. Independent, courteous, organized, hardworking, analytical; but also a brooding, high-strung perfectionist whose insanely high standards
lead to depression. Corresponds to the element of earth. If female, will be The Woman Wearing
The Queenly Mask, Kuudere, or an Emotionless Girl with a job to do.
Sanguine (blood): Extroverted and people-oriented. Exhibits optimism, good cheer, a love of
fun, enthusiasm. On the flip side, they may be impulsive, arrogant, self-indulgent, easily angered
or upset, wear their hearts on their sleeves, or even be a space case. Corresponds to the element
of air. If female, will be a Genki Girl, The Pollyanna, or a more plucky/outgoing Yamato
Nadeshiko.
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3.8 Review Questions
1.

Describe about facets of personality.

2.

Explain the impact of personality on negotiation approach and temperament.

3.

What do you mean by self monitoring?

4.

Explain about Jungian Personality preferences.

5.

Discuss about four main alternative preferences and temperaments.

6.

State major and minor mental mechanisms.

7.

Describe about Type A and Type B personality.

8.

What are the practical types for personality applications?

9.

Define Guardians and Artisan.

10.

Discuss about the personalities in today’s life.

Answers: Self Assessment
1.

Personality

2.

Charming

3.

Sincerity

4.

Type A

5.

Donna Pickering

6.

True

7.

True

8.

False

9.

True

10.

False

11.

(b)

12.

(a)

13.

(d)
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Objectives
After studying this unit, you will be able to:


Define and explain the meaning of negotiation



Discuss about conscious and unconscious determinants of negotiation



State the characteristics of statistics



Discuss Statistics as a science or an art



Describe the limitations and scope of statistics

Introduction
Negotiation is process of adjusting both parties’ views of their ideal outcomes to an attainable
outcome.
In journey of our lives, we negotiate at every step to achieve success both in our personal and
professional lives. People negotiate in their personal life (e.g., with their spouses, children,
school teachers, neighbours) as well as in their business life. Thus, the scope of negotiation
ranges from one-on-one to highly complex multi-party and multi-nation interactions. In the
business world, people negotiate at multiple levels and contexts – within departmental or
business units, between departments, companies, and even across industries. For this reason,
managers must understand enough about negotiations to be effective negotiating within, between,
and up and across all of these business environments.

4.1 Definition and Scope
In this unit, we use the following working definition of negotiation: Negotiation is an
interpersonal decision-making process necessary whenever we cannot achieve our objectives
single-handedly. Negotiations not only include the one-on-one business meeting, but also multiparty, multi-company, and multimillion-dollar deals. Whether simple or complex, negotiations
boil down to people, communication, and influence. Even the most complex of business deals
can be broken down to a system of one-on-one relationships.
Somehow the term ‘Collective Bargaining’ and ‘Negotiation’ have been often used
synonymously. It would be more logical and meaningful to consider negotiations as part of
collective bargaining. ‘Collective Bargaining’ refers in the structural and/or institutional
arrangement Relations and also covers the parties, goals, environments, and contents as well as
the process often used for resolving the conflict of interest between the management and unions.
Whereas the negotiation processes has been described by Walton and Mc Kersieas “the deliberate
interaction of two or more complex social units which are attempting to define or redefine the
terms of their interdependence”. Gottschalk defines negotiation process as “an occasion where
one or more representatives of two or more parties interact in an explicit attempt to reach a
jointly acceptable position on one or more divisive issues.” The term negotiation as described
by Micael Salamon as “the interpersonal process used by representatives of management and
employees/unions, within the various institutional arrangements of collective bargaining, in
order to resolve their differences and reach agreement. Negation is a process for resolving
conflict between tow or more parties whereby both or all modify their demands to achieve a
mutually acceptable compromise.
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Negotiation can be characterized as:
1.

an explicit and deliberate event;

2.

it takes place between the representatives of parties concerned;

3.

the process which intends to settle the disputes/differences between the parties involved;

4.

the outcome of the negotiation is dependent (party) on the relative power relationship
between the parties involved.

4.2 The Prevalence of Negotiation
This is an age of negotiation. Almost each and every aspect of our lives is subject to one or the
other form of negotiation. Sometimes we negotiate several times a day also, though we don’t
realize doing so.
Negotiations, governments, employers, employees, unions, management, husbands, wives,
parents and children all negotiate whether it is a national or international problem, negotiation
is the solution e.g. summit of super negotiation between Israel and Arabs or Palestinians etc.
Labor disputes are far more visible and get extensive news coverage than commercial disputes
which are as frequently but public and visible. Go slows, strikes, bans and lock-outs have
become quite familiar dramas. Industrial relations disputes do get more publicity and coverage,
as in this case both the parties try to win public support and sympathy to strengthen their sides.
Whereas commercial emotions are generally held in private kind of environment, party to have
edge over the competitors and to protect the companies images.
There has been substantial in the use of the term “Negotiation” in the commercial context.
Negotiating in this context is not merely selling but its extension where the interested parties
having agreed to do business need to agree on the terms and conditions. Myriads of interest
groups negotiate with their local authorities/government for various social welfare, rights and
amenities. Negotiated settlement for marriage between the parents of prospective couple for
the size of dowry, has been a common practice and far more decisive factor than the compatibility
of the prospective partners. Now negotiation has become quite common and effective in divorce
settlements. Lawyers specialize in representing their clients in such negotiation. Husbands,
wives, and lovers negotiation in go under. One thing which’s common in all such cases and
makes negotiation necessary is that the parties involved may have varying degrees of powers
but not absolute power over each other. We are forced to negotiate because we are not fully in
control of events.

Did u know? The foundations of negotiation theory are decision analysis, behavioral
decision making, game theory, and negotiation analysis. Another classification of theories
distinguishes between Structural Analysis, Strategic Analysis, Process Analysis, Integrative
Analysis and behavioral analysis of negotiations.

Individuals should make separate, interactive decisions; and negotiation analysis considers how
groups of reasonably bright individuals should and could make joint, collaborative decisions.
These theories are interleaved and should be approached from the synthetic perspective.
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Case Study

Crisis at Honda Motorcycles and Scooters India Ltd.

Introduction
Multinationals often make judgemental errors regarding cross-cultural issues and the
business environment prevailing in foreign countries. Honda Motorcycles and Scooters
India Ltd. (HMSI), a wholly-owned subsidiary of Honda Motor Company Limited, Japan,
established its plant in India in 1999 and made such mistakes in handling people management issues.
Recent clash between the Labour and Management of Honda Motors and Scooters India in
Gurgaon has once again brought back the bogey of strikes of socialist era. Everyone
including MNCs, government, economists and employers are skeptical of resurgence of
labour movement. If labour movement gets a new life, it can give a severe jolt to Indian
economy. Therefore, it is necessary to analyse the reason behind these events and curb the
nip in the bud.
The riot that followed the labour-management dispute in Gurgaon over the Honda
Motorcycle and Scooter India spat could be the first major sign of things to come. After a
decade-and-a-half of market friendly policy changes, the union seems to be sticking their
neck out again to ensure they are being heard. Some says the left parties in power are the
force behind this resurgence, the central unions disagree. They see the UPA government
in the Centre providing a major conducive environment for their woes to be heard. For
now, the battleground has been cleared and the soldiers are back home. A peace pipe is
being passed around and the warring factions appear momentarily happy to take a drag as
they put behind them the images of mayhem that hit the industrially flourishing GurgaonManesar region in Haryana. But behind the wall of silence, tremors can still be felt. The
question on everyone’s mind is how to ensure that what happened in Gurgaon does not
happen again.
Globalization and liberalization has forced government to give a serious thought to our
anarchic labour law, which makes our companies uncompetitive globally and discourages
foreign companies from investing in India. Indian labour laws are among the most rigid
in the world. In this scenario, Government recognized the need for increased flexibility in
Labour market, but they can not bring the policy of hire and fire approach, more so, since
the institutions of social security, particularly unemployment insurance, are not well
developed in our country. Therefore, structural reforms in labour laws must ensure the
welfare of workers. Reforming labour laws will boost industry and create more jobs.
Besides government, it is the responsibility of the employer to develop some well specified
procedures that must not create undue unrest among workers and whenever they need
more manpower, they should give a preference to the workers it is retrenching at present.
They should also introduce some Unemployment Insurance Schemes made by the
contribution of employees and employer.
The fact that the less rigid nations also have more efficient economies, and higher wages
and a smaller share of labourers who are long-term unemployed is not a matter of
coincidence. Given that the reform of labour laws is, contrary to popular perception, in the
interests of the workers, what government needs to do is let this topic debated and explained
so that workers, instead of opposing such reform, become its advocate.
Contd....
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Research has revealed that labour strikes globally hit once in eight to 10 years. That period
is now nearing. “The Honda incident should be taken as early warnings of a big wave of
labour militancy in the future.” The All India Trade Union Congress (AITUC), which has
just claimed a conquest by bringing Honda Motorcycle & Scooter India’s workers union
into its fold, has now trained its guns on Maruti Udyog Ltd. the leading producer of
passenger cars in the country pertaining to the dismissal of 92 employees during a labour
trouble at Maruti in 2000-2001 and several hundreds opting for a voluntary retirement
scheme, which, it is alleged, is not exactly voluntary.

Notes

Labour Unrest
A labour unrest is a social phenomenon of enormous complexity and it is very difficult to
give any complete explanation of this phenomenon. It is a matter of controversy whether
the predominant factors underlying labour unrest are economic or non-economic. It has
been concluded that so long as income remained the all important means for satisfying
human wants and needs, wage would continue to be major consideration in labour unrest.
Considering the nearing period of labour unrest with the recent cases of Honda and
Maruti, it is the time to do root cause analysis and find out what are the possible reasons
which lead to labour unrest so as to address these issues.
Root Cause Analysis
From the study of some of the strikes and lockouts over last 10 years, we concluded that all
the possible reasons can be classified into five major heads. As specific problems are
branched out from the major effect area, the result appears to look something like a
fishbone diagram. The potential problems can then be researched to find the root cause
and correct it. The five heads are as follows:
1.

Monetary

2.

Political

3.

Legal

4.

Job Specific

5.

Others

Questions:
1.

Analyse and Interpret the case.

2.

Discuss the case facts.

4.3 Alternatives to Negotiation
The right to differ is regarded in democracies as a fundamental right. Given that everybody
demands the right to have a viewpoint, naturally follows to find out a way of handling the
mutual right to differ and that is negotiation. Negotiating may not work in certain circumstances,
necessitating finding other way outs. There are alternatives to negotiation which are appropriate
and sometimes even preferred to suit the circumstances.
Dictatorship is one of the alternatives to negotiations, which is even preferable in certain
circumstances. If the decision is made unilaterally and the other party accepts it because either
one has surrendered one’s own right or is fearful of the consequences, accepting the right and
might of the dictator. Decisions will be dictated whenever such situations exist such decisions
are far more common than realized and widespread throughout society.
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In military orders are not subject to negotiation; in sports the referee’s decision is final, through
a player does not lose the right to challenge it risking punishment.
A solution can be hit through arbitration, if negotiation fails to produce one. Arbitration may be
another alternative to negotiation wherein a third party is designated to make decisions for the
two parties, who could not agree as one. This may not work always.
Because of its nature arbitration is also unpopular among the negotiators, as it requires the
parties concerned to handover their powers in the hand of a neutral party and hence lose the
opportunity to influence the decision in their favor, and moreover the decision of the arbitrator
has to be mutually binding. Thus it has some proximity to the decision by dictatorship.
Pendulum arbitration is more common. In this the arbitrator selects one or the other party’s
final positions and is precluded from forming a compromise between them. Such a mechanism
encourages the interested parties to move closer and closer to what they think the arbitrator
may consider as a reasonable solution, thus even increasing the probability of striking a solution
without the necessity of arbitration.
The most common alternative negotiation is persuasion. If the other party can be persuaded to
accept one’s point of view. It is often the first thing we try an keep on trying throughout the
negotiation. Unfortunately, the experiences show a very pessimistic picture of the success rate of
persuasion, provoking the feeling of frustration as people in conflict can seldom be persuaded
easily.

Self Assessment
Multiple Choice Question
1.

2.

3.

4.

68

Negotiation is a process in which:
(a)

two or more parties try to resolve differences.

(b)

two or more parties try to avoid differences.

(c)

two or more parties try to create differences.

In the lose-win strategy:
(a)

one party is satisfied and the other dissatisfied with a negotiated settlement.

(b)

one party is prepared to give concessions, and the result may go one way or the
other.

(c)

both parties are dissatisfied with the negotiated result.

Coercive power in negotiation is based on:
(a)

the control over resources desired by others.

(b)

punishment, authority and use of force, whereby others are compelled to behave a
particular way.

(c)

a capacity to seek information and consider the ideas of others.

The four elements of the principled negotiation method are:
(a)

purpose, intervention, opinions and criteria.

(b)

people, interactions, options and criteria.

(c)

people, interests, options and criteria.
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4.4 Negotiating Conflicts
The right to differ and have one’s own viewpoint is an integral part of a democracy. We become
convinced that our point of view is the right one and that the other party could not agree to it
because of the lack of understanding or inability to using the same facts and arguments to arrive
at the conclusion. As a result both the parties waste hours and days together fruitlessly arguing
repeating the same ground instead of negotiating to achieve a workable compromise.
One of the major causes of conflict is differing perceptions. Beside there are other causes too: e.g.
one of the parties might want to improve on other’s offer (even after a deal has been agreed) thus
introducing conflict deliberately. Sometimes there is a genuine gap between the parties beyond
their control e.g. suppose a flight is delayed due to fog, hence a major contract is lost, consequently
substantial reduction of work available in the company, redundancies are inevitable.
People negotiate because of self interest, be it corporate or personal. It is not always possible to
resolve conflict by negotiation. Two parties in conflict can, of course, decide to ignore the issue
and agree to disagree. Difference of opinion on politics, religion and sport may probably fall in
this category. Agreeing to disagree will not make the problem go away where these differences
affect or are part of a work or commercial relationship.
In the negotiating context, the conflict can be of two kinds:
1.

Conflict of interest and

2.

Conflict of rights

The conflict of interest occurs where either the terms of business have not been settled or being
re-negotiated, having settled earlier. Labor negotiations on wages, hours, numbers and working
conditions, commercial negations on price, quantity, quality and delivery are the examples of
the conflicts of interest.
The conflict of rights occurs where a difference of interpretation arises about the existing
agreement between the two parties. In labor negotiations a dispute can arise over the application
of an existing agreement. In commercial negotiation the conflict could centre on whether the
terms of the existing contract have been met? Did one party fulfill its obligations under the
contract, if not, was it entirely its own fault or did the other party contributed too, if yes, how
much? Again, this is a conflict about rights not interests.
The word ‘Conflict’ is used descriptively because that is what it is. Characterizing or categorizing
the conflicts of rights or interests, is a prelude to resolving it.
Negotiations as a process for conflict resolution necessarily centers on the issue on which the
two parties are in conflict and not their relationship in total. It is because parties despite all
difference have a common overall interest and common interest in finding a negotiated settlement.
It does not imply that any terms are acceptable.

Task Conduct a debate on following statements and interpret them.
1.

“This is an age of negotiation”

2.

“Negotiation is process of adjusting both parties’ views of their ideal outcomes to
an attainable outcome”
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4.5 Need and Importance of Negotiation
Following are the five key reasons that illustrate the importance of negotiation skills (1) the
dynamic nature of business, (2) interdependence, (3) competition (4) the information age, and
(5) globalisation.

4.5.1 Dynamic Nature of Business
Mobility and flexibility are the dictates of the new world of work. The dynamic, changing
nature of business means that people must negotiate and renegotiate their existence in
organisations throughout the duration of their careers. The advent of decentralized business
structures and the absence of hierarchical decision-making provide opportunities for managers,
but they also pose some daunting challenges. People must continually create possibilities,
integrate their interests with others, and recognise the inevitability of competition both within
and between companies. Managers must be in a near-constant mode of negotiating opportunities.
According to Linda Greene, Associate Vice Chancellor for academic affairs at the University of
Wisconsin-Madison, “Many important events essential to professional success and professional
satisfaction happen everyday in the workplace and they are not always announced in advance.”
(The Capital Times, January 1, 2000, p. 1E). In reality, negotiation comes into play when people
participate in important meetings, get new assignments, head a team, participate in a
reorganisation process, and set priorities for their work unit. Negotiation should be like second
nature to the business manager, but often it is not.

Interdependence
The increasing interdependence of people within organizations, both laterally and hierarchically,
implies that people need to know how to integrate their interests and work together across
business units and functional areas.

Competition
Business is increasingly competitive. This means that companies must be experts in competitive
environments. Managers not only need to function as advocates for their products and services,
but they must also recognise the competition that is inevitable between companies and, in some
cases, between units within a company. Understanding how to navigate this competitive
environment is essential for successful negotiation.

Information Age
The information age also provides special opportunities and challenges for the manager as
negotiator.

Globalization
Most managers must effectively cross cultural boundaries in order to do their jobs. Setting aside
obvious language and currency issues, globalisation presents challenges in terms of different
norms of communication. Managers need to develop negotiation skills that can be successfully
employed with people of different nationalities, backgrounds, and styles of communication.
Consequently, negotiators who have developed a bargaining style that works only within a
narrow subset of the business world will suffer unless they can broaden their negotiation skills
to effectively work with different people across functional units, industries, and cultures
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(Bazerman & Neale, 1992). It is a challenge to develop a negotiation skill, set general enough to
be used across different contexts, groups, and continents, but specialized enough to provide
meaningful behavioural strategies in any given situation. This book helps to develop such
skills.

Notes

4.6 Preconditions for Negotiations
1.

There must be two or more parties which have either conflict or disagreement.

2.

There must be a perceived conflict of needs, positions and interests.

3.

There must be interdependence so that the outcome must be satisfying to all parties.

4.

Agreement must be required to be reached within reasonable time, so that it becomes
beneficial to parties.

5.

The success of negotiation depends on the facts that:
(i)

The issue is negotiable.

(ii)

The negotiators are not only taking but giving also.

(iii)

The negotiator’s parties must trust each other to some extent.

(iv)

There is a fear that failure may lead to crisis.

4.7 Elements of Negotiation
Most of the descriptions given above basically identify the following elements in the process of
negotiation.
1.

People generally do not negotiate with themselves. All negotiations involve transactions
between a minimum of two individuals/groups. However, in some situations, it could be
more than two individuals/groups. For example, in India, differences between labour
and management are often resolved with the involvement of the Government.

2.

For negotiation to take place, there must exist a conflict of interest between two
individuals/parties. When they come to negotiate, they would like to find a solution that
would satisfy the individual interests of both the parties.

3.

The reason why two individuals/groups opt for negotiation is because their relationship
is interdependent. One depends on the other for the satisfaction of his interests, which
cannot be taken care of by another individual or group. For instance, the union depends
on the management and the management is dependent on the workers who are represented
by the unions.

4.

The process of negotiation begins by presentation of an initial demand/proposal which is
followed by a counter proposal by the other party. If this is followed by several proposals
and counter proposal, negotiation does not take place. Saying yes or no as opening move,
or tossing a coin and sticking to it does not constitute negotiation.

5.

In all negotiations the concern is either for division and/or exchange of specific resources.
The first is a fixed pie situation where negotiation takes place for a share of the pie. The
second is simply a barter situation, where negotiation takes place as a process of give and
take.

6.

Very often people negotiate on behalf of another person, organisation, or even a country,
called constituents. Often the constituents provide these negotiators the ranges within
which they are to settle the deal. However, in some cases no such ranges are provided and
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the final deal is left to the judgement of the negotiators. In cases where the people actually
negotiate on behalf of someone, they have to be accountable to their constituents.
7.

All negotiations do not always end up in a mutually satisfying memorandum of agreement.
Sometimes the negotiators get so involved with the issues that they are not able to go
beyond them. At this point of time, they may decide to involve mediation by a third party,
acceptable to both the parties in negotiation.

Hence, we see negotiation as a way of getting what one wants by presenting proposals and
counter proposals for division and/or exchange of resources in a mutually dependent relationship.
In case of parties failing, it provides the possibility of a third-party intervention.

4.8 Assumptions in Negotiation
Effective negotiation is based on following assumptions:
1.

Negotiation is a process of give and take. It has no room for threat or coercion. Any use of
force violates the basic premise of negotiation which is based on two parties coming by
their own free will to discuss their issues.

2.

While it is assumed that in negotiation proposals and counter proposals should ideally be
reasonable, the process of negotiation cannot assume total reasonableness. All one can say
is that negotiation provides reasonable people a reasonable opportunity to be reasonable.
But to expect total reasonableness is not correct.

3.

When people come to the negotiation table, they come with the belief that the other
individual/group can be persuaded. If such a conviction does not exist, negotiation cannot
proceed.

4.

Perhaps the most important assumption has to do with the hierarchically equal status of
the parties during negotiation. When union representatives and senior HRM managers sit
down across the table to negotiate their structural positions in the organisation it lose
significance.

5.

Another important assumption has to do with the desire for fairness in the process of
negotiation. Though this may sound somewhat contradictory to the assumption of
reasonableness mentioned above, it becomes a necessary precondition for negotiation to
begin and to end in a mutually satisfying agreement. The concept of fairness is relative.
Therefore, one may be happy with a lot less than the other, but as long as the result of
negotiation is acceptable to both parties, it is perceived as fair and just.

6.

Finally, it is necessary for both parties to see negotiation as more beneficial for resolving
differences, compared to other methods of dispute settlements. It is assumed that the
parties in conflict have assessed other alternatives and have found negotiation as a more
valuable option than the others.

4.9 Game Plan
Negotiation requires preparation, hard work, and the ability and willingness to foresee the
response of the adversary. Hence, before one gets into actual negotiation one has to prepare a
game plan. A negotiation plan consists of three stages. These are:
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Pre-negotiation planning,

2.

During negotiation behaviour and

3.

Post-negotiation understanding.

LOVELY PROFESSIONAL UNIVERSITY

Unit 4: Negotiation

Notes

4.9.1 Pre-negotiation Planning
This is the most important stage of negotiation. The success or failure of negotiation depends on
how well the homework has been done before one is in a face-to-face actual negotiation situation.
Pre-negotiation planning requires consideration of the following factors:
1.

Know thyself: One of the most significant factors is the knowledge about one’s own
personality and predispositions. Some people are good in bargaining while others get
confused and irritated more easily. As a result, they either give away some very useful
information or block the process of negotiation. Evidence shows that people who have
lesser tolerance for ambiguity tend to be losers in negotiation. Weingart et al. (1988)
found high interpersonal orientation as the most significant characteristic in making
negotiation effective. It involves sensitivity to the needs of others, power balance and the
requirements of the immediate situation.

2.

Know the adversary: Knowing one’s self is not enough. It is also necessary to do a
background check on the individual/party, one is going to negotiate with, particularly if
it is a first-time interaction. By and large it has been seen that parties belonging to the
same background (ethnic, religious, caste, etc.) and subscribing to the same ideology
(political or otherwise) tend to cooperate with each other. Early evidence has suggested
that women tend to be more conciliatory than men (Wall, 1976). However, some recent
evidence suggests that it is not the gender per se but rather masculine and feminine
tendencies, irrespective of biological gender, that make the difference.

3.

Specify your goals and objective: Before walking into a face-to-face negotiation, it is
imperative to be clear as to what are your immediate and long-term objectives in the
negotiation. An understanding of these helps in planning the negotiation strategy. In case
there are a number of issues on which negotiation has to take place it is absolutely necessary
to prioritise your objectives most important followed by the next most important, and so
on. Not only this, it is also necessary to identify those issues which one would be willing
to trade off with the options provided by the other party. In other words, which of the
several issues one is willing to give up if some favourable option is provided. Sometimes
it is also necessary to combine various issues into a single package instead of dealing with
them one by one. The package may have greater cumulative value than each single item.

4.

Develop arguments/alternatives: Negotiation is not possible if there is a fixed point
argument. It involves a range within which the individuals/parties in negotiation have to
bargain. Therefore, before going into actual negotiation, it is necessary to decide the entry
and exit points. There is nothing like getting a deal at one’s exit point because that generally
does not happen. Hence, it is necessary to decide what is it that one would like to get, what
would be a tolerable limit without losing much, and finally what is the absolute minimum/
maximum one would finally like to have to receive a negotiation surplus. These are
different points in the range defined by the entry and exit points. Just walking into a
negotiation without these considerations may put one in a surprise situation, getting out
from which may not only be difficult but often impossible.

5.

Agenda/procedures: Perhaps one of the most important factors in pre-negotiation planning
has to do with agenda, site selection, physical arrangement, and time availability. These
are the issues/items on which negotiation has to take place. The agenda tends to set the
tone for negotiation. An agenda must be prepared in consultation with the individual/
party involved in the negotiation and should be made known to them before the actual
negotiation. Site selection plays a significant role in the process of negotiation. Most
negotiations usually take place at a neutral place. Negotiations taking place at either
individual/party’s office/city/country may provide the individual/party in negotiation
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the home advantage by way of socio-moral support, access to additional help, and control
on infrastructural facilities. Alternatively, it adds to the disadvantage of the other
individual/party. It is like a cricket match on home ground where the local public provides
moral support to the home team and discourages the winning attempts of the other team.
Physical arrangements like seating arrangement at the venue, availability of secretarial
assistance, or even timely availability of food and refreshments can make a difference in
the process and outcome of negotiation. If well-arranged, they can facilitate negotiation
or may cause irritation if details are not taken care of. Seating arrangement which is based
on face-to-face interaction provides access to body language. Perhaps the most important
factor in negotiation is happening in the international scenario. Hence if results are wanted,
a time frame for negotiation should be identified. By and large, it has been found that
when the period of negotiation is fixed, decisions are taken usually towards the end of the
closing period of time.

4.10 Behaviour during Negotiation
Having done the necessary preparation and homework now the time has come to sit face-to-face
in actual negotiation. For as long as the negotiation lasts a number of behaviour patterns have
to be observed. They are the opening move, negotiation dance, and influence mechanism.
1.

Opening Move: If the parties in negotiation are meeting for the first time, the opening
move becomes very important. It decides the nature of rapport that would be established
and subsequently influence the pattern of negotiation. Generally, one should, after saying
hello and introductions, talk about neutral topics such as the weather or some topics of
general common interest. The basic idea of the opening dialogue is to put the other
individual/party at ease and to help in settling down.
Once the individuals/parties are settled, the process of negotiation begins. The initial
offer made in the process tends to set the tone of subsequent negotiation behaviour. Too
conservative or too liberal an offer can prolong the process of negotiation because in both
cases the individuals/parties keep on asking for more liberal offers to maximise one’s
gain and conservative offers take too long to reach the limits of expectation. This creates
what is called lock-in effect. It refers either to the nature of proposals being received or
counter proposals being made. Nature here refers to the size of the proposal and the
expectation that all future proposals will follow the profile of the initial and/or subsequent
offers.

2.

Negotiation Dance: This is based on two elements – frequency of proposals and size of
proposals. Frequency refers to the number of times proposals are made and size refers to
the quantity/value of the proposals. These two together make the negotiation dance (the
sequence of proposals/counter proposals). The combination of these two can result in
many different patterns of negotiation. For example:
(i)

An individual/party can make several small concessions followed by one big
concession at the closing stage.

(ii)

Alternatively, an individual/party can make an initial large concession followed
by several small concessions.

(iii)

They can make uniform concessions throughout where size remains the same but
the frequency is large.

The frequency of offers and their size determine the nature of the outcome. For example,
Weingart et al. (1988) found that negotiation with a high frequency of offers and counter
offers reduces the possibility of an integrative outcome. Such a process does not provide
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time to take a perspective approach or exchange information. However, it has been noticed
that as the time for closing the deal approaches, the frequency of concessions increases.
This is called monotone decrease.

Notes

A negotiation dance also deals with last-clear-chance offer, a tendency to reach the maximum
limit and then to say ‘take it or leave it’. This seems to be a common behaviour pattern
when a negotiation has lasted for a long time and individual/parties involved have
become exhausted and tried. However, in this situation if the last chance offers is accepted
then one can sign an agreement. But if the last-clear-chance offer is not accepted and
negotiation comes to end, then the individual/party that makes last chance offer tends to
lose. The reason is that the individual/party which has made the offer has been able to
bring the adversary to a position closer to its own, but this benefit is lost if the negotiation
does not lead to an agreement.
3.

Influence Mechanisms: Although negotiation is supposed to be fair and reasonable, still
individuals/parties often use mechanisms of influence to get the agreement in their favour.
They may use following power system to get a favourable deal.
(i)

Referent Power: It means dropping names of influential people or identifying with
them during the negotiation to suggest that their relationship with these people
should be taken into account in the negotiation settlement.

(ii)

Expert Power: It refers to using their expertise on the issues or using jargon unfamiliar
to other individual/party, thereby indicating that they know more about the issue
and hence their point of view is the best.

Additionally, they may either offer non-specified benefits to make them agree to their proposal
or threaten the other individual/party should it disagree to their proposals. However, it should
be noted that the other individual/party could be equally capable to use the same rewards and
threats and may respond to threat with greater threat and reward with better reward. Or it may
simply ignore the rewards and threats and walk away from negotiation, denying the benefits
accrued so far. The benefits here are the concessions made so far.

4.11 Post-negotiation Understanding
People often think that once an agreement is reached, the act of negotiation is completed.
However, the fact is that negotiation helps in finding a solution to the conflict. Once the solution
has been found, it has to be implemented. The solution is only the beginning, it has to be seen
that negotiation reaches its logical conclusion by being implemented. Therefore, post-negotiation
understanding requires a blue print to put the agreements in action. Hence, the following
agenda has to be discussed, negotiated, and agreed upon:
1.

Implementation Plan: Agreeing on an issue in negotiation leads to putting the agreement
into an action plan. The exact nature of the plan must be sorted out during the negotiation
to reduce any future misunderstanding. It should include the course of action, resource
generation and resource utilisation, a time table and indices for monitoring, and evaluation
of the success of the course of action taken. If such an agreement is not made then chances
are that while implementing the agreements arrived at in negotiation the need may arise
to go back to the negotiation table.

2.

Role Responsibilities: In addition to the blueprint suggested above, it is also imperative to
delineate the exact roles that the individual/parties in negotiation, or their representatives,
would be performing. Such an attempt helps in allocating responsibilities, authority, and
accountability. It also saves time and energy by avoiding unnecessary duplication of
efforts and streamlines the need for coordination between the two individuals/parties in
negotiation.
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3.

Review Teams: To monitor the progress of the implementation plan, the individuals/
parties should also agree on setting up joint implementation review teams. These
individual/parties should ensure adequate information sharing, provide timely feedback,
make mid-course correction, and by and large make sure that progress is timely and as
planned.

4.12 Distributive Negotiation
Distributive negotiation takes place when the resources are fixed and limited (fixed-pie situation)
and each individual/party wants to get a large share for itself. Therefore, distributive negotiation
becomes essentially a competition to get the maximum for one’s self. The competitive negotiator
views the negotiating world as one controlled by an ego-centric self-interest. Resources are
limited and the distribution of these resources should be distributive in nature (Sherman and
Asherman, 2001). Distributive negotiations are lengthy and typically involve deceptive
arguments and new concessions. Negotiators mark their true intents and needs by exaggerating
emotions and demands and by exhibiting conflicting verbal and non-verbal cues. In this kind of
negotiation though the goals and objectives of individuals/parties are diametrically opposed,
the relationship is still interdependent. However, the focus is on pushing one’s entry point
closer to the exit point. Hence the concern is with the subjective utility of the outcome, and the
cost of delay in reaching a settlement or terminating the process of negotiation is very high.
Distributive bargaining generally takes place in case of a one time-relationship. Some of the
tactics used in distributive bargaining are described below:
1.

Bluffing: It refers to the making of a false statement of position, a promise, or threat which
the individual/party has no intention to carry out. The negotiators use “linguistic
behaviour” such as disclaimer, hedging, omissions, and vague language to project an
image of strength (Lewicki and Litterer, 1985).

2.

Delays: For reaching favourable settlements, discussions are often deliberately prolonged
to put time pressure on the other individual/party. This becomes particularly effective if
there is a time limit within which the other individual/party has to make the deal.

3.

Snow Job: It refers to putting pressure on the other individual/party by presenting a long
list of issues to be discussed, most of which may not have any significance for the individual/
party presenting them. This is more true in union-management negotiations where the
union charter of demands runs into several pages. The idea is to “blind” the other
individual/party as it happens when it snows.

4.

Temper Tantrums: These are often used to show one’s anger, frustration, or dissatisfaction
either with the progress of negotiation or on the nature of the counter proposals. This is
just a show to make the other individual/party uncomfortable and agree on a proposal
favourable to angry individual/party.

5.

Nibble: This basically refers to wearing down the adversary to reach an agreement on an
issue after hard and prolonged bargaining. When the adversary is about to agree, he/she
is asked for some small favour before the final agreement is signed.

6.

Limited Authority: It is used to push a particular proposal and emphasising that this
proposal is within the authority of the bargainer. For anything more than that the bargainer
has to check with higher ups which would delay and/or change the outcome. It is usually
practised if the individual/party is representing a client or a constituent.

Fundamental Strategies
The prime objective in distributive bargaining is to maximise the value of the current deal. In
the condo example, the buyer has four fundamental strategies available:
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1.

To push for a settlement close to the seller’s (unknown) resistance point, thereby yielding
the largest part of the settlement range for the buyer. The buyer may attempt to influence
the seller’s view of what settlements are possible by making extreme offers and small
concessions.

2.

To convince the seller to change her resistance point by influencing the seller’s beliefs
about the value of the condo (e.g., by telling that the condo is overpriced), and thereby
increase the bargaining range.

3.

If a negative settlement range exists, to convince the seller to reduce her resistance point
to create a positive settlement range or to change his own resistance point to create an
overlap. Thus, Megan could be persuaded to accept a lower price, or Larry could decide he
has to pay more than he wanted to.

4.

To convince the seller to believe that this settlement is the best that is possible – not that
it is all she can get, or that she is incapable of getting more, or that the buyer is winning by
getting more. The distinction between a party believing that an agreement is the best
possible deal leads to ego satisfaction. Ego satisfaction is often as important as achieving
tangible objective.

Notes

In all these strategies, the buyer is attempting to influence the seller’s perceptions of what is
possible through the exchange of information and persuasion. Regardless of the general strategy
taken, two tasks are important in all distributive bargaining situation—(1) discovering the
other party, and (2) influencing the other party’s resistance point.

4.13 The Bargaining Zone and the Negotiation Dance
Typically, negotiators’ target points do not overlap. The seller wants more for the product or
service than the buyer is willing to pay. However, it is often (but not always) the case that
negotiators’ reservation points do overlap meaning that the most the buyer is willing to pay is
more than the least the seller is willing to accept. Under such circumstances, a mutual settlement
is profitable for both parties. However, the challenge of negotiating is to reach a settlement that
is most favourable to oneself and does not give up too much of the bargaining zone. The
bargaining zone, or Zone of Possible Agreements (ZOPA) (Lax & Sebenius, 1986) is the region
between each party’s reservation point. The final settlement of a negotiation will fall somewhere
above the seller’s reservation point and below the buyer’s reservation point (Raiffa, 1982).
Every negotiator should know certain important principles when it comes to slicing the pie.
First it is important to realise that the bargaining zone can be either positive or negative.
Strategy 1: Assess your Best Alternative To Negotiated Agreement (BATNA) and improve it.
Nothing can help a negotiator get a bigger slice of the pie than having a great BATNA.
Strategy 2: Determine Your Reservation Point, But Do Not Reveal It
Unless you are willing to settle for your reservation point, do not reveal your BATNA or your
reservation price during the course of negotiation, even in the friendliest of situations. If you do,
the other party will simply offer you your reservation price and you will not have any surplus
for yourself. Further, your threats to “hold out” won’t work because the other negotiator will
know that rationally, you are better off accepting the offer.
Strategy 3: Research the Other Party’s BATNA and Estimate Their Reservation Point
Even though determining the other party’s BATNA may be easier said than done, negotiators
often fail to do sufficient research, which reduces their power more than anything. Negotiators
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can use a variety of ways to garner information that may reveal something about the opponent’s
alternatives.
Be careful when the other party discloses, however.
Strategy 4: Set High Aspirations (Be Realistic, But Optimistic)
Your aspiration or target point defines the upper limit on what you can ever expect to get in a
negotiation. Because you will never get more than your first offer, your first offer represents the
most important anchor point in the negotiation.
Strategy 5: Make the First Offer (If You Are Prepared)
Folklore dictates that negotiators should let the opponent make the first offer. “The experts say
it’s better to let your adversary make the opening offer”.
However, scientific investigation of real bargaining situations does not support this intuition.
Whichever party – buyer or seller – makes the first offer, that person obtains a better final
outcome.
Strategy 6: Immediately Re-anchor if the Other Party Opens First
If your opponent makes an offer, then the ball is in your court. It is wise to make a counter-offer
in a timely fashion. This move does two things. First, it diminishes the prominence of the
opponent’s initial offer as an anchor point in the negotiation. Second, it signals a willingness to
negotiate.
Strategy 7: Plan your Concessions
Concessions are the reductions that a negotiator makes during the course of a negotiation.
Negotiators need to consider three things when formulating counteroffers and concessions:
1.

The pattern of concessions

2.

The magnitude of concessions

3.

The timing of concessions

Pattern of Concessions
Unilateral concessions are concessions made by one party; in contrast, bilateral concessions are
concessions made by both sides. Negotiators who make fewer and smaller concessions are more
effective in terms of maximising their slice of the pie, compared to those who make larger and
more frequent concessions.

Magnitude of Concessions
Even though negotiators may make concessions in a back-and-forth method, this exchange does
not say anything about the degree of concessions made by each party. Thus, a second
consideration when making concessions is to determine how much to concede. The usual measure
of a concession is the amount reduced or added (depending upon whether one is a seller or
buyer) from one’s previous concession. It is unwise to make consistently greater concessions
than one’s opponent.
The graduated reduction in tension (GRIT) model (Osgood, 1962) is a method in which parties
avoid escalating conflict so as to reach mutual settlement within the bargaining zone. The GRIT
model, based on the reciprocity principle, calls for one party to make a concession and invites
the other party to reciprocate by making a concession. The concession offered by the first party
is significant, but not so much that the offering party is tremendously disadvantaged if the
opponent fails to reciprocate.
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Timing of Concession
By timing of concessions, we mean whether concessions are immediate, gradual, or delayed
(Kwon & Weingart, 2004). In an analysis of buyer-seller negotiations, sellers who made immediate
concessions received the most negative reaction from the buyer – who showed least satisfaction
and evaluated the object of sale most negatively. In contrast, when the seller made gradual
concessions, the buyer’s reaction was most positive – high satisfaction.
Strategy 8: Use an objective-Appearing Rationale to Support your Offers
The way in which an offer is presented dramatically affects the course of negotiations. Ideally,
present a rationale that appears to be objective and invites the opponent to buy into your
rationale. If your proposals are labeled as “fair,” “even splits,” or “compromises,” they carry
more impact. The importance of having a rationale cannot be overestimated. Oftentimes, people
simply want to hear that you have a rationale and don’t even bother to assess the details of it.
Strategy 9: Appeal to Norms of Fairness
Fairness is a “hot button” in negotiation because most negotiators view themselves as fair, or
wanting to be fair. The ideal pie-slicing strategy is to determine which norms of fairness would
be appropriate for the situation and then use these norms to argue for your own target point.
Strategy 10: Do Not Fall for the “Even Split” Ploy
A common focal point in negotiation is the “even split” between whatever two offers are
currently on the negotiation table. In many negotiation situations, such as in car and house
buying, negotiators’ offers do not overlap. Inevitably, one person has the bright idea of “splitting
the difference.” The concept of the “even split” has an appealing, almost altruistic flavour to it.
To many of us, it seems unreasonable to refuse, to compromise or meet the other person halfway.
So what is the problem with even splits? The problem is that they are based on arbitrarily
arrived-at values.

4.14 The most Commonly bothering Questions
1.

Should I reveal my Reservation Point?
Revealing your reservation point is generally not a good strategy unless your reservation
point is especially good and you suspect that the bargaining zone is narrow. If you reveal
your reservation price, be prepared for the other party to offer you your reservation price,
but not more.

2.

Should I lie about my Reservation Point?
Lying is not a good idea for three important reasons:
First, lying is unethical.
Second, lying does not make sense strategically.
Finally, lying hurts your reputation.

3.

Should I try to manipulate the other party’s reservation point?
Probably not. Assuming that other parties are reasonably intelligent, motivated, and
informed (like you), they are not likely to fall prey to this readily transparent negotiation
ploy. Such attempts may actually backfire, entrenching other parties more steadfastly in
their positions.
Furthermore, you want to avoid other negotiators’ attempts to turn the tables on you with
similar influence tactics. You probably would not fall for it, so why should they?
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4.

Should I make a “Final Offer” or commit to a position?
In general, taking such a stance is not an effective negotiation strategy. The key reason is
that people do so too early in the negotiation process. Indeed, the line “This is my final
offer” would have much more effective impact if said later in a negotiation.
Making an irrevocable commitment such as a “final offer” really should be done only
when you mean it and you feel comfortable walking away from the bargaining table. If
your BATNA is more attractive than what the opponent is offering you, intimidating the
other party by making a commitment is risky. First, it is difficult to make “binding”
commitments that appear to be credible. More important, it is difficult to reverse such
statements once they are made, at least not without looking or feeling foolish.

Saving Face
Saving face in a negotiation has been called “one of an individual’s most sacred possessions”.
Face is the value a person places on his or her public image, reputation, and status vis-à-vis other
people in the negotiation. Direct threats to face in negotiation include making ultimatums,
criticisms, challenges, and insults. Often, it is the mere presence of an audience that can make
“saving face” of paramount importance for the negotiator.

4.15 Finding ways to Abandon a Committed Position
Frequently negotiators want to get the other party out of a committed position, and many times
that party also wants a way out. How can this be done? We suggest four avenues for escaping
commitments.

Plan a Way out
When establishing a commitment, a negotiator should simultaneously plan a private way out.
The negotiator may also reward a commitment to indicate that the conditions under which it
applied have changed. Some to say, “Given what I’ve learned from you during this discussion,
I see I am going to rethink my earlier position.” The same could be done for the other party. A
negotiator, wanting to make it possible for the other to abandon a committed position and yet
not lose credibility, might say, “Given what I’ve told you about the situation (or given this new
information) I believe you will see that your earlier position no longer holds.” Needless to say,
the last thing a negotiator wants to do is to embarrass the other party or make judgemental
statements about the shift in position; rather, the other party should be given every opportunity
to retreat with dignity and without losing face.

Let it Die Silently
A second way to abandon a commitment is to let the matter die silently. After a lapse of time, a
negotiator can make a new proposal in the area of the commitment without mentioning the
earlier one. A variation on this process is to make a tentative step in a direction previously
excluded by the other’s commitment. For example, an employee who has said that he would
never accept a certain job assignment may be asked to consider the benefits to the career of a
“temporary” placement in that job. In bureaucratic institutions, changes can be introduced as
“innovative experiments” to see if they work before they are formally adopted. If the other
party, in response to either of these variations, indicates through silence or verbal comment a
willingness to let things move in that direction, the negotiation should simply be allowed to
progress.
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Restate the Commitment
A third route is to restate the commitment in more general terms. The party that wants to
abandon a commitment will make a new proposal, changing some of the details to be more in
line with his or her current needs, while ostensibly still living with the general principles of the
earlier working. For example, the purchasing agent who demanded a 10 per cent volume discount
may rephrase this statement later to say simply that a significant volume discount is needed.
The other party can then explore what level this “significant” discount could be.

Minimise the Damage
Finally, if the other party backs off from a committed position, it is important to help him or her
“save face,” which means helping to minimise any possible damage to the other party’s selfesteem or to constituent relationships. One strategy to use in this instance is to make a public
attribution about the other party’s move to some noble or higher outside cause. Diplomats can
withdraw from a committed position because of their deep concern for peace and humankind. A
buyer or seller can back off from a point during a real estate transaction to support the economic
well-being of the community. Managers can leave a committed position for the good of the
company.
A committed position is a powerful tool in negotiation: it is also a rigid tool and must therefore
be used with care. As with any other tool, we must be as alert to ways of denying it to the other
party as we are to ways we can use it for ourselves. Unfortunately, many commitments are made
impulsively out of anger or a desire to stop making concessions rather than as a result of clearly
thought-out tactical planning. In either case, the essential effect of a committed position is to
remove an issue from further discussion – to make it no longer negotiable except at serious risk
to one or both parties. The committed position has to be believable, and it must appear
inevitable – if X happens, Y is inevitable. Convincing the other party that fate is sealed on the
matter at hand is a demanding task and requires preparation, time and skill. Consequently,
getting out of a committed position is not easy, but the process is made simpler by planning a
means of escape at the time the commitment is being established. Many of the steps a negotiator
can use to get out of a commitment can also be used to help the other party get out of a
committed position or even better, to keep him or her from establishing one in the first place.

4.16 Closing the Deal
After negotiating for a period of time, and learning about the other party’s needs, positions, and
perhaps resistance point, the next challenge for a negotiator is to close the agreement. Several
tactics are available to negotiators for closing a deal; choosing the best tactic for a given
negotiation is as much a matter of choice between art and science.

Provide Alternatives
Rather than making a single final offer, negotiators can provide two or three alternative packages
for the other party that are more or less equivalent in value. People like to have choices, and
providing a counterpart with alternative packages can be a very effective technique for closing
a negotiation. This technique can also be used when a task force cannot decide on which
recommendation to make to upper management. If in face there are two distinct, defensible
possible solutions, then the task force can forward both with a description of the costs and
benefits of each.
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Assume the close
Salespeople use an ‘assume – the – close technique’ frequently. After having a general discussion
about the needs and positions of the buyer, often the seller will take out a large order form and
start to complete it. The seller usually begins by asking for the buyer’s name and address before
moving on to more serious points (e.g., price, model). When using this technique, negotiators
do not ask the other party if he or she would like to make a purchase. Rather, they act as if the
decision to purchase something has already been made so they might as well start to get the
paperwork out of the way.

Split the Difference
Splitting the difference is perhaps the most popular closing tactic. The negotiator using this
tactic will typically give a brief summary of the negotiation (We both have spent a lot of time,
made many concessions, etc.) and then suggest that, because things are so close, “why don’t we
just split the difference?” While this can be an effective closing tactic, it does presume that the
parties started with fair opening offers. A negotiator who uses an exaggerated opening offer and
suggests a split-the-difference close is using a hardball tactic.

Exploding Offers
An exploding offer contains an extremely tight deadline in order to pressure the other party to
agree quickly. For example, a person who has interviewed for a job may be offered a very
attractive salary and benefits package, but also be told that the offer will expire in 24 hours. The
purpose of the exploding offer is to convince the other party to accept the settlement and to stop
considering alternatives. This is particularly effective in situations where the party receiving
the exploding offer is still in the process of developing alternatives that may or may not turn out
to be viable (such as the job candidate who is still interviewing with other firms). People can feel
quite uncomfortable about receiving exploding offer, however, because they feel as if they are
under unfair pressure. Exploding offer appears to work best for organizations that have the
resources to make an exceptionally attractive offer early in a negotiation in order to prevent the
other party from continuing to search for a potentially superior offer.

Sweeteners
Another closing tactics is to save a special concession for the close. The other negotiator told,
“I’ll give you X if you agree to the deal.” For instance, when selling a condo, the owner could
agree to include the previously excluded curtains, appliances, or light fixtures to close the deal.
To use this tactic effectively, however, negotiators need to include the sweetener in their
negotiation plans or they may concede too much during the close.
A negotiation, it can tip the balance of his or her behaviour away from cooperation towards
competition, resulting in impasses and lose-lose outcomes.

Wise – Pie-slicing
The distribution of resources (pie-slicing) is an unavoidable and inevitable aspect of negotiation.
What qualities should we live by when slicing the pie?

Consistency
One of the hallmarks of a good pie-slicing heuristic is consistency or invariance across setting,
time and respect to the enforcer of the procedure.
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Simplicity
Pie-slicing procedures should be clearly understood by them. Group members should be able to
easily articulate the procedure used to allocate resources.

Effectiveness
Pie-slicing policies should produce a choice, meaning that the allocation procedure should yield
a clear decision. If the procedure does not produce such a decision, then conflict may erupt
among group members who try to identify and implement a decision post-hoc.

Justifiability
Pie-slicing procedures should be justifiable to other parties. A fairness rule may be consistent,
simple, and effective, but if it cannot be justified, it is not likely to be successful, for example,
suppose that a manager of an airline company decides that raises will be based upon hair colour.

Consensus
Group members should agree upon the method of allocation. Effective pie-slicing procedures
are often internalised by group members, and norms act as strong guidelines for behaviour and
decision-making in groups.

Generalizability
The pie-slicing procedure should be applicable to a wide variety of situations. Procedures and
norms develop when intra-group conflict is expected, enduring, or recurrent and effective policy,
therefore, specifies outcome distribution across situations.

Self Assessment
Fill in the blanks:
5.

.................................... disputes are far more visible and get extensive news coverage than
commercial disputes which are as frequently but public and visible.

6.

The skill of establishing open and mutual trust is critical for .......................... resolution.

7.

The ............................. procedure should be applicable to a wide variety of situations.

8.

.................................... is middle ground between negotiators’ positions.

9.

A ................................could ask the other party in a negotiation any number of questions.

10.

The ........................................... conflict resolution style directs the energies of the conflicting
parties at defeating the problem and not at each other.

11.

........................................ school of negotiators is primarily concerned with the belief system
of the negotiators.

4.17 Integrative Negotiation
Unlike in distributive negotiation, the focus in integrative negotiation is to agree on a mutually
satisfying outcome, and hence by design it becomes a win-win kind of negotiation. Just like
distributive negotiation, here also the resources may be limited and the individual/parties may

LOVELY PROFESSIONAL UNIVERSITY

83

Conflict Management and Negotiation Skills

Notes

come with an option contrary to the others, but there is a willingness to generate other options
and agree on them to create mutually utilitarian outcome. The gain of one individual/party is
not at the cost of the others. There is a mutuality of understanding and an attempt to satisfy the
concerns of each other.
Bazerman (1990) suggests that to be able to achieve integration in negotiation the negotiators
need to safeguard against the following pitfalls:
1.

There is no fixed pie. It could be expanded and/or utilised to the maximum advantage of
all parties.

2.

The process of negotiation can become non-relational. The focus may shift from issue to
position, ego, and face saving.

3.

Overconfidence in one’s own position may lead to neglecting the need of other people.
Integrative bargaining is difficult to achieve for various reasons. If the history of past
relationship has not been very harmonious and if the parties have still to bargain with
each other because of uncontrollable circumstances, it becomes difficult to find integrative
solutions. Most of the time is spent on pointing out the problems and losses and in all
negotiations there is always an element of distributive win-lose situation. No one would
like to be a loser, thus the parties try to get as much as possible from the negotiation
situation. Often compromise is made in such situations that leads to both parties making
sacrifices. Compromise takes place because the parties want to avoid conflict or extended
negotiation. The parties feel that the cost of conflict or extended negotiations is larger than
the gains to be had from it

4.

The integrative conflict resolution style directs the energies of the conflicting parties at
defeating the problem and not at each other. Attempts are made to clarify the problem by
exploring facts and expressing personal feelings. Although time consuming, this approach
allows people to disagree, work on those disagreements in light of facts, and help achieve
a better understanding of each other (Filley, 1975).
This approach to conflict resolution is based on certain beliefs and attitudes that provide
the foundation for the interpersonal communication skills that must be used. Filley (1975)
suggested that following beliefs would be conducive to the problem-solving approach:
(i)

Belief in the availability of a mutually acceptable solution that will achieve
everyone’s goals.

(ii)

Belief in cooperation rather than competition.

(iii)

Belief that everyone is of equal value-no status or power imbalance is involved.

(iv)

Belief in the view expressed by others as legitimate statements of their position.

(v)

Belief that differences of opinion are helpful.

(vi)

Belief in the trustworthiness of the other member.

(vii) Belief that the other party can compete, but chooses to cooperate.
The skill of establishing open and mutual trust is critical for conflict resolution (Deutsch, 1973;
Doolittle, 1976). A trusting atmosphere encourages individuals to take the existential risk involved
in open, constructive confrontation. Trust is also conducive to the maintenance of the relationship
between the conflict parties (Deutsch, 1973). Trust can be demonstrated by a conflict party
through the use of congruent verbal and non-verbal communication channels (Gahagan &
Tedeschi, 1968; Satir, 1964). Conflict parties must speak and behave in ways that demonstrate
trust, thereby encouraging the other conflict party to respond in a trusting and cooperative

84

LOVELY PROFESSIONAL UNIVERSITY

Unit 4: Negotiation

manner. Another skill of integrative conflict resolution is the use of positive and supportive
messages (Alexander, 1979).

Notes

The integrative style of resolution is appropriate in interpersonal conflicts because the parties
desire not only the resolution of the issue but just as importantly want to maintain a satisfactory
relationship with the other person. The more developed the interpersonal communication skills
of the conflict parties, the greater the chance for constructive, integrative outcomes (Cupach,
1982).
Integrative conflict resolution fosters healthy relationships. A systematic, comprehensive
educational programme that encourages the building of constructive interpersonal skills could
empower individuals for more integrative conflict resolution within their valued relationships.

4.17.1 Win-win Negotiation: Expanding the Pie
Most negotiations are not win-or-lose enterprises. Unfortunately, however, most people approach
them as though they are. Win-win negotiation strategies are anything but intuitive, and many
people who regard themselves to be win-win negotiators are often the people who leave money
on the table without even realizing it. We need to be hyper vigilant concerning the creation and
maximisation of the pie of resources. This unit provides managers with strategies for realising
all of the potential from negotiation situations.

What is Win-win Negotiation Anyway?
Many negotiators, upon reaching agreement, will proudly describe their negotiation as winwin. However, closer inspection usually reveals that money was squandered, resources wasted,
and potential joint gain untapped. Clearly, negotiators’ minds and hearts were in the right
places, but they did not achieve what they really wanted – an integrative agreement that fully
leveraged parties’ interests and all available options. Win-win negotiation is a nice idea that is
too often poorly understood and poorly acted upon. Most people erroneously equate win-win
negotiations to mean splitting the pie evenly. Obviously, dividing the pie is always necessary in
negotiation, and people can feel emotional about it. However, win-win means something entirely
different. Win-win is not:
1.

Compromise: Compromise is middle ground between negotiators’ positions. Usually, it
means any space within the bargaining zone. Win-win negotiation does not pertain to
how the pie is divided, but rather, to how the pie is enlarged by negotiators. In several
instances, negotiators may make compromises, yet leave money on the table.

2.

Even split: Even splits, like compromises, refer to how the bargaining zone is divided
among the negotiators. For example, two sisters who quarrel over an orange and ultimately
decide to cut it in half have reached an even split. However, if they fail to realise that one
sister wants all of the juice and the other wants all of the rind, it is painfully clear that the
even split is not win-win (Follet, 1994). An even split of resources in no way ensures that
an integrative agreement has been reached.
For example we can say that in a company employees are on strike and they want that
their pays should be increase and they should also provide cabs to employees . Finally the
Employer has reached to a decision to provide cabs to employees but not to hike the pay
of Employees. In this case the Employer has only agreed to 50% demands and from this
case its clear that even split is not win-win.

3.

Feeling good: Happiness or feeling good is no guarantee that money and resources have
not been wasted; in fact, many “happy” negotiators do not expand the pie (Thompson,
Valley, & Kramer, 1995).
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4.

Building a relationship: Building a relationship and establishing trust is an important
aspect of negotiation. However, it is not sufficient to proclaim a negotiation as win-win.
Even people with a genuine interest in the other party may not be thinking creatively and
crafting win-win deals. In fact, people who would seem to have the most interest in
building a relationship with the other party (for example, husbands and wives, dating
couples, and long-term partners) often fail to reach integrative agreements (Fry, Firestone,
& Williams 1983; Thompson & De Harpport, 1998; Kurtzber & Medves, 1999).
Win-win negotiation really means that all creative opportunities are exploited and no
resources are left on the table. We call these outcomes integrative negotiations. In hundreds
of examples, money is left on the table in real-world negotiations; the problem is that
people do not realize it. It is, of course

5.

Telltale signs of win-win potential: Integrative potential exists in just about every
negotiation situation. However, people often fail to see it or do not believe that win-win
is possible. Most negotiations do not appear to have win-win because whatever one party
gains, the other party loses, however, even in the simplest of negotiations, it is possible to
identify more than one issue. The probability that negotiators will have identical
preferences across all issues is small, and as we will see, it is differences in preferences,
beliefs, and capacities that may be profitably traded off to create joint gain (Lax & Sebenius,
1986). For example, in the peace treaty talks between Syria and Israel, technical experts
formed committees to identify several issues, including the extent of an Israeli withdrawal
from the Golan Heights, water rights, security measures, and the time-table for
implementing an agreement. Israel puts the emphasis on Security guarantees, and Syria
placed greater weight on the withdrawal from the Golan Heights, thus allowing a more
integrative agreement to emerge (USA Today, January 5, 2000).

Can other issues be brought in?
Another strategy is to bring other issues, not previously considered, into the negotiation. For
example, in a four-day negotiation between San Marino, California, and the local fire fighters
association, the key issue was salary. Fire fighters wanted an increase. The negotiators began
searching for several options to reach this goal by connecting benefits to wages, allowing cost
savings to be distributed to fire fighters, and taking on additional duties (thereby increasing
incomes). In addition, management spent a great deal of time providing the fire fighters with
information on cost benefit analyses, operating costs, and other relevant budgetary information
so that all parties could evaluate which options were the most practical and beneficial. This
information sharing contributed not only to this negotiation but provided helpful information
for future organisational discussions

Can side deals be made?
In many situations, people are strictly cautioned not to make side deals or side payments, in
contrast, the ability to bring other people into negotiations to make side deals may increase the
size of the bargaining pie.

Do Parties have different Preferences across Negotiation Issues?
If parties have different strengths of preference across the negotiation issues, by definition, it is
a win-win negotiation (Froman & Cohen 1970). Again, consider the orange-splitting example.
Essentially, the situation involves two issues: the juice and the rind. Moreover, with regar d to
preferences, one sister cares more about the juice, the other cares more about the rind, then an
integrative agreement would not be possible. The key is to determine each party’s preferences
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and devise a means of satisfying each party’s most important interests while inducing them to
make concessions on lower-priority issues. Another example: the war over Colorado River
water pitted cities against farmers, fomented tensions among seven states, and dominated the
attention of Native American Indian tribes, environmentalists, federal officials, and Mexico

Notes

4.17.2 Strategies that Work
1.

Build trust and share information: Negotiators who build a trusting relationship and
share information greatly increase the probability that a win-win outcome will be reached
(Bazerman & Neale). It is important to realise that the information that negotiators need
to share is not information about their BATNAs, but rather, information about their
preferences and priorities across the negotiation issues.

2.

Ask diagnostic questions: A negotiator could ask the other party in a negotiation any
number of questions.

3.

Provide information: It is a fallacy to believe that negotiators should never provide
information to their opponent (Bazerman & Neale, 1992). Negotiations would not go
anywhere if negotiators did not communicate their interests to the other party. Remember,
you should negotiate as you would with your fraternal twin; if you do not provide
information, neither will the other party. A negotiator should never ask the other party a
question that he or she is not willing to answer truthfully. The important question, then,
is not whether to reveal information, but what information to reveal.

4.

Unbundle the issue: One reason why negotiations fail is because negotiators haggle over
a single issue, such as price. By definition, if negotiations contain only one issue, they are
purely distributive. Skilled negotiators are adept at expanding the set of negotiable issues.
Adding issues, unbundling issues, and creating new issue can transform a single-issue,
fixed-pie negotiation into an integrative, multi-issue negotiation with win-win potential
(Lax & Sebenius, 1986). Integrative agreements require at least two issues and, in the case
of negotiation more the issues (not parties), the more the merrier.

5.

Make package deals, not single issue offers: Most negotiators make the mistake of
negotiating each issue one by one. This approach is a mistake for several reasons: First and
foremost, negotiating each issue separately does not allow negotiators to make trade-offs
between issues. To capitalise on different strengths of preference, negotiators need to
compare and contrast issues and trade them off. Second, it may mean that impasses is
more likely, especially if the bargaining zone is narrow and trade-offs are necessary to
reach a mutually profitable outcome. Finally, single-issue offers lure negotiators into
compromise agreements, which as we have seen, are usually not the best approach for
win-win negotiations.

6.

Make multiple offers simultaneously: In some cases, negotiators are disappointed and
frustrated to find that their attempts to provide and seek information are not effective. It
happens most commonly in the face of high distrust and less than amicable relations. Now
what? Is all hope lost? Can the negotiator do anything to change the situation? Fortunately,
the answer is yes. The strategy of multiple simultaneous offer can be effective even with
the most uncooperative parties. (Bazerman & Neale, 1992; Kelley & Schenitzki, 1972;
Kelley, 1966).

7.

Make the offers all at the same time: This last point is the hardest for most people to do
because they negotiate like playing tennis. They make one offer and then wait for the
other party to “return” a single offer; then they make a concession, and so on and so forth.
In the multiple-offer strategy, a negotiator presents a “dessert tray” of offers to the other

LOVELY PROFESSIONAL UNIVERSITY

87

Conflict Management and Negotiation Skills

Notes

party and invites a reaction. Note: The other party should be cautioned that “cherrypicking” (e.g., selecting the terms from each option that most suit him or her) is not
permissible. Rather, the offers are truly “package deals” (Schatzki, 1981).
Thus, above strategies show that while dealing an issue, the negotiator should:
(i)

Be aggressive in anchoring

(ii)

Gain better information about the other party

(iii)

Be more persistent and more persuasive regarding the value of an offer

(iv)

Overcome concession aversion—when people perceive themselves as having more
choices (as opposed to only one), they may be more likely to comply. For example,
when Ross Johnson, a member of the California Senate was faced with a legislative
bill that he hated, he did not kill it outright.

Structure contingency contracts by capitalising on differences
Negotiators not only have differences in interest and preference, but they view the world
differently (Lax & Sebenius, 1986). A book author may believe that the sales will be high; the
publisher believes it will be more modest. Different interpretations of the facts may threaten
already tenuous relations.
Negotiators can exploit differences to capitalise on integrative agreements in a variety of ways
(Lax & Sebenius, 1986). Consider the following differences and the opportunities they create:
1.

Differences in the valuation of the negotiation issues

2.

Differences in expectations of uncertain events

3.

Differences in risk attitudes

4.

Differences in time preferences

5.

Differences in capabilities

A strategic framework for reaching Integrative Agreements
The discovery and creation of integrative agreements is very much like problem-solving that
requires creativity. Integrative agreements are devilishly obvious after the fact, but not before.
Because negotiation is an ill-structured task, with few constraints and a myriad of possible
“moves,” a royal road for reaching integrative agreement does not exist. Look at the decisionmaking model of integrative negotiation.

4.17.3 Resource Assessment
Resource assessment involves the identification of the bargaining issues and alternatives. Later
stages of resource assessment move beyond the mere identification of issues and alternatives to
two higher-order processes: the unbundling of issues and alternatives, and the addition of new
issues and alternatives. Unbundling (Lax & Sebenius 1986) of issues is important in negotiations
that centre around a single issue. Because mutually beneficial trade-offs require a minimum of
two issues, it is important to fractionate conflict into more than one issue. In other instances, it
may be necessary to add new issues and alternatives facilitated by discussing parties’ interests.
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3.

Acceptance/Rejection Decision

4.

Prolonging Negotiation and Renegotiation

To achieve win-win situation in negotiation, the best strategy should include—providing your
opponent information about your priorities and preferences (not your BATNA); unbundling
issues; making package deals (not single-issue offers); making multiple offers simultaneously;
structuring contingence contracts that capitalise on differences in negotiators’ beliefs,
expectations, and attitudes; and using pre and post-settlement strategies. In their attempts to
expand the pie, negotiators should not forget about claiming resources.
Union-management collective bargaining has often been used as a classic example of the
distributive bargaining process. Often, the tendency for the parties to use collective bargaining
rests on a long history of perceived abuse and mistrust on both sides of the table. But recent
work shows that integrative negotiation can be successful even in this context. Post and Bennett
(1994) report the results of a five-step process that, when introduced into a union-management
negotiation, successfully reduced grievances from 40 per year, under the previous contract, to
two in 18 months under the new contract. It significantly reduced anger and hostility between
the parties, and enhanced the spirit of cooperation in the plant. Those five steps were as follows:
1.

A commitment phase, occurring twelve and six months before the expiration of the current
contract, during which the parties commit to participate in a collaborative process, including
commitments to harmonise negotiation philosophy, negotiation process, and articulate
the respective interests of the parties.

2.

An explanation phase, occurring one month before contract expiration, during which the
parties hold their first meeting, present their respective proposals to each other, introduce
supporting documentation, and set a time-table for remaining meetings.

3.

A validation phase, occurring two to four weeks prior to contract expiration, in which the
parties gather information from employees and employers about the validity of the interests
expressed in the opening statements. This information is used to generate a collective
consensus about the relative importance and priority of the interests to the constituencies
of both groups.

4.

A prioritisation phase, occurring two weeks prior to contract expiration, in which the
parties work together to develop a joint list of priorities based on the data. This process is
often facilitated by a mediator, who uses the commitments generated in the commitment
phase to help the parties represent their priorities genuinely and candidly.

5.

A negotiation phase, occurring one week prior to the contract expiration, in which the
parties meet in a series of frequent and intensive gatherings to negotiate a resolution to
the prioritised list of interests. Once again, this process is often facilitated by a mediator,
whose role is to vigorously ask questions of the parties, hold them to their agenda, and
ensure that the negotiations proceed in an open and trusting atmosphere that this process
requires the ongoing participation of a mediator, who acts as a referee and as a monitor of
the parties’ commitment to stay with an integrative process. Whether the parties could
learn to trust each other to sustain such a process without an active third party role is still
a matter of debate.
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Remember the following points



Patience is more than a virtue. It is the key to thoroughness, opportunity, and financial
reward.



If you don’t like someone, it may be difficult to willingly grant him advantage
during negotiations, and he will feel the same way about you. Follow the Golden
Rule in your transactions, and the “gold” will begin to follow you.



Self-interest is selfish interest. Your seller’s problems are obstacles in the path toward
your goals. Listen. Learn. Help your seller solve his problems, and you’ll reach
your goals.



Negotiating is like riding a bicycle: you seldom fall off after you learn the technique,
you get a little bit better every time out, and you never forget how.



A negotiation is a process, not a product. It takes place over time, and begins with
your first interest in the property. Take your time. Deadlines can lead to redlines.

Conscious and Unconscious determinants of negotiation performance
Facts and circumstances, including relative power, as well as time constraints, of course, affect
negotiation options and outcomes. However, our human interaction is affected by who we are
and with whom we interact. Personality and temperament, values and beliefs, perception,
attitudes, style of learning, motivation, way of thinking, style of communication, approach to
conflict, fears, and much more determine who we are in any human interaction. We are shaped
by our experiences. We often unconsciously adopt the attributes of significant others in our life.
Each one of us has a unique combination of attributes that serve as the base for our personal
power.
We are not always conscious of these attributes and characteristics the other factors inherent in
negotiation. We must know who we are if we are to use our strengths. We must know who we
are if we want to consciously develop the attributes we desire. We must also be aware of certain
psychological phenomena that may cause us to believe things that are not so. Sometimes we
suffer from distortions in our perceptions and thinking that causes us to miss opportunities and
make poor choices in negotiation.

4.18 Team Negotiation Skills
Introduction
Negotiation skills help you to resolve situations where what you want conflicts with someone
else’s interests. As we discussed with in the assertiveness skills section, there are wrong ways of
handling these situations: With an aggressive approach, you could seek to overpower the other
person to give what you want. This is clearly damaging to subsequent teamwork. With a passive
approach, you could simply give in to the other person’s wishes. This is clearly not good for you.
The aim of negotiation is to explore the situation, and to find a solution that is acceptable to both
people.
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There are different styles of negotiation, depending on circumstances. Where you do not expect
to deal with people ever again, and you do not need their goodwill, it may be appropriate to
play hardball. Here you may seek to win a negotiation, while the other person losing out. Many
people go through this when they buy or sell a house, which is why house buying can be such a
confrontational and unpleasant experience.
Similarly, where there is a great deal at stake in a negotiation (for example, in large sales
negotiations), then it may be appropriate to prepare in detail, and use gamesmanship to gain
advantage.
These approaches are usually wrong for resolving disputes within a team. If one person plays
hardball, then this puts the other person at a disadvantage. Similarly, using tricks and manipulation
during a negotiation can severely undermine trust, damaging subsequent teamwork. While a
manipulative person may not get caught if negotiation is infrequent, this is not the case when
people work together on a day-by-day basis. Honesty and openness are the best policies in
team-based negotiation.

Preparing for a successful negotiation
Depending on the scale of the disagreement, a level of preparation may be appropriate for
conducting a successful negotiation. For small disagreements, excessive preparation can be
counterproductive because it takes time that is better focused on reaching team goals. It can also
be seen as manipulative because just as it strengthens your position, it weakens the other
person’s.
If a major disagreement needs to be resolved, preparing thoroughly is warranted, and worthwhile.
Think through the following points before you start negotiating:


Goals: What do you want to get out of the negotiation? What do you expect the other
person to want?



Trading: What do you and the other person have that you can trade? What do you and the
other person have that the other might want? What might you each be prepared to give
away?



Alternatives: If you don’t reach agreement with him or her, what alternatives do you
have? Are these good or bad alternatives? How much does it matter if you do not reach
agreement? Does failure to reach an agreement cut you out of future opportunities? What
alternatives might the other person have?



The relationship: What is the history of the relationship? Could or should this history
impact the negotiation? Will there be any hidden issues that may influence the negotiation?
How will you handle these?



Expected outcomes: What outcome will people be expecting from this negotiation? What
has the outcome been in the past, and what precedents have been set?



The consequences: What are the consequences for you of winning or losing this negotiation?
What are the consequences for the other person?



Power: Who has what power in the relationship? Who controls resources? Who stands to
lose the most if agreement isn’t reached? What power does the other person have to
deliver what you hope for?



Possible solutions: Based on all of the considerations, what possible compromises might
there be?
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Style is Critical…
The best approach for negotiation within a team is to adopt a win-win approach, i.e. one in
which both parties feel positive about the situation when the negotiation is concluded. This
helps to maintain a positive working relationship afterwards.
This governs the style of the negotiation. Histrionics and displays of emotion are clearly
inappropriate because they undermine the rational basis of the negotiation and bring a
manipulative aspect to it.
Despite this, emotion can be an important subject of discussion. For a team to function effectively,
the emotional needs of team members must be fairly met. If emotion is not discussed where
needed, the agreement reached can be unsatisfactory and temporary. Be as detached as possible
when discussing your own emotions. Perhaps it would be best to discuss your emotions as if
they belonged to someone else.

Negotiating Successfully…
The negotiation itself is a careful exploration of your position and the other person ’s position,
with the goal of finding a mutually acceptable compromise that gives you both as much of what
you want as possible. Note that the other person may quite often have very different goals fr om
the ones you expect!
In an ideal situation, you will find that the other person wants what you are prepared to give,
and that you are prepared to give what the other person wants.
If this is not the case, and one person must give way, then it is fair for this person to try to
negotiate some form of compensation for doing so. The scale of this compensation will often
depend on the many of the factors we discussed above. Ultimately, both sides should feel
comfortable with the final solution if the agreement is to truly be considered a win-win agreement

4.19 Negotiation Process and Preparation
Negotiation is an art of creating agreement on specific issue between two (or more) parties with
differing views. Negotiation is a live-skill than a mere business technique and that skill is
acquired by learning, training and practising. Everyone has some experience in negotiation, but
in business world, we can not leave negotiation to such inexperience and naive, because prices
of failure are very high. How do you negotiate makes enormous difference in the outcome.
Therefore, all precautions have to be taken to go for professional negotiation.
The success of such negotiation depends on many factors, but the most important is the ability
of the negotiator, who charts out a course of this unpredictable encounter and sends a feeler to
the other side that the process is useful and that they may stand to benefit from it.
Negotiation processes have two vital dimensions—the decision-making processes and different
structures or stages or steps. A ‘route-map’ along with balancing decision-making makes the
face to face meeting go in right direction.
Steps in Negotiation

4.19.1 Preparation
I.

Failing to prepare is preparing to fail. It is engaging the brain before opening the mouth.
It is like being ready to be comfortable in different situations.
1.
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2.

Set clear objectives

3.

Anticipate possible reactions

4.

Work out strategies – (structure and sequences).

5.

Preparation provides a road map not a straitjacket intended to be straight forward
to the point and effective and not restrictive.

Objective should be SMART:
Simple

-

Easy/precise

Measurable

-

Qualifiedly, as far as possible

Achievable

-

Not too high beyond the counting capabilities of other side.

Realistic

-

Must help organization and add value

Timed

-

Time frame within which you can judge the success

Basics required for thorough preparations are as follows:
Data, practices, information, rules, laws, repercussions–financial and otherwise etc.
1.

Government legislations – what flexibilities do they allow? How can they be utilized
to the bent advantages.

2.

Company’s rules/policies – how rigid/flexible are they? Have or have not exception
made in the past? Can they be justified?

3.

Prevailing wage rates/fringe-benefits in the area; industry, nationally in other
industries.

4.

Productivity figures – linkage of productivity with wages. History of recent
settlement.

5.

Previous agreements
(i)

In other companies

(ii)

Within the company.

6.

Past, present and future profitability/loss of the company and

7.

Customs/practices in the company.

8.

Wage-cost:
(i)

Basic wage

(ii)

Overtime

(iii)

Shift-premium

(iv)

Fringe-benefit

9.

Work out basket of alternatives.

10.

Calculate the cost of different alternatives.

11.

Fix the bottom line.

12.

Obtain approval.

Do not assume that the other party does not know the above facts – they know as much as
you do, at least.
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II.

Formation of team is yet another preparation that is required to be done from all relevant
discipline – technical process and legal experts, etc. A team only to be fielded, with full
power.
Preparation involves the management of internal dimension or managing the team, so
that everyone speaks the same language. A team generally consists of stabilizers, destabilizes and principled or assertive negotiations and they are required to be managed to
behave as a cohesive team. Leader of the team must be acceptable to all and capable of
leading the team and negotiation.

III.

Form core groups out of big team. Preparation also includes fixing the bottom-line of the
terms of settlements and working out final strategies to achieve them. But these strategies
must be flexible enough to accommodate reasonable demands of opposite side.
Preparation gives confidence during negotiation session. Therefore, these pre-negotiator
executes must be done.

4.19.2 Steps to Deal
Every important endeavour benefits from preparation. Negotiating is no different. People who
know what they want, what they are willing to settle for, and what the other side is all about
stand a better chance of negotiating a favourable deal for themselves, as the following example
makes clear.
For the negotiator, preparation means understanding one’s own position and interests, the
position and interests of the other party or parties, the issues at stake, and alternative solutions.
It means learning as much as possible about concepts introduced in the previous unit: your
BATNA and reservation price and those of the other parties, the zone within which an agreement
can be stuck, and opportunities to create more value. It also means understanding the people
with whom you’ll be dealing. We’ll explore these and other preparation issues through these
steps:
1.

Consider what a good outcome would be for you and the other side.

2.

Identify potential value creation opportunities.

3. Identify your BATNA and reservation price, and do the same for the other side.
4.

Shore up your BATNA.
Tough negotiators are experts at recognizing this neediness in their adversaries, and
expert in creating it as well. Negotiators with giant corporations, in particular, will heighten
the expectations of their supplier adversaries, painting rosy, exaggerated scenarios for
mega-orders, joint ventures, global alliances, all for the purpose of building neediness on
the part of their adversary. Then, when the neediness is well-established, they lower the
boom with changes, exceptions, and demands for concessions.

5.

Anticipate the Authority Issue
Conventional wisdom insists that the negotiator on the other side of the table must have
full authority. Otherwise, you will become risk falling victim like the old “car dealer”
trick, where just as you are about to reach agreement with the salesman, he says, “ I’ll ha ve
to clear this with my manager.” In other words, the negotiation with the salesman is used
to bring you to your bottom line, the second negotiation, with the manager, aims to push
you beyond it.

6.

94

Learn all you can about the other side’s people and culture, their goals, and how they have
framed the issue.
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Negotiating is, at bottom, an interpersonal activity. Seasoned negotiators understand this
and make a point of learning as much as they can about the people with whom they must
deal. Who are those individuals on the other side of the table? Are they experienced
negotiators or novices? Are they aggressive or are they conflict–avoiding accommodators?
Is the culture of their organization bureaucratic or entrepreneurial? Are the people at the
table authorized to make a deal, or must they run back to their bosses for instructions and
approval? Perhaps more important, what are they attempting to achieve and how critical
is this negotiation to their business? Seeking answers to these questions is part of prenegotiation preparation and should continue at the table itself. You should, for example,
ask the other side to provide the names and titles of its negotiating team. Once you have
those names, ask around your company or around the industry.

Notes

4.20 Invitation to Negotiation
This is opening and taking off stage of negotiation. Therefore, it deserves all care.
(i)

Take initiative in fixing the time, venue, and agenda of the meeting.

(ii)

Initiate the negotiation processes.

(iii)

Take control of organization of the meeting.

(iv)

Sell the concept of the agreement before you start negotiating the terms.

Presentation
This is the occasion to present your ideal terms as declaration of your opening positio n as also
occasion to judge and weigh the demands of the other side. It is exploratory stage – where we
gauge the attitude, strength and importance of demands.
Negotiation is like see-saw game. It is to and fro process, moves up and down and balance
(agreement) comes after some time. Thus, it gives both – (a) an indication of area of agreement,
and (b) set the scene for final bargaining.
Setting your opening position requires a lot of skill and may differ from situation to situation.
You may open-up with general explanation of demands and may refer back the previous
agreements, if any. You may open a short discussion on neutral subject to ally any hostility and
get the other side into conversation. You may present the value that your offering is giving.
As this is the initial encounter, you can expect brickbats and emotional outbursts. It is natural to
see scenario of venting anger, anguish emotions. Displaying attacking postures, blaming, cursing,
anguish and threatening are also common. Even walk outs and o ther threats are also resorted to.
These tactics are adopted by union to create panic and nervousness to get early concessions.

Some don’ts
1.

Do not overreact.

2.

Do not become over – emotional.

3.

Do not lose patience/temper.

4.

Do not be unpleasant.

5.

Do not be provocative.

6.

Do not insult them.
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7.

Do not push them too hard at this moment.

8.

Do not be panicked.

Some dos
1.

Be professional in approach.

2.

Look confident, relaxed and at ease.

3.

Be open, sincere, honest and credible.

4.

Show respect and value for the other side.

5.

Show empathy and understanding for the other side.

6.

Show commitment for ‘win-win’ outcome.

7.

Give counter-demand, if need be to create counter-pressure.

4.21 Bargaining
Bargaining session is the most important and crucial stage of negotiation processes. It is real
negotiation of skill and expertise. You need to be assertive and powerful while giving respect to
the views of other side.
There are two golden rules:
1.

“Never give a concession, trade it reluctantly” – cheap to give and valuable to receive. Do
not give any thing for nothing. It is not like PSUs Collective Bargaining where Union goes
to collect and Management to bargain.

2.

“Enhance and Reduce every concession” i.e. build-up value for whatever you are offering
and minimize the value of whatever is being offered to you.

Enhance
E

Implies that this is an Exceptional concession (I would never normally do this but…………..)

N

Refers to need that your concession will solve (well, this concession will remove your
long pending need to ………..)

H

Refers to History, if that concession was demanded in the past (we never agreed for this in
the past – but in the interest of good we will agree………….)

A

Implies that you may be in trouble for exceeding your Authority (I do not know what my
boss will say but……….)

N

You agree for Nourishment to your relationship (……. Because we have to work together).

C

Stress the Cost (financial or otherwise) to you – (Well, I agree, but the cost will be………)

E

Provide Evidence in concrete term by citing example – fact, figures etc. as to what this
demand mean.

Such lead ins build credibility, add value and become more acceptable.
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Reduce
Reduce their concessions warning
1.

Do it carefully.

2.

Do not overplay.

3.

Do not antagonize.

R

Acknowledge their concessions but Reduce them – (well, that is a small step forward, I
suppose) or quote the value that sound smaller (some beginning has been made, at least
etc.)

E

Treat them as given; Expected rather than valued – (that was expected, nothing new has
come, any way etc).

D

Deny any real value (that does not really help me).

U

Underplay the expressions – even thank both in words and tone (thank rather than thank
you very much).

C

Contribute it back to them – (well, if that would help you, let us do that way).

E

Reject with Empathy – (well I can see that you might think that would be acceptable to us,
but …..)

Dealing with reluctant bargainers
Three things you can do to help reluctant bargainers reach this conclusion:
1.

Offer incentives

2.

Put a price on the status quo

3.

Enlist support

Making a Good Start
1.

Express respect for the other side’s experience and expertise.

2.

Frame the task positively, as a joint endeavour.

3.

Emphasize your openness to the other side’s interests and concerns.

The negotiation environment can affect the level of tension and openness that prevails. If you
are interested in lowering tension and seeking collaborative discussion, follow these tips:
1.

Never underestimate the value of “breaking bread”. In practically every culture, breaking
bread is a bonding ritual. So have coffee, soft drinks, and light snacks available with
reluctant bargainers.

2.

Use small talk at the beginning to dispel tension, lower people’s natural defenses, and
begin the process of building relationships. Even in a win-lose negotiation, small talk
helps the different sides know each other better and gauge each other’s truthfulness. It
may also loosen people up the point of seeking value creating opportunities.

3.

Learn from what the small talk reveals about the other negotiator’s style and manner.

4.

If the other side is very formal, don’t speak too casually- they may interpret this as a lack
of seriousness on your part. If the other side is decidedly informal, speak in a more casual
way, perhaps using metaphors with which they are comfortable.
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4.22 Negotiation Process
Wage negotiation was once described by a trade union leader as it was a movement wherein
“both the sides are walking towards each other” to reach a mutually acceptable position. He said
he aimed to get the employer’s to walk faster and with bigger steps. This can be illustrated
through a simple diagram.
Figure 4.1: Negotiating Continuum

Ideal (A)
Limit

Bargaining Arena

Ideal (B)
Limit

It is implied in negotiation to move from somewhere and to move somewhere. In negotiation
parties involved move from their ideal position to a settlement point, which is mutually
Figure 1: Negotiating Continuum
acceptable. The position of this settlement point depends on the relative bargaining strength
and skill of the negotiator. In this situation one of the parties may have to move or less as
compared to the other one.
If we assume there are two parties to the negotiation, A and B, each given freedom of choice
would select the position most favorable to one’s interest, i.e. one’s ideal point. However, both
being aware that it is unlikely to persuade the other party to one’s ideal, it becomes imperative
for both to move a little way towards the other party’s position. There is, however, a limit to this
movement, sometimes referred to as the ‘Break Point’-where the parties would prefer to break
off the negotiation rather than to settle beyond their fallback or the ‘Worst Case’. This may be
the limit of the negotiation authority i.e. the range of settlement authorized to the negotiator
lies between his idea and break point. In Figure 4.1 the overlapping portions of both the lines
indicate the ‘Bargaining Arena’. The settlement can be reached anywhere within this area.
As the negotiation proceeds, the negotiator may see the cause to review their limit and may seek
the authority to move the limit. But in case going beyond the authority, would lead to the
repudiation of the negotiated settlement. If they contemplate settling beyond their negotiating
limit it may attract disapproval or repudiation. Thus the limit (authority) works as a constraint
upon the negotiator and it is most likely that they would seek authority to do so.
Postponement of a decision for seeking fresh instructions is a legitimate reason. Trade Union
generally insist that their agreement is subject to endorsement by their members, even though
they are settling well within their limits. Commercial negotiators regularly insist that their
agreement is subject to approval of the board. Negotiators generally talk about the ‘rooms for
manoeuvre’, which refers to the range of possible settlements open to them.
There are other possibilities too. The two may negotiate to their limits, but since their limits do
not overlap, they can not reach to any settlement, in this circumstance, the negotiation may
become deadlocked.
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Figure 4.2: Deadlock
Ideal (A)

Limit

Limit
Ideal (B)

In this case since both the lines are at a gap, suggesting no possibility of a settlement. As a result
they may end up in a deadlock or one (or both) will have to revise their limits. In this situation
Figure 2: Deadlock
either of the parties may use sanction against the other to persuade adjustment of one’s limit and
try to achieve a meeting of the lines. This is most commonly seen in the form of a strike or a
cutting off of suppliers in credit.
It is also possible that new information emerges or new circumstances occur during the
negotiation, necessitating alteration in the pre-negotiation ideal and limit continuum.
Figure depicts another possibility where A’s range overlaps B’s ideal. If B discovers this during
negotiations, he will have a choice of settling at his ideal or revising it (revised ideal), as shown
by the dotted line-if he does not discover this, he may settle for less than he needed to.
dotted line-if he does not discover this, he may settle for less than he needed to.
Figure 4.3
Ideal (a)
Limit

Limit

Ideal

Revised Ideal (b)

Firstly negotiation process aims at getting into bargaining arena. Once the negotiators are in the
Figure 3on their relative bargaining skill, leading to how much
bargaining arena, settlement, depends
are travels to reach the settlement point. Ensuring implementation of the agreement is also a
Firstly negotiation process aims at getting
very crucial aspect besides securing it at the least cost. One of the most difficult test of the
negotiation training may be-Does it work in practice?
There are various ways and approaches of improving negotiating performance. As said earlier
the real test is if it works in practice. One of the processes based on practical experience of
participation an detailed study of the negotiations, focusing on the skills of negotiating is
known as Eight Step Approach. This approach has been quite popular and have also been
validated, by the experienced of negotiating in industrial relations and commercial dealings.
These skills are set in real-world environments and successful training requires that the credibility
of the approach remains high with the practicing managers.
Attempts to train management negotiators through abstract theories of negotiating and the use
of extremely artificial issues is likely to be much less effective.
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Psychological school of negotiators is primarily concerned with the belief system of the
negotiators. It is popular with some managers because they believe that the source of industrial
conflict can be found in personality disorders of their opponents. The training values of various
alternative approaches are difficult to be accepted as negotiating such as ‘need theory’ or overcompelled manipulative bargaining. The need theory implies that the negotiator is separate
from the interest which he is presumably serving. Much the same is implied in transactional
analysis approaches. Both may improve the inter-personal relationship of the parties, if only,
because the divisive irritants are suppressed. Similarly, an over-complex manipulative approach
leaves a great deal to be desired. The parties are expected to make estimates of probabilities of
various outcomes and then, to calculate the likely rewards associated with these outcomes,
weighted by the probability of them occurring.
In Eight Step Approach, the negotiating sequence has been broken into eight main steps through
which negotiations will go, if agreement is to be reached, though not necessarily in a rigid
order, nor with equal attention of time to each step.
What differentiates are step from the next is the differing skills which are appropriate in each
case. These steps may help you identifying your surroundings so that you may head off in
correct direction to reach the agreement. The eight steps are:
1.

Prepare

2.

Argue

3.

Signal

4.

Propose

5.

Package

6.

Bargain

7.

Close

8.

Agree

Four of the eight steps (underlined )are the crucial phases of negotiation. If the negotiator
fumbles in these steps due to any reason, the deal struck, if at all, is more likely to be poorer than
it need have been.

Be prepared for Concessionary Moves
Once an anchor point is on the table, the parties generally engage in a set of moves and
countermoves that they hope will end in an agreeable price or set of arrangements.
The best advice about concessions is to avoid the impulse to make them. Few of us like
negotiating, so we want to get it over as quickly as possible. And as social creatures we want
other people to like us, and to view us as reasonable. These factors often make inexperienced
negotiators too ready to make concessions. If you find yourself in this category, here are a few
tips:
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1.

Look to your BATNA before you consider making a concession. If your BATNA is very
strong (especially relative to the other side’s) a concession may be unnecessary in making
a deal.

2.

If you’re impatient to get it over with because negotiating is stressful, take a break before
you consider a concession. If the other side is expecting a ` 10,000 concession on the price
of the home you are selling, think about how difficult it was for you to earn that ` 10,000.
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Think about the good things you could do with the ` 10,000 the other side would like you
to give away. Ask yourself, ‘Is getting rid of a little stress worth ` 10,000?
3.

Notes

If your need to be liked or seen as a reasonable person is urging you to make a concession,
forget about it. The other side is more likely to view you as a chump or an easy mark if you
concede too readily. Remember, that deal making isn’t about making friends.

The Ticking Clock
In a buyer – seller negotiation, time can be an important tool.

Tactics for Integrative Negotiations
Getting Started
There’s a big difference between keeping your mouth shut while the other party is talking and
what communication experts refer to as “active” listening. Active listening helps you capture
what the other side has to say while signaling that you are alert and eager to hear what the other
side has on its mind. Here are some tips which will help you in any type of negotiation for being
an active listener.
1.

Keep your eyes on the speaker.

2.

Take notes as appropriate.

3.

Don’t allow yourself to think about anything but what the speaker is saying.

4.

Resist the urge to formulate your response until after the speaker has finished.

5.

Pay attention to the speaker’s body language.

6.

Ask questions to get more information and to encourage the speaker to continue.

7.

Repeat in your own words what you’ve heard to ensure that you understand and to let the
speaker know that you’ve processed his or her words.

8.

Look for options that exploit differences.

9.

Access to resources.

10.

Future expectations.

11.

Time preference.

12.

Risk aversion.

Continual Evaluation and Preparation
Normally we think of negotiating as a liner process of preparation, negotiation and eventual
agreement or failure. The first step takes place away from the table the rest take place at the
table. In simple interactions, this model often holds true. But many other negotiations are
complex and can take place in succeeding rounds and involve several different parties. New
information can appear at various points casting new light on the issues at stake. Different
parties can offer concession or heighten their demands. This more complex dynamic negotiation
suggests a non-linear approach to the preparation process.
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4.23 Non-linear Negotiating Process
Figure 4.4
Preparation

Negotiation

Evaluation

Outcomes and
Information

So instead of setting your course based on pre- negotiation information, consider doing the
following:
1.

Take small steps, gathering better information as you proceed.

2.

Continually learn from new information and the behaviour of the other side.

3.

Use that learning to adjust and re-adjust your course as you move forward.

Evaluation is another important element of the process, and should be part of your tactics.
Periodically, you should put a little distance between yourself and the negotiations and ask:
How are things going? Are negotiations proceeding along a track that will eventually serve my
goals? Are they playing my game, or am I playing theirs? Whose frame dominates the talks? If
I were representing the other side, how would I answer these questions?

4.23.1 Barriers in Agreement
Typical barriers to negotiated agreements and what you can do to overcome or eliminate them:
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1.

Die-hard bargainers will pull for every advantage and try to make every concession come
from you. You can deal with these people if you understand the game they are playing,
withhold useful information from them (they’ll only use it against you) unless they
demonstrate a willingness to reciprocate, and make it clear that you don’t mind walking
away. If you don’t want to walk away- or cannot – do whatever you can to strengthen your
position and your alternative to a deal.

2.

Lack of trust is a serious impediment to making a deal. Nevertheless, agreements are
possible if you take precautions, require enforcement mechanisms, build incentives for
compliance into the deal, and insist on compliance transparency.

3.

It’s difficult to make a deal – and impossible to create value – in the absence of information.
What are the other side’s interests? What does it have to offer? What is it willing to trade?
Ironically, fear of advantaging the other side encourages parties to withhold the information
needed to create value for both sides. Each is reluctant to be the first to open up. This is the
negotiator’s dilemma. The solution to this dilemma is cautious, mutual, and incremental
information sharing.
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4.

Structural impediments include the absence of important parties at the table, the presence
of others who don’t belong there but get in the way, and lack of pressure to move towards
an agreement. Remedies to these impediments were provided.

5.

Spoilers are people who block or undermine negotiations. Several tips were offered for
neutralizing or winning coalitions.

6.

Cultural and gender difference can be barriers to agreement, particularly when one of the
parties brings to the table a set of assumptions that the other side fails to notice: assumptions
about who will make key decisions, what is of value, and what will happen if agreement
is reached. Negotiators who represent organizations with conflicting cultures (e.g.
entrepreneurial versus bureaucratic) are also likely to experience problems in reaching
agreements.

7.

Communication problems can also create barriers. You can diffuse them by insisting that
each team be led by an effective communicator and by practising active listening,
documenting progress as it is made, and establishing real dialogue between parties.

8.

Effective communication can eliminate or lessen all of the barriers described in this unit.

Notes

Self Assessment
State whether the following statements are true or false:
12.

The process of negotiation can become non-conventional.

13.

Lack of performance is a serious impediment to making a deal.

14.

Bargaining session is the most important and crucial stage of negotiation processes.

15.

Trade Union generally insist that their disagreement is subject to endorsement by their
members

4.24 Summary


Negotiation is an interpersonal decision-making process necessary whenever we cannot
achieve our objectives single-handedly.



Labor disputes are far more visible and get extensive news coverage than commercial
disputes which are as frequently but public and visible.



The right to differ is regarded in democracies as a fundamental right.



Dictatorship is one of the alternatives to negotiations, which is even preferable in certain
circumstances.



The right to differ and have one’s own viewpoint is an integral part of a democracy.



One of the major causes of conflict is differing perceptions



The conflict of rights occurs where a difference of interpretation arises about the existing
agreement between the two parties.



Mobility and flexibility are the dictates of the new world of work.



Negotiation is a process of give and take



Negotiation is an art of creating agreement on specific issue between two (or more)
parties with differing views.



Bargaining session is the most important and crucial stage of negotiation processes.

LOVELY PROFESSIONAL UNIVERSITY

103

Conflict Management and Negotiation Skills

Notes



Wage negotiation was once described by a trade union leader as it was a movement
wherein “both the sides are walking towards each other” to reach a mutually acceptable
position

4.25 Keywords
Agenda/procedures: Perhaps one of the most important factors in pre-negotiation planning has
to do with agenda, site selection, physical arrangement, and time availability. These are the
issues/items on which negotiation has to take place.
Bluffing: It refers to the making of a false statement of position, a promise, or threat which the
individual/party has no intention to carry out. The negotiators use "linguistic behaviour" such
as disclaimer, hedging, omissions, and vague language to project an image of strength
Even split: Even splits, like compromises, refer to how the bargaining zone is divided among
the negotiators. For example, two sisters who quarrel over an orange and ultimately decide to
cut it in half have reached an even split.
Implementation Plan: Agreeing on an issue in negotiation leads to putting the agreement into
an action plan. The exact nature of the plan must be sorted out during the negotiation to reduce
any future misunderstanding.
Negotiation Dance: This is based on two elements - frequency of proposals and size of proposals.
Frequency refers to the number of times proposals are made and size refers to the quantity/
value of the proposals.
Nibble: This basically refers to wearing down the adversary to reach an agreement on an issue
after hard and prolonged bargaining.
Opening Move: If the parties in negotiation are meeting for the first time, the opening move
becomes very important. It decides the nature of rapport that would be established and
subsequently influence the pattern of negotiation
Snow Job: It refers to putting pressure on the other individual/party by presenting a long list of
issues to be discussed, most of which may not have any significance for the individual/party
presenting them. This is more true in union-management negotiations where the union charter
of demands runs into several pages
Wage Negotiation: Wage negotiation was once described by a trade union leader as it was a
movement wherein "both the sides are walking towards each other" to reach a mutually acceptable
position. He said he aimed to get the employer's to walk faster and with bigger steps.

4.26 Review Questions
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1.

Define the term Negotiation.

2.

Explain “All Human Interactions is Negotiation“.

3.

Discuss Negotiation and its components.

4.

Explain about negotiation process and preparation.

5.

Describe about conscious and Unconscious determinants of Negotiation performance.

6.

What do you mean by team Negotiation?

7.

Explain about Rules of Negotiation.

8.

What are the tactics of Integrative Negotiations?
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9.

Describe about the preconditions for Negotiation.

10.

What do you mean by distributive Negotiation?

Notes

Answers: Self Assessment
1.

(a)

2.

(b)

3.

(b)

4.

(c)

5.

Labor

6.

Conflict

7.

Pie Slicing

8.

Compromise

9.

Negotiator

10.

integrative

11.

Psychological

12.

False

13.

False

14.

True

15.

False
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Objectives
After studying this unit, you will be able to:


Define and explain role of power in negotiation



Discuss about concession Behavior



State about source of power



Discuss about power of motivation

Introduction
In a broad sense, people have power when they have “ability to bring about outcomes they
desire” or “the ability to get things done the way (they want) them to be done” (Salancik and
Pfeffer, 1977).
“The ability to do or act or accomplishing something”.
Power is at the root of negotiating success.

5.1 Why is Power Important to Negotiators?
Most negotiators believe that power is important in negotiation because it gives one negotiator
an advantage over the other party. Negotiators who have this advantage usually want to use it
to secure a greater share of the outcomes or achieve their preferred solution. Seeking power in
negotiation usually arises from one of two perceptions.
1.

When the negotiator believes he or she currently has less power than the other party, the
other party already has some advantage that can and will be used, so he or she seeks
power to offset or counterbalance that advantage.
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2.

The negotiator believes he or she needs more power than the other party to increase the
probability of securing a desired outcome and to gain or sustain an advantage in the
upcoming negotiation.

Source of Power – How People Acquire Power
Understanding the different ways in which power can be exercised is best accomplished by
looking first at the various sources of power. In their seminal work on power, French and Raven
(1959) identified following five major types: Most of these are relatively self evident in nature:
1.

Expert power: derived from having unique, in-depth information about a subject.

2.

Reward power: derived by being able to reward others for doing what needs to be done.

3.

Coercive power: derived by being able to punish others for not doing what needs to be
done.

4.

Legitimate power: derived from holding an office or formal title in some organization
and using the powers that are associated with that office (e.g. a vice-president or director).

5.

Referent power: derived from the respect or admiration one commands because of attributes
like personality, integrity, interpersonal style, and the like. A is said to have referent
power over B to the extent that B identifies with or wants to be closely associated with A.

Did u know? In literature, a distinction is made between power and authority. Authority is
regarded as the formal power that a person has because of the position that he or she holds
in an organisation (Gibson et al. 1989:330). Directives are orders from a manager in an
authoritative positions and are followed because they must be followed. So, persons in
higher positions have legal authority over subordinates in lower positions. Power is
vested in a person’s position, it is accepted by subordinates and it is used vertically in
organisations. On the other hand, influence is merely the potential of power deployment
and is therefore the least amount of power that a person can deploy. To execute a karate
punch on someone would demonstrate relative power: however, to warn the other side
that the person has a black belt in karate would merely display the resource, i.e. the
potential of it being deployed. However, when power is used as a threat, it is important
that the negotiator remembers that a threat retains its power provided it is never executed.
Upon delivery, a threat loses all its value.

Self Assessment
Fill in the blanks:
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1.

The most desirable source power is of the person whose morality, ethics and
................................... are transparent and obvious

2.

The ................................. here is that of personal gain and aggrandizement.

3.

The exercise of power ............................. costs and risks.

4.

.............................. use power tactics to give an impression of having many alternatives.

5.

............................ are used by negotiators to develop in the opponent, feelings of loyalty,
obligation or gratitude.

6.

.............................. are ways in which the negotiator adds to the perceptions of his power
through additions such as personal charm, prestige and association.
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5.2 Power of Motivation
The most desirable source power is of the person whose morality, ethics and sincerity are
transparent and obvious. He develops immense power precisely due to these characteristics.
If power is about influencing the behaviour of others, the motivation for power must be the
desire to make an impact by influencing the behaviour of others. Studies on motivation show
that there are three kinds of power motivations:
1.

Personalized Power: The motivation here is that of personal gain and aggrandizement.

2.

Socialised Power: Here the power is used as an instrument for the common good, on
behalf of the whole organization, many times for almost altruistic purpose.

3.

Achievement or Affiliative Orientation: Here the individual has the motive to be liked by
all; he wants to be popular. Affiliative needs are not power needs but sometimes are so
dominant that they affect the way in which the individual uses power.

Many contemporary power discussions are still grounded in this typology (and Raven has
elaborated the typology several times since it was proposed over 45 years ago). We will take a
broader perspective on power as it relates to negotiation and aggregate the major sources of
power into five different groupings.
1.

Informational sources of power

2.

Personal sources of power

3.

Power based on position in an organization

4.

Relationship-based sources of power

5.

Contextual sources of power

As we will regularly note, these categories are not rigid or absolute. Power can be created in
many different ways in many different contexts, and a source of leverage can shift from one
category to another over time. As we elaborate on these approaches, we will also indicate how
the French and Raven model has been revised and updated.
Table 5.1: Major Source of Power
Source of Power
Informational

Description






Information: The accumulation and presentation of
data intended to change the other person’s point of
view or position on an issue.
Expertise: An acknowledged accumulation of
information, or mastery of a body of information, on a
particular problem or issue.
Expertise power can be positive (we believe the other
because of their acknowledged expertise) or negative
(we so distrust the other that their claimed expertise
leads us to pursue a course of action opposit e to the
one they advocate).

Personality and
individual differences

Power derived from differences in
 Psychological orientation (broad orientations to power
use).
 Cognitive orientation (ideologies about power).
 Motivational orientation (specific motives to use power).
 Dispositions and skills (orientations to
cooperation/competition).
 Moral orientation (philosophical orientations to power
use).

Position-based power

Power derived from being located in a particular position in anContd....
organizational or communication structure leads to several
different kinds of leverage:
 Legitimate power, or formal authority, derived from
occupying a key position in a hierarchical organization.
LOVELY PROFESSIONAL UNIVERSITY
However, legitimate power can also influence social
norms, such as
Reciprocity, or the expected exchange of favours.
Equity, or the expected return when one has gone out
of one’s way for the other.
Dependence, or the expected obligation one owes to
others who cannot help themselves.
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Position-based power

Power derived from differences in
 Psychological orientation (broad orientations to power
use).
 Cognitive orientation (ideologies about power).
 Motivational orientation (specific motives to use power).
 Dispositions and skills (orientations to
cooperation/competition).
 Moral orientation (philosophical orientations to power
use).
Power derived from being located in a particular position in an
organizational or communication structure leads to several
different kinds of leverage:
 Legitimate power, or formal authority, derived from
occupying a key position in a hierarchical organization.
However, legitimate power can also influence social
norms, such as
Reciprocity, or the expected exchange of favours.
Equity, or the expected return when one has gone out
of one’s way for the other.
Dependence, or the expected obligation one owes to
others who cannot help themselves.
 Resource control, or the accumulation of money, raw
material, labour, time and equipment that can be used
as incentives to encourage compliance or as
punishments for non-compliance.
 Reward power, the use of tangible rewards or
personal approval to gain the other’s compliance.
 Punishment power, the use of tangib le
punishments or withholding of personal approval to
gain the other’s compliance.

Relationship-based
power





Contextual power

Goal interdependence – how the parties view their
goals referent power – based on an appeal to the other,
on common experiences, group membershi p, status,
etc. Referent power can also be positive (we believe the
other because we respect them) or negative (we so
disrespect the other that we pursue a course of action
opposite to the one they advocate).
Access to or control over information. Resource s supply
flows, or access, derived from location within flows in
network.

Power derived from the context in which negotiations take place.
Common sources of contextual power include
 Availability of BATNAs.

5.2.1 Nature of Power in Negotiations
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1.

It is the ability to redefine and shuffle the interests (of yours and of others) to attain goals.

2.

The exercise of power entails costs and risks.

3.

There is also a distinction between real and apparent power.

4.

Power changes over time.

5.

Negotiators use power tactics to give an impression of having many alternatives.

6.

Power devices are used by negotiators to develop in the opponent, feelings of loyalty,
obligation or gratitude.

7.

Power additions are ways in which the negotiator adds to the perceptions of his power
through additions such as personal charm, prestige and association.

8.

Expert power is the power of knowledge that comes through control over information,
e.g. auditors, lawyers, accountants, EDP managers, etc.
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Rules of Power

Knowing the following rules of power comes in handy when entering into a negotiation.
Rule #1: Seldom does one side have all the power. Even the individual who goes to a bank to
ask for a loan has power—the power to decide which bank to apply to, the power to decide
an acceptable interest rate, and the power to decide what to put up as collateral.
Rule #2: Power may be real or apparent. When I was a proctor in the sociology department at
San Diego State University, I knew that cheating was a potential problem. As I was passing
out tests, I announced that I would uphold the university’s “policy” on cheating. One bold
student asked what the policy was. My response was simple: “If you need to ask, you don’t
want to know.” This was the first time I had ever seen all sixty students staring at their
own paper! Does the university have a policy on cheating? I don’t know. But in this
situation, whether the power was real or apparent didn’t matter. The students perceived that
I had the power.
Rule #3: Power exists only to the point at which it is accepted. At the airport on a return trip
from Europe, I noted that all the ticketing agents for economy class had at least a twentyminute line to check baggage. Yet the business and first-class agents had not one person in
line. I boldly walked up to the business class agent and got my seat assignment. Of course,
this strategy was successful only because the ticket agent was willing to work with me. But
I never would have known if I hadn’t tried.
Rule #4: Power relationships can change over time. This is one of the hardest lessons I have
ever learned. In my youth, I had the same girlfriend from the seventh to the eleventh
grades. In the beginning, I had the power in the relationship. I chose which activities we
would become involved in and who our friends would be. Then something happened that
sent me into a tailspin. My girlfriend was asked out by the student body president!
Overnight, I was sending roses and begging for a date.
Rule #5: In relationships, the side with the least commitment generally holds the most power. If you
are negotiating to buy a car from a salesman whose boss has warned him that he had
better start making sales, and you are not committed to buying this particular car from
this particular dealer, you are in the driver’s seat in the negotiating process.

5.3 Use of Power in Negotiation
1.

He must identify his dependence and the individuals on whom he is dependent. He has to
find ways to minimize that dependence. He does this by finding alternative persons who
can give him the same results. He can then, if it becomes necessary, reduce or eliminate his
dependence on one person and transfer it to another.

2.

If dependence cannot be transferred, he tries to neutralize it. He can do this by ‘buying’
loyalty – giving incentives and rewards which bind the person on whom he depends,
closely to himself. This ‘buying’ need not be financial alone. He could build support
among other groups in the organization, which he could use against the person on whom
he is dependent. He could attract to himself the people who are supporting the person on
whom he depends. All this reduces the power of the person on whom he is dependent.

3.

The higher he rises in the organization, the more contacts he must nurture with all the
stakeholders, so that he has support above him to be used when necessary, against those
on whom he depends. Stakeholders for a Director in a company would include shareholders,
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other directors, employees in general, unions, government, suppliers, customers, media
and even competitors. A good example is the way through which Russi Modi (ultimately
unsuccessfully) tried to activate stakeholders in support of him against those in TISCO
who wanted him to retire.
4.

A sensible use of power is to choose to fight on your own ground, and not to fight at the
same time on many fronts. Of course, the ideal situation would be to not get into a fight at
all but to neutralize the opponent through other tactics. But if there has to be a fight, it is
better to make friends even with those you dislike so that you take on one person at a
time.

5.

Many people when they reach high positions, rapidly change their persona. This creates
difficulties with those on whom they depend. As status and perceptions of your power
increase, you must be careful that changes in personality and lifestyle are gradual and not
something that pops up all of a sudden.

6.

Buying support from those on whom you depend is not done only with money. There are
many means available for the purpose, like giving more authority or exciting new
responsibilities, demonstrating perceptions of closeness, increasing organizational
visibility, etc.

The negotiator uses the negotiations to affect the perceptions of his opponents by:
1.

Controlling information: not making complete disclosure (for example, of adverse
situations in the country to a prospective foreign collaborator). The danger, of course, is
that the opponent also has his own sources of information. This is a tactic that must be used
with caution.

2.

Internal ‘collusion’: you could leak information selectively to the media. The entry of
Pepsi into India was marked with many such selective leaks by all the parties involved –
government, competitors, prospective licensees, Pepsi, etc.

The use of power in this cold and calculating way raises ethical questions which must be faced.
No behaviour that could jeopardize proper implementation of the agreement are fundamental
to our definition of successful negotiations. The final word: using power in this way must
necessarily have conscious limits so that trust and relationships are not damaged.

Concession Behaviour
These are tactical modes of action that manipulate behaviour or the understanding of the opponent.
A concession indicates to the other party certain intentions and aspirations and can alter the
opponent’s intentions or aspirations or actions. From the point of view of signals of power,
concessions should always be reciprocated.


Case Study

Win-win Negotiation Badly Executed

This case study discusses some of the critical errors that can be made in a Management and Union
Labour negotiation, where Management were trying to achieve a win-win negotiation.
In trying to create win-win negotiation agreements, one of the biggest mistakes made by
negotiators is to deal with the issues on an issue by issue basis. This often results in a
Contd....
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breakdown in negotiations because invariably, conflicting monetary issues arise that
result in a showdown between the two parties. Negotiating on an issue by issue agenda
does not present the opportunity to make concessionary trade-offs between the different
issues.

Notes

For example, in January, 1993, management and labour of Bayou Steel in Laplace, Louisiana,
sat down to negotiate a new contract. Neither side dreamed that these talks would lead to
a strike. Each side believed that they had built a solid relationship. Management went into
the negotiations thinking and believing that if they used a win-win negotiation concept,
they would increase and enhance the relationship between the shop floor and management.
Even Ron Farraro, president of United Steel Workers of America did not conceive of the
possibility that talks would collapse into a strike, and that a negotiated contract would be
reached with little or no difficulty.
Management of Bayou Steel enlisted the help of two facilitators from the FMCS (Federal
Mediation and Conciliation Services) to guide management through a win-win style
negotiation with its workers. The president of Bayou said that the facilitators helped them
identify each side's objectives and concerns, and led him to believe that they had in effect,
resolved 90% of the contract issues.
The facilitators set up an issue by issue agenda. They left the economic issues such as
incentives, base pay, overtime, and vacation time as the final issues to be discussed.
Management believed that they had correctly addressed the employees' concerns about
these pay issues.
However, union members became suspicious about management's good intentions to
take a win-win approach. They began to believe collectively that this negotiation approach
by management was a disguised ploy meant to undermine their position, especially on
the economic issues.
At first, negotiations went relatively well and as predicted. Yet, as the economic issues
were placed on the table for discussion, the situation quickly turned upside down into a
hard nosed bargaining negotiation. Management attempted to stay the course with a winwin approach, but this no longer washed with the union. Can you guess what happened?
That's right – union members walked and went out on strike.
By using an agenda to address the format of the contract negotiations, Bayou Steel failed
to consider that any single issue could be so divisive. As the economic issues rose to the
foreground of the talks, Bayou Steel no longer had leeway in considering trade-offs. They
literally painted themselves into a corner because of their structured of agenda items.
We need to be able to compare and contrast all the issues collectively, and by order of
relative importance. Package or multiple offers offer a greater latitude in finding creative
solutions as it gives us more to work with, as opposed to dealing with issues on a one-onone basis through a pre-designed agenda. Planning and using a Concession Strategy
effectively can give one side a big power advantage over the other. So be careful to plan
your agenda wisely.
Question:
Analyse the case and discuss the case facts?
Source: http://www.icmrindia.org/casestudies
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Task Elucidate the following statements:
1.

Good information is always a source of power

2.

The exercise of power entails costs and risks.

5.4 Dealing with Others who have more Power
Watkins (2002) specifically addresses the problem of “dancing with elephants” (Striking a deal
with an opponent much bigger than you) and highlights ways that lower power parties can deal
with the big players in business deals and partnerships. These ways are as follows:
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1.

Never do an all-or-nothing deal: Relying on a single party and creating a make – or brake
deal with them leaves the low-power party highly vulnerable. For example, a small
business that agrees to let a Wal-Mart be its only customer runs the risk of being completely
controlled by Wal-Mart. Low-power parties should attempt to diversify their risk by
entering into deals with several other partners so that no single high – power player could
wipe the low-power partner out.

2.

Make the other party smaller: In dealing with a high-power party, particularly if it is a
group or organization, one should attempt to establish multiple relationships and engage
in multiple negotiations. By dealing with a variety of different individuals and departments
in the high-power party, one diversifies the relationships and the multiple interests that
may be served in working with these different sub-groups.

3.

Make yourself bigger: Similarly, low–power players should attempt to build coalitions
with other low-power players to increase their collective bargaining power.

4.

Build momentum through doing deals in sequence: Early deals can be done to build
relationships, strengthen the relationship with the high-power party, and perhaps acquire
resources (information, technology, seed capital, etc.). Select those high power targets that
have the most to gain, and maximum visibility of those deals to other parties.

5.

Use the power of competition to leverage power: This is a variation on the power of
BATNA. If you have something to offer, make sure you offer it to more than one highpower party. If you can get them competing against each other for what you want, some
may actually do a deal with you simply to keep you from doing a deal with one of their
competitors.

6.

Constrain yourself: Tie your hands by limiting the ways that you can do business or who
you can do business with. However, while these constraints might drive away your
competition, they also have the liability of constraining you as well.

7.

Good information is always a source of power: Seek out information that strengthens
your negotiating position and case. Anticipate the information that would be most
compelling or persuasive to the other side; organize it so that you can draw on it quickly
and assemble it to be maximally persuasive.

8.

Do what you can to manage the process: If the high-power party controls the negotiation
process (the agenda, the cadence, the timing, and the location), they will do it in a way to
assure outcomes they want. If the low-power party controls the process, they are more
likely to be able to steer the deal in an advantageous direction (Watkins, 2002).
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Self Assessment
State whether the following statements are true or false:
7.

Relying on a single party and creating a make – or brake deal with them leaves the lowpower party highly vulnerable

8.

Power additions are ways in which the negotiator adds to the perceptions of his power
through additions such as personal charm, prestige and association.

9.

Studies on motivation show that there are three kinds of power tactics.

10.

Perception can be created in many different ways in many different contexts, and a source
of leverage can shift from one category to another over time.

11.

Power devices are used by negotiators to develop in the opponent, feelings of loyalty,
obligation or gratitude.

12.

Power additions are ways in which the negotiator adds to the perceptions of his power
through additions such as personal charm, prestige and association.

13.

Persuasive power is the power of knowledge that comes through control over information

14.

Buying support from those on whom you depend is not done only with money.

5.5 Summary


Most negotiators believe that power is important in negotiation because it gives one
negotiator an advantage over the other party.



Negotiators who have this advantage usually want to use it to secure a greater share of the
outcomes or achieve their preferred solution.



The most desirable source power is of the person whose morality, ethics and sincerity are
transparent and obvious



The motivation here is that of personal gain and aggrandizement.



The exercise of power entails costs and risks.



Negotiators use power tactics to give an impression of having many alternatives.



Expert power is the power of knowledge that comes through control over information.



A sensible use of power is to choose to fight on your own ground, and not to fight at the
same time on many fronts.



Early deals can be done to build relationships, strengthen the relationship with the highpower party.



Seek out information that strengthens your negotiating position and case.

5.6 Keywords
Coercive power: derived by being able to punish others for not doing what needs to be done.
Expert power: derived from having unique, in-depth information about a subject.
Legitimate power: derived from holding an office or formal title in some organization and
using the powers that are associated with that office (e.g. a vice-president or director).
Personalized Power: The motivation here is that of personal gain and aggrandizement.
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Referent power: derived from the respect or admiration one commands because of attributes
like personality, integrity, interpersonal style, and the like. . A is said to have referent power
over B to the extent that B identifies with or wants to be closely associated with A.
Reward power: derived by being able to reward others for doing what needs to be done.
Socialised Power: Here the power is used as an instrument for the common good, on behalf of
the whole organization, many times for almost altruistic purpose.

5.7 Review Questions
1.

Define role of power in negotiation.

2.

Why is power important to negotiators?

3.

What do you know about power of motivation?

4.

Explain nature of power in Negotiations.

5.

Describe about internal collusion.

6.

What is the use of power in Negotiation?

7.

Elaborate the statement “power changes overtime”.

8.

Explain about Relationship based Power.

9.

Define Contextual power.

10.

Explain about position based power.

Answers: Self Assessment
1.

Sincerity

2.

Motivation

3.

Entails

4.

Negotiators

5.

Power devices

6.

Power additions

7.

True

8.

True

9.

False

10.

False

11.

True

12.

True

13.

False

14.

True

5.8 Further Readings

Books

Booth, A., Crouter, A. C., & Clements, M. (Eds). Couples in Conflict. Mahwah, NJ:
Lawrence Erlbaum.
Casing a Promised Land by Goodall: Carbondale: Southern Illinois University
Press.
Conflict Management & Organization Development by Willem F.G. Mastenbroe:
John Wiley & Sons.
Coser, L. The Functions of Social Conflict. New York: Free Press.
Cupach, W.R. & Canary, D.J (1997). Competence in Interpersonal Conflict. Prospect
Heights, IL: Waveland.

116

LOVELY PROFESSIONAL UNIVERSITY

Unit 5: Role of Power in Negotiation

International Journal of Conflict Management by Jones, T.S., Remland, NonVerbal Communication and Conflict Escalation: An attribution Based Model.

Notes

Leading Through Conflict, How Successful Leaders Transform Differences into
Opportunities by Mark Gerzon : Harvard Business School Press.
Nagy, M. Philosophical Issues in the Psychology of C.G. Jung. Albany: SUNY
Press.
Negotiating Successful Research Collaboration. In J.K. Murnighan, Social
Psychology in Organizations: Advances in Theory and Research. Upper Saddle
River, NJ: Prentice Hall.
Nicotera AM. Conflict & Organizations: Communicative Processes. Albany: SUNY
Press.
Obsborn, A.F. Applied Imagination. New York: Scribner.
PE Nelson, The Language of Conflict and Resolution, Thousand Oaks, CA: Sage.
Rubin, J.B. (2004). Good life: Psychoanalytic Reflections on Move, Ethics, creativity
and spirituality. Albany : SUNY Press.
Scanzoni, J.H., Love and Negotiate: Creative Conflicts in Marriage. Waco, TX:
World Books.
Shapiro, D.L. & Bies, R.J. Threats, Bluffs and Disclaimers in Negotiation.
Organizational Behavior and Human Decision Process.
Shea. Creative Negotiating. Boston, MA: CBI Publishing co.
Successful Negotiation, Strategies & Tactics for Mutual Gain by SL RAO: Wheeler
Publishing.
The Language of Conflict and Resolution by Jones, T.S., Emotional
Communication in Conflict: Essence and impact.
The Mind & Heart of the Negotiator by Leigh L. Thompson: Pearsons.
The Negotiation Handbook by Patrick J. Cleary, Prentice Hall of India.
The Tao of Negotiation, by Edelman & Crain: Harper Business.

Online links

https://wiki.umms.med.umich.edu/display/FAFD/Negotiation+Skills
www.asme.org/products/.../conflict-resolution-concepts-and-practic
www.calumcoburn.co.uk/qa/conflict-and-negotiation
www.creducation.org/cre/teachers/cre_practices.../negotiation_skills
www.en.wikipedia.org/wiki/Conflict_management
www.nego4biz.wordpress.com/.../chapter-1-introduction-to-negotiation
www.negotiationtraining.com.au/questions/conflict-and-negotiation
www.skillsportal.co.za/.../570-conflict-management-negotiation-skills
www.theiia.org/.../conflict-management-and-negotiation-skills

LOVELY PROFESSIONAL UNIVERSITY

117

Pretty Bhalla, Lovely Professional University

Conflict Management and Negotiation Skills

Notes

Unit 6: Negotiation Style
CONTENTS
Objectives
Introduction
6.1

Four Major Negotiation Styles

6.2

Choosing the Appropriate Style
6.2.1

Negotiating Successfully

6.3

Steps for Resolving Conflict

6.4

Alternative Styles

6.5

Strategies and Techniques of Negotiation

6.6

Conflict Management Strategies and Techniques

6.7

Summary

6.8

Keywords

6.9

Review Questions

6.10 Further Readings

Objectives
After studying this unit, you will be able to:


Define and explain four major negotiation styles



Choose the appropriate style



State the techniques of Negotiation



Discuss strategies of Negotiation



Describe competitive and compromising style

Introduction
The most popular way to divide the typical negotiation styles or approaches are: Competing (or
Aggressive), Collaborating (or Cooperative), Avoiding, Compromise, Accommodating
(Conceding). Most negotiators have one or two preferred negotiation styles. Ideal is to be able
to choose to apply the most appropriate negotiation style to each type of negotiation, and to be
able to switch negotiating style depending on who you are negotiating with and other important
elements of your negotiation context.

6.1 Four Major Negotiation Styles
As mentioned above, everyone has their own way of dealing with conflict. Most fall into one of
five patterns: (1) collaboration; (2) competition; (3) compromise; (4) accommodation; and
(5) avoidance. Each pattern is helpful in certain situations.
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Collaboration: True collaboration means identifying the underlying concerns and interests of
both parties, and finding solutions that satisfy these concerns. This approach is appropriate
when the concerns of both sides are too important to be compromised, both parties are willing
to play by collaborative rules, and mutual motivation is high. It does require considerable time
and effort, so it is not cost-effective for less substantive matters.

Notes

Joe was a computer software designer with an idea for a new computer game that he
believed would be very successful, but he knew it would take a long time to develop, and
he needed to earn a living during that time. He approached Bill, an executive at a computer
company with whom he had gone to college. Bill liked the idea and offered Joe $10,000,
but Joe estimated that he needed nine months to develop the game. For nine months of
work, he said, $10,000 was not enough. After long negotiation, Joe and Bill agreed that the
$10,000 would be an advance on future profits, and that profits beyond that would be split
80:20. In the end, both parties profited handsomely and felt as though they got a good deal.
Competition: The goal of competitive negotiation is to win without regard for the impact on the
other party. It can involve the use of physical or emotional force, authority, or pressure, and in
short-term emergencies may be the only approach that will work. It is appropriate, for example,
when others are being threatened, rights are being violated, there is inadequate time to work
through differences, or all other methods have failed. In general, however, competitive
negotiation may backfire, setting the stage for resentment. Consistently used over long periods
of time, people suffer and relationships deteriorate; ultimately rebellion will occur.
Al, a consulting environmental engineer, was short of work when Fred, a project engineer
with a large corporation, asked Al to do some work for him. Fred knew that Al was short
of work, so he offered him half his usual rate to save some money that he could use
elsewhere in his project. Al objected but ultimately agreed to work for 75 percent of his
usual rate. After a few weeks, Al got a lucrative contract and began marginalizing his
work for Fred, doing it in a hurry and at the end of the day. In the end, the quality of his
work suffered; Fred had to pay another firm to correct Al's mistakes, and the environmental
portion of his budget was higher than he had estimated.
Compromise: This is when two parties find a mutually acceptable solution that partially satisfies
the interests of each, without straining their working relationship. It is similar to collaboration
but expectations are lower: “sorta win/sorta lose.” People are used to it and expect it. Compromise
is appropriate when you and your opponents have equal power and are strongly committed to
mutually exclusive objectives, when the “prize” is divisible, or when collaboration has been
tried and wasn’t successful.
Conflict Model: Typical Behaviours
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While on vacation, Marvin saw a carpet in a store window and went in to inquire about the
price. He was willing to splurge a bit - up to $350. The owner, who knew the carpet cost
him $150, did not answer, trying instead to distract Marvin. Marvin commented that the
carpet was not actually as nice as he first thought, so the owner showed him several other
carpets; after looking at the others, Marvin asked for the price of the red carpet again.
When the owner said $700, Marvin said the price was too high and offered $200. The owner
refused and Marvin headed for the door, so the owner came down to $650 and Marvin
again turned toward the door. In the end, they settled on $300. The owner was pleased to
earn a 100 percent profit, and Marvin got the carpet for the price he wanted.
Accommodating: If an issue is very important to your opponents and the outcome has no
particular negative consequences for you or your interests, accommodation can be a goodwill
gesture to maintain a cooperative relationship and build up social credits for future issues that
are more important to you. Overuse of accommodation can damage your credibility.

Self Assessment
Fill in the blanks:
1.

True ................................. means identifying the underlying concerns and interests of both
parties.

2.

Effective .............................. helps you to resolve situations where what you want conflicts
with what someone else wants.

3.

The ....................................... of competitive negotiation is to win without regard for the
impact on the other party.

4.

The negotiation itself is a careful ............................................. of your position and the other
person’s position.

Did u know? Successful negotiators have a positive vision of their success. They fully
understand their subject matter and have a firm grasp of the negotiation process. In addition,
they can also read people very well. Accomplished negotiators know not only their
own personal negotiation style, but also their counterpart’s preferred negotiation style –
sand they use this knowledge to build a stronger relationship that will help achieve their
goals.

Avoidance: Procrastination is a common strategy, as is saying “yes” and just not following
through. Although avoiding conflict is not a long-term solution, it is sometimes appropriate: if,
for example, the potential damage of confronting the conflict outweighs any possible benefits;
if you have no chance of satisfying your interests; if you and the other(s) involved need space
and/or time; if your differences are trivial; if there are too many conflicts which you need to sort
through and then focus; if you or the other(s) are unwilling or unable to resolve your conflicts;
you don’t care about the relationship; or you are powerless to effect change.
Elizabeth was a senior project engineer in a high-velocity impact research facility, and
over the previous year, had implemented several design improvements to the projectile
launcher, enabling it to shoot faster. A new manager was hired who questioned the
modifications to the original component design and insisted that all modifications be
undone, so that it would be identical to one used at another facility. Despite Elizabeth’s
argument and evidence that the modifications improved the launcher’s performance, the
manager insisted, and the situation escalated into hostility. Knowing that she did not have
Contd....
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authority to go against the manager’s instructions, and that she planned to return to
graduate school the following semester anyway, Elizabeth asked to be assigned to another
project for the duration of her time with the company.

Notes

6.2 Choosing the Appropriate Style
Do you feel that someone is continually taking advantage of you? Do you seem to have to fight
your corner aggressively, or ally with others, to win the resources you need? Or do you struggle
to get what you want from people whose help you need, but over whom you have little direct
authority? If so, you may need to brush up your win-win negotiation skills.
Effective negotiation helps you to resolve situations where what you want conflicts with what
someone else wants. The aim of win-win negotiation is to find a solution that is acceptable to
both parties, and leaves both parties feeling that they’ve won, in some way, after the event.
There are different styles of negotiation, depending on circumstances.
Where you do not expect to deal with people ever again and you do not need their goodwill,
then it may be appropriate to “play hardball”, seeking to win a negotiation while the other
person loses out. Many people go through this when they buy or sell a house – this is why housebuying can be such a confrontational and unpleasant experience.
Similarly, where there is a great deal at stake in a negotiation, then it may be appropriate to
prepare in detail and legitimate “gamesmanship” to gain advantage. Anyone who has been
involved with large sales negotiations will be familiar with this.
Neither of these approaches is usually much good for resolving disputes with people with
whom you have an ongoing relationship: If one person plays hardball, then this disadvantages
the other person – this may, quite fairly, lead to reprisal later. Similarly, using tricks and
manipulation during a negotiation can undermine trust and damage teamwork. While a
manipulative person may not get caught out if negotiation is infrequent, this is not the case
when people work together routinely. Here, honesty and openness are almost always the best
policies.

6.2.1 Negotiating Successfully
The negotiation itself is a careful exploration of your position and the other person’s position,
with the goal of finding a mutually acceptable compromise that gives you both as much of what
you want as possible. People’s positions are rarely as fundamentally opposed as they may
initially appear – the other person may have very different goals from the ones you expect!
In an ideal situation, you will find that the other person wants what you are prepared to trade,
and that you are prepared to give what the other person wants.
If this is not the case and one person must give way, then it is fair for this person to try to
negotiate some form of compensation for doing so – the scale of this compensation will often
depend on the many of the factors we discussed above. Ultimately, both sides should feel
comfortable with the final solution if the agreement is to be considered win-win.
Only consider win-lose negotiation if you don’t need to have an ongoing relationship with the
other party as, having lost, they are unlikely to want to work with you again. Equally, you
should expect that if they need to fulfill some part of a deal in which you have “won,” they may
be uncooperative and legalistic about the way they do this.
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Task Conduct a debate on the following statements and interpret them:
“Procrastination is a common strategy”

Self Assessment
State whether the following statements are true or False:
5.

Traditional negotiating is sometimes called win-win because of the assumption of a fixed
“pie”, that one person’s gain results in another person’s loss.

6.

The Indian parable of the strength of a tree branch applies as well with the art of negotiation.

7.

Effective negotiation helps you to resolve situations where what you want conflicts with
what someone else wants.

8.

One of the most important strategies when entering negotiations is to show respect both
during the course of discussion and through ample and thorough preparation work.

6.3 Steps for Resolving Conflict
When you have a hard time with someone consider using the following strategy:
1.

Identify the problem...and the person you are having trouble with. Figure out the specific
behavior or attitude that is bothering you and how frequently it occurs.

2.

Look at the relationships...Examine how the person interacts with others. Is it similar to
the way he interacts with you? What makes him/her act that way? Figuring out the causes
of someone’s behavior helps point the way toward possible solutions.

3.

Determine the costs...How does that behavior effect others? Does it cause people to lose
morale? Does it effect productivity? Does it make everyone uncomfortable? If no one is
affected by the person’s behavior, the behavior should be ignored.

4.

Plan an approach...Once you identify that the person’s behavior does effect you and others,
you need to have a discussion with the person. Plan an approach that fits the nature of the
problem, the personality of the person involved and your relationship with that person.

5.

Describe the behavior...When you do meet with that person describe the behavior in a
non-accusatory manner and explain why it bothers you. Use “I” statements. For example,
“Today during the meeting when I was talking about the budget and you interrupted me
before I had finished my sentence, I felt really cut down.”

6.

State what you want...Next be clear about what you want. “I hope that the next time I talk
that I won’t get interrupted”.

7.

Seek commitment...Be sure the person understands and try to get commitment to change.
“Do you see things the same way?”

6.4 Alternative Styles
In the advocacy approach, a skilled negotiator usually serves as advocate for one party to the
negotiation and attempts to obtain the most favorable outcomes possible for that party. In this
process the negotiator attempts to determine the minimum outcome(s) the other party is (or
parties are) willing to accept, then adjusts their demands accordingly. A “successful” negotiation
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in the advocacy approach is when the negotiator is able to obtain all or most of the outcomes
their party desires, but without driving the other party to permanently break off negotiations,
unless the best alternative to a negotiated agreement (BATNA) is acceptable.

Notes

Traditional negotiating is sometimes called win-lose because of the assumption of a fixed “pie”,
that one person’s gain results in another person’s loss. This is only true, however, if only a single
issue needs to be resolved, such as a price in a simple sales negotiation.
During the 1960s, Gerard I. Nierenberg recognized the role of negotiation in resolving disputes
in personal, business and international relations. He published The Art of Negotiating, where he
states that the philosophies of the negotiators determine the direction a negotiation takes.
His Everybody Wins philosophy assures that all parties benefit from the negotiation process
which also produces more successful outcomes than the adversarial “winner takes all” approach.

Notes

The strong, no nonsense, bottom-line negotiator

When negotiating with someone that is dogmatic, stubborn, tough, and very bottom-line
oriented, it may serve you well to state the desires you have of the negotiation in an
approximate matter. That’s to say, in describing the outcome you wish of the negotiation,
inflate it with ‘give backs’ concealed in your desires. ‘Give backs’ are negotiation positions,
or points of view, you can use to move your negotiation partner in the direction you’d like
to have the negotiation proceed. In essence, you can use ‘give backs’ to make concessions
as you go through the negotiation to build rapport, or receive concessions you’d like the
other person to make.
The reason you should inflate your desires is directly related to the demeanor of this type
of negotiator. More than likely, someone that has the traits of a very dogmatic or tough
negotiator will try to get as many concessions from you as he can.
The amiable, less dogmatic negotiator
When negotiating with someone that is less dogmatic, someone that is more amiable, you
can be more exact in what you want from the negotiation, but still have some ‘give backs’
on reserve to make this type of negotiator happy with the process of the negotiation. The
type of individual that will possess an amiable style of negotiation will be less likely to
exhaust the ‘give and take’ process as you negotiate. This style of negotiator will enjoy the
negotiation process as long as the negotiation doesn’t get too challenging. Nevertheless,
you still have to be engaging to the degree that you’re not perceived as being overbearing
or too weak to negotiate with this person. Be very ‘even handed’ with this type of negotiator
and make sure you’re perceived as doing so.
The passive or meek negotiator
When negotiating with a passive or meek negotiator, do not be overbearing. Don’t allow
your actions to be perceived as being pushy. Let this type of negotiator perceive himself
as being in control of the negotiation. As in all negotiations, you can observe the person’s
body language to gain insight into the way you’re being perceived, but pay extra attention
to this person’s body language, because you’ll be able to read their body language more
succinctly.

6.5 Strategies and Techniques of Negotiation
The art of negotiation can be a tricky skill to master. It takes effort, practice, intelligence, and a
considerably high level of self-control. Learning the how-to’s of effective negotiation can mean
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the difference of large sums of money, or of a corner office and a great job, or getting a great deal
on a new car. Learning how to negotiate for what and how much you want can lead you to many
great things in life, but it takes a dedicated student to master. Here are four effective negotiation
techniques and strategies.

Be Respectful, and Be Prepared
One of the most important strategies when entering negotiations is to show respect both during
the course of discussion and through ample and thorough preparation work. Show up to a
negotiation well-prepared, with all of the facts, figures and data that you require to make a
strong case for your point of view will not only help influence your counterpart, but it will show
that you value their time and their participation, and that you have put considerable forethought
into your planning.

Clearly Define Your Goals Beforehand
Before entering any negotiation, whether it’s to close a deal, discuss salary or purchase a car, as
part of your preparation, clearly and effectively define to yourself your goals for the negotiation,
and delineate what you want to get out of it. By going into negotiations with your goals clearly
defined in your head, you will be able to keep your eyes on the prize and not allow your
counterpart to cloud your head or distract you.

Be Flexible
The Japanese parable of the strength of a tree branch applies as well with the art of negotiation.
The parable reads that a branch that bends can withstand great force, a branch that is rigid and
inflexible snaps under the slightest breeze. As part of your prep work, plan out all of the areas
where you can safely yield your position to your counterpart. This will not only make you seem
magnanimous and willing to deal, it will likely foster enough good will in your counterpart to
convince him to “trade” something of his that you will want.

Avoid Domineering Theatrics
We’ve all seen those movies where the tough as nails negotiator enters the room, refuses to
budge an inch, and goes into an angry outburst that scares the other party and convinces them to
give up everything. That negotiation strategy doesn’t work in the real world. Such techniques
only lead to a swift end to negotiations and no one gets anything. Calmness is a good negotiation
skill to develop in the board room.


Case Study

The Panama Canal Negotiations

T

he completion of the Panama Canal is one of the world’s great engineering feats.
The negotiations to complete and build this vital connector between two oceans
spans decades. The cost in human lives, suffering, and capital staggers the
imagination. It all began in 1847 when the United States entered in a treaty with New
Granada (later to be know as Colombia), and which allowed the U.S. a transit passage over
the Isthmus of Panama. The treaty guaranteed Panama’s neutrality and recognized that
Colombia would have sovereignty over the region.
Contd....
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Nothing really occurred with this development and ultimately, a French company called
the Compagnie Nouvelle du Canal de Panama acquired the contract to build the canal in
1881. By 1889, the Compagnie had gone bankrupt and had lost roughly around $287
million U.S. along with approximately 20,000 lives in the process. It is also in 1889 that the
U.S. has become convinced that the canal passage was absolutely vital to their interests.
They appointed Rear Admiral John Walker to head the Commission and to choose the
most viable route.

Notes

Naturally, the U.S. was interested in the Panama route already started by the French. The
French company which had been heading for bankruptcy, and seeing the writing on the
wall before their bankruptcy in 1889, had entered into negotiations with the U.S. The
French company was eager to extricate themselves from the project. At the time, their
holdings were extensive and included land, the Panama Railroad, 2,000 buildings, and an
extensive amount of equipment. They felt their total holdings should be valued around
109 million U.S., but Rear Admiral Walker estimated them to be not greater than about 40
million U.S., a significant difference.
As negotiations progressed, the Americans began to hint that they were also interested in
the possibility of building an alternative canal in Nicaragua. The French countered with
the ploy by claiming that both Great Britain and Russia were looking at picking up the
financing to complete the canal’s construction. It was subsequently leaked to the U.S.
press, much to the French company’s pique, that the Walker Commission concluded that
the cost to buy out the French company was too excessive and recommended the
Nicaraguan route.
A couple days later after this news, the president of Compagnie Nouvelle resigned. The
resulting furore caused the stockholders to demand that the company be sold to the U.S. at
any price they could get. The Americans became aware that they could now pick up all the
French holdings for 40 million dollars. However, the Walker Commission had not just
been a ploy by the Americans because the Nicaraguan route was actually a serious proposal
that had a lot of backing in the U.S. Senate. President Roosevelt had to engage in some
serious political manoeuvrings to get everybody on board of the Panama passage. The
Walker Commission changed its recommendation to favour Panama as the canal route.
But the story doesn’t end there. Next, the U.S. signed a new treaty with Colombia’s charge
d’affairs which gave the U.S. a six mile area across the Isthmus and agreed to financial
remuneration that was to be paid to Colombia. The Colombian charge d’affairs had signed
the treaty without communicating with his government. The treaty was rejected by
Colombia. In the meantime, revolution against Colombian authority was afoot in Panama.
Since they believed they had signed a legitimate treaty, Roosevelt sent warships to the
area to negate the Colombians, and thus secured U.S. interests, and offered aid to the
Panamanians in their quest to separate from Colombia. Panama succeeded in their revolt
and became a republic. In 1914, the Panama Canal was opened.
Questions:
1.

How different negotiation tactics can be employed to negotiate and conclude a
better international agreement?

2.

Analyse the case and Discuss the case facts.
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Caution The basis of any good contract is an agreement that benefits both of the partners
in the transaction. Negotiating contract terms should be a give and take process, where
each party walks away feeling like they were treated fairly. Negotiating should not be an
“us” versus “them” scenario. Rather, it should be a collaboration between two parties to
reach a mutual goal. The Merriam-Webster’s Dictionary describes negotiating as “To
arrange for or bring about through conference, discussion, and compromise”. This
definition lays the foundation for successful negotiation strategy and process management.

6.6 Conflict Management Strategies and Techniques
Inevitably there will be conflicts surrounding and within an organization and how they are
resolved can have a negative or positive effect.

Ineffective Techniques
Non-action: This is when people do nothing in hopes that it will someday disappear.
Secrecy: This is when a certain group of the organization try to hide the problem from the
majority.
Administrative orbiting: This happens when people delay the conflict and tell others not to
worry because it’s being worked on.
Due process Non-action: This happens when a problem is too costly, or it will take to long, or is
a big risk.
Character assassination: This action is to diminish an individuals/groups reputation and often
leads to slander.

Effective Techniques
Superordinate goal: This is an organization goal that should be focused on by the conflicting
parties rather than individual goals.
Expanding resources: This is where the conflict is limited resources, so the simple solution is to
provide more.
Changing personnel: This happens when the conflict is pinpointed to an individual commonly
with a low level emotional intelligence.
Changing structure: This is when the organization restructures and creates an integrator role,
which becomes a moderator between the two conflicting parties.
Confronting and negotiating: This is when the parties confront and engage in an open discussion.
There are negotiations in hopes of a mutually agreed upon compromise.

Major Negotiating Approaches
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1.

Distributive bargaining: Approach in which the goals of the parties are in conflict, and
each party seeks to maximize its resources.

2.

Integrative negotiation: This is when both parties want the outcome to be a win-win
situation because both parties have wants (Lewicki).
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Self Assessment
Multiple Choice Questions
9.

10.

11.

The Japanese parable of the strength of a tree branch applies as well with the art of:
(a)

Negotiation

(b)

conflict

(c)

Bargaining

(d)

confronting

The art of negotiation can be a tricky skill to master. It takes effort, practice, intelligence,
and a considerably high level of:
(a)

Energy

(b)

Self control

(c)

Integrative

(d)

Conflict

Learning how to negotiate for what and how much you want can lead you to many great
things in:
(a)

world

(b)

nation

(c)

life

(d)

future

6.7 Summary


True collaboration means identifying the underlying concerns and interests of both parties,
and finding solutions that satisfy these concerns.



The goal of competitive negotiation is to win without regard for the impact on the other
party.



Effective negotiation helps you to resolve situations where what you want conflicts with
what someone else wants.



The aim of win-win negotiation is to find a solution that is acceptable to both parties, and
leaves both parties feeling that they’ve won, in some way, after the event.



The art of negotiation can be a tricky skill to master



One of the most important strategies when entering negotiations is to show respect both
during the course of discussion and through ample and thorough preparation work.



Before entering any negotiation, whether it’s to close a deal, discuss salary or purchase a
car, as part of your preparation.

6.8 Keywords
Administrative Orbiting: This happens when people delay the conflict and tell others not to
worry because it's being worked on.
Changing Personnel: This happens when the conflict is pinpointed to an individual commonly
with a low level emotional intelligence.
Changing Structure: This is when the organization restructures and creates an integrator role,
which becomes a moderator between the two conflicting parties.
Character Assassination: This action is to diminish an individuals/groups reputation and often
leads to slander.
Confronting and Negotiating: This is when the parties confront and engage in an open discussion.
There are negotiations in hopes of a mutually agreed upon compromise.
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Due Process Non-action: This happens when a problem is too costly, or it will take to long, or is
a big risk.
Expanding Resources: This is where the conflict is limited resources, so the simple solution is to
provide more.
Non-action: This is when people do nothing in hopes that it will someday disappear.
Secrecy: This is when a certain group of the organization try to hide the problem from the
majority.
Superordinate Goal: This is an organization goal that should be focused on by the conflicting
parties rather than individual goals.

6.9 Review Questions
1.

Explain about four major negotiation styles.

2.

Describe strategies and techniques of negotiation.

3.

Discuss about the alternative negotiation style.

4.

Explain about the steps for resolving conflicts.

5.

Define compromise and accommodating.

6.

Define confronting and negotiating.

7.

What do you mean by super ordinate Goal?

8.

Explain about Administrative orbiting.

9.

Describe about the ways to choose appropriate Negotiating Style.

10.

Describe about the effective conflict management Techniques.

Answers: Self Assessment
1.

Collaboration

2.

Negotiation

3.

Goal

4.

Exploration

5.

False

6.

False

7.

True

8.

True

9.

(a)

10.

(b)

11.

(c)

6.10 Further Readings
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Press.
Conflict Management & Organization Development by Willem F.G. Mastenbroe:
John Wiley & Sons.
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Objectives
After studying this unit, you will be able to:
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Define and explain the importance of perception



Discuss the importance of power



State the leadership and public relations in Negotiation



Discuss Strategies and techniques of negotiation



Describe the principles of persuasion
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Introduction
T.A. Judge and R. Ilies links the five factor model of personality in the workplace to the individual
and overall satisfaction in the workplace. The “Big Five” personality traits; extraversion
(assertiveness), agreeableness (cooperative), conscientiousness (dependable), emotional stability
(self-confident), and openness to experience (curious), make up the basic framework as a model
of behavior in the workplace. Judge and Ilies performed extensive research at the universities of
Florida and Iowa finding all the correlations these five factors have on the overall job satisfaction
of a given professional environment. Although the control factors, methods, and results that
Judge and Ilies came up with were impressive, there are many more studies that have produced
varying results.

7.1 Social Perception
Perception is used everyday. Perception is how we, as individuals, asses situations. A burning
stove top is perceived to be hot. Traffic is perceived to be speeding up or slowing down. People
are perceived to be friendly or threatening. Yet when it comes to perceiving people, there are
many more perceptions that are made. These social settings and environments are what make
up social perception. The same settings can be applied to a smaller scale. This scale can be school,
family, or the work force. The work setting can be one of many challenging social perceptions.
From the job interview, to leaving the company, and everything in between, employers are
evaluating their employee’s job performances, and employees are not only assessing one another,
but their employer as well.
Perhaps the most important part of social perception is the first meeting of a person, or the first
impression. When two people meet for the first time, an instant anchor is dropped. This is a
mental anchor that gives a brief, and very general, view of the new individual. Clothes that are
worn, the way the hair is combed, the way the person stands or sits, all create the impression a
person gets when they are met for the first time. From this impression, an individual makes
instant reactions to whether the person is friendly, outspoken, quite, etc. It allows one to make
a brief judgment on the personality of an individual. This is necessary in order to be able to
interact with people. Although a first impression does not provide an in depth characterization
of an individual, it does allow one to be able to initially interact with them. This process allows
employers in a job interview to make quick decisions that will either be positive or negative for
both the employer and the employee. Mentally the decision is made in the first few moments of
contact. As time goes on the employer can justify further, with continuous questions, that the
interviewee will be good for the company, or if they employer needs to search for a new
candidates.
First impressions can be slowly swayed over time. It is not easy to change someone’s first
impression, nor is it ever changed much. The anchor can only be pulled in one direction or
another so far, and after much effort, in this case continuous interactions. Familiarity is the only
way to obtain the truest sense of who a person really is. By learning the personality and tendencies
of a person, one can better understand that person’s behaviors and actions.

Did u know? Perception of internal and external forces has resulted in the fundamental
attribution error. The fundamental attribution error occurs when one views the bad
behavior of others as internal and their own bad behavior as external. It is much more
difficult for others to see the external forces surrounding the individual conducting the
bad behavior, where as, it is clear to the individual conducting the bad behavior, to relate
their own behavior to their surrounding forces.
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7.2 Importance of Perception
People's behavior is based on their perception of what reality is, not on reality itself. The world
as it is perceived is the world that is behaviorally important.

Factors that Influence Perception
1.

Perceiver

2.

Situation

3.

Target

Person Perception: Making Judgments About Others
Basically, the theory suggests that when we observe an individual's behavior, we attempt to
determine whether it was internally or externally caused.

Determinants
1.

Distinctiveness: shows different behaviors in different situations.

2.

Consensus: response is the same as others to same situation.

3.

Consistency: responds in the same way over time.

How Perception Helps Employers in Organisation
Human nature can be very simple, yet very complex too. An understanding and appreciation of
this is no prerequisite to effective employee perception in the workplace and therefore effective
management and leadership.
There is a known fact that without perception , nothing can be done in an organization and for
doing any task we need a perception which is accepted by all the employees in an organization.
It is the key for the manager to make her team work and get the better output for the organization.
Perception helps each and every individual in the organization to carry the things in different
ways as the organization needs different perceptions to make successful results.
If the manager has good perception in any department of the organization, the department team
will have SAFE SOLUTIONS with RISKY IDEAS.


to find innovative solutions for the problem.



to leverage creativity and motivate the higher plateau of thinking.



with the help of perception, habits and attitudes will get changed.



with the help of perception, we can find solutions the most difficult problems.

Perception Plays both Positive/Negative Part in Many Aspects of the Organisation
Employment Interview
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Perception can help the manager to recruit the best fit.



Perceptual biases can affect the accuracy of interviewers' judgments of applicants.
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Performance Expectations


Perception can help the manager to make the most effective judgement on the expectation.



Self-fulfilling prophecy (pygmalion effect): The lower or higher performance of employees
reflects preconceived leader expectations about employee capabilities.

Performance Evaluations


Perception can help the manager to make the most effective performance appraisal of the
employee.



Appraisals can be subjective perceptions of performance.

Employee Effort


Perception can help the manager to make the right judgement of the employee's effort.



Assessment of individual effort is a subjective judgment subject to perceptual distortion
and bias.

Self Assessment
Fill in the blanks:
1.

...............................of internal and external forces has resulted in the fundamental attribution
error.

2.

The ............................ is based on the Jungian theory of personality

3.

Interpersonal .................................. contains four key elements and the communicator, the
receiver, perceptual screens, and the message.

4.

The ................................. is the person speaking or sending the message

5.

....................................... Listening focuses on personal elements of the communication and
not the abstract ideas.

6.

A person’s ................................... can also have an effect on self-esteem, which is an individual’s
general feeling of self-worth.

7.3 Role of Perception in Attitude Formation
Theories of Attitude Formation and Change.

7.3.1 Functionalist Theory
Daniel Katz proposed a functionalist theory of attitudes. He takes the view that attitudes are
determined by the functions they serve for us. People hold given attitudes because these attitudes
help them achieve their basic goals. Katz distinguishes four types of psychological functions
that attitudes meet.
1.

Instrumental: we develop favorable attitudes towards things that aid or reward us. We
want to maximize rewards and minimize penalties. Katz says we develop attitudes that
help us meet this goal. We favor political parties that will advance our economic lot - if we
are in business, we favor the party that will keep our taxes low, if unemployed we favor
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one that will increase social welfare benefits. We are more likely to change our attitudes
if doing so allows us to fulfill our goals or avoid undesirable consequences.
2.

Knowledge: Attitudes provide meaningful, structured environment. In life we seek some
degree of order, clarity, and stability in our personal frame of reference.

3.

Value-expressive: Express basic values, reinforce self-image. For example, if you view
yourself as a Catholic, you can reinforce that image by adopting Catholic beliefs and
values. For example, we may have a self-image of ourselves as an enlightened conservative
or a militant radical, and we therefore cultivate attitudes that we believe indicate such a
core value.

4.

Ego-defensive: Some attitudes serve to protect us from acknowledging basic truths about
ourselves or the harsh realities of life. They serve as defense mechanisms. For example,
those with feelings of inferiority may develop attitude of superiority.
Katz’s functionalist theory also offers an explanation as to why attitudes change. According
to Katz, an attitude changes when it no longer serves its function and the individual feels
blocked or frustrated. That is, according to Katz, attitude change is achieved not so much
by changing a person’s information or perception about an object, but rather by changing
the person’s underlying motivational and personality needs.
For example, as your social status increases, your attitudes toward your old car may
change - you need something that better reflects your new status. (For that matter, your
attitudes toward your old friends may change as well).

7.3.2 Learning Theory (which Stresses Attitude Formation)
There are several means by which we learn attitudes.
1.

Classical conditioning: For example, a father angrily denounces the latest increase in
income taxes. A mother happily announces the election of a candidate she worked for.
These parents are expressing opinions, but they are also displaying nonverbal behavior
that expresses their emotions. For a child watching the parents, the association between
the topic and the nonverbal behavior will become obvious if repeated often enough. And
the nonverbal behavior will trigger emotional responses in the child: the child feels upset
and disturbed when listening to the father and happy when listening to the mother.
This is an example of classical conditioning: when two stimuli are repeatedly associated, the
child learns to respond to them with a similar emotional reaction. In this case, the stimuli
are the attitude topic and the parental emotion. Through repeated association, a formerly
neutral stimulus (the attitude topic – taxes or politicians) begins to elicit an emotional
reaction (the response) that was previously solicited only by another stimulus (the parental
emotion). Whenever tax increases are mentioned, the child feels an unpleasant emotion;
when the elected official is mentioned, the child feels a pleasant emotion.
For example, Pavlov’s dogs. Bell was rung when dogs received food. Food made dogs
salivate. Then whenever a bell was rung, dogs salivated even when food was not present.
For example, When you were a child, parents may have cheered for N.D. football. You
may not have even known what N.D. football was, but you liked your parents happy
attitude. Now N.D. football evokes that same response in you.
For example, Men with bow ties. Meet a bad man who wears bow ties, and you may come
to hate all bow ties.
COMMENT: This explains why behaviors can persist even after reinforcement is withdrawn.
Also helps explain self-reinforcement.
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2.

Instrumental, or operant, conditioning: Behaviors or attitudes that are followed by positive
consequences are reinforced and are more likely to be repeated than are behaviors and
attitudes that are followed by negative consequences.

Notes

For example, People agree with your opinion.
3.

Observational learning: Children watch the behavior of people around them and imitate
what they see. For example, if a young girl hears her mother denounce all elected officials
as crooks, she may repeat that opinion in class the next day. Whether she continues to
repeat that opinion depends on the responses of her classmates, teacher, and parents. That
is, observations determine the responses we learn, but reinforcement determines the
responses we express.

7.3.3 Cognitive Dissonance Theory
Stresses attitude change – and that behaviors can determine attitudes.
1.

Cognition = individuals perception of own attitudes, beliefs, behaviors. Cognitive dissonance =
feelings of tension that arise when one is simultaneously aware of two inconsistent
cognitions. For example, when we act contrary to our attitudes; or, when we make a
decision favoring one alternative despite reasons favoring another.

2.

Consistency theories hypothesize that, should inconsistencies develop among cognitions,
people are motivated to restore harmony.

3.

Key propositions of dissonance theory:
1.

Dissonance theory says relationships among two cognitions can be either consonant,
dissonant, irrelevant

2.

Cognitive dissonance is a noxious state. It produces unpleasant physical arousal.

3.

Individual will attempt to reduce or eliminate dissonance – and will try to avoid
things that increase dissonance.
For example, selective observation.

4.

Cognitive dissonance can be reduced or eliminated only by (a) adding new
cognitions, or (b) changing existing ones.
For example, can change our minds. Decide we were wrong.
For example, can “make up” information, as in the “When prophesy fails” example.
For example, we may seek new information that can restore consonance.
For example, try to discredit source of dissonance in some way – either by making
up info or seeking counter-evidence.

Sources of Dissonance
1.

Informational inconsistency. Receive information that contradicts what they already know
or believe.
For example, suppose you believe George Bush did not know about Iran-Contra - and
then suppose Oliver North testified that he was the mastermind behind it. (Real life
example: some Iranians are said to believe George Bush did head up Iran-Contra, since he
used to be head of the CIA and they think the CIA runs the country.)
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2.

Disconfirmed expectations. People prepare themselves for an event that never
occurs – or even worse, an event whose opposite occurs. For example, you expect to do
well on an exam, and you don’t.
For example, when prophesy fails. In 1955, Marian Keech predicted that a great flood was
going to destroy the Western Hemisphere on Dec. 21. She said she got her information
from the planet Clarion. She attracted a band of followers, and received further messages
about how the faithful could save themselves. Midnight of the big day came and passed,
and nothing happened. At 4:45 a.m., they received a Christmas message informing them
that because of their commitment and faithfulness, the earth had been spared.
Q: How did the followers behave, both before and after the event?
Prior to the big day, they were very secretive, and shunned publicity. After the big day,
they called the media, sent out press releases, and recruited new followers. Why?
Many of these people had quit their jobs, and broken up with their spouses and friends,
based on a belief that had been disconfirmed. This produced dissonance. They couldn’t
deny their past beliefs – they couldn’t say the flood had occurred – they couldn’t deny they
had quit their jobs. They could have decided they were mistaken, but that would create
dissonance with other cognitions, such as their being intelligent people. Hence, they
convinced themselves they were right all along, and their faithfulness had saved the
world. Further, if they could convince others to adopt their views, this would affirm their
sense that their views were correct.

3.

Insufficient justification for behavior. People do things which they lack justification for.
For example, in a classic Festinger experiment, subjects were given a peg board and told
to carefully turn each peg 1/4 turn. Then, after doing all the pegs, they were told to turn
them another 1/4 turn. Later they had to carefully remove each peg, and then put them all
back. After an hour, they were told they were done. The experimenter then said “We are
comparing the performance of subjects who are briefed in advance with those who are not
briefed in advance. You did not receive a briefing. The next subject is supposed to be
briefed, but my assistance who usually does this couldn’t come to work today.” Subjects
were then asked to tell the next student the task was fun and exciting, and were offered
either $1 or $20 for doing so. Those who only got paid a $1 were more likely to report they
thought the task was interesting, because they lacked a strong justification for their actions.

4.

Post-decision dissonance – after every decision, you feel dissonance because you have
rejected some good things and accepted some bad. We tend to become more certain of
decisions afterwards.
For example, bettors approached after they had placed bets at the racetrack were more
sure of their choices than those approached before placing bets.
Note: This does not mean we never regret a decision. Disconfirmed expectations, new
information, or whatever may cause us feel we made a mistake. However, until these new
events/information or whatever comes along, we will tend to feel more confident about
our decision. Obviously, in the case of the racetrack example, people may have felt more
confident after they placed their bets, but after the race was run a lot of them probably
didn’t feel so confident anymore!

5.

Not all inconsistencies result in cognitive dissonance: How is inconsistency possible?
(a)
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Cognitions may not be important to the individual - hence inconsistency does not
produce discomfort.

LOVELY PROFESSIONAL UNIVERSITY

Unit 7: Perception and Communication

(b)

Cognitions may not come in contact with each other - contradictions can go unnoticed.
Behavior may be mindless. For example, we might enjoy a national park - without
realizing we are overtaxing it.

Notes

Note: The following relate primarily to counter attitudinal behavior.
(c)

Aversive consequences are not perceived. In order for cognitive dissonance to occur,
a product must result from the counter attitudinal behavior. That product is the
bringing about, or possible occurrence, of an aversive event. Aversive event =
something that goes against your self interest, or that you would rather not have
occur.
For example, in a variation of the boring tasks experiment, some subjects were led
to believe they had actually deceived their fellow student, while others thought
they had not deceived them. Only those who thought they had succeeded experienced
dissonance.
For example, in another variation, subjects were led to like or dislike the other
student. The only subjects who changed their attitude about the task were those who
successfully convinced a student they liked.
Note that the consequences need not actually occur; it is the subjects perceptions that
the consequences will result from their actions that is important.

(d)

Person must feel personally responsible. If the person feels that environmental
forces caused the action, or that the unwanted events were unforeseeable, they
won’t feel dissonance. How voluntary is the behavior? Were the consequences
foreseeable. Note that foreseeable is not the same as foreseen – if you could have
foreseen it but didn’t, you can feel dissonance.

We close with a commonly proposed alternative to dissonance theory.

7.3.4 Bem’s Self-perception Theory
Says we infer our attitudes from our behavior. There is no tension, rather, behavior just serves
an informative purpose. We calmly observe our behavior, and draw reasonable inferences from
it, just as we do when observing other people.
For example, in the Festinger experiment, those who got $20 would assume their behavior was
forced by the environment. Those who only got $1 would assume they did what they did
because what they said was true.
For example, Bem showed that the results of cognitive dissonance experiments could be
replicated quite well by observers. People read descriptions of the procedures, and predicted
people’s attitudes correctly.
For example, “I must have really been tired, I slept a long time.”
“I must not like him, I was really rude to him.”
“I must really like this course, I studied really hard for the exam.”
It is hard to choose between self-perception and cognitive dissonance theory since both usually
make the same predictions. However, there is evidence that, as c. d. theory predicts, physiological
arousal (that is, tension) accompanies dissonance conditions. Further, when arousal is eliminated
(through the use of drugs or alcohol), attitude change does not occur.
On the other hand, self-perception can explain some things dissonance can’t. For example, when
people are suddenly rewarded for doing something they did before just because they liked it,
they can come to like it less.
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For example, (From Myers): Child was reading 6-8 books a week. Library then started a reading
club which promised a party to those who read 10 books in three months. Child started checking
out only 1 or 2 books a week. Why? “Because you only need to read 10 books.”
Myers suggests dissonance theory successfully explains what happens when we act contrary to
our clearly defined attitudes. We feel tension, so we adjust our attitudes to reduce it. Dissonance
explains attitude change. When attitudes aren’t well-formed, self-perception theory explains
attitude formation that occurs as we act and reflect. (I think he may be right about the latter
point, but I’m not so sure about the first.) Key thing, then, is how discrepant is the behavior with
the attitude.

Real World Applications
Racism
It has often been said you can’t legislate morality. Yet, changes in civil rights laws and policies
have been accompanied by changes in attitudes. Since Brown vs. Board of Education in 1954, the
percentage of white Americans favoring integrated schools has more than doubled. Since Civil
rights act of 1964, the percentage of white Americans who described their neighborhoods,
friends, co-workers, or fellow students as all white declined by 20 percent for each of these
measures. Possible explanations:
1.

Disconfirmed expectations: Predicted calamities did not occur.

2.

Information inconsistent with previous beliefs led to attitude change.

3.

People were forced to behave in a counter-attitudinal manner. People who said they
would not comply with laws did. Ergo, they reasoned blacks must not be so bad.

4.

Racist attitudes became non-instrumental, because of the high costs of violating laws. You
had to interact with blacks, so you might as well like them.

5.

Value-expressive – racism became inconsistent with the images most people like to hold,
so they adopted anti-racist attitudes.
Example: Suppose you wanted a friend to support a political candidate. What might

you do?
1.

Get them to do some small task as a favor to you. Counter-attitudinal actions might
influence attitudes; exposure to dissonant info might change their minds; classical
or instrumental condition could take place – they receive praise for working for the
candidate, which leads to positive attitudes.

2.

If friend is for another candidate – provide them with dissonant info. Point out
candidate is weak in areas friend likes him.

3.

What if friend doesn’t change his mind? This could occur because (a) friend discredits
the source of the info – you (b) instead of liking the candidate, friend could decide he
doesn’t like you.

Attitudes and Behaviors
1.

Is there an attitude-behavior relationship?
(a)
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LaPiere’s work apparently said no.
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(b)

2.

Subsequent work over next 35 years did little better. As Abelson (quoted in Myers)
said, “we are, apparently, very well trained and very good at finding reasons for
what we do, but not very good at doing what we find reasons for.”

Notes

Later work found a relationship
(a)

Expressed attitudes are not always the same as true attitudes, especially when dealing
with sensitive topics. Methods such as the “bogus pipeline” and other methods for
dealing with sensitive questions are helpful here.

(b)

Specificity of measures was found to be important - items used were not specific
enough. Should determine attitudes toward the specific behavior, rather than some
more general topic. Fishbein and Aizen note that, ideally, measures should
correspond in Target, Action, Context, and Time.
1.

Target: Suppose I say I think drugs are bad - yet I smoke marihuana, or drink
alcohol. There are different targets here. When you say drugs, I may think
more of thinks like cocaine and heroin than I do marihuana or alcohol. I might
have favorable attitudes toward the environment, but have negative attitudes
toward recycling because I find it inconvenient.
In LaPiere’s case, subjects may have viewed the target as a devious oriental,
rather than a nicely dressed oriental couple traveling with a white man.

2.

Action: I can be against selling cocaine, but still willing to use it personally. I
might support somebody’s right to have an abortion, while being opposed to
having an abortion myself. (We see this in public opinion polls today - a lot of
people oppose abortion, while still supporting the right of others to have
abortions, at least under certain circumstances.)

3.

Context: I might support the right to have an abortion under certain
circumstances (save the life of the mother, rape, incest) while being opposed
to it in others. Indeed, depending on the question asked, you get widely
varying levels of support for abortion. I might think it is ok to drink when I
am going to stay at home, but not when I am going to drive.

4.

Time: It is ok to drink at night or on the weekends, but not in the morning.

Type of Attitude Measured is Important
cognitive, affective, conative. These are not identical or totally consistent - our minds are not
efficient enough to process all information immediately and consistently. The behavioral
component of attitudes best determines what we do.

7.4 Personality
Each individual has their own unique personality. This personality can show how a person
behaves and reacts to certain situations. There are many different factors to consider when
determining personality, like environment settings and heredity traits. A person’s personality
can also have an effect on self-esteem, which is an individual’s general feeling of self-worth, as
well as self-monitoring, the ability to base behavior on social cues. Different theories are used
today to help measure a person’s personality such as trait theory, psychodynamic theory,
humanistic theory, and integrative approach.
In measuring self-esteem, Rosenberg’s Self-Esteem Scale can be used to help measure the trait
self-esteem of individuals in a given environment or situation. This will help determine who
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could have high or low self-esteem and what caused them to have it. “…persons low in selfesteem are less likely to make effective use of self-protection strategies, we hypothesized that
this strategy of deflecting the threat involved in upward comparison would be used primarily
by persons who are characteristically high in self-esteem.” (Musssweiler, Gabriel, Bodenhausen,
2000) According to the social comparison research by Mussweiler, Gabriel, and Bodenhausen,
the majority of the individuals tested used the gender and ethnicity to either separate themselves
from another or to use this factor to help them achieve a higher self esteem, or it could have the
opposite effect of putting down one’s own self-worth. The overall outcome in all situations is
that people will develop different methods to block out unpleasant feelings of being
outperformed, the experience of inferiority.

Task Elucidate the following statements:
1.

Reflective Listening focuses on personal elements of the communication and not the
abstract ideas.

2.

Active listening is a key trait in many successful supervisors.

7.5 Application of Personality Theory in Organizations: The Meyers
Briggs Type Indicator Instrument
As a follow up to Carl Jung’s theory that every individual is fundamentally different, the
Meyers-Briggs Type Indicator Instrument, the MBTI, measures an individual’s personality
preferences in a variety of organizational settings, including: team building, management,
decision making, leadership, career counseling, and many more. The MBTI examines four
dichotomies: Extroversion/Introversion, Sensing/Intuition, Thinking/Feeling, and Judging/
Perceiving. Each dichotomy has an explanation about the characteristics associated with each
type.
The MBTI is based on the Jungian theory of personality; meaning, it can be used in all populations,
including non-clinical settings. Meyers and Briggs, authors of the MBTI, used Jung’s theory to
predict people’s patterns of behavior. “Because the results of the MBTI are subject to a variety of
environmental influences, such as work tasks and organizational climates and values,
interpretations have to be treated with caution and individually verified” (Michael, 2003). Many
people use the MBTI test in a rigid fashion causing the results to be an inaccurate assessment of
people’s personalities. If the weaknesses of the test were considered, and people would use the
test with caution, adjustments can be made to determine an accurate assessment of any changes
in an individual’s behavior.

7.5.1

Attribution in Organizations and Managerial Implications: Using
Personality, Perception, and Attribution at Work

The attribution theory explains how individuals pinpoint the causes of their own behavior and
that of other people. There are two sources of “power” that human beings believe are responsible
for the outcome of their own actions. One source is internal; we normally relate success and
elements under our control as an internal attribution. The second source is external: we normally
relate failure and elements out of our control as an external attribution. Success in the workplace
can simultaneously alternate between internal and external. You might have been prepared and
researched for a project and believed your success was internal. On the other hand, you may
believe you were lucky to have done such a great job on a project, attributing your success to
external forces.
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Perception of internal and external forces has resulted in the fundamental attribution error. The
fundamental attribution error occurs when one views the bad behavior of others as internal and
their own bad behavior as external. It is much more difficult for others to see the external forces
surrounding the individual conducting the bad behavior, where as, it is clear to the individual
conducting the bad behavior, to relate their own behavior to their surrounding forces. Managers
who acknowledge the personality differences between themselves and other employees can
begin to appreciate those personality differences and create a more effective communication
environment.

Notes


Case Study

Selective Group Perception

The Hastorf and Cantril case study
Background of the study
Hastorf and Cantril’s case study analyzed what proved to be selective group perception of
a football game contested between the Dartmouth Indians and Princeton Tigers. The
football game the students watched had been played in 1951, and in that game Princeton
won. It was a tough game, with a lot of penalties and caused uproar in series of editorials
in campus newspapers.
The Princeton quarterback, who is an All-American, in his last game for college, left the
game in its second quarter with a broken nose and a mild concussion. When third quarter
came, Dartmouth quarterback ended up with a broken leg after being tackled in the
backfield.
Methodology
A week after the game, Hastorf and Cantril asked both Dartmouth and Princeton students
of psychology to answer a questionnaire. The researchers then analyzed and interpreted
the answers of those who had seen the game either in real or in a recorded movie.
They had two other groups view a film of the game and then tabulated the number of
infractions seen.
Results
The Dartmouth and Princeton students noticeably had varying responses. When asked
who started the rough play, almost no one said that Princeton did. Furthermore, 36% of
the Dartmouth students and 86% of the Princeton students said it was Dartmouth who
started it. On the other hand, 53% of the Dartmouth students and 11% of the Princeton
students that both did start it.
In detail, here are the questions and the respective tallied answers from Dartmouth students
and Princeton students:
“Which team do you feel started the rough play?”
Percent Dartmouth Students

Percent Princeton Students

Princeton started it

2

0

Both started it

53

11

Dartmouth started it

36

86

Neither/no answer

9

3

Contd....
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“Do you believe the game was clean and fairly played or that it was unnecessarily rough and dirty?”
Percent Dartmouth Students

Percent Princeton Students

Clean & Fair

13

0

Rough & Fair

39

3

Rough & Dirty

42

93

don't know

6

4

After showing a film of the game, Princeton students ‘saw’ the Dartmouth team make over
twice as many rule violations as were seen by Dartmouth students. The researchers
interpreted this as a manifestation of selective group perception. They interpreted these
results overall as indicating that, when encountering a mix of occurrences as complex as a
football game, we experience primarily those events that fulfill a familiar pattern and
have a personal relevance to us.
For the students of each school, the selective group perception and memory of what might
seem to be the same event involved a very active construction of different realities. Our
membership in a group often provides us a frame and a filter through which we view
social events, skewing our perceptions.
The said game definitely left a mark on the students from both schools, marked by different
views also to those people who felt no allegiance to either of the teams. And even those
belonging to the same group, the game meant different things to the team members and
their fans. This particular case study demonstrates the crucial role of values in shaping
one’s perception and judgment.
Question:
Analyse the Case and discuss the case facts.

Communication
Everyday, we use communication to express our thoughts and feelings. There are many different
types and styles of communication. From verbal to non-verbal communication and from faceto-face to electronic, every word said and move made is communicating different emotions and
ideas to those around us.

Interpersonal Communication
Interpersonal Communication contains four key elements: the communicator, the receiver,
perceptual screens, and the message. The communicator is the person speaking or sending the
message. The receiver is the person listening or receiving the message. Perceptual screens are
window through which we interact with people in the world. They are the specifics rather: age,
race, religion, value, beliefs, etc. These specifics have a large impact on how to send and receive
messages. The message should have two working components. Perceptual components are the
words and concepts used to deliver the message and the emotional component is the demeanor
in which the individual receives the message. Feedback is also important in communication so
the two parties are clear that they sent and received the same message and that one party is not
under the wrong impression. Language has become increasingly important due to growing
global relations in organizations. Because of language barriers, it is difficult to send and to
receive messages. Data is the information intended to communicate a message to someone and
the information is the data translated in the message already.
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Reflective Listening
Reflective Listening focuses on personal elements of the communication and not the abstract
ideas. Reflective listening should be feeling oriented and responsive. The listener should show
empathy and concern for the person communicating. A good reflective listener would concentrate
on the discussion at hand and worry about the main components of focus while allowing the
speaker to lead you in the communication. Verbal response is primary in reflective listening
and there are four important parts of verbal response.

Affirming Contact
When responding to the communicator, making contact is affirming contact. For example, use
simple phrases such as “yes” or “I understand.”

Paraphrasing the Expressed
Paraphrase expressed thoughts and feelings by waiting for the appropriate time to tell them
your thoughts and feelings about them and the message you received.

Clarifying the Implicit
Clarify implicit thoughts and feelings by assuring your assumptions are correct and you received
the implicit message accurately.

Reflecting “Core” Feelings
Reflect core feelings with caution knowing that the core feelings could bring new awareness to
the speaker they were not aware prior. When reflecting core feelings, be precise and assertive
without being overly pushy.

Silence
Long silences may cause awkward feelings for both the communicator and receiver but shorter
silences can be good for both parties to have time to think and sort out what is going on and
what they want to say next.

Eye Contact
Eye contact can also play a part by letting the other person know you can focused, listening, and
want to communicate with them.

One-Way Versus Two-way Communication
These four levels of verbal response will help to insure two-way communication where both the
communicator and the receiver are active in the communication. One-way communication can
be good in the right circumstances. If someone needs to state a lot of information and a response
is not necessary, then one-way would be a good form of communication.
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7.6 Five Keys to Effective Supervisory Communication
Expressive Speakers
It is important that both managers and supervisors are open communicators. They should feel
comfortable in communicating to others their personal thoughts and feelings in relation to a
subject so their employees, in turn, are fully educated on their total outlook.

Empathetic Listeners
Active listening is a key trait in many successful supervisors. Included in active listening are
insightful listening skills. In other words, responding to problems brought to their attention by
all individuals for and with which they work. Additionally, it is important the supervisors react
to the worries of the individuals in a timely manner.

Persuasive Leaders
In order to attain goals, successful supervisors must be persuasive leaders. In other words, they
are much more likely to obtain others to follow their ideas and beliefs if they can successfully
persuade them to do so.

Sensitive to Feelings
When an employee needs to be corrected, it is important the supervisor does so while taking
into consideration the feelings and esteem of the employee. Sometimes, an individual will seek
correction when they know they have performed less than adequately; however when employees
perform less than adequately and do not seek correction it is then the employee is trying to “not
only preserve their self-images, but also mange their impressions on others” (Moss). A successful
supervisor is both secure and positive in their feedback; never scolding in public, for public
scolding does not reserve the esteem of the employee. Instead, a successful supervisor will use
public areas in times of praise.

Informative Managers
Successful managers take the time to inform properly all employees in areas related to their job.
Before a manager gives information, however, a successful one will be sure to sift through the
information. As a result, the employee remains informed but not overwhelmed.

Notes There are a few simple ways to improve communication between you and the
people around you, including family, friends and coworkers. Improving communication
leads to better relationships in your personal life and more productivity in your working
life.
1.

Listen: The most important aspect of communication is to listen. Listen to those
around so that you can understand where they are coming from, and respond
effectively. Do not interrupt someone in the middle of his idea. When you listen,
you also ensure that when you are talking, the other person will listen back.

Contd....
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2.

Speak Positively: People respond more to positive energy than to negative, so try
to form your phrases in a positive, active light. If you must speak about something
unpleasant, such as a difficult problem at work, focus on what you can do, as well as
solutions to the problem. Always express yourself calmly and clearly.

3.

Be Patient: It is important to be patient with and understanding of people because
everyone comes from a different background and may interpret certain words or
concepts in different ways. When you are speaking on a subject that the other person
may not know about, be prepared to answer questions and explain things.

Notes

7.7 Barriers and Gateways to Communication
There are five types of barriers of communication. These include Physical Separation, Status
Differences, Gender Differences, Cultural Diversity, and Language.

Physical Separation
Physical Separation differs with technology but works best face-to-face.

Status Differences
Status Differences can vary if you are a low-income person talking to someone that looks
wealthy, which occurs in a manager-employee situation.

Gender Differences
Gender Differences can be difficult because women and men communicate in different ways.

Cultural Diversity
Cultural Diversity can be a barrier of communication because other cultures have different
morals and ways of life. In addition, dealing with stereotypes can be completing as well.

Language
Languages can be hard to get over if someone is speaking a different language that you do not
understand.

!
Caution Developing good communication skills is an important part of living a fulfilled
life. Effectively communicating your career, personal, and everyday needs in a way that
comes across clearly, persuasively, and thoughtfully is crucial; and yet, not everyone
knows how. It isn’t innate, and many bright, talented, and dedicated people don’t get
where they should, all because they fail to adequately communicate their point.

7.8 Defensive and Non-defensive Communication
Defensive Communication
Defensive communication is that which can be aggressive and attacking or passive and
withdrawing. This form of communication will usually elicit a defensive response. Defensive
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communication can create barriers and conflicts within an organization and make it difficult to
accomplish tasks

Subordinate Defensiveness
Subordinate defensiveness is withdrawing behavior and the attitude of the individual is
commonly “you are right, and I am wrong.” These individuals do not accurately show their
thoughts and feelings and can have a low self-esteem. This kind of behavior can seem passive on
the outside; however, the behavior fuels with hostility on the inside. Passive aggressive behavior
for example is a form of defensiveness that begins as subordinate defensiveness and ends up as
dominant defensive.

Dominant Defensiveness
Dominant defensiveness is an offensive behavior pattern with aggression and attacking attitudes.
For example, people who are higher up on the ladder often want to get their point across but fail
to do it accurately. Instead, they resort to telling people how to accomplish something with no
room for support or advice. The attitude of the individual is commonly, “I am right and you are
wrong.”

Defensive Tactics
To act out the defensive communication, defensive tactics are used. Examples are labeling, put
downs, deception, or hostile jokes. Not only are these defensive tactics but they will receive
defensive responses.

Non-defensive Communication
Non-defensive communication is an assertive, direct, and powerful form of communication. It
can open communication lines and help achieve goals quickly and appropriately. This kind of
communication shows self-control, helps others to understand you in working situations, and
helps to reduce negative responses. Assertiveness is a key aspect in non-defensive communication
because it is an accurate and informative statement. Additionally, it is self-affirming and gets
your point across without seeming demanding.

Non-verbal Communication
Non-verbal communication includes all the elements of communication that do not involve
words or speech. It involves how you move your body, eyes, mouth, the expressions that you
make, and all other ways of communicating without speaking. Non-verbal communication
varies greatly with culture.

Proxemics
Proxemics deals with our territory, and the space around us. We form barriers and need a certain
amount of space between us and other people in order to feel comfortable. We will be very close
with our loved ones- with whom we have an intimate or personal relationship. Next, our
friends will be farther away, followed by associates and acquaintances, and finally strangers or
the public will be held at the farthest distance.
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Facial and Eye Behavior
Facial and Eye Behavior is how we convey messages or feelings with our face and eyes. Many
times we convey our feelings or true intent through our facial expressions, giving others cues as
to what we are truly thinking or feeling. As humans, we tend to be much more observant and
aware of emotions conveyed through the face than by other means, such as leg movements and
arm movements (Frank and Ekman)

Paralanguage
Paralanguage are the variations that we put into our speech. For example, talking fast means we
are in a hurry, yelling that we are angry, and using interruptions or interjections such as “hey”
to convey that we want to say something.

How Accurately Do We Decode Non-verbal Cues?
Through study, general understandings of non-verbal cues were developed and interpreted
with a decent amount of accuracy. Understanding non-verbal cues can be useful and important
in an organization when trying to understand the full meaning of an interaction. Non-verbal
cues are only a portion of the message; one should consider every aspect of the interaction.

7.9 Positive, Healthy Communication
Communicating head-to-heart dialog and emotional competence is the way to achieve a positive
and healthy communication. When we communicate it is suggested that we try to be heartfelt it
shows well-being and a healthy way to express yourself. When not using this method one may
tend to isolate and be lonely. In the work environment working together is it important to use
positive and healthy communication because when speaking your ideas, feelings, and emotions
it displays positive behaviors. In addition, this open communication shows a base for trust and
truth. When honest it can bring out the best in the people when working together. When
working together talking through challenging issue, personal or professional. We will be able
to have a wider range of human relationships. “The need to communicate through his or her
various formal roles, the executive has a deeper interpersonal need for communication and
relationship that is seated at the limbic or emotional level of the brain. This deep interpersonal
communication is the target of our coaching model as it reaches beyond the superficial mask of
control, drive, and competition and develops within the executive awareness, understanding,
and management of the emotions that are fundamental to his or her being” (Quick and MacikFray). Finally, in positive and healthy communication is a display that you are ethical and have
integrity.

Communication through New Technologies
Written Communication
In written communication, we use letters outside the organization and inside the organization.
We use memos, forms, manuals, and reports, which are important to the office.

Communication Technologies
With communication technologies, we have database, electronic mail, voice mail, faxes, and cell
phone. With any organization you will need to use at least one of these on a day-to-day base, it
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is fast and easier. Technologies affect our behavior because there is not any real face-to-face
communication and no emotion is involved. It will be hard to have a relationship that has trust.
When using these methods of communication we are able to say anything.

Self Assessment
State whether the following statements are true or false:
7.

Facial and Eye Behavior is how we convey messages or feelings with our face and eyes.

8.

Communicating head-to-heart dialog and emotional competence is the way to achieve a
positive and healthy communication.

9.

Paralanguage are the variations that we put into our speech

10.

Subordinate defensiveness is withdrawing behavior and the negotiation of the individual
is commonly.

11.

Physical combination differs with technology but works best face-to-face.

12.

Successful managers take the time to inform properly all employees in areas related to
their job.

13.

Active listening is a key trait in many successful supervisors.

14.

The MBTI is based on the Jungian theory of personality

15.

Active Listening focuses on personal elements of the communication and not the abstract
ideas.

7.10 Summary
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Perception is used everyday. Perception is how we, as individuals, asses situations.



Cultural Diversity can be a barrier of communication because other cultures have different
morals and ways of life.



Perception of internal and external forces has resulted in the fundamental attribution
error



Eye contact can also play a part by letting the other person know you can focused, listening,
and want to communicate with them



When an employee needs to be corrected, it is important the supervisor does so while
taking into consideration the feelings and esteem of the employee.



Physical Separation differs with technology but works best face-to-face



Non-defensive communication is an assertive, direct, and powerful form of communication



Status Differences can vary if you are a low-income person talking to someone that looks
wealthy, which occurs in a manager-employee situation



In order to attain goals, successful supervisors must be persuasive leaders.



Non-verbal communication includes all the elements of communication that do not involve
words or speech



Non-verbal communication includes all the elements of communication that do not involve
words or speech.
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7.11 Keywords
Defensive Tactics: To act out the defensive communication, defensive tactics are used. Examples
are labeling, put downs, deception, or hostile jokes. Not only are these defensive tactics but they
will receive defensive responses.
Dominant Defensiveness: Dominant defensiveness is an offensive behavior pattern with
aggression and attacking attitudes. For example, people who are higher up on the ladder often
want to get their point across but fail to do it accurately. Instead, they resort to telling people
how to accomplish something with no room for support or advice. The attitude of the individual
is commonly, "I am right and you are wrong."
Interpersonal Communication: Interpersonal Communication contains four key elements: the
communicator, the receiver, perceptual screens, and the message. The communicator is the
person speaking or sending the message. The receiver is the person listening or receiving the
message.
Non-defensive Communication: Non-defensive communication is an assertive, direct, and
powerful form of communication. It can open communication lines and help achieve goals
quickly and appropriately. This kind of communication shows self-control, helps others to
understand you in working situations, and helps to reduce negative responses. Assertiveness is
a key aspect in non-defensive communication because it is an accurate and informative statement.
Additionally, it is self-affirming and gets your point across without seeming demanding.
Non-verbal Communication: Non-verbal communication includes all the elements of
communication that do not involve words or speech. It involves how you move your body,
eyes, mouth, the expressions that you make, and all other ways of communicating without
speaking. Non-verbal communication varies greatly with culture.
Proxemics: Proxemics deals with our territory, and the space around us. We form barriers and
need a certain amount of space between us and other people in order to feel comfortable. We
will be very close with our loved ones- with whom we have an intimate or personal relationship.
Subordinate Defensiveness: Subordinate defensiveness is withdrawing behavior and the attitude
of the individual is commonly "you are right, and I am wrong." These individuals do not
accurately show their thoughts and feelings and can have a low self-esteem. This kind of behavior
can seem passive on the outside; however, the behavior fuels with hostility on the inside.
Passive aggressive behavior for example is a form of defensiveness that begins as subordinate
defensiveness and ends up as dominant defensive.

7.12 Review Questions
1.

Discuss the importance of perception.

2.

What do you know about Social Perception?

3.

Discuss about Attribution in Organizations and Managerial Implications.

4.

Explain about communication through new technology.

5.

Define Persuasive leaders.

6.

Describe the Five Keys to Effective supervisory communication.

7.

Explain about Reflective Listening.

8.

What are the barriers and gateways to communication?

9.

Explain about Empathetic listeners.
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Answers: Self Assessment
1.

Perception

2.

MBTI

3.

Communication

4.

Communicator

5.

Reflective

6.

Personality

7.

True

8.

True

9.

True

10.

False

11.

False

12.

True

13.

True

14.

True

15.

False
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Objectives
After studying this unit, you will be able to:


Define and explain the ABC Model of Attitude



Discuss about job satisfaction and organizational commitment



State about the consequences of Stress



Discuss about Three symbols of power

Introduction
Employees’ attitudes can be changed and sometimes it is in the best interests of managements to
try to do so. For example, if employees believe that their employer does not look after their
welfare, the management should try to change their attitude and help develop a more positive
attitude in them. However, the process of changing the attitude is not always easy. There are
some barriers which have to be overcome if one strives to change somebody’s attitude.

8.1 ABC Model of Attitude
An attitude is a psychological tendency that is expressed by evaluating an entity with some
degree of favor or disfavor. (dictionary.com) Our attitude affects the way we behave and react
towards people. The ABC model breaks down the meaning of an attitude in three different
components. The components are affect, behavioral intentions, and cognitions. All of these
components greatly affect our attitudes. Affect has to do with how a person feels. Behavioral
intentions are how a person acts, and cognition is how a person thinks. Attitudes are formed
through life lessons, the people around, and personal experience.

8.1.1 How Attitudes are Formed
Cognitive dissonance is the tension that is produced when there is a conflict between attitudes
and behavior. (Dictionary of the English Language) It motivates a person to change there attitude
and behavior. The experimenter pressures or offers a reward to a person to persuade them to be
part of an experiment. An example of this theory is, a professor persuades a student to be part of
an experiment, and offers them twenty dollars. When the student hesitates the professor says “It
will only take a few minutes. The regular person that does it, is usually reliable. This is the first
time she missed the experiment. If we need you we will call you in advance, and if you can’t
make if we won’t expect you to come.” (Cognitive Dissonance) Their point is to see how much
of and effect they have on a person’s thoughts, opinions, and behavior.
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Attitudes often help people to adjust to their work environment. Well-treated employees
tend to develop a positive attitude towards their job, management and the organization in
general while berated and ill treated organizational members develop a negative attitude.
In other words, attitudes help employees adjust to their environment and form a basis for
future behaviour.

8.2 Job Satisfaction and Organizational Commitment
Job satisfaction is a very important aspect into the amount of work and time a person is willing
to put into a job. The five measurements to insure job satisfaction are: pay, the work itself,
promotion opportunities, supervision, and coworkers. Different aspects are more important to
different types of people. Managers in an organization can you different methods to test job
satisfaction. Two possible ways are the Job Descriptive Index (JDI) or the Minnesota Satisfaction
Questionnaire (MSQ). There is a common thought that satisfied employees are more productive
workers. Whether satisfied employees have better performance, or employees with good
performance will have satisfaction, there has been no proven links between the two. There are
plenty of high performers who are not satisfied with their jobs to prove these theories to be true.
Rewards that are contingent on performance can also enhance satisfaction in a job. When a
person goes above and beyond their call of duty to help a coworker out, it can be called an
Organizational Citizenship Behavior (or OCB; see Bommer, Miles, and Grover 2003). “Social
information processing is predicated on the notion that people form ideas based on information
drawn from their immediate environment, and the behavior of coworkers is a very salient
component of an employee’s environment. Therefore, observing frequent citizenship episodes
with in a workgroup is likely to lead to attitudes that such OCB is normal and appropriate.
Consequently, the individual is likely to replicate this ‘normal’ behavior.” This is according to
an article in the Journal of Organizational Behavior. This shows that people learn from their
environments. Culture also has a big part to play in job satisfaction. People from different parts
of the world may have a different view on the importance of work compared to family. In
America, people tend to have their jobs as a central part of their life, as to Koreans who put
family first.

!
Caution Prior commitment when people feel a commitment towards a particular course of
action that have already been agreed upon and thus it becomes difficult for them to change
or accept the new ways of functioning.

Self Assessment
Fill in the blanks:
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1.

.................................. commitments are what will influence a person to remain at a job.

2.

..................................is a very important aspect into the amount of work and time a person
is willing to put into a job

3.

..................................values are different behaviors that are used to achieve a goal

4.

.................................. behavior is conducting ones self in a way that is common with a
certain set of values whether personal or institutional.
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5.

..................................is the concept of having moral values and behaviors

6.

Individual differences play an important role in the ..................................relationships.

Notes

8.2.1 Source, Target, and Message
Organizational commitments are what will influence a person to remain at a job. There are three
different types of organizational commitment: affective, continuance, and normative. The
affective commitment has to do with a person’s loyalty to their place of work. Continuance
commitment is when a person might stay at a job because they have put so much into it, and feel
that they might loose a great deal of investments if they leave. A normative commitment is
when an employee feels obligated to stay with the company. When an employer involves their
employees in decision making, and makes them feel needed, the chances of them leaving is less
than if they did not. Affective and normative commitment people tend to have a lower absence
at work. Employees want to know that their employers do care about their well being, and that
they share their same values. The best way to make sure that employees are satisfied and
committed is to talk to them, or give them job satisfaction tests, then change things in the
organization accordingly.

8.2.2 Instrumental and Terminal Values
There are two states of values, Instrumental and Terminal values. Instrumental values are different
behaviors that are used to achieve a goal or end; Honesty, ambition, obedience, politeness and
etcetera. Terminal values would be the end states attained through; ambition, quality, liberty,
prosperity, social respect.

Instrumental Values
Instrumental Values are core values, permanent in nature, comprise personal characteristics
and character traits.
Instrumental Values refer to preferable modes of behaviour and include values like honesty,
sincerity, ambition, independence, obedience, imaginativeness, courageousness, competitiveness,
and also some negative traits too.
Organisations also have Instrumental Values (which can be ascertained from the organizational
culture) and these are permanent in nature and difficult to change.
For example, the instrumental values of a PSU will differ from that of an MNC though both may
be in the same business.
Instrumental Values are difficult to change.

Terminal Values
In our personal lives, Terminal Values are those things that we can work towards or we think
are most important and we feel are most desirable – terminal values are desirable states of
existence.
Terminal Values include things like happiness, self respect, family security, recognition, freedom,
inner harmony, comfortable life, professional excellence, etc.
In a nutshell, Terminal Values signify the objectives of the life of a person – the ultimate things
the person wants to achieve through his or her behaviour (the destination he wants to reach in
life) whereas Instrumental Values indicate the methods an individual would like to adopt for
achieving his life’s aim (the path he would like to take to reach his destination).

LOVELY PROFESSIONAL UNIVERSITY

155

Conflict Management and Negotiation Skills

Notes

This applies to organisations as well, and organizations too exhibit Terminal Values. However,
Terminal Values can be changed and this can be seen when there is a change of top management
or CEO.
Figure 8.1: Terminal and Instrumental Values

Our personal values are our convictions regarding what we believe is important and desirable. Each of
us has a “complex of values.” A values complex is the set of values that we hold and the conflict,
compatibility, and hierarchical relationships among them .. Personal values come in two varieties;
terminal and instrumental 3. Terminal values are the desired end-states that a person strongly
wants to achieve such as “a comfortable life”, “freedom”, or “salvation.” Each individual has a
different set of terminal values in his or her values complex. Instrumental values are convictions
about a person’s desired characteristics or ways of behaving such as “ambitious”, “forgiving”,
or “polite.” We possess instrumental values because we believe that each one helps us achieve
our terminal values. For instance, “ambition” may be an instrumental value that helps one
progress toward the terminal value of “a comfortable life.”
The first facet in Schwartz and Bilsky’s (1987) definition of values classified values as representing
either terminal goals (end states, phrased as nouns, e.g., obedience) or instrumental goals (modes
of behavior, phrased as adjectives, e.g., obedient). This distinction has been proposed both by
philosophers (e.g. , Lovejoy, 1950; Rescher, 1969) and by psychologists (e.g., Braithwaite & Law,
1985; Feather, 1975; Rokeach, 1973), although some have doubted its validity (e.g., Dewey, 1957).
Schwartz and Bilsky (1990) found distinct regions occupied almost exclusively by terminal or by
instrumental values in the multidimensional value space i n all seven samples they studied. This
provided support for the meaningfulness of the instrumental-terminal facet for the organization
of people’s values.
There were, however, puzzling elements in the relevant past findings. Distinct regions emerged
for the values usually phrased as terminal and instrumental, even where all the values were
phrased in terminal form (Finland) and where the language (Chinese) precluded discrimination
between terminal and instrumental values (Hong Kong). This suggested that something other
than the terminal- instrumental distinction was producing the empirical discrimination observed.
As an alternative interpretation, Schwartz and Bilsky (1990) proposed that the empirical
discrimination might be an artifact of the serial order in which the values were rated. They did
not explain how an order effect might produce distinct regions. One process, however, seems
clear: As respondents go through the questionnaire, they may shift their subjective scale of
importance as they encounter values of greater or lesser importance than those encountered
previously. Consequently, shifts in scale use would reduce correlations among values located at
a distance from each other because they would be likely to be rated on different subjective
scales.
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If the empirical distinction between terminal and instrumental values is due to shifting scale
use, it should be reduced or disappear when respondents first anchor their ratings for the whole
scale before rating the values. In the new survey form, as in previous research, a list of terminal
values preceded a list of instrumental values. Here, however, an anchoring technique was
introduced prior to rating each list in order to minimize shifts in scale use. If distinct terminal
and instrumental regions emerge in the multidimensional value space, despite the probable
reduction in scale use shifts, the conceptual significance of this facet will be reinforced. If,
however, distinct regions do not emerge, further doubt will be shed on the significance of this
facet for the organization of people’s values.

Notes

8.2.3 Managing in Globalization
Just as there are different countries throughout the world, there are many different value systems.
In today’s world, globalization is taking a bigger and bigger role, making it very important for
these different groups to recognize and thoughtfully respect those values of their customers or
associates even though they do not have the same values. Managers must learn that when
working with these adverse values in their company, to avoid prejudging the adverse values
that they come into contact with throughout the course of their work. Values are culturally
based. In a global society, tolerance is one of the most important aspects. When tolerance is not
thoughtfully recognized it has the potential to divide societies from one another.

8.2.4 Ethical Behavior
First, ethics is the concept of having moral values and behaviors. Ethical behavior is conducting
ones self in a way that is common with a certain set of values whether personal or institutional.
Businesses are dependent on their reputations, so when a company withholds strong ethical
values it brings positive results. One effect of ethical behavior is the retention and attraction of
employees. Employee turnover tends to be lower as well as an increase in applicants resulting
in higher qualified employees. Unethical behavior can hurt a company, so through technology
businesses are able to monitor Internet content.
In a business, there are individual and organizational influences that affect ethical behavior. The
individual influences are value systems, which is a persons own set of moral values, locus
control, which is a personality trait distinguishable between personal responsibility and fate or
by chance, Machiavellianism, which is another personality trait where a person will do whatever
it takes to get their way, and finally, cognitive moral development, which is a person stage of
maturity. The organizational influences are a businesses own code of conduct, an ethics committee
or officers, training programs, an ethics communication system, norms amongst the business,
modeling, and a rewards and punishment system.
The individual influences of a company are extremely important for running a business with
ethical behavior. Value systems are vital because ones ethics may be different from that of the
company. This could be a serious conflict of interest. For example is a dishonest person is
presented with a situation to lie for financial reasons will he follow his own ethical behavior or
the organizations? The individual might think why be honest if honesty doesn’t pay? (A. Bhide
& H. H. Stevens, 121) External locus of control where a individual believes that their actions are
a result of an unknown force or chance can be damaging to ethical behavior because the individual
doesn’t accept responsibility like internal locus control. Machiavellianism is not a standard of
ethical behavior because the main method is being able to manipulate others around you for
your own benefit rather than the organization. Cognitive moral development affects ethical
behavior amongst an organization depending on the level an individual is at. Level 1 or premoral
level, the individual bases their judgments on rewards and punishments. Level 2 is where the
individual follows policy only if it is in their best interests. Level 3, people just perform to
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impress those close to them. Level 4 is where the individual starts to realize what the organization
wants from them so they start to contribute in an all around positive way. Level 5, people are
aware that others have different ways of thinking but hold onto their own. Finally, level 6, an
individual will choose their own ethical behavior over a policy or law.

Task Elucidate the following statements:
1.

Stress does not have an exact meaning

2.

Stress to the average person is usually looked at in a negative light.

3.

Three symbols of power.

8.3 What is Stress?
Stress does not have an exact meaning. There are many different ways to look at it. Stress or the
response to stress is defined as, “the unconscious preparation to the flight or fight that a person
experiences when faced with any demand” (Peterson 1995). The demand on your body is known
as the stressor. Once the stressor is applied there are many reactions, psychologically, physically,
behaviorally, and organizationally.

8.3.1 The Four Approaches to Stress
Homeostatic (also known as the medical approach) was researched by Walter B. Cannon. He
determined that our bodies have an emergency response, the flight or fight. He found that when
aroused, the body goes out of homeostasis, the balanced state.
Cognitive Richard Lazarus emphasized that stress was caused by the environment that the person
is in rather than the body itself. He found that people differ greatly in that respect.
Person Environment Fit approach-Robert Kahn focused on how expectations in a person’s life
and their conflicting roles. The person becomes stressed when they aren’t able to meet the
demands.
Psychoanalytic Harry Levinson took that Freudian approach. He believed that there were two parts
being: #1 Ego-ideal, how they feel about their perfect self. #2 Self image, how they feel about
themselves in respect to their perfect self. If there is any wrong thinking then there is stress
because they feel that they cannot obtain that.


Case Study

Resentment of Local Villagers to preserve their
Interest and Government’s Drive towards
Development of that Area by Opening an
Engineering College

Conflict
It is common to hear of conflicts arising out of rural population getting displaced for
development projects. They often charge governments of taking over their lands at prices
considerably lower then the market price. Though sometimes it is also true that for any
future project Government acquires land and the project may take years to take off.
Contd....
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Meanwhile landowners, in most cases the poor farmers, continue to use their sold land as
before and being unable to utilize money properly end up in this intervening period
getting dependent on the produce from this land which was sold to Government. When
the project does start these poor villagers find it as a direct attack on their livelihood. This
results into a conflict of interests and for survival as far as villagers are concerned.

Notes

This case refers to one such event. In the state of Uttar Pradesh, in Kumaon Hills (present
day Uttrakhand), Government decided to set up an engineering college. The land had
been procured in 1982 for this project from local villagers. But since construction activity
did not start immediately, the villagers continued their farming activities and utilisation
of this land. In year 1985, the foundation stone was laid with great pomp and show. The
poor farmers did not understand much as to what will come up there and how would it
benefit them in future but yes, they were made to feel proud of the achievement for the
region.
As time passed by, they continued with their routine existence. Soon, in 1988, the
construction work started. This gave employment to many villagers as daily wagers.
They so far liked the project as it supplemented their incomes. The construction work of
first phase was complete by 1990. This was followed by recruitment of staff and
establishment of facilities so as to take in students and start courses.
In academic year of 1991, first batch of students was inducted. As they arrived, villagers
noticed there were few from hill region from Kumaon but majority came from plains/
mainland. These villagers had never had the experience of interacting or seeing so many
plainwallahs (people from mainland). These students belonged to different districts within
UP; most were from big cities, so it was a foreign cultural setting for them. Similarly,
villagers found them not conforming to their cultural setting. Local politicians, eager to
encash this dislike and the loss of the livelihood brought about to farmers by opening of
this college, instigated farmers. Thus, started a series of frequent demonstrations. Its
timing was perfectly matched with hill peoples’ demand for separate state. It made task of
education difficult at this new engineering college and administration found itself in a fix.
At the time when need of the hour was to focus on evolving and establishing academic set
up all attention got diverted into sustaining daily activities. For six-months, State
Government’s Technical Education Directorate shifted all students to another state run
Engineering College at Lucknow. Meanwhile, some settlement of dispute had to be done.
Negotiation
The case of Engineering College, being threatened for survival by local population soon
after inception, has following options to consider before administration engages in
negotiation with local people:
1.

To employ a certain percentage of suitable people from the families of those
displaced.

2.

To have such programmes at College which help local population directly, thus
establishing a bond of mutual benefit.

3.

To increase the quota of hill students being admitted for the college. Thus, student
community would get the flavour of local representation.

4.

To provide adequate security personnel on permanent basis to the engineering
college.

5.

A clear warning to local leaders informing them of legality of case where farmers
have no right on this land once having sold it willingly.
Contd....
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6.

To propose partnerships encouragements to local businessmen to provide for the
requirements of students, may be, by providing them shops inside college campus.

7.

To obtain a firm commitment from gram panchayat that no villager will create
hurdles in functioning of college. This must include Block Pramukh besides Sarpanchs
of neighbouring villages.

8.

To create a permanent boundary wall around campus to limit the approach points
the complex. Although this would be resented by locals again as their often
frequented paths may not be available once wall is made.

The negotiation started with local leaders demanding total shutdown of college. They
expressed their reservation for such large number of youngsters from mainland region
staying permanently on their land. They wanted government to give them the price for
their land as per existing rates now as they feel having been cheated. They proposed they
will agree on nothing less then compensation for their land and employment guarantee of
at least one family member of those whose lands have been acquired.
Government representatives started with explaining the positives aspects of having such
an institute in their region and indirect spin-offs to the local merchants. They also
categorically said there can be no renegotiation on the issue of land prices. Further, a
warning was issued that Government is within its rights to punish those who disrupt
functioning of college.
While entering into next phase of negotiation, Government representatives proposed ten
per cent reservation to those of local who are qualified enough to be absorbed in college
staff and government said this college will have forty per cent students belonging from
hill region.
The final settlement reached after several rounds of negotiation included following points:
1.

The local representatives agreed to allow this college to run and ten per cent
reservation in middle level employees and fifty per cent reservation lower level
employees in staff of college from local population with preference to those whose
lands have been acquired.

2.

The Government representatives bargained for complete fencing of college boundary
while at the same time college watercourse was to provide service of providing
water to local population as there happens to be severe shortage of drinking water
in the region.

3.

Five shops in the college campus shall be provided to local merchants.

4.

The responsibility no demonstrations by locals was taken by Sarpanch and Block
Pramukh. This negotiated settlement has been in place ever since and the engineering
college has finally established itself. As local population realised benefits in changed
scenario, they value it more and are now happy to have reached settlement to their
advantage.

Question:
Discuss the case fact.
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8.4 The Stress Response
What happens to the body when it is stressed? These are the steps that your nervous system goes
through and how your body and mind are involved.
1.

Blood from the skin, internal organs, and extremities, is directed to the brain and large
muscles.

2.

Your senses are heightened: vision and hearing.

3.

Glucose and fatty acids are forced into the bloodstream for energy.

4.

The immunes system and digestive system are virtually shut down to provide all the
necessary energy to respond.

Work Stress
Work stress is caused by demands and pressure from inside and outside the workplace.

8.5 Four Categories of Work Demands
1.

Task Demands: The sense of not knowing where the job will lead you and if the activities
and tasks will change. The uncertainty will cause stress: lack of control, concern of career
progress, new technology, time pressures, are just some of the many that could cause
stress.

2.

Role demands: Role conflict happens when there are inconsistent or difficult expectations
put on the person resulting in:
(a)

Interrole conflict-when there are two or more expectations or separate roles: parent
and employee.

(b)

Intrarole conflict-more expectations of one role: fast paced and quality work.

(c)

Person-role conflict-ethics are involved: challenging personal beliefs or principles.

Role ambiguity occurs when a person is confused about their experiences in relation with
the expectations of others.
3.

4.

Interpersonal Demands:
(a)

Emotional issues-abrasive personalities, offensive co-workers.

(b)

Sexual Harassment-directed mostly toward women

(c)

Poor Leadership-management, lack of experience, poor style, cannot deal with all
the power

Physical Demands: Many environments offer physically demanding jobs and work.
(a)

Strenuous activity

(b)

Extreme working conditions

(c)

Travel

(d)

Hazardous materials

(e)

Working in an office-tight quarters, loud, cramped
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8.6 Non-work Demands
Creates stress for work and the other way around creating stress outside of work.
Home Demands Marriage children and other family relationships can add stress and overload
making it a role overload according to the Academy of Management Journal they state that
when this happens this is, “an individual’s lack of personal resources needed to fulfill commitments
obligations or requirements.”
Personal Demands They are demand brought on by the person themselves. When the person
takes on too much outside of work or just brings on too much work.

8.7 Stress-strain Relationships
Individual Differences in the Stress-Strain Relationships
Individual differences play an important role in the stress-strain relationships. Different
individuals respond differently to types of stress, there are both eustress (good stress) and
distress (bad stress).

Gender Differences
Life expectancy for American women is approximately seven years longer than men, which
suggests that women may be more resilient to stress than men. Research (House, Landis, and
Umberson 1988) has led to the suggestion that women not only respond to stress in a completely
different way than men, they also encounter more stress - and are able to deal with it better.

Type A Behavior Pattern
Type A behavior are characteristics of personalities who are more affected by the stress-strain
relationships than other personality types. Type A behavior includes; sense of urgency, quest
for numbers, status insecurity, and aggression and hostility.

Personality Hardiness
Personality Hardiness is a personality trait that is hesitant to distress and characterized by
commitment, control, and challenge. They are more capable to resist stressful events as opposed
to those who are not hardy. Transformational Coping is an act used by hardy people that helps
to change unhealthy stressful events, into ones that are less harmful to their life.

Self-Reliance
Self-reliance is a personality attribute that is an interdependent pattern of behavior related to
how people form and maintain attachments with others. Two insecure patterns of attachment
are counterdependence, and overdependence. Both of these patterns of attachment are unhealthy,
and impair creating healthy relationships with others. Through self-reliance, individuals are
able to gain understanding with themselves, which helps them in their relation to their
coworkers.
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8.8 Consequences of Stress
Stress to the average person is usually looked at in a negative light. However, all stress is not
bad stress. There are two very different forms of stress; distress and eustress. Some people thrive
under pressure. That’s because they have figured out how to condition themselves for “stressful”
situations. This conditioning requires recovering energy. When one practices what they know
frequently, they most often perform well on a “stress test”. Distress and eustress are the
consequences of how one responds to and uses the stress that is applied to them. There are
benefits to eustress and there are costs to distress. A healthy person would exude eustress. The
opposite would be true of an unhealthy person. (Loehr and T. Schwartz 2001)

Performance and Health Benefits
A person’s overall performance with a any given task will have an optimum. A point where the
individual is most productive while still performing at a comfortable level. In order to attain
this optimum performance a certain level of stress must be applied. Any amount of stress level
leading up to the optimum point would be eustress. Stress that would cause the person to
overload and their productivity to drop would be distress. If a person is training their body by
lifting weights, they can only grow their muscles so fast before they reach their growing limit.
Once past that limit, an injury is bound to take place.

Individual Distress
Individual distress manifests in three basic forms known as Psychological disorders, Medical
illnesses, and Behavioral problems. A person’s extreme involvement with their work could
reap an acute individual distress. Work-related psychological disorders can lead to depression,
burnout, and psychosomatic disorders. Psychosomatic disorders are physical problems that
stem from a psychological root. A person could have a problem with public speaking; that
problem would then be caused by so much stress that the persons brain would not allow the
person to even speak. An individual’s stress can manifest itself in other more physical manners.
Back aches, strokes, heart disease, and peptic ulcers are just a few ways that surface when too
much stress is applied. A person can also show behavioral problems as a sign of distress. Some
examples include aggression, substance abuse, and accidents. This behavior could be cause by
conflicts with others or with work. It could also be brought on by variables outside of the
workplace. Psychological disorders, medical illnesses, and behavioral problems are extremely
burdensome to the individual. And when not taken care of will result in organizational distress.

Notes There are three types of influence, upward referring to a boss, downward referring
to an employee and lateral influence which refers to a coworker. Also, there are eight
basic types of influence tactics. The four most frequently used are consultation, rational
persuasion, inspirational appeals, and ingratiation. Consultation, the person seeks your
participation in making a decision or planning how to implement a proposed policy,
strategy, or change. Rational persuasion, the person uses logical arguments and factual
evidence to persuade you that a proposal or requests is viable and likely to result in
attainment of task objectives. Inspirational appeals, the person makes an emotional request
for proposal that arouses enthusiasm by appealing to your values and ideas or by increasing
your confidence that you can do it. Ingratiation, the person seeks to eat you with a good
mood or to think favorably of him or her before asked you to do something.
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8.9 Organizational Distress
Participation problems, Performance decrements, and compensation awards all have the ability
to have very opposite affects upon an organization. Participation problems such as absenteeism,
tardiness, strikes and work stoppages, and turnover bring serious costs to a company. Turnover,
for example, can help or costs a company in a big way. An employee is not performing up to par.
As a result he is fired and replaced with a more productive employee. Unfortunately, the new
employee was hired on at a higher pay rate than the previous. The company has the productivity
it needs, but at a cost.

8.10 Motivation
8.10.1 Expectancy Theory of Motivation
The basis of the expectancy theory of motivation is that people desire certain outcomes of
behavior and performance, and that they believe there are relationships between the effort,
performance and outcomes. The key points in the expectancy theory of motivation are the
valence which is the value or importance someone places on a reward. The expectancy which is
the belief that effort leads to performance and instrumentality which is the belief that
performance is related to rewards. These are all important to a person’s motivation. Motivation
problems came from the expectancy theory. The causes are a disbelief in a relationship between
effort and performance, a disbelief in a relationship between performance and rewards and an
overall lack of desire for the offered rewards. If a problem is with the person’s effort or
performance, the persons belief should be changed. If the problem is with the reward, then the
value of the reward or the reward itself should be changed. “The Expectancy theory has held a
major position in the study of work motivation.” (Van Eerde)

8.10.2 Theory Social Exchange and Equity
This takes a look at what is behind our behavior, why are we motivated and why do we act the
way we act. When studying behavior, it is important to study exchange. There are three types of
exchange relationships that people have with organizations.
The first type is a committed relationship, such as a club or a religious gathering. It is a relationship
held together by moral obligation. A committed relationship is a high positive intensity. The
second type of relationship, calculated, is a low positive intensity. These are relationships based
on demands and contributions. A prime example would be business corporations who have a
relationship based on their commercial and financial agreements. Each organization in this type
of relationships makes demands. Demands are placed on the other organization in order to
achieve an desired result. However, in most cases, a demanding organization must also contribute,
therefore intertwining the responsibilities, thus making it a team effort. Finally, the third type
of relationship, alienated, is of high negative intensity.
Within these relationships is inequity. Inequity is roughly defined as a situation when a person
thinks that they are receiving less than they are giving or vise versa. According to Adams’
theory of Inequity, there are seven approaches to restore equity. (1) alter the person’s outcomes,
(2) alter the person’s inputs, (3) alter the comparison other’s outcomes, (4) alter the comparison
other’s inputs, (5) change who is used as a comparison other, (6) rationalize the inequity, and
(7) leave the organizational situation.
There are three types of people when categorizing them into their preferences for equity. Equity
sensitive people prefer an equity ratio equal to their own comparison other. A benevolent
person is content when the equity ration that is less than that of their comparison other. Lastly,
an entitled person is content with a ration that is more than that of their comparison other.
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8.10.3 Meaning and Definition of Motivation

Notes

The term ‘motivation’ has its origin in the Latin word “mover” which means to “move”. Thus,
motivation stands for movement. One can get a donkey to move by using a “carrot or a stick”,
with people one can use incentives, or threats or reprimands. However, these only have a
limited effect. These work for a while and then need to be repeated, increased or reinforced to
secure further movement. The term motivation may be defined as “the managerial function of
ascertaining the motives of subordinates and helping them to realize those motives”.
According to Dubin motivation could be defined as “the complex of forces starting and keeping
a person at work in an organisation. Motivation is something that moves the person to action,
and continues him in the course of action already initiated”. Motivation refers to the way a
person is enthused at work to intensify his/her desire and willingness to use and channelize
his/her energy for the achievement of organisational objectives. It is something that moves a
person into action wand continue him in the course of action enthusiastically. The role of
motivation is to develop and intensify the desire in every member of the organisation to work
effectively and efficiently in his position.
In the words of Dalton E. McFarland, motivation is the way in which urges, desires, aspiration,
striving or needs direct, control or explain the behaviour of human being”. Motivation has very
close relationship with the behaviour. It explains how and way the human behaviour is caused.
According to McFarland motivation is a form of tension occurring within individual, with
resulting behaviour aimed at reducing, eliminating or diverting the tension. Understanding the
needs and drives and their resulting tensions helps to explain and predict human behaviour
ultimately providing a sound basis for managerial decision and action.” Thus, motivation is the
term, which applies to the entire class of urges, drives, desires, needs and similar forces.

Concept of Motivation
The word motivation is common in everyday language, but is not easy to define rigorously in
a scientific context. The concept of motivation is related to, but distinct from other concepts, such
as instincts, drives, and reflexes. Motivated behavior is usually goal oriented; the goal may be
associated with a drive such as hunger or thirst (called primary motivation). However, motivation
is also closely tied to sensory stimuli: an animal will not usually exhibit eating behavior unless
food is presented. Unlike instinctive behavior, Motivation depends on affect (emotional state).
Finally, motivation can be learned (in which case it is called secondary motivation) and typically
elicits more complex behaviors than simple reflexes.
An animal is always performing some activity, even when that activity is sleep. At any given
time the environment offers the opportunity to carry out many different behaviors. Such as
exploratory or consummator behaviors, but an animal typically carries out a single voluntary
activity at a time. The study of motivation is concerned with which activity the animal performs
in a given environment, and how the animal maintains a given activity or changes between
different activities, as a function of environmental events and internal needs.
Motivation is typically studied using two approaches: psychological studies manipulate
environmental events and monitor the resulting patterns of motivated behavior; physiological
studies are aimed at clarifying the neural or endocrine origin of motivation. Psychological
studies might examine, for instance, how an animal is able to maintain a constant goal-oriented
activity as the surrounding stimuli change, or how an animal is able to spontaneously switch
between behaviors as its needs change. Physiological studies attempt to identify physiological
variables and neural regions that are related to motivated behavior.
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Motivation – Basic concepts and Theories
According to Arnold, there are three components of motivation:
1.

Direction: what a person is trying to do?

2.

Effort: how hard a person is trying?

3.

Persistence: how long a person keeps on trying?

Furthermore, literature distinguishes two types of factors that influence motivation:
1.

Intrinsic: self generated factors (responsibility, freedom to act, scope to use and develop
skills and abilities, interesting and challenging work, opportunities for advancement) –
they have a deeper and longer-term effect

2.

Extrinsic: what is done for people to motivate them (rewards, promotion, punishment) –
they have an immediate and powerful effect, but won't necessarily last long

Most influential is the Needs (content) Theory
1.

The underlying concept is the belief that an unsatisfied need creates tension and a state of
disequilibrium. To restore balance, a goal is identified that will satisfy the need and a
behavior pathway to this goal is selected.

2.

All behavior is motivated by unsatisfied needs.

3.

People will be better motivated if their work experience satisfies their needs and wants.

Maslow’s Hierarchy of Needs

Self
-fulfillment
Esteem
Social
Safety
Physiological
1.

If a lower need is satisfied, the next higher one becomes dominant.

2.

Higher-order needs provide greatest motivation.

3.

Different people may have different priorities

Alderfer's ERG Theory
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1.

About subjective states of satisfaction and desire

2.

Three primary categories of human needs:
(a)

Existence needs – need for material and energy exchange

(b)

Relatedness needs – transactions with human environment, process of sharing or
mutuality

(c)

Growth needs – people make creative or productive efforts for themselves
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McClelland's needs
1.

Based mainly on studies of managers

2.

Three most important needs:
(a)

Achievement – need for competitive success measured against a personal standard of
excellence

(b)

Affiliation – need for warm, friendly relationships with others

(c)

Power – need to control and influence others

Herzberg’s Two-factor Model
1.

Motivators: factors that really motivate people,

2.

Hygiene factors: dissatisfiers; their absence would demotivate people, but their presence
not necessarily improves motivation; essentially describe the environment, little effect
on positive job attitudes.

Process Cognitive Theory
1.

Emphasis on psychological processes that effect motivation and on basic needs.

2.

Concerned with peoples perceptions and the way they interpret and understand it.

3.

People will be highly motivated if they can control the means to attain their goals.

Expectancy Theory
1.

By Vroom

2.

Value, instrumentality (belief that if we do one thing it will lead to another), expectancy
(probability that action or effort will lead to an outcome)

3.

Strength of expectations may be based on past experiences

4.

Motivation is only likely when a clearly perceived relationship exists between performance
and an outcome that is seen as a means of satisfying needs

5.

Porter and Lawler: Two factors determining the effort people put into their jobs:

6.

(a)

Value of rewards to individuals in so far as they satisfy their needs

(b)

Probability that rewards depend on effort, as perceived by individuals, their
expectation about relationships between effort and reward

Two additional variables:
(a)

Ability – individual characteristics and skills

(b)

Role perceptions – what he wants to do or thinks he is required to do, good if they
correspond with the viewpoint of the organisation.

Goal Theory
1.

Latham and Locke

2.

Motivation and performance are higher when individuals are set specific goals

3.

Goals have to be difficult but accepted
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4.

Feedback on performance

5.

Participation in goal setting is important – goals need to be agreed

6.

As long as they are accepted – demanding goals lead to better performance than easy goals

Reactance Theory
1.

Brehm

2.

Individuals are not passive receivers but responders

3.

They seek to reduce uncertainty by seeking control about factors influencing rewards

Equity Theory
1.

Adams

2.

Perceptions people have about how they are being treated as compared with others

3.

Involves feelings and perceptions, is always a comparative process

4.

People will work better if they are treated equitably

5.

Two forms of equity:

6.

(a)

Distributive: fairness people feel they are rewarded in accordance with their
contribution and in comparison with others

(b)

Procedural: perceptions of employees about fairness of company procedures

We hope/expect that the inputs we give into our job equal the outputs we get.

8.11 McClelland’s Need Theory
McClelland was intrigued by the thought of human needs and the reasons why one is successful.
Before him though, Henry Murray had laid out most of the groundwork and made lists of
motives and manifest needs. (H.A. Murray, 1938). McClelland took those ideas and organized
them into three main categories of learned human behavior, which were called the manifest
needs. The three main needs are the need for achievement, the need for power, and the need for
affiliation. Each need is different for each person and varies throughout individuals. Sometimes
it’s for the better and sometimes for the worse.
The need for achievement is important in the fact that those with a higher need for it will
ultimately become more successful. People with this high need are very concerned with doing
their best work and setting goals to help them get there. If one does not have a high need for
achievement, there is usually a lack in motivation which can be detrimental not only in the
workplace, but also in ones’ personal life as well.
Next is the need for power. McClelland makes a very important distinction between socialized
power and personalized power. Socialized power is normally benefiting to a group of people,
benefiting to others, while personalized power is selfish and can be very destructive and selfconsuming. With that in mind socialized power can be very helpful in the business area,
specifically with managers. When a manager craves socialized power he is looking out for the
benefit of the company and wants everything to be done correctly and quickly and in turn
success is achieved. These type of managers themselves are also more likely to be promoted
when a higher up member of the organization sees the hard work and influence the manager has
made on employees.
Last is the need for affiliation. The need for affiliation mostly deals with interpersonal
relationships. People with a high need for it expect a more personalized relationship with
everyone; such as people sharing their wants needs and feelings while the person will do the
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same. This high need can be good in relationships, for example, if there is some type of conflict
between a person with a high need and another, than the person with the high need if more
inclined to work through the problem until it is solved and everything is good in the relationship.
“Managers frequently commented that consistent definitions and formats are important aids to
communication, especially between people in different organizational units such as divisions
or departments.” (McClelland)

Notes

8.12 Herzberg’s Two-factor Theory
Frederick Herzberg conducted a study that describes the experiences that satisfy and dissatisfy
people in the work place. He wanted to know what motivates people to do well at work. The
two-factors that he found in this study were motivation and hygiene.
He found motivation factors to be things like achievement, responsibility, advancement and
growth. He also described the hygiene factors to be things such as working conditions, status,
technical supervision, policy and administration. The one thing that he did find in common with
the two factors was salary, which makes perfect sense. With the two-factors combined in the
work place it results in four different types of behavior. When both factors are high there is
nothing to complain about and the motivation is very good. When both factors are low the
person becomes very unmotivated and complains about everything. The two-factors are not
always on the high or low at the same time. So, even if the motivation is high, there may still be
a lot of complaining going on and vice versa (Herzberg).

Self Assessment
State whether the following statements are true or false:
7.

A person that helps someone else in distress has perception.

8.

Giving someone a better procession in the organization constitutes a sign of power.

9.

A person that can go greater than budget limitations without warning.

10.

A oral commitment is effective because of the physical act of writing something down.

11.

Frederick Herzberg conducted a study that describes the experiences that satisfy and
dissatisfy people in the work place.

12.

Mediators not only facilitate discussions, but they usually impose a structure and process
on the discussions.

8.13 The Concept of Power
8.13.1 Symbols of Power
When thinking about power one doesn’t think about what represents power but, in every
organization there are certain symbols of power. Bellow is some ideas of power and powerless
symbols. Also, if someone that wants to over coming powerlessness the person that has power
needs to share the power. The meaning of symbols, include an object or image that an individual
unconsciously uses to represent repressed thoughts, feelings, or impulses. Power means, the
possession of control or command over others. There are two different approaches associated
with symbols of power.
George Bush has power; what that means is that he can call us at anytime of the day and we will
answer. Along with if he wants to meet us and we have a very important engagement we will
drop it and see him. The power symbols are all there too.
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8.13.2 Power


A person that helps someone else in distress has power



Giving someone a better procession in the organization constitutes a sign of power



A person that can go greater than budget limitations without warning



A manager acquires raises beyond standards for employee’s



Raise issues for action



Having information before anyone



Top manager asking questions to lower level managers, hence The lower manager has
power



In doing something for someone else, one receives power

Powerless


Excessively close administration



Firm loyalty to regulations



Doing a job themselves and not training an employee to do it



People that have high profile positions



Opposes change



Safeguard their territory



Focuses on cutting cost



Penalizing others



Overbearing others



Better than communication



Negative events result in accusations against others

“Making external attribution of negative events, though often considered “self- serving”, also
implies that the attributor is not in control of critical resource. We hypothesized that making
external attributions for negative events will lead to impressions of powerlessness.” (Lee and
Tiedens 2001)

8.13.3 Three Symbols of Power
Michael Korda has ideas of what power looks like; he writes about three of them. Objects in
organizations such as furniture, clocks, watches, cell phones, and pagers are all symbols of
power.
The proposal that he give on “Furniture” is that a manager that has filing cabinets that are
locked, confirm a critical and restricted files in the office. Conference tables that are rectangular
demonstrate that the most important person sits at the head of the table, instead of a round table.
Also, desk size displays the quantity of ones power; most executives have large expensive desks.
The second approach, he calls it “Time power” what this suggest is that if an executive and or
manager that removes their watch and puts it on your desk face down illustrates that he or she
has their time. As well as managers that do not wear watches shows that no one will start
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anything with out them. If we look at this the other way by, a manager always wears a watch
shows that they feel less powerful. Also, a full calendar is proof of power, along with a planner
displayed on the desks.

Notes

The third approach is call “Standing by,” what Korda proposes is that cell phones, and pagers,
along with other communicating devises, explains that if a high top person can inflict on your
time at any time of the day has power. In addition people that cause inconvenience to others;
such as doing simple tasks for them.

8.13.4 Sharing Power: Empowerment
Empowerment is a positive aspect within an organization that promotes shared power. In order
to grasp the complete essence of empowerment, there are four separate necessities that must be
met.


Meaning suggests that one must have a sense of passion put into their work in order to feel
empowered.



Competence is a component in the work place that keeps an employee confident with the
ability to do a job well done.



Self-determination gives employees a certain trustworthiness to handle the job
independently.



Impact is a contributing factor that enables the workers to believe that their job has a
meaningful purpose. Without these four dimensions present, one cannot feel empowered.

Leaders within an organization can play a strong role in encouraging employees to put
empowerment into practice. If leaders want to examine the possibility of an empowerment
based company they need to have confidence in employees. This action should take place in
order to set the bar at a high enough level. Employees should also be given the opportunities to
make decisions. Rules and policies that get in the way of self-management need to become more
lenient for a successful empowerment based organization. As well, leaders must set goals that
can make one feel inspired.
One particular example of an empowered company is run by David Zipper and Peter Murray.
Their organization began as a small painting business in run down areas of Philadelphia started
by the two former economics students in 1999. The idea of the company is to empower its
employees to the point where they own the company themselves. Since the renowned success of
Empowered Painters, Peter Murray was awarded the Eli Segal Entrepreneurship award, and
David Zipper received the Truman Scholarship. (Natsu, Furuichi, 2000)
Though the idea of empowerment can produce very successful results, the risks involved can be
devastating. It is always safe to keep in mind, when giving up responsibility, there is a very real
possibility of failure.

8.14 Political Behavior Leadership in Organizations
Political behavior and organizations doesn’t always have to be negative. However, most the
time it is looked upon as such. It has been said that organizations are arenas in which people
have competing interest. It is the manager’s responsibility to be effective in reconcile competing
interest. Political behavior refers to actions not officially sanctioned by an organization that are
taken to influence others in order to meet one person’s goals.
Many people at the organizations are able to recognize and spot political behavior by their
supervisor and at the top level of organizations. Many organizations encourage political activity
these include unclear goals, autocratic decision making, ambiguous lines of authority, scarce

LOVELY PROFESSIONAL UNIVERSITY

171

Conflict Management and Negotiation Skills

Notes

resources, and uncertainty. Activity is often involved politics which includes performance
appraisal process. Individuals who use power and organizations are organizational politicians.
Political behaviors can way on the negative side when used to maximize self interest which can
lead to being inattentive to the concerns of others. We the employees feeling as if the workplace
are less helpful and more threatening.
Several personal characteristics of effect of political actors; here are four of thirteen.


Articulate, must be able to clearly communicate ideas



Popular, must be liked or admired by others at organization



Extroverted, must be interested in what happens outside of his or her.



Logical, must be capable of recently

Political organizational politicians can see the difference between ethical and unethical behavior.
They understand that relationships drive the political process and use power with a sense of
responsibility.

Influence Tactics
There are three types of influence, upward referring to a boss, downward referring to an employee
and lateral influence which refers to a coworker. Also, there are eight basic types of influence
tactics. The four most frequently used are consultation, rational persuasion, inspirational appeals,
and ingratiation. Consultation, the person seeks your participation in making a decision or
planning how to implement a proposed policy, strategy, or change. Rational persuasion, the
person uses logical arguments and factual evidence to persuade you that a proposal or requests
is viable and likely to result in attainment of task objectives. Inspirational appeals, the person
makes an emotional request for proposal that arouses enthusiasm by appealing to your values
and ideas or by increasing your confidence that you can do it. Ingratiation, the person seeks to
eat you with a good mood or to think favorably of him or her before asked you to do something.
There’s proven evidence that men and women view politics that influence attempt differently.
The intended geopolitics behavior were federally that women do with both men and women
witnessed political behavior they view it more positively if the agent is of their gender and the
target is of the opposite gender. Not all tactics have negative affects there are some positivist be
found. One example would be how small retailers often have incentive programs read get
points for an amount of certain items you sell during that time. The person who sells the most
usually wins a small gift or some type of bonus. “For example, research has shown that various
aspects of performance-appraisal process itself can influence the mood states of the raters, and in
turn, their ratings of employee.” (Hochwater)

Effective Power
There is a fine line between using power effectively, over using the power, and being dependent
upon power within an organization. A manager must maintain positive relationships with
everyone involved with the given company yet cannot become dependent on them; superiors,
subordinate, peers, outside suppliers, customer competitors, unions, regulating agencies, the
list goes on. Being overly dependent can create vulnerabilities, and weaknesses, causing the
organization to not run as smooth, or worse. The entire above list has their own agenda and
their own behaviors which it is the managers job to be able to adapt to them, which may in fact
be the cause for dependency on people on that list. Dependency should not be associated as a
negative term; dependency simply needs to be in moderation. Managers should make sure all
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involved subordinates know exactly their roles, so he or she need not use generally ineffective
tactics such as persuasion. Successful managers are sensitive cope with dependence by being
sensitive to, avoiding unnecessary dependence, and establishing power. That power thus equals
plans, organization, good staff, budgets, etc., which good evaluations. Effective management
essentially comes down to the manager feeling a sense of obligation which trickles all around
the company, and there should be a defined trust in the expertise of the manager, that his
decisions are the correct ones.

Notes

8.15 Principles of Persuasion
The six principles of persuasion are as follows:
1.

2.

Reciprocity:
(a)

Humans are programmed to reciprocate when we are given something. The act of
receiving from someone else instills in us the need to repay that favour (however
small). There are evolutionary reasons for this (i.e. it supports cooperation).

(b)

Reciprocation “pressures the recipient of an already-made concession to respond in
kind”.

Commitment and Consistency:
(a)

Human beings innately want to be seen as consistent. Inconsistency in a human
being is considered a fault, and is associated with a host of other negative qualities
(e.g. untrustworthiness, instability). As a result, when people commit to an act,
belief, attitude, etc., they wish to maintain that stance, in order to be viewed as
consistent.

(b)

Importantly, commitment will only be felt if the recipient of our request accepts
“inner responsibility for the actions we want them to take”. In other words, if
people feel forced to take an action, they will not “own” that decision, and will not
feel sustained commitment.
Several tactics can be used to obtain commitment:

3.

(i)

Foot-in-the-door technique: Start with a small request “in order to gain eventual
compliance with related larger requests”. Getting people to make small changes
to their behaviour will not only put them on a track to larger requests because
they want to be seen as consistent, it will do so also because a change in a
person’s behaviour also changes their self-image.

(ii)

Written commitment: A written commitment is effective because of the physical
act of writing something down.

(iii)

Public commitment: When a person makes a commitment to others, they will
want to keep that commitment to ensure that they are viewed as “consistent”
by others.

Social Proof:
(a)

This principle states that we learn what is correct by finding out what other people
think is correct. This can be done through asking, or observing the behaviour of
others.
Conditions under which social proof can most strongly affect behaviour include:
(i)

Situations of extreme uncertainty (i.e. when a person has no idea what is
going on)
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(ii)
4.

Similarity: Social proof works very powerfully in influencing behaviour when
we are “observing the behavior of people just like us”.

Liking: Put simply, we’re more inclined to respond to a request if we like the person
making the request.
Several factors contribute to a person’s likability:

5.

(a)

Physical attractiveness: People who are physically attractive also enjoy the “halo
effect”, in which people think that because they’re attractive, they are also more
intelligent, kind, etc.

(b)

Similarity: We like people who are similar to ourselves (in dress, age, expressed
background and interests, etc.)

(c)

Familiarity: We like things that are familiar to us.

(d)

Cooperation: When someone works with you to achieve a shared goal, you like them
more.

(e)

Compliments: People who give compliments are more liked.

(f)

Association: People who are associated with good/positive people, events, etc. are
more likely to be liked (e.g. it’s the “don’t kill the messenger” phenomenon.
A weatherman can be disliked simply because he predicts bad weather).

(g)

Appearance of Truthfulness: A real-life example of this is when bloggers will review
a product by first mentioning its faults. They then talk up the benefits of the product
(which they claim outweigh the product’s negatives), and end with an endorsement.

(h)

Primary Interest: This is when someone seems to be arguing against their own best
interests in favour of yours (i.e. they’re “on your side”).

Authority:
(a)

Human beings have a “deep-seated sense of duty to authority”.

(b)

Even the appearance of authority is enough to obtain compliance (e.g. an actor wearing
a doctor’s lab coat on a commercial)

Symbols that can trigger compliance in the absence of real authority:

6.

(a)

Titles

(b)

Clothes

Scarcity:
(a)

The psychological underpinning of this principle is that “opportunities seem more
valuable to us when their availability is limited”.

(b)

Related to this, people are more motivated to avoid losing something, than to
potentially gain something of equal value. (This ties in with Kahneman’s prospect theory.)

(c)

When our desire for something scarce grows, we make sense of the desire by assigning
it “positive qualities to justify the desire”.
Specific forms of scarcity:
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(i)

Limited number

(ii)

Limited time (i.e. deadline)

(iii)

Competition. Competition increases desire for something (e.g. to goad
indecisive buyers, realtors will “invent” another potential buyer)
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(d)

An additional psychological principle is the contrast principle. Contrast affects the
way we see things “that are presented one after another. Simply put, if the second
item is fairly different from the first, we will tend to see it as more different than it
actually is”. Cialdini gives the example of speaking with a beautiful woman at a
cocktail party, then speaking with an unattractive one. Because she came second,
that woman will seem even more unattractive than if she had been spoken with first.

Notes

8.16 Third Party Intervention
The terms “third party” and “intermediary” are both used to refer to a person or team of people
who become involved in a conflict to help the disputing parties manage or resolve it. Third
parties might act as consultants, helping one side or both sides analyze the conflict and plan an
effective response. Alternatively, they might act as facilitators, arranging meetings, setting
agendas, and guiding productive discussions. Facilitators will also usually record what was
said, and may write up a short report summarizing the discussions and any agreements that
were reached.
A more active and powerful third party role is that of mediator. Mediators not only facilitate
discussions, but they usually impose a structure and process on the discussions that is designed
to move the parties toward mutual understanding and win-win agreements. While many different
styles of mediation are common, most mediators have the conflicting parties sit down together
to explain to each other their views about the nature of the problem and how they think it might
best be solved. The mediator often tries to get the disputants to focus on underlying interests
(the things they really need or want) more than their initial opening positions (what they
initially say they need or want). By clarifying the divergent views and reasons for those views,
mediators can usually get the parties to develop a common understanding of the situation,
which often yields a solution which satisfies the interests of all parties. While some mediators
take a stronger role in option identification and selection than others, mediators do not have the
power to impose a solution. At most, they can suggest a solution, which the disputants may or
may not accept.
The most powerful third party role is that of an arbitrator. An arbitrator listens to presentations
made by both sides, examines written materials and other evidence relating to a case, and then
makes a determination of who is right and who is wrong, or how a conflict should be settled.
Usually, the arbitrator’s decision is binding and cannot be appealed. Thus, the arbitrator is the
most powerful type of intermediary. Arbitration works well when the parties simply want a
settlement, and do not worry about losing control of the process or the outcome. For parties that
want to maintain control, however, the other forms of intervention (mediation or facilitation)
are often preferred.

8.17 Eustress and Distress
Stress and anxiety are closely related: we might even consider the phenomena as two sides of the
same coin. The stressors, i.e., the elements within the environment (situations, experiences or
persons) which place the organism under stress always undergo a cognitive elaboration upon
which the person's reaction will depend to a large extent. Anxiety derives from such an elaboration,
as would occur for example in the case of a person who perceives a danger as real and wants to
be free from it. Stress is basically the first stimulation the organism experiences at the occurrence
of a modification of the equilibrium existing between the organism and the environment.
Anxiety is then one of the possible consequences.
There are two types of stress: 'eustress' (cf. Gr. 'eu', meaning good or positive) and distress (cf.
Gr. 'dys': meaning bad, negative or pathological). Eustress - or good stress - is an indispensable
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condition of life and manifests in the form of constructive or 'interesting' environmental
stimulation. An example might be a promotion at work: we are given more responsibility but
we also acquire greater satisfaction. Distress is 'bad stress', which can cause considerable
emotional upheaval and physical disturbances that are hard to solve. An example might be an
unexpected dismissal or a surgical operation.
We all respond to stressful events in different ways as people acquire different experiences
throughout their lives and develop different thought patterns and strategies of interpretation of
reality. Moreover, the processes of learning play a fundamental role in the interpretation of
internal and external events. We learn how to behave in a certain way when confronted by
certain stimuli, and the learning mechanisms themselves are triggered automatically outside of
our awareness. Our personal evaluations of events and situations undergo the effect of learning
and, once consolidated, function in a relatively autonomous manner. In fact, thanks to these
behavioural schemes and established thought patterns we can actually save mental and physical
energy; they are based on previous experience that has already been elaborated and can be
easily recalled and referred to.
A response to stress can be divided into three phases. In the first phase – defined as the 'alarm
phase' – stressors generate within the organism a sense of vigilance or arousal (see glossary),
with the consequent activation of the psycho-physiological processes already described in relation
to anxiety reactions (increase in heart rate, hyperventilation, etc.). Then, in the 'phase of resistance',
the organism will attempt to adapt to the situation and the physiological indices now tend to
normalize, also in circumstances where reactions and efforts made are very intense. If adaptation
to the situation fails, a third stage is reached – the phase of exhaustion – in which the organism
can no longer defend itself and its natural adaptive capacities are lost.
This latter phase is the most dangerous as prolonged exposure to a stressful situation can cause
the onset of both physical and mental forms of pathology (see 'Anxiety Disorders'). In particular,
chronic stress activates a circuit involving cerebral structures and the endocrine system (the
hypothalamus-hypophysis-adrenal axis), and in particular the adrenal glands, which increase
secretion of cortisol. When present in quantities higher than normal, this 'stress hormone' can
cause various disorders (see also 'Stress and Illness').
Some of the most frequent symptoms of stress are: a frequently recurring sensation of tiredness,
accelerated heartbeat, difficulty in concentrating, panic attacks, crying, depression, frustration,
anxiety attacks, sleep disorders, muscular pain, stomach ulcers, diarrhea, stomach cramps, colitis,
improper functioning of the thyroid, being sickness prone, having difficulty in expressing
oneself or finding the right words, a feeling of boredom in practically all situations, the frequent
need to urinate, changes in the tone of voice, hyperactivity, mental confusion, irritability, the
lowering of autoimmune defences, diabetes, hypertension, headaches and ulcers.


Case Study

The Maruti-Suzuki Conflict

Maruti is a national company which has grown because of the support of the government. We can't
hand it over to Suzuki on a platter."
—Murasoli Maran, Industry Minister, India, 1997
"Suzuki feels they can no longer afford the disadvantage of government control over Maruti's
decision making. They feel they can do better on their own."
—A Government of India Source, 1997
Contd....
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A Bitter Fight
In August 1997, the Government of India (GoI) appointed R.S.S.L.N. Bhaskarudu
(Bhaskarudu) as the managing director (MD) of India's passenger car market leader Maruti
Udyog Ltd. (MUL). The appointment was strongly opposed by Suzuki Motors Corporation
(SMC) of Japan, the GoI's 50% partner in MUL joint venture. In a press release following
the appointment, Osamu Suzuki (Osamu), President of SMC, claimed that the appointment
was illegal on the grounds five of the directors who comprised the majority of MUL's
board strength of nine, had objected to the appointment. Suzuki even alleged that
Bhaskarudu was incompetent and unsuitable for the MD post.
The GoI argued that as per the 1992 amendment in the GoI-SMC joint venture agreement,
both the partners were entitled to nominate the MD for five years in turns, and there was
no need for any consultation on it. Industry minister Murasoli Maran (Maran) alleged that
SMC was opposing the appointment of Bhaskarudu as it wanted Jagdish Khattar (Khattar),
Executive Director (ED), MUL (reportedly a SMC loyalist) to become the MD. Following
the disagreement over Bhaskurudu's appointment, a furious exchange of letters took
place between SMC and the Industry ministry. SMC asked for Bhaskurudu's resignation
claiming that the minutes of the meeting when Bhaskurudu was appointed, did not fully
record its objections to the same. However, the GoI refused to remove Bhaskurudu and
reportedly even started looking for a prospective partner in the event of SMC's exit.
Soon after, in the AGM held on September 22, 1997, SMC and the GoI representatives even
resorted to verbal violence. SMC nominees on the board attempted to prove Bhaskarudu's
unsuitability of the post by questioning him regarding MUL's functioning. When
Bhaskarudu's appointment was put to vote, there was a tie. Prabir Sengupta (Sengupta),
Chairman of the MUL board, used his casting vote to ratify the appointment. Following
this, SMC nominees passed a no confidence motion against Sengupta and proposed the
name of Yoshio Saito (Saito) for the chairmanship.
The GoI strongly backed Sengupta stating that he should be allowed to complete his
scheduled term of five years until 2000. SMC then lodged an arbitration petition against
Bhaskarudu's appointment in the International Court of Arbitration. In June 1998, the new
ruling Bharatiya Janata Party (BJP) government intervened into the issue and arranged for
an out-of-court settlement between the parties. As per the settlement deal, Bhaskarudu
was to step down in December 1999, two years ahead of schedule and Khattar was to
replace him in January 2000. Further, Saito was to replace Sengupta as the chairman.
Though the dispute between SMC and GoI seemed to have been put to rest for the time
being, the issue did not come as a major surprise to industry watchers. This was because
the company's history was marked with frequent conflicts between the two partners over
the years.
Background Note
Till the early 1980s, the Indian passenger car industry offered limited choice to the
customers, with only two popular models in the form of Hindustan Motors' (HM)
Ambassador and Premier Automobiles' (PAL) Padmini. The government not only
controlled the price mechanism in the industry, but the entry of foreign players was also
strictly regulated.
However, the scenario changed in 1981, when the GoI itself entered the car business by
establishing MUL by acquiring the assets of Maruti Ltd. In October 1982, the GoI signed a
licensing and joint venture agreement with SMC where in Suzuki acquired the 26% share
of the equity. Suzuki's history dates back to 1903, when Michio Suzuki founded Suzuki
Loom Works in Hamamatsu in Shizuoka, Japan. For the first 30 years, company focused
on the development and production of complex machines for Japan's silk industry. In
1937, the company diversified into building cars and in 1939 began manufacturing cars for
Contd....
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the Japanese market. But due to the Second World War it had to stop the production of cars
and concentrated on the manufacture of the looms.
The company shifted its focus back to automobiles with the termination of war and collapse of
cotton market in 1951. In 1952 it manufactured its first motorized bicycle called 'Power Free'.
In 1954, the company changed its name to Suzuki Motor Co. Ltd. and was by then producing
around 6,000 cars per month. With 57 production centers all over world, its manufacturing
and assembly network expanded to over 26 countries all over the world. Company
established 22 automotive manufacturing facilities in 17 countries. Suzuki's vehicles were
sold through 134 distributors in 175 countries. By March 2001, Suzuki's net sales were ¥
1,600, 253 billion and it was one of the top 5 automobile manufacturers of the world. MUL
manufactured passenger cars at its factory in Gurgaon, Haryana with an installed capacity
of 350,000 vehicles. The first product, Maruti 800 was launched in 1984. Consumers hitherto
without any choice rushed to buy the vehicle. Maruti 800 earned the tag of being the
'people's car...'
The Conflict
SMC had raised its stake in MUL to 40% in 1987 and to 50% subsequently in 1992. As MUL
ceased to be a government unit, SMC began managing the company, with MD R.C.
Bhargava (Bhargava) taking directions from Japan.
As R.C. Bhargava reportedly shared a good rapport with the secretary and other higher
officials at the Industry ministry, the relations between SMC and GoI remained cordial.
The first signs of dispute surfaced in late 1993, when SMC proposed a Rs 2,200 crore
expansion and modernization plan. The plan envisaged increasing the production by
1,00,000 vehicles to effectively meet the growing competition in the sector. The Heavy
Industry secretary Ashok Chandra and the Finance secretary, Montek Singh Ahluwalia
suggested SMC, in an informal discussion, to go in for a public issue to raise the finance for
the expansion plan. Though initially SMC was reluctant to go for a public issue, Bhargava
managed to persuade it in 1995 for the same. However, things changed with K.Karunakaran
(Karunakaran) becoming the Union minister for Industries in 1995...
The MUL Disinvestment Issue
In late 1999, following the recommendations of Disinvestment Commission, the GoI
announced its decision to divest its stake in MUL. The GoI decision was a part of its
industrial policy to privatize PSUs through gradual disinvestment or strategic sale. The
first phase of MUL's disinvestment was to start with a Rs 400 crore rights issue with
renunciation option for the government, in December 2001.
The second and final phase of MUL disinvestment was to be completed by the end of 2002,
wherein GoI would divest its remaining equity holding in MUL through a public offering.
The GoI was to sell its interest to the best bidder at a premium. However, subject to a
clause in the MUL joint venture agreement, the GoI could not sell its stake without the
written consent of SMC. This was expected to complicate the disinvestment process of
MUL. In January 2002, the GoI announced its willingness to renounce its portion of the
rights in favour of SMC during the rights issue. The negotiations between the GoI and
SMC to fix the renunciation premium and the control premium were scheduled to begin
in January 2002. GoI was reportedly hopeful of getting a substantial 'control premium' for
letting SMC get MUL's full control...
Question:
Analyse the case and Discuss the Case Facts.
Source: http://www.icmrindia.org/casestudies/catalogue/Business%20strategy1/The%20Maruti%
20-%20Suzuki%20Conflict.htm

178

LOVELY PROFESSIONAL UNIVERSITY

Unit 8: Role of Attitude and Persuasion

Notes

Self Assessment
Multiple choice questions:
13.

14.

Interpersonal Communication contains four key elements: the communicator, the receiver,
perceptual screens, and:
(a)

the message

(b)

cover

(c)

contract

(d)

presentation

The terms “third party” and “intermediary” are both used to refer to a person or team of
people who become involved in a conflict to help the:
(a)

parties

(b)

disputing parties

(c)

conflict

(d)

negotiation

8.18 Summary


First impressions can be slowly swayed over time.



Paralanguage are the variations that we put into our speech.



Humans are programmed to reciprocate when we are given something.



The most powerful third party role is that of an arbitrator.



A real-life example of this is when bloggers will review a product by first mentioning its
faults.



Person-role conflict-ethics are involved: challenging personal beliefs or principles.



Cognitive Richard Lazarus emphasized that stress was caused by the environment that
the person is in rather than the body itself. He found that people differ greatly in that
respect.



Individual distress manifests in three basic forms known as Psychological disorders, Medical
illnesses, and Behavioral problems.



It is important that both managers and supervisors are open communicators.



Mediators not only facilitate discussions, but they usually impose a structure and process
on the discussions that is designed to move the parties toward mutual understanding and
win-win agreements.

8.19 Keywords
Empowerment: Empowerment is a positive aspect within an organization that promotes shared
power. In order to grasp the complete essence of empowerment, there are four separate necessities
that must be met.
Gender Differences: Life expectancy for American women is approximately seven years longer
than men, which suggests that women may be more resilient to stress than men. Research
(House, Landis, and Umberson 1988) has led to the suggestion that women not only respond to
stress in a completely different way than men, they also encounter more stress - and are able to
deal with it better.
Home Demands: Marriage children and other family relationships can add stress and overload
making it a role overload according to the Academy of Management Journal they state that
when this happens this is," an individual's lack of personal resources needed to fulfill commitments
obligations or requirements."
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Individual Differences in the Stress-Strain Relationships: Individual differences play an
important role in the stress-strain relationships. Different individuals respond differently to
types of stress, there are both eustress (good stress) and distress (bad stress).
Non-Work Demands: Creates stress for work and the other way around creating stress outside
of work.
Personal Demands: They are demand brought on by the person themselves. When the person
takes on too much outside of work or just brings on too much work.
Personality Hardiness: Personality Hardiness is a personality trait that is hesitant to distress
and characterized by commitment, control, and challenge. They are more capable to resist
stressful events as opposed to those who are not hardy. Transformational Coping is an act used
by hardy people that helps to change unhealthy stressful events, into ones that are less harmful
to their life.
Self-Reliance: Self-reliance is a personality attribute that is an interdependent pattern of behavior
related to how people form and maintain attachments with others. Two insecure patterns of
attachment are counterdependence, and overdependence. Both of these patterns of attachment
are unhealthy, and impair creating healthy relationships with others. Through self-reliance,
individuals are able to gain understanding with themselves, which helps them in their relation
to their coworkers.
Type A Behavior Pattern: Type A behavior are characteristics of personalities who are more
affected by the stress-strain relationships than other personality types. Type A behavior includes;
sense of urgency, quest for numbers, status insecurity, and aggression and hostility.

8.20 Review Questions
1.

Discuss the importance of perception.

2.

Explain the importance of power.

3.

Describe about the importance of Communication.

4.

Explain about the principles of persuasion.

5.

What do you mean by third party intervention?

6.

Explain about the political behavior leadership in organisation.

7.

Discuss about four categories of work demands.

8.

Describe about Dominant Defensiveness.

9.

What are the four approaches to stress?

10.

What do you know about Ethical Behavior?

Answers: Self Assessment
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1.

Organizational

2.

Job Satisfaction

3.

Instrumental

4.

Ethical

5.

Values

6.

Stress-Strain

7.

False

8.

True

9.

True

10.

False

11.

True

12.

True

13.

(a)

14.

(b)

LOVELY PROFESSIONAL UNIVERSITY

Unit 8: Role of Attitude and Persuasion

Notes

8.21 Further Readings

Books

Booth, A., Crouter, A. C., & Clements, M. (Eds). Couples in Conflict. Mahwah, NJ:
Lawrence Erlbaum.
Casing a Promised Land by Goodall: Carbondale: Southern Illinois University
Press.
Conflict Management & Organization Development by Willem F.G. Mastenbroe:
John Wiley & Sons.
Coser, L. The Functions of Social Conflict. New York: Free Press.
Cupach, W.R. & Canary, D.J (1997). Competence in Interpersonal Conflict. Prospect
Heights, IL: Waveland.
International Journal of Conflict Management by Jones, T.S., Remland, NonVerbal Communication and Conflict Escalation: An attribution Based Model.
Leading Through Conflict, How Successful Leaders Transform Differences into
Opportunities by Mark Gerzon: Harvard Business School Press.
Nagy, M. Philosophical Issues in the Psychology of C.G. Jung. Albany: SUNY
Press.
Negotiating Successful Research Collaboration. In J.K. Murnighan, Social
Psychology in Organizations: Advances in Theory and Research. Upper Saddle
River, NJ: Prentice Hall.
Nicotera AM. Conflict & Organizations: Communicative Processes. Albany: SUNY
Press.
Obsborn, A.F. Applied Imagination. New York: Scribner.
PE Nelson, The Language of Conflict and Resolution, Thousand Oaks, CA: Sage.
Rubin, J.B. (2004). Good life: Psychoanalytic Reflections on Move, Ethics, creativity
and spirituality. Albany: SUNY Press.
Scanzoni, J.H., Love and Negotiate: Creative Conflicts in Marriage. Waco, TX:
World Books.
Shapiro, D.L. & Bies, R.J. Threats, Bluffs and Disclaimers in Negotiation.
Organizational Behavior and Human Decision Process.
Shea. Creative Negotiating. Boston, MA: CBI Publishing co.
Successful Negotiation, Strategies & Tactics for Mutual Gain by SL RAO: Wheeler
Publishing.
The Language of Conflict and Resolution by Jones, T.S., Emotional
Communication in Conflict: Essence and impact.
The Mind & Heart of the Negotiator by Leigh L. Thompson: Pearsons.
The Negotiation Handbook by Patrick J. Cleary, Prentice Hall of India.
The Tao of Negotiation, by Edelman & Crain: Harper Business.

LOVELY PROFESSIONAL UNIVERSITY

181

Conflict Management and Negotiation Skills

Notes
Online links

https://wiki.umms.med.umich.edu/display/FAFD/Negotiation+Skills
www.asme.org/products/.../conflict-resolution—concepts-and-practic
www.calumcoburn.co.uk/qa/conflict-and-negotiation
www.creducation.org/cre/teachers/cre_practices.../negotiation_skills
www.en.wikipedia.org/wiki/Conflict_management
www.nego4biz.wordpress.com/.../chapter-1-introduction-to-negotiation
www.negotiationtraining.com.au/questions/conflict-and-negotiation
www.skillsportal.co.za/.../570-conflict-management-negotiation-skills
www.theiia.org/.../conflict-management-and-negotiation-skills

182

LOVELY PROFESSIONAL UNIVERSITY

Amit Kumar Sharma, Lovely Professional University

Unit 9: Distributive Bargaining

Unit 9: Distributive Bargaining

Notes

CONTENTS
Objectives
Introduction
9.1

Negotiation Skills

9.2

Classic Distributive Bargaining Situation

9.3

Opening Offers

9.4

Bracketing

9.5

The Role of Norms

9.6

Relational Norm

9.7

Fairness Norm

9.8

Reciprocity Norm

9.9

Good Faith Bargaining

9.10 Final Negotiated Price
9.11 Summary
9.12 Keywords
9.13 Review Questions
9.14 Further Readings

Objectives
After studying this unit, you will be able to:


Define and Explain the meaning of distributive bargaining



Discuss about negotiation skills



Study the characteristics of classical distributive bargaining situation.



Describe about bracketing

Introduction
Why is it necessary for all negotiators to be prepared to use and/or respond to distributive
bargaining tactics? The basic reason is that, for many novice as well as some experienced
negotiators, distributive bargaining is the heart of negotiation. For them, the word negotiation
brings to mind the classic car-buying situation: a single-deal negotiation in which only one
issue (price) is key, and both sides view the transaction as a zero-sum game. Thus, many
negotiators will view any situation as distributive and therefore will use distributive strategies
and tactics, even though it may not best serve their long-term interests. In general, the distributive
bargaining model is identified by three components: (1) the parties involved view each other as
adversaries; (2) the objective of both parties is to maximize their self-interest or their “share of the
pie”; and (3) they are only concerned about the current negotiation, interacting with each other as
though they have no past relationship and expect no future relationship—and thus are willing
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to use tactics they might not use if they had a continuing relationship. It is important to recognize,
however, that sometimes the parties do have a past and a future relationship—as in labor–
management contract negotiations—but they use the distributive model in spite of this fact and
bargain strictly as adversaries, trying to get a maximum “share of the pie,” seemingly unmindful
that in later months or years they may suffer from the retaliatory tactics of the other party, who
has been waiting to “even the score.”

9.1 Negotiation Skills
In this unit, we present five negotiation skills that can be learned and developed by the novice
negotiator, and applied to the end-of chapter Learning Exercise, “Buying a House.”
Skill 1: Recognize a distributive bargaining situation by the three key components and therefore
prepare to utilize appropriate strategies and tactics to reach a desired settlement.
Skill 2: Begin by determining a reservation price to prevent “the heat of the moment” from
causing you to agree to an unacceptable offer.
Skill 3: Learn how to use bracketing of the other party’s offer to achieve your desired outcome
in a distributive negotiation.
Skill 4: Recognize and use common social norms and accepted practices to evaluate offers,
make counteroffers, and reach a settlement point.
Skill 5: Learn the important role of framing offers to influence how others perceive and respond
to offers.

Self Assessment
Fill in the blanks:
1.

The .............................distributive bargaining situation is one that everyone has experienced.

2.

The .............................exists because the buyer is willing to meet or exceed the seller’s
minimum price.

3.

The single-issue .............................situation is the most common, and the one issue to be
negotiated is usually price.

4.

Once the opening offers are made the real haggling process, often called .............................

5.

Bracketing can be used in small deals and .............................deals.


Case Study

Buying a Work of Art

C

hris Comte is an artist with studios in Morro Bay, California, and Cincinnati,
Ohio. She has built a following of admirers in southern California and in Ohio
and is considered to be very talented by those who collect her paintings. Many of
her works have appeared in magazines such as Southern Living and San Luis Obispo Magazine
and have been purchased and displayed in many prominent locations including art
galleries, courthouses, and private collections. However, like most struggling artists, she
always needs to sell her works for a fair price to pay the bills. One of her favorite (and she
believes one of her best) paintings is of two young women dressed in their finest Sunday
white outfits, sitting in a rowboat on a sunny, lazy August afternoon, with a beautiful
Contd....
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wildflower garden behind them. The painting is simply titled Sunday. A retired couple
from Texas is vacationing in the area for a few days and by chance stop in the studio. While
browsing they pause to admire Sunday. The next day they decide to return to the studio
and possibly buy the painting. The listed price is $12,500. The buyers believe they cannot
afford to pay the asking price, and have decided to offer $7,500, knowing that artists often
negotiate the price of their works. It is a classic distributive bargaining situation. The only
real issue is price. Both parties would like to make a deal, but both also know they can
walk away from the deal.

Notes

9.2 Classic Distributive Bargaining Situation
The classic distributive bargaining situation is one that everyone has experienced. The issue is
between company and client. The company and client do not know each other directly. The only
issue to be negotiated is clients demands of reduction in price. The goal of the client is to get the
material in reduced price and the goal of the company is to sell it on maximum price. Both view
the situation as Win-Lose Bargaining. It is important to consider that in most such distributive
bargaining situations, there actually is no “fair” or “best” price. What is a house worth? It’s
worth whatever price the two parties will agree upon.
Howard Raiffa, in his classic book The Art and Science of Negotiation, provides an analytical model
of this classic distributive bargaining situation. Raiffa explains that when the two parties enter
discussion, each has some idea of what they consider to be their reservation price—the absolute
minimum price that the seller will accept or the absolute maximum price that the buyer is
willing to pay. Let’s call the seller’s reservation price s and the buyer’s reservation price b. What
happens if negotiators do not decide their reservation price before the negotiation begins? They
will be at a real disadvantage because they may easily agree to what they will later admit to
being too much or too little because they were “caught up in the heat of the negotiation.”
Unfortunately this is not a rare situation.
For sellers, the BATNA or s is the price at which they will simply continue to seek another buyer,
and for buyers the BATNA or b is the price at which they will look for another car to buy. If b is
larger than s—that is, if the buyer’s maximum price is greater than the seller’s minimum price—
then there exists a zone of possible agreement (ZOPA), also called the bargaining range, negotiating
latitude, or settlement range because any offer outside of the range will be quickly rejected by one
of the parties. The ZOPA exists because the buyer is willing to meet or exceed the seller’s
minimum price.
However, the mere existence of a positive ZOPA does not guarantee that an agreement will be
reached. After all, negotiators do not usually share with each other their reservation prices and
thus may not realize that a range of possible settlement prices exists, and in fact they may not
reach agreement if they are poor negotiators. Also consider what happens if s is greater than b.
Then the seller’s minimum acceptable price is higher than the buyer’s maximum price, and thus
no ZOPA exists, and no agreement can be reached.

9.3 Opening Offers
Whether negotiators are engaged in the negotiating process of acquiring a new business, a
revised wage agreement, or buying a property, one of the negotiators has to make the first offer.
The million-dollar questions are:
1.

Who should make the first offer, and

2.

How will making or not making the first offer affect the negotiation process and the
result?
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The decision as to who should make the opening move often generates uncertainty and anxiety
amongst negotiators. This is particularly true when they are missing reliable information about
the other party. This will cause them to feel unsure about what offer that party will accept and
what offer is likely to cause the other party to walk away from the negotiation. Additionally, it
is also possible that the other party could deliberately respond with false information to gain a
negotiation advantage.
Given that most negotiations are somewhat unclear at the outset, one school of thought believes
that the opening offer should therefore preferably come from the other party. The basis behind
this thinking is that an opening offer provides valuable information about a party’s negotiating
position. It also provides an indication of what type of agreement would be satisfactory. Although
this appears to be good advice, it unfortunately fails to consider the critical influence first offers
have on how negotiators consider the negotiation process. Reputable psychological research
strongly suggests that negotiators who make first offers often attain better results.

Anchoring a Negotiation
Research has confirmed that the way negotiators perceive the value of any offer made in a
negotiation powerfully correlates to any number affiliated with that offer. Given that numbers
related to an offer tend to have a magnetic influence on the judgment of negotiators, these
numbers are referred to as anchors.
First offers have a vigorous anchoring impact in situations of great fluidity and doubt, as in the
case with many negotiations. First offers maintain a strong authority throughout the negotiation.
This influence is so powerful that even negotiators who are aware of the hypnotic allure of
anchors in terms of their judgment are often unable to resist this influence. Therefore, their
assessment of a first offer seldom breaks out of the field of influence of such anchors.
Greg Northcraft and Margaret Neale researched the phenomenon of anchors. In an experiment
they supplied real estate agents with manipulated price lists for properties (high and low anchors).
These real estate agents were subsequently asked to inspect these properties and appraise their
values and purchase prices. All participants to some degree or other permitted the list prices to
influence their decisions. The list prices clearly caused them to ignore the relevant features of
the properties.
Thomas Mussweiler of the Institute of Psychology at the University of Wurzburg in conjunction
with his colleagues performed a similar experiment where they asked customers to approach
German automotive mechanics (professionals that are well-informed about the true value of
cars) with used cars that were in need of numerous repairs. After offering their own opinion of
the value of these cars, they asked the mechanics for an estimate of their value. Fifty percent of
the mechanics were given a low anchor by the customers stating, “I think that the car should sell for
about 2800.” The remaining fifty percent were provided with a high anchor by the customers
sating, “I think that the car should sell for about 5,000.” Those mechanics who were given the highanchor approximated the value of the cars 1000 above those given the low-anchor.
Even people who recognize that they are wise to anchors are invariably influenced by anchors.
This relates to the fact that high anchors selectively direct attention towards strong, positive
attributes, whereas low anchors selectively direct attention towards weak, negative attributes.
In the case of the estate agents, the high list price pointed their attention towards the positive
features of the properties (spaciousness, a pool, etc.), while at the same time relegating the
negative qualities (a small garden, one garage, etc.) to the back of their minds. The mechanics
who were faced with a low anchor concentrated on the wear and tear the vehicles exhibited and
did not pay heed to the positive aspects such as low mileage and the immaculate interiors.
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Making or not making a First Offer
Research into the affect of anchoring strongly suggests that negotiators who present a first offer
frequently enjoy a substantial negotiation advantage. In many studies sellers who make the first
offer have been found to achieve higher negotiated prices than buyers making first offers.
Making the first offer anchored the negotiation in the favour of the sellers.
Furthermore, researchers have also discovered that the likelihood of a first offer being made
powerfully associates to an increase of the negotiator’s confidence and sense of control at the
negotiation table. Those who are lacking confidence and who feel disempowered by the structure
of a negotiation or the availability of alternatives are less apt to make a first offer. There is also
a great deal of evidence that the size of the first offer impacts the outcome of a negotiation – with
higher or more aggressive first offers delivering better outcomes. First offers predict final
settlement prices more so than ensuing concessionary offers.
Naturally, there are no hard and fast rules that can be applied to every negotiation situation. It
would obviously give an advantage to a negotiator who makes a first offer when they have
insufficient information regarding the other party. They should be aware that the other party is
better informed about the issues being negotiated, and possess better market and industry data.
Sellers or buyers of property, who utilize experienced real estate agents, have access to more
and better information than buyers and sellers who act on their own behalf. The lesson is that
negotiators should prepare sufficiently to be on par or ahead of the other party in terms of their
knowledge of the issues at hand, and of market and industry trends. This allows them the
necessary confidence to propose first offers that will anchor the negotiation in their favour.

How a first offer should be constructed
Although it is apparent that first offers should be strong, negotiators should always be on guard
against becoming too aggressive. This would push them outside the range of what would be
acceptable to the other party. The fear that many negotiators experience in this scenario is that
aggressive first offers may possibly scare or annoy the other party to the extent that they break
off the negotiation is often highly exaggerated. It causes most negotiators to err on the side of
being overly-cautious and the resulting consequence that they fail to form the best possible
agreement.
Aggressive first offers work is advantageous to negotiators for the following reasons:
1.

Such offers assist sellers to attain higher final agreements;

2.

Higher list prices lead to higher final selling prices, as it causes buyers to concentrate on
the positive features of a purchase; and

3.

Aggressive first offers generate leeway for negotiators to give concessions without
exceeding their BATNAs.

First offers that are timid generally place heavy limitations on the ability of a negotiator to
agree to and extract concessions/counter-concessions, or not to go beyond their real base (walk
away value). On the other hand, aggressive first offers allow the other party the scope to negotiate
concessions. The ensuing result is that it increases that party’s sense of achievement and satisfaction,
and consequently the possibility of a mutually beneficial outcome.
First offers provide early insight into the contracting zone (the range between each party’s real
bases), and the range of possible agreements. However, such offers could, if they are absurdly
aggressive, create the perception that a mutually beneficial agreement is impossible, and thus
result in a party invoking its BATNA (Next Best Option).
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Using an “Aspiration Base” focus
When negotiators ponder aggressive first offers, they should make such offers within the context
of the following;
1.

The strength of their BATNA,

2.

Their aspiration base (the target at which their hopes and desires would be fulfilled) and,

3.

Their real base (the bottom line beyond which their BATNA kicks in).

Although a clearly defined real base is an exceedingly important component of any negotiation,
it is important that negotiators concentrate on their aspiration base when developing a first
offer. Research findings reveal that negotiators who concentrate on their aspiration base when
considering first offers are inclined to make more aggressive first offers. They generally achieve
more beneficial outcomes than negotiators who focus on their real base.
Another means to ensure that first offers are not so aggressive as to result in the other party
walking away from the negotiation is by focusing on the other party’s BATNA, and real base,
and on market trends. John Oesch and Glenn Whyte have discovered that the best first offers are
usually those that fall outside the contracting zone, but are not sufficiently far beyond the real
base of the other party to cause an extreme reaction.
When negotiators become too fixated on their aspiration base, they are blinded to advantageous
outcomes that exceed their BATNAs. Their challenge is to focus on their aspiration base and
make an aggressive first offer, but to remain open to making concessions. This prevents the
possibility of rejecting beneficial agreements which ensures a mutually beneficial agreement.

A defense against first offers
When a negotiator doesn’t have the opportunity to present the first offer, their protection
against anchoring rests in making an forceful counteroffer firmly centered around the other
party’s BATNA, real base and aspiration base. The ideal means to propose such an offer is in a
manner that creates a positive climate and blunts the other party’s first offer. The key to protection
lies in a negotiator knowing their aspiration base and the other party’s limitations.
Should the other party propose a first offer that is near to the aspiration base of its counterpart,
the immediate inclination is to agree to that offer and wrap up the negotiation. Research,
however, suggests that immediate acceptance of a first offer is apt to leave the other party filled
with remorse and discontent about not having made a more extreme first offer. It is also not
uncommon for doubts to arise about the quality of the product or service purchased. A disgruntled
party is less likely to live up to the terms of an agreement and may start to immediately begin
plotting how to amend the agreement, extort concessions or gain revenge. Even highly acceptable
first offers should be met with a request for concessions. If nothing extra is imminent the other
party would at least have the gratification that it has achieved a significant victory where both
parties have benefited.

9.4 Bracketing
Once the opening offers are made the real haggling process, often called bracketing, occurs.
Bracketing is the logical bargaining process of moving toward a middle point between the
opening offers.
In 1982, the Americans were negotiating the payoff of a huge international loan with the
government of Mexico. They were about to default on an $82 billion loan. Their chief negotiator
was Jesus Herzog, their finance minister. Treasury Secretary Donald Regan and Federal Reserve
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Board Chairman Paul Volker represented the American side. In a creative solution, the Americans
asked Mexico to contribute huge amounts of petroleum to their strategic petroleum reserve,
which Herzog agreed to do. That didn’t settle it all, however. The Americans proposed to the
Mexicans that they pay them a $100 million negotiating fee, which was a politically acceptable
way to pay accrued interest. When President Lopez Portillo heard what the Americans were
asking for, he went ballistic. He said the equivalent of: “You tell Ronald Reagan to drop dead.
We’re not paying the United States a negotiating fee. Not one peso.” So now the Americans had
the negotiating range established. They asked for $100 million. The Mexicans were offering
zero. Guess what they ended up paying? That’s right – $50 million.

Notes

So often, in little things and in big things, we end up splitting the difference. With Bracketing,
Power Negotiators are assured that if that happens, they still get what they want.
To Bracket, you must get the other side to state its position first. If the other side can get you to
state your position first, then it can Bracket you so that, if you end up splitting the difference as
so often happens, it ends up getting what it wanted. That’s an underlying principle of negotiating:
Get the other person to state his or her position first. It may not be as bad as you fear, and it’s the
only way you can Bracket his or her proposal.
Conversely, don’t let the other side trick you into committing first.
If the status quo is fine with you and there is no pressure on you to make a move, be bold enough
to say to the other side, “You approached me. The way things are satisfies me. If you want to do
this, you’ll have to make a proposal to me.”
Another benefit of Bracketing is that it tells you how big your concessions can be as the negotiation
progresses. Let’s take a look at how this would work with the three situations I described earlier:
1.

You hope that your boss will give you a 10 percent increase in pay, so you ask him for
20 percent. He offers you 5 percent, so you can now lower your demand to 15 percent.

If you want to be a better bargainer, take a tip from the Power Negotiators: Get the other side
committed to a position first and then Bracket your objective. You’re far more likely to end up
with what you want.

Did u know? How to Respond to an Extreme opening offer

How should you respond to an extreme opening offer—which might set an anchor in
favor of the other party? Keep in mind that an unrealistic opening offer is often simply a
tactic employed by the other side, not an insult. The other party simply is trying to lower
your expectation, and in the process establish its extreme offer as an anchor point. Negotiators
are especially likely to use this tactic if they believe you may end up agreeing to split the
difference between your reasonable offer and their extreme offer. Thus you should first
recognize their extreme offer for what is it—and quickly dismiss it with a response such as
“Outrageous!” or “Ridiculous—$11,000 is not in the ballpark!” The goal is to get them to
abandon the possibility that their offer will be considered at all in the ensuing negotiations.
Then quickly follow up with your own opening offer based on facts or a defensible
position. For example: “The Blue Book on this vehicle is $18,500, and that is for a car in
average condition. This one has low mileage and is in excellent condition, so I believe
$20,500 is a fair price. Now what is your offer?” With this response, you accomplished two
important objectives—first, you dismissed their extreme offer, effectively removing it as
a potential anchor, and then you focused the discussion on your price by basing your offer
on facts. Source: Roger Fisher, William Ury, and Bruce Patton, Getting to Yes, 2nd ed. (New
York: Penguin Books, 1991), 138–140.
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Task Elucidate the following statements:
1.

The classic distributive bargaining situation is one that everyone has experienced.

2.

Negotiation researchers have concluded that the fairness norm may be the most
commonly employed norm.

3.

The reciprocity norm, or the human tendency to respond to the actions of others
with equal or similar actions.

Self Assessment
State whether the following statements are true or False:
6.

Future negotiations with the same party are often anticipated, and therefore negotiators
will seek to avoid harming the future relationship between the parties.

7.

People from other organizations expect negotiated “favors” to be repaid at a later date.

8.

Conflict is critical to a long-term relationship, so agreements must include less nitpicking,
fewer what-ifs or contingency clauses.

9.

Making decisions based on a contingency such as fairness is easier than making decisions
on offers that are randomly tossed out.

10.

An offer based on a norm is more persuasive than an double number, and thus more likely
to receive serious consideration.

11.

Contingency contracts are commonplace in business.

!
Caution In North America and Europe bargaining is restricted to expensive or one-of-akind items (automobiles, jewellery, art, real estate, trade sales of businesses) and informal
sales settings such as flea markets and garage sales. In other regions of the world bargaining
may be the norm even for small commercial transactions.

9.5 The Role of Norms
Once each party has determined its reservation price and the two parties have exchanged initial
offers, now they must arrive at a price somewhere in the range between the two initial offers.
This situation represents the basic distributive bargaining question—how to distribute the
possible gain available to both parties. How do the negotiators proceed? What motivates them
to make a particular counteroffer, or accept or reject a counteroffer made by the other party?
Negotiations seldom take place in a vacuum. Instead they are often guided by social norms and
accepted practices that are based on the context of the situation. The two negotiators in this
situation might proceed according to one or more common norms, which research and theory
indicate, will most likely guide their behavior.
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Table 9.1: How Norms Can Be Used to Support an
Offer, or Evaluate a Counteroffer

Notes

In general, there are four major types of norms that might influence a negotiator’s behavior:
(1) relational norms, (2) fairness norms, (3) reciprocity norms, and (4) good faith bargaining.
Table 9.1 provides a summary of each norm and the basis upon which a negotiator will use it to
develop or react to a proposal.

9.6 Relational Norm
In a negotiation situation the parties may be involved in a strictly win-lose relationship, as
described earlier in this unit. They are concerned only with maximizing their outcomes. However,
in many real-world situations the parties often have a communal relationship—they are family,
friends, neighbors, or may have a continuing business or organizational connection.
Organizational cultures, like national cultures, can produce shared ideas and practices—causing
negotiators to seek the maintenance of long-term positive relationships even as they seek to
maximize their outcomes when negotiating. This desire is referred to as a relational norm and
can easily cause tension between the desire to maximize outcomes and the desire to maintain a
positive relationship.
Research on relational motives and norms indicates that, when present in a negotiation situation,
such norms can cause negotiators to overlook maximum outcomes in favor of suboptimal or
less efficient trades that are viewed as providing a more satisfying relationship. Perhaps the
most extreme application of relational norms occur in romantic relationships among
“negotiators” whose concern for the relationship far exceeds the desire to achieve maximum
exchange outcomes.
O. Henry’s classic 1905 story “The Gift of the Magi” describes the extreme romantic relational
situation in which a young couple each sacrifice their most prized possession, only to receive in
return something that has no practical value. O. Henry, however, might argue that the couple
made the wisest possible relational exchange (see Box 9.1).
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Box 9.1: Lesson from the Gift of Maggi

Why are relational norms important? Too often people, especially novice negotiators, view a
negotiation situation in a purely exchange mode or one-time interaction, without regard for the
future relationship between the parties. Therefore their objective is to win at all costs, to maximize
the gain in a purely distributive bargaining context. This one-time “car-buying” situation may
indeed be valid in many negotiation situations, but in many other situations it is not a valid
assessment because the parties have a future relationship, at least to some extent. Organizational
examples of relational norms include the common ones between managers, suppliers, co-workers,
and vendors. Two major organizational developments in the past 20 years have contributed to
the increased importance of relationships in negotiations: First, “flatter organizations”—those
with fewer levels between president and the entry level—have become more common. Within
flatter organizations, employees are given greater decision-making autonomy, and thus are
increasingly empowered to negotiate with others within the organization. Second, organizations
have become more inclined to develop partnerships with suppliers and other outside
organizations, and therefore are more inclined to maintain long-term relationships. Due to
these developments both within and between organizations, relational norms are more important
today than in the past, primarily for three reasons:
1.

Future negotiations with the same party are often anticipated, and therefore negotiators
will seek to avoid harming the future relationship between the parties. Thus the relational
norm effectively moderates the exchange relationship.

2.

People from other organizations expect negotiated “favors” to be repaid at a later date.

3.

Trust is critical to a long-term relationship, so agreements must include less nitpicking,
fewer what-ifs or contingency clauses. A higher level of trust is expected.

9.7 Fairness Norm
According to Richard Shell, professor of legal studies and management and academic director of
the Wharton Executive Negotiation Workshop, the negotiation process involves one of human
nature’s most basic psychological drives: the need to maintain an appearance of consistency and
fairness in both words and deeds.
Psychologists call this need to appear reasonable “the consistency principle.” Negotiations of
all types provide situations in which people seek consistency due to the high level of uncertainty.
The use of a norm to provide consistency in a bargaining situation can give a negotiator what
Shell calls “normative leverage.” Negotiators who correctly anticipate the other party’s norm
and therefore frame their proposal within that context can gain an advantage.
Negotiation researchers have concluded that the fairness norm may be the most commonly
employed norm. It includes four major variations: (1) the equality norm, which negotiators
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often call the “50-50” or “split-the-difference” (which certainly sounds fair since both sides gain
an equal amount, but is really fair only if the initial offers were equally fair to both parties,
which is highly unlikely); (2) the equity norm, or a split based on the proportional input of the
parties; (3) the need norm, which can be a powerful social norm; and (4) the norm of maintaining
the status quo, which keeps all significant issues in their current state. Box 9.2 provides an
example of how the fairness norm works.

Notes

To illustrate the first three of these fairness norms, consider three adult children who must
decide how to divide the estate of their parents. Only three items of value remain. The most
valuable of these is a new Mercedes-Benz; the other two items are a set of dining room furniture
and a kitchen table and chairs. One child proposes they sell the items and split the proceeds, thus
utilizing the equality norm. A second child notes that she provided the majority of the care for the
parents over the last several months, and thus she believes she has earned the Mercedes. She is
utilizing the equity norm. The third child explains how her car has more than 200,000 miles and
is constantly in the shop, and therefore she could really use a new car. Therefore she is utilizing
the need norm.
A fourth fairness norm employed by some negotiators and arbitrators is maintaining the status
quo. Many labor contracts, for example, leave most current provisions unchanged, although a
few key ones are negotiated. It’s not always assumed that the status quo is fair, but if things were
accepted and used once, then they may work again. And sometimes it’s easier not to change
something than to try to reach an agreement on a new proposal.
In the employer–employee relationship, what is commonly termed the equity principle is actually
just the fairness norm—in this case, the equity norm variation— at work. The equity norm is
based on the work of J. Stacey Adams, who found that employees compare the ratio of their own
organizational outcomes/inputs to the perceived ratios of other employees’ outcomes/inputs—
where outcomes include pay, recognition, bonuses, and so forth, and inputs include factors such as
work effort, hours, and ideas. If employees perceive the ratios to be roughly equal, then they
experience job satisfaction. However, if they perceive the ratios to be unequal, then they feel
unfairly treated by the employer and will usually attempt to balance the ratios by seeking an
increase in the outcomes received or, more likely, reducing their inputs or work effort, or even
looking for another job. Thus the employee equity norm is quite similar to the fairness norm in
a negotiation situation, except that the other party is the employer. Both are generally based on
one of the cornerstones of Western culture—fair treatment. Religious, political, and labor
organizations have often worked hard to achieve equity or fairness in our society. Issues such as
gay marriage or discrimination based on race, religion, or age are often framed in terms of
fairness or equity. It is important to note that the common use of fairness norms in negotiations
should not be confused with what is the “right,” “best,” or “fairest” solution. A fairness norm or
any other norm is simply an external standard that people employ to guide them in negotiations.
However it may provide a very convincing argument in support of a proposal. Using norms or
standards does not provide negotiators with a means of reaching the “fairest” outcome. Why?
Reasonable people can use different norms and facts to reach different solutions. However
utilizing norms or standards can assist negotiators in their efforts to reach an agreement in at
least three ways:
1.

Making decisions based on a norm such as fairness is easier than making decisions on
offers that are randomly tossed out.

2.

An offer based on a norm is more persuasive than an arbitrary number, and thus more
likely to receive serious consideration.

3.

It is easier to agree to the other party’s offer if it is based on a norm, because you are
agreeing to a principle, not a pressure tactic. For example, would you find it easier to
agree to “That is my final offer—it’s what I want, and I don’t have to explain it!” or “I can’t
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lower the price any more—it’s already $2,000 less than what we sold the last one for, and
I matched your concession, which I think is only fair, so do we have a deal?”
Box 9.2: Fairness Norm Example

9.8 Reciprocity Norm
The reciprocity norm, or the human tendency to respond to the actions of others with equal or
similar actions, is a third major type of norm. Someone who believes that “an eye for an eye” is
the most reasonable response to another party is applying the reciprocity norm. For example, a
seller who drops her price by $2,000 may expect the buyer to counter with a $2,000 higher offer.
At the negotiation table, a single act of hostility—or one of respect and cooperation—can be
responded to with like action, and start an ongoing cycle that can last for years, even after the
individuals who initiated it are long gone. Such cycles, which often grow from a perception of
hostility or unfairness, can become vicious. Alternatively, they can be positive or virtuous if the
negotiation process itself is perceived to be fair and the outcomes are perceived to be fair. Such
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cycles are often perpetuated by other human behaviors, including (1) naïve realism—when people
assume their view of the world, and only their view, reflects reality, (2) confirmatory bias—when
people tend to seek only information that confirms their original position or belief, and
(3) accuser bias—when we tend to hold someone who has harmed us once excessively responsible
for other actions. These human tendencies cause the cycles of vicious or virtuous behavior to be
perpetuated, and the reciprocity norm to be practiced.

Notes

9.9 Good Faith Bargaining
Good faith bargaining is a fourth major type of norm, and in a negotiation situation generally
means that people expect certain behaviors from the other negotiators, including the following:
1.

They will honor what they propose in bargaining; they do not retract an offer once made
and accepted, and if necessary they sign written agreements.

2.

They are willing to meet together, at reasonable times and places, to discuss issues.

3.

They are willing to make proposals on each of the issues at hand.

4.

They will engage in a process of give-and-take or compromise.

5.

They provide only honest information, and if necessary will share their sources of
information. It is important to realize that in most negotiation situations, however, there
are no legal or prescribed rules for good faith bargaining, and unfortunately reasonable
people can disagree as to exactly what behaviors define “good faith.” Thus, one party may
feel that the other has violated the rules of good faith bargaining, and discussions can be
prematurely terminated. Why? It is often said that a negotiator’s greatest asset is integrity.
Few negotiators will continue to meet with someone they no longer trust to be negotiating
in good faith, since they cannot expect to reach an agreement, or if one is reached, they fear
it will not be implemented as negotiated.

Workplace collective bargaining in the United States is a specialized negotiation situation that
involves representatives from labor and management—an example of the good faith bargaining
norm in action. The National Labor Relations Act of 1935 and its amendments require the
representatives to meet at reasonable times and confer in good faith on issues such as wages,
benefits, hours, and working conditions. This requirement includes active participation with an
intention to reach an agreement and to sign binding agreements on mutually acceptable terms.
It does not however, require either party to make a concession or agree to a proposal.

Counter offers
Returning to the Chapter Case, the buyers and the seller of the work of art (refer again to
Box 9.2) will draw upon one or more of the negotiation norms just discussed as a basis for
making counteroffers to the other party and for evaluating the counteroffers received. In addition,
during this give-and-take process they may choose to utilize one or more of the common
negotiation tactics described in As you recall, these tactics include (1) making extreme or even
ridiculous opening offers—designed to cause the other side to question its own opening positions;
(2) claiming limited authority to make concessions; (3) using emotional outbursts such as
shouting, cursing, name-calling, and even walking out in a huff as part of a posturing strategy;
(4) offering few concessions, they view concessions as a sign of weakness, and thus offer few
themselves, and seldom offer a concession not even in return when concessions are made by the
other side; (5) resisting deadlines and using time as their ally, preferring a delayed settlement if
it gains something, however small, for their side; and (6) waiting to counter after receiving an
offer.
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Did u know? Wait to Counter

In time, the buyers and the seller in our Chapter Case (refer again to Box 9.2) agreed upon a
negotiated price, X, that fell within the ZOPA of $8,000–$11,000 and thus met the reservation
price of both parties. Exactly which price a party accepts often depends on how the offer is
framed when it is presented.

Framing Positions
After identifying the issues to be negotiated, the next step in the preparation process is to
carefully “frame” each issue (or group of issues)—that is, decide exactly how the issue will be
presented to the other side in a context that is convincing. Framing is recognized as a key
variable in the negotiation process because how an offer is framed has a significant impact on
how it will be viewed by the other party. In general, the framing of a position refers to the
wording and context of the offer. The art of framing positions, offers, and counters is considered
one of the key negotiation skills that must be learned by the novice negotiator. Why is framing
so important? Noted mediator Theodore Kheel explains that while the facts and numbers in a
proposal are important, people often attach significant meaning to words, which therefore
affects their view of the proposal. Kheel cites an interesting example in U.S. history. One Gallop
survey taken the day after President Bill Clinton confessed his affair with Monica Lewinsky
used traditional wording: “Now I’d like to get your opinion about some people in the news.
As I read the name, please say if you have a favorable or unfavorable opinion of this person. …”
The result was 55% favorable, 42% unfavorable. Yet another Gallop survey on the same day used
different wording: “Now thinking about Bill Clinton as a person, do you have a favorable or
unfavorable opinion of him?” The result was 40% favorable, 48% unfavorable. Two polls taken
on the same day by the same professional polling organization, with different wording, which
therefore framed the question differently, produced significantly different results.
One example of framing that received national attention occurred in the O. J. Simpson murder
trial. The prosecution chose to frame the trial as “O. J. Simpson the wife-beater v. The female victim,”
while the defense chose to frame the trial as “O. J. the ethnic minority victim v. The racist police
force”—the frame accepted by the jury that acquitted him.
People often view the same issue quite differently, especially when they sit across from each
other in negotiations. They naturally bring different perspectives, expectations, biases, and
experiences to the table. How should an issue be framed? First, consider each issue simply as a
point of disagreement between the parties.
Issues may focus on procedures—exact payment method, the timing of delivery, and so forth—or
on content—price, contract length, quantity. In general you can frame an issue in a slanted manner
that puts your position in the best possible light (“A fair price is $20,000 because that is the book
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value”), or in a non-judgemental manner that states the issue as a question and invites the parties
to search for a solution (“How can we objectively estimate a fair price?”). This latter method of
framing is less antagonistic and moves discussions toward a process of creative problem solving
if both parties are open to using it Herb Cohen suggests that issues should be presented in terms
of three critical elements:
1.

Information: What do you know about the priorities, limits, and strategy of the other
side?

2.

Time: Is either side operating under a deadline? Is there pressure from an outside party to
settle quickly?

3.

Power: Who has the ability to exercise control over the situation? Power can originate
from different sources: (a) competition—if three parties make offers on the same house,
who has the power? the seller, of course; (b) expertise—a third party supports your position
and thus gives it validity; (c) persuasive capacity—experienced negotiators clearly present
the issues, provide strong evidence to support their positions, and offer proposals that
meet the needs of both sides. The framing of an issue can greatly affect the outcome of the
bargaining. Even a one-word change can significantly alter how both sides view the
issues. For example, in negotiations to merge two organizations, the managers were
reviewing the personnel files of each key person. In each case only one person would be
retained. In the case of one high-ranking position, a manager stated, “Now in thinking
about Taylor, he is too valuable not to keep him, and in the HR director’s job.” The second
manager who wanted his own person, Lane, in that position needed to quickly reframe
the issue of Taylor and repeated the statement with a one-word insertion: “In thinking
about Taylor, he thinks he is too valuable not to keep him, and in the HR director’s job!”
The issue of Taylor’s worth in the new organization was totally changed from fact to only
his lofty opinion of himself, and Lane ended up in the position.

Notes

Negotiation scholar David Venter suggests four types of frames to consider in a negotiation
situation: reframing the issue, focus framing, contrast framing, and negative framing (see
Table 9.2).
Table 9.2: Four Types of Frames

Reframing Offers To be perfectly clear, the value of two offers can be identical but the manner in
which they are framed or worded can substantially affect how they are received and thus possibly
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accepted. For example, in a research study people were asked to choose between two plans of
action, when three plants were scheduled to be closed and 6,000 employees laid off:
Plan A: This plan will save one of the three plants and 2,000 jobs.
Plan B: This plan has a one-third probability of saving all three plants and all 6,000 jobs but has
a two-thirds probability of saving no plants and no jobs.
Then participants were asked to choose between plan B (same wording) and plan C: Plan C: This
plan will result in the loss of two of the three plants and 4,000 jobs.
The two pairs of choices contained the exact same values or facts—plans A and C both will save
only one plant of the three plants, and 2,000 of 6,000 jobs. Yet 80% of the people in the study
choose plan A in the first set of options, but then 80% chose plan B in the second set. The only
difference was the positive framing of plan compared to the negative framing of plan C.
In his book Getting Past No, William Ury suggests that negotiators should, in practice, never
reject an opponent’s offer, but instead reframe it or literally “change the frame around the picture”
so it satisfies the interests of both parties. Ury further suggests that reframing is the most
valuable tactic in negotiations—and the single most valuable tool in reframing is the question
asked, which should focus interests on each side. Ury suggests that the most useful reframing
questions include the following:


Ask why: Instead of treating the other party’s offer as an adversarial position, use it as an
opportunity to better understand their interest or to test the firmness of the position. For
example, “Why did you choose that exact number?” or “Why are you so determined to
settle on that number—where did it come from?” A powerful “why” question can invoke
the fairness norm: “Why is that a fair price?” Even if the other party refuses to directly
defend the fairness of their number, the very fact that it cannot be easily defended inserts
doubt in their mind about their own position, and thus makes it easier to achieve a
concession.



Ask why not: If the other party will not reveal the source of their position, asking “why
not” can help uncover their real interests. For example: “Why not simply divide the
difference equally?” or “Why not change our assumptions and see what figure the actuary
gives us?” The answer to your question may reveal important information about the true
interests of the other party.



Ask what if: Instead of disagreeing with the offer of the other party, acknowledge it and
respond with an option. For example: “I understand you believe you must have a 12%
increase. What if we agreed to that figure—but to help pay for it, health care co-pays were
changed?”



Ask for advice: If asked in a constructive manner, the other party may develop an option
that represents positive movement toward a settlement. For example: “How would you
suggest I present that offer to my manager when company policy restricts us from providing
service beyond one year?” or “I can agree to your price, if you can find a way to cover my
delivery charges.” Opponents often appreciate the opportunity to help develop mutually
agreeable options, and once involved, may even develop a sense of ownership in the
options suggested, and thus help one of them become a settlement point.

Reframing Personal Attacks Making personal attacks has, unfortunately, become a common
tactic in negotiations. The other party may simply get caught up in the “heat of battle,” or may
actually plan on using personal attacks as a means of getting the other party emotionally
involved and thus possibly less focused on their objectives. Personal attacks may be direct, such
as: “I can’t stand dealing with low-life people like you!” or “You are simply too stupid to realize
that I’m going to win.” Or, they may be indirect, attacking your skill as a negotiator: “Are you
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sure you can afford this vacation home?” or “I don’t think you can analyze this proposal in time
for us to reach a deal—you’d better get help.”

Notes

How should you respond to personal attacks? First and foremost, prepare yourself for the
possibility. If you have never been exposed to such a tactic, but expect it might occur in your next
encounter, then as part of your preparation think about how you will respond—and most
important, don’t let a personal attack get you emotionally involved. If your emotions take over
your strategy, then you have given the other party a major advantage.
For example, a few years ago a real estate developer bought two-thirds of a valuable piece of
lakefront property, expecting to buy the other third that was for sale and was the key to the total
development project. The developer had already made one critical mistake by purchasing the
first two-thirds of the property with no guarantee that he could buy the other third; he failed to
realize the significant leverage he had given the other party who owned the last one-third of the
property. Then in the first face-to-face meeting to discuss the remaining third of the property, he
became enraged when the owners indicated they would prefer to sell their third of the land to
someone else, even if at the same price. The developer took this negotiation tactic—introducing
the existence of another buyer who is not at the table—as a personal attack and repeatedly asked,
“Why isn’t my money just as good as theirs?” and “Why do they only need to match my offer,
but I must beat their offer?” In what is an all too common response when someone becomes
emotionally involved, the developer angrily left the meeting, hired an attorney, and spent the
next several months in court. In the end, he paid the same amount that the owners of the last onethird of the property had asked in the beginning, which was approximately just a little more
than what he paid per for acre for the first two-thirds of the property. But his emotions led him
to waste thousands of dollars on legal expenses and court fees.
What are successful responses to personal attacks on your character or abilities? First, as was just
discussed, prepare yourself for the possibility. If you have never experienced such an encounter,
then consider role-playing with someone who is experienced. Get used to the name-calling and
keeping your mind focused on the issues at hand. Practice resisting the temptation to defend
yourself—or worse, to respond with similar personal attacks. Both of these responses are perfectly
natural, and tempting, but almost never productive. Instead they usually raise the emotional
level of the other party to even higher levels, and decrease the likelihood of reaching an agreement.
Instead, consider the advice of Roger Fisher and William Ury in their landmark book Getting to
Yes. First, recognize a personal attack for what it is, and respond by sitting back and letting the other
party blow off steam. Keep in mind, it’s only a tactic to gain advantage over you, so don’t let it
reach your emotions. It might be helpful to respond with: “I think we all need a break, and in fact
let’s take a 15- minute break.” Second, reframe their attack on you as an attack on the problem or issues
at hand. In the real estate example just described, the buyer—instead of reacting emotionally and
hiring an attorney—could have responded with: “When you indicate that you would just as
soon sell your property to someone else, even at the same price, what I hear is there may be
other interested buyers, and since this is a valuable piece of property, that is certainly a possibility.
But I’m prepared to make you a fair offer today. What do suggest is a reasonable price?” That
response would have reframed the personal attack back to the issue of settling on a price for the
property. And it would have advanced negotiations without insulting the seller or falling for
their tactic of introducing another possible buyer. Third, consider responding with silence or a
question. Silence is a powerful tool in many negotiation situations Silence after receiving a
personal attack may cause the other party to become uncomfortable, and feel they have caused
a stalemate. Thus, they may feel compelled to break the silence by making a positive statement
and getting things back on track: “Well, that is not really a fair thing to say, let’s get back to
work.” A carefully worded statement might achieve the same response. In the previous real
Source: Michael R. Carrell and Christina Heavrin, The Everyday Negotiator (Amherst, MA: HRD
Press, 2004), 118–121.

LOVELY PROFESSIONAL UNIVERSITY

199

Conflict Management and Negotiation Skills

Notes

Notes

Tactics for Success

“Silence Is Golden”
When negotiations reach a critical point— such as when one party makes a verbal attack,
refuses to make any concessions, or threatens to walk out—one tactic that might turn the
tide is silence. A negotiator who says nothing in response to a verbal attack, unreasonable
demand, or threat does, in fact, send a clear signal to the other party. Often, after a few
minutes of silence, the negotiator who caused the breakdown will feel uncomfortable and
make a conciliatory statement or concession in order to get the other party to continue to
negotiate. If not, the silent party has not lost anything, and most likely will have
communicated his or her displeasure with the actions of the other side. Experienced
negotiators have learned that “silence is golden” when applied in appropriate situations.
To state example, the buyer might have responded with: “Would you prefer to end this
discussion and bring the other party to the table to negotiate a deal?” The question would
have reframed the discussion to focus on the issue at hand.

9.10 Final Negotiated Price
At some point in the negotiation process, the parties involved believe they are close to a
settlement. Before making a declaration such as “Well, I guess we’re done” or “I think we have
a deal,” an experienced negotiator will consider a few critical points.
First, although price was the major issue being negotiated, ask if it is really the only issue. For
example, a homeowner and home repair contractor agree on a price for siding installation, and
they sign a standard form stating the price and a brief description of the work to be done.
However, after the work is finished, the homeowner refuses to pay the contractor, perhaps
because he is unhappy with the work, or it was completed later than they expected, or perhaps
just because the homeowner thinks he can get away with not paying. If other issues had been
negotiated as well—such as exactly how it will be determined when the work is finished (does
the contractor or homeowner alone decide?), what interest the contractor is entitled to collect if
payment is late, and who pays legal fees if the case goes to court—then both parties would be
better served. A contract that specifies these issues in addition to the price can be critical to
preventing common disputes, which arise in about 12% of all home repair contracts, according
to the National Association of Remodeling Industry. In most simple distributive bargaining
situations, shaking hands and exchanging a product for cash is all there is to it. However, if an
immediate exchange of cash for goods is not possible, the bargainers should consider the classic
economic principle of “the time value of money.” This basic concept has caused many deals to
sour after an agreement is reached. Thus a second point to consider is the need for a contingency
contract. A contingency contract is an agreement that specifies how a future event will change
specific issues contained in the contract. If such a future issue cannot be foreseen, a contingency
contract can allow the parties to reach agreement on all other issues, and then provide for
exactly how the terms will be finalized once the future event is known.
Contingency contracts are commonplace in business, but they can also be useful in personal
negotiations among family, friends, or neighbors. For example, three adult children over a
period of several months distributed all of the property, household, and personal items in the
estate of their late parents. As their parents wished, the process had gone smoothly and without
any serious disagreements. Only the disposition of their parents’ home of 40 years remained to
be negotiated. The parents’ will specified that all estate items were to be divided equally, thus
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the logical solution was to sell the home and divide the proceeds into equal thirds. One of the
three, however, asked her siblings if she could buy their two-thirds interests in the house so she
could live in it. Because the other two had no similar desire and liked the idea of a family
member keeping the house, they responded positively to the proposal. Exactly how should they
negotiate a “fair” sale price might be considered a common distributive bargaining situation,
except the parties were not adversaries and had a continuing relationship (relational norm).
They agreed to hire a trusted real estate agent to inspect the house and suggest a market price.
Then they signed a written contract, which of course contained the market price. All three
believed they had negotiated in a fair and responsible manner for all concerned. However, at
the request of the one who was buying the house, the other two agreed to wait until she sold her
existing home before closing the deal on their parents’ home. They thought this a reasonable
request, since she could not easily afford two house payments. Unfortunately none of the three
foresaw what then happened. The daughter listed her home well above its market value and it
took 18 months to sell. During the first few months, she moved into their parents’ home. The
contract had not included any specified maximum period of time to closing, or who would pay
the utilities and taxes until the closing, or if any “rent” should be paid by the daughter during
what became 18 long months of escalating tension among the three siblings. By the time the
daughter did sell her house, these issues caused bitter feelings among the three. The two other
children believed they had lost at least $12,000 each due to the length of the process. If, in
addition to price, a contingency contract had been negotiated, the three siblings might easily
have avoided a great deal of anguish. For example, the contract on the house could have included
a standard clause requiring closing at the agreed-to price within 90 days, and a contingency
clause could specify that if the daughter did not sell her house within 90 days she would owe a
specified amount of rent, plus utilities and taxes to be paid at the closing. The clause might also
specify a maximum period of two years for the closing, after which the house would be put on
the market.

Notes

Contingency contracts can be valuable in many negotiation situations if any future event will
likely alter the outcome of the negotiated deal. In a noted Harvard Business Review article,
researchers Max H. Bazerman and James J. Gillespie cite several possible benefits of using a
contingency contract, as follows:


The parties can counter negotiation biases by including future scenarios predicted by each
party (such as mortgage rates in 12 months), and then letting future events decide which
was correct.



An impasse can be avoided by allowing the outcome of a future event to determine a
critical portion of the agreement. For example, Bazerman and Gillespie recall when
negotiations between a television production company and an independent station broke
down over different expectations of the ratings of the show in question, with each ratings
point worth about $1 million. A contingency contract could have specified that a $1 million
license fee per ratings point, as determined by the Nielsen ratings on a specified future
date, would be paid per the terms of the contract.



It can motivate parties to perform at higher levels. For example, in the estate house
dispute just discussed, a contingency contract may have motivated the daughter to sell her
own house at a lower price or spend more time and effort fixing it up before she put it on
the market—to avoid paying rent and other expenses after the 90-day period.



The potential risk involved can be shared by the parties, rather than specifying an outcome
at the present, when uncertainty about future events may make them uneasy about their
level of risk. Retailers, for example, often share the potential risk of unsold products
through contingency contracts with vendors by agreeing to rebates on unsold inventory.
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Bazerman and Gillespie also point out that contingency contracts may not be right in every
situation due to their potential limitations. First, they require a continuing relationship between
the parties, which might not always be possible. Second, they may not be easily enforceable, and
court costs can be prohibitive. And third, they require transparency—the future event must be
easily and objectively measured and not subject to manipulation by either party.
Let us now return to the Chapter Case. The seller listed her initial price or opening offer at
$12,500 and the buyers made an opening offer of $7,500. The parties then decided, but kept
confidential, their bottom line or reservation price. The seller decided she could accept no less
than $8,000 and still realize a reasonable profit. The buyers decided their absolute limit was
$11,000. Thus the range of possible settlement amounts, or zone of possible agreement (ZOPA),
became $8,000–$11,000—although neither side could know the range since neither knew the
other party’s reservation price. So how might this classic distributive bargaining situation have
been settled? Because the buyer made the first verbal offer of $7,500, it is likely that the seller
would make the first counteroffer. She would likely utilize the good faith bargaining norm and
decide to show her willingness for give-and-take by making a counteroffer of $11,000, and
frame her offer with, “I’m very pleased that you are sincerely interested in Sunday. I know you
have looked at it before. But this work is similar in size, detail, and content to three others that
I sold in this price range over the last year, all with about the same number of hours invested.
Also, I consider it to be one of my best paintings. For you I’m willing to come down $1,500, to
$11,000.” By citing the number of hours she has invested in the painting, the seller brought the
need norm (see p. 67) into the negotiation. The buyers realize that $11,000 is their reservation
price, and if they are particularly anxious to close the deal, or perhaps if they are inexperienced
negotiators, they might agree to $11,000. But they likely would rely on the equality fairness
norm and offer to split the difference of $3,500 ($11,000–$7,500) and thus offer $9,250. They
would decide to make this offer because it is an equal sacrifice by both parties, and because it’s
not a round number and is based on a defensible position, which makes them more comfortable
in offering it to the seller. Since the new counteroffer of $9,250 is higher than her reservation
price, the seller might accept it if she was significantly motivated to sell. Or, she might decide
that since the buyers have only made one counteroffer, they have not made their “highest and
final offer,” and thus she offers to make a second, but smaller, concession of $1,000, again noting
that the work is similar to others that sold at higher prices. At this point the buyers might agree
to her second counter of $10,000, and thus close the deal. Both parties will likely believe they
have negotiated a “good deal.” The seller gained $2,500 over the buyers’ opening offer, and
realized $2,000 more than her reservation price. The buyers also perceived they gained, because
the final price was $2,500 less than the listed price, and they paid $1,000 below their reservation
price.
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Figure 9.1: Negotiation Settlement
(Applied to the Chapter Case, “Buying a Work of Art”

Notes

Self Assessment
Multiple choice Questions:
12.

13.

14.

Distributive bargaining is a negotiation method in which two parties strive to ......................
each party trying to avoid ..............................
(a)

Bargain collectively; reach a settlement

(b)

Divide a fixed pool of resources; maximize its share

(c)

Increase a fixed pool of resources; share the pool equally

(d)

Increase a fixed pool of resources; minimize its share

Distributive bargaining is also commonly described as all of the following, except;
(a)

Zero-sum

(b)

Win-lose

(c)

Hard Bargaining

(d)

Lose-lose

A negotiator who responds to a counteroffer with one of equal value is utilizing the;
(a)

Equality norm

(b)

Need norm

(c)

Equity norm

(d)

Reciprocity norm
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9.11 Summary


For sellers, the BATNA or s is the price at which they will simply continue to seek another
buyer, and for buyers the BATNA or b is the price at which they will look for another car
to buy.



One critical piece of information that can provide a distinct advantage is the reservation
price of the other side, or how eager the other party is to reach an agreement.



A third important factor is the skill of the negotiator.



Negotiators who prepare in advance and successfully utilize commonly practiced
negotiation tactics will reach agreements that are more favorable to them.



Facts, beliefs, and feelings about the relationships between the parties.



Open discussion of the negotiation process that helps understand and manage the process.



The single-issue negotiation situation is the most common, and the one issue to be
negotiated is usually price



Once the opening offers are made the real haggling process, often called bracketing,
occurs.



In a negotiation situation the parties may be involved in a strictly win-lose relationship



The reciprocity norm, or the human tendency to respond to the actions of others with
equal or similar actions, is a third major type of norm.



Good faith bargaining is a fourth major type of norm, and in a negotiation situation
generally means that people expect certain behaviors from the other negotiators



At some point in the negotiation process, the parties involved believe they are close to a
settlement.

9.12 Keywords
Contingency Contract: A contingency contract is an agreement that specifies how a future event
will change specific issues contained in the contract. If such a future issue cannot be foreseen, a
contingency contract can allow the parties to reach agreement on all other issues, and then
provide for exactly how the terms will be finalized once the future event is known.
Fairness Norm: According to Richard Shell, professor of legal studies and management and
academic director of the Wharton Executive Negotiation Workshop, the negotiation process
involves one of human nature's most basic psychological drives: the need to maintain an
appearance of consistency and fairness in both words and deeds.
Good faith bargaining: It is a fourth major type of norm, and in a negotiation situation generally
means that people expect certain behaviors from the other negotiators.
Reciprocity Norm: The reciprocity norm, or the human tendency to respond to the actions of
others with equal or similar actions, is a third major type of norm. Someone who believes that
"an eye for an eye" is the most reasonable response to another party is applying the reciprocity
norm.
Reframing Personal Attacks: Making personal attacks has, unfortunately, become a common
tactic in negotiations. The other party may simply get caught up in the "heat of battle," or may
actually plan on using personal attacks as a means of getting the other party emotionally
involved and thus possibly less focused on their objectives.
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9.13 Review Questions
1.

Describe about classical Distributive Bargaining.

2.

What do you know by bracketing?

3.

Explain about Fairness Norm.

4.

Describe about Reciprocity norm.

5.

What do you know about counter offers?

6.

Explain about Contingency contract.

7.

Explain about relational and Substantive Information.

8.

What are the role of Norms?

9.

Briefly explain about distributive bargaining.

Answers: Self Assessment
1.

Classic

2.

ZOPA

3.

negotiation

4.

bracketing

5.

large

6.

True

7.

True

8.

False

9.

False

10.

False

11.

True

12.

(i)

13.

(ii)

14.

(iii)

9.14 Further Readings

Books

Booth, A., Crouter, A. C., & Clements, M. (Eds). Couples in Conflict. Mahwah, NJ:
Lawrence Erlbaum.
Casing a Promised Land by Goodall: Carbondale: Southern Illinois University
Press.
Conflict Management & Organization Development by Willem F.G. Mastenbroe:
John Wiley & Sons.
Coser, L. The Functions of Social Conflict. New York: Free Press.
Cupach, W.R. & Canary, D.J (1997). Competence in Interpersonal Conflict. Prospect
Heights, IL: Waveland.
International Journal of Conflict Management by Jones, T.S., Remland, NonVerbal Communication and Conflict Escalation: An attribution Based Model.
Leading Through Conflict, How Successful Leaders Transform Differences into
Opportunities by Mark Gerzon: Harvard Business School Press.
Nagy, M. Philosophical Issues in the Psychology of C.G. Jung. Albany: SUNY
Press.

LOVELY PROFESSIONAL UNIVERSITY

205

Conflict Management and Negotiation Skills

Notes

Negotiating Successful Research Collaboration. In J.K. Murnighan, Social
Psychology in Organizations: Advances in Theory and Research. Upper Saddle
River, NJ: Prentice Hall.
Nicotera AM. Conflict & Organizations: Communicative Processes. Albany: SUNY
Press.
Obsborn, A.F. Applied Imagination. New York: Scribner.
PE Nelson, The Language of Conflict and Resolution, Thousand Oaks, CA: Sage.
Rubin, J.B. (2004). Good life: Psychoanalytic Reflections on Move, Ethics, creativity
and spirituality. Albany: SUNY Press.
Scanzoni, J.H., Love and Negotiate: Creative Conflicts in Marriage. Waco, TX:
World Books.
Shapiro, D.L. & Bies, R.J. Threats, Bluffs and Disclaimers in Negotiation.
Organizational Behavior and Human Decision Process.
Shea. Creative Negotiating. Boston, MA: CBI Publishing co.
Successful Negotiation, Strategies & Tactics for Mutual Gain by SL RAO: Wheeler
Publishing.
The Language of Conflict and Resolution by Jones, T.S., Emotional
Communication in Conflict: Essence and impact.
The Mind & Heart of the Negotiator by Leigh L. Thompson: Pearsons.
The Negotiation Handbook by Patrick J. Cleary, Prentice Hall of India.
The Tao of Negotiation, by Edelman & Crain: Harper Business.

Online links

https://wiki.umms.med.umich.edu/display/FAFD/Negotiation+Skills
www.asme.org/products/.../conflict-resolution—concepts-and-practic
www.calumcoburn.co.uk/qa/conflict-and-negotiation
www.creducation.org/cre/teachers/cre_practices.../negotiation_skills
www.en.wikipedia.org/wiki/Conflict_management
www.nego4biz.wordpress.com/.../chapter-1-introduction-to-negotiation
www.negotiationtraining.com.au/questions/conflict-and-negotiation
www.skillsportal.co.za/.../570-conflict-management-negotiation-skills
www.theiia.org/.../conflict-management-and-negotiation-skills

206

LOVELY PROFESSIONAL UNIVERSITY

Pretty Bhalla, Lovely Professional University

Unit 10: Integrative Bargaining

Unit 10: Integrative Bargaining

Notes

CONTENTS
Objectives
Introduction
10.1 Negotiation Skills
10.2 The Integrative Negotiation Process
10.3 Thompson’s Pyramid Model
10.4 The Categorization Method
10.5 Keys to Successful Integrative Bargaining
10.5.1

Recognition of the Relationship

10.6 Collaborative Atmosphere
10.7 Packaging the Issues
10.8 Interest-based Bargaining (IBB)
10.8.1

Principles of IBB

10.8.2

Advantages and Disadvantages of IBB

10.8.3

IBB at Work

10.9 Summary
10.10 Keywords
10.11 Review Questions
10.12 Further Readings

Objectives
After studying this unit, you will be able to:


Define and explain Integrative Bargaining



Discuss the importance of Thompsons model



State the characteristics of Interest Based Bargaining



Discuss about the categorization method

Introduction
The integrative bargaining technique, like the distributive technique, was largely developed
within the field of collective bargaining and labor negotiations in the 1970s. Since then it has
evolved into a very popular method of negotiations. Integrative bargaining is a cooperative
approach to negotiation or conflict resolution. It is often referred to as a win-win or mutualgains approach. Unfortunately the term win-win today is so popular that has become a cliché
and is used to refer to any collaborative process. The integrative approach, like distributive
bargaining, involves making concessions to reach an agreement—but in addition, it involves
searching for mutually profitable options and logical trade-offs. It is also called an expanded-pie
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approach (in comparison to the distributive fixed-pie approach) because negotiators search for
better proposals than the obvious ones that meet only their own interests. Integrative techniques
include a clear understanding of the issues, open sharing of information, and the joint exploration
of solutions that benefit both parties. In an integrative bargaining process the parties generally
co-operate to achieve maximum total benefit of the final agreement while also competing to
divide the value of the package.

10.1 Negotiation Skills
In this unit we present six negotiation skills that can be learned and developed by the novice
negotiator, and applied to the end-of chapter Learning Exercise, “Negotiating a New Job.”
Skill 1: Learn the key elements of the integrative bargaining process—including sharing
interests, creating and claiming value, mutual-gain objectives, and valuing a long-term
relationship with the other party.
Skill 2: Learn how to apply the five steps of the categorization method to an integrative
bargaining situation.
Skill 3: Recognize that an important first step is to identify all issues and focus on the interests
of the parties involved in the negotiation process.
Skill 4: Learn to develop different types of questions that can be used to advance negotiations,
and to practice active listening.
Skill 5: Utilize the tactic of packaging when negotiations involve many issues that must be
resolved.
Skill 6: Consider applying concepts of interest-based bargaining (IBB) to a negotiation situation,
including brainstorming to create new options and joint problem solving.

Self Assessment
Fill in the blanks:
1.

The ............................... metaphor carries a zero-sum quality.

2.

................................ practitioners and researchers have discovered several keys to the
successful utilization of integrative bargaining.

3.

The practice of ................................. has emerged in recent years as one of the most visible
innovations in negotiations.

4.

A ........................... key to integrative bargaining is the ability to package issues for trades.

5.

Interest-based bargaining has a different .......................... from that of distributive or
traditional integrative methods of negotiation.


Case Study

Labour Contract

Negotiations
The Ohio Metals Company and Local 56 of the Primary and Sheet Metal Workers of
America, AFL-CIO, developed a positive labor–management climate over their 50-year
Contd....
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relationship. As their current three-year contract is about to end, they begin negotiations
for a new agreement. In general the company, the union, and the workers have experienced
prosperity in recent years and certainly expect to continue their positive relationship. In
their first meeting they openly share several important sources of information. Management
provides the company’s financial data for each of the past three years as well as sales
projections for the current year. The union negotiators provide copies of contracts
negotiated within the past year within the industry and for similar regional employers
within other industries. The union shares the results of a recent survey of its members that
indicates the issues that are important to them and their rank priority. Management lays
on the table a copy of the ground rules that they adopted three years ago, and both sides
quickly agree to adopt them for the current negotiations. One ground rule provides that
both sides will bring a list of all economic and noneconomic issues they want to negotiate
to the next meeting.

Notes

Integrative versus Distributive Bargaining
The integrative bargaining process is different from the distributive process in many aspects,
although both are broad, not exact, concepts—and therefore in practice a negotiator might
utilize aspects of both in a given negotiation situation. However, it is helpful to recognize that
the two methods begin with distinctly different strategies. In distributive (or win-lose) bargaining
both sides view their own goals as being in direct conflict with those of the other side.
The negotiators approach each issue as a “fixed pie”—the larger one piece is, the smaller the
other. Each side wants to maximize its share of the resources, or pie.
Generally all negotiators must be prepared to use distributive bargaining, because many
negotiators use the method—and if one side uses it exclusively, then the other is usually forced
to adopt it as well. Negotiators who wish to triumph over the other party, or maximize their
outcome at all costs, often choose the distributive or win-lose approach. In integrative bargaining,
on the other hand, both parties begin with a spirit of collaboration and seek to identify mutualgain options (to “expand the pie”) as well as gain their share of the resources (or claim their
share of the pie). To help recognize the differences, consider the factors and common strategies
of the two methods, as presented in Table 10.1.

10.2 The Integrative Negotiation Process
Complex negotiations such as collective bargaining between management and union
representatives, supplier–buyer contracts, agreements between employers and health care
providers—as well as some personal negotiations such as building a new house, dividing an
estate among heirs, or reaching a divorce settlement—often involve multiple issues. Novice
negotiators sometimes utilize the single-issue distributive process described for each of the
10, 20, or more issues—settling each separately, one at a time. By comparison, an alternative
method would be to consider all the issues simultaneously, and reach agreement on all issues at
the same time—but that can easily become unwieldy. Thus, most experienced negotiators try to
divide the issues into general groups—such as “highly important,” “somewhat important,” and
those “of little value.” Usually negotiators prefer to start negotiations by quickly resolving a
few of the issues of little value, which creates a positive atmosphere and a sense of progress.

Did u know? Using Win-Lose or Win-Win Metaphors

Should negotiators think in terms of “win-lose” or “win-win” bargaining? Are these
metaphors appropriate in the context of negotiations? Leonard Greenhalgh, in a classic
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Negotiation Journal article, made an argument that scholars and practitioners should not
think about negotiations or conflict resolution in such terms. These metaphors, he noted,
are primarily rooted in the military and sports of Western cultures where they may be
appropriate. They are not, however, appropriate in describing negotiations. Greenhalgh
listed five disadvantages to using the win-lose metaphor in describing negotiations:
1.

The win-lose metaphor carries a zero-sum quality, which is not a useful context for
a negotiation settlement that contains a mutual gain for both parties— or else why
would they agree on the deal? Furthermore, “win-lose” implies that one party has
gained something at the expense of the other party, which is not always the case. In
addition, the win-win metaphor is not useful because it cannot be used without also
using the win-lose metaphor.

2.

Sports metaphors emphasize rules rather than relationships. Thus, negotiators may
believe that any tactic may be tolerated as long as a rule or law is not violated, even
though the long-term relationship between the parties may be damaged.

3.

Ethical considerations tend to be subordinated when sports metaphors are applied,
and therefore the level of trust between the parties may be severely damaged.

4.

Sports metaphors induce participants to focus on the immediate conflict rather than
the long-term perspective. Sports contests are isolated events and the score is set at
zero at the start of each contest, whereas most negotiations involve parties that have
a continuing relationship, and thus the concepts of “winning” and “losing” are less
useful.

5.

The win-lose metaphor induces negotiators to strive to fractionate the other party
and throw its group into disarray. This practice may, however, make it more difficult
to negotiate an agreement because, once divided, the other party will have more
difficulty evaluating alternatives and agreeing to a settlement.

Try to avoid the trap of thinking in terms of a sports metaphor such as win-lose or win-win,
which can lead you to visualize a bargaining situation in counterproductive ways. Instead,
terms such as mutual gain or problem-solving or cooperative agreement might lead to a positive
visualization of the bargaining situation.
Source: From Leonard Greenhalgh, “The Case Against Winning in Negotiations,” Negotiation Journal 3
(April 1987): 167–173.

Task Elucidate the following statements:
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1.

Integrative bargaining can be more easily utilized if the parties involved value a
long-term positive relationship.

2.

Interest-based bargaining has a different philosophy from that of distributive or
traditional integrative methods of negotiation.
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Table 10.1: Common Differences Between Distributive and Integrative Bargaining Techniques

Notes

Experienced negotiators of multiple-issue situations will usually utilize one of three proven
negotiation strategies: (1) distributive bargaining; (2) integrative bargaining, possibly using a
categorization method; or (3) interest-based bargaining (IBB). Of these three strategies, the
integrative process is more commonly utilized because it can generate deals that are more
beneficial to both parties, and also because the parties today do usually have some continuing
relationship and therefore are not solely interested in maximizing their gain in the current
negotiation.

Self Assessment
State whether the following statements are true or false:
6.

Active listening is perhaps the single most useful integrative bargaining skill because it
indicates that you are genuinely interested in understanding what the other person is
thinking, feeling, and needing.

7.

Contract between parties who place value on their relationship will be substantially
different from negotiations between parties that do not value their relationship.

8.

The parties strive to find mutually agreeable solutions to issues of concern and commit to
not using their perceived power or leverage to sway the other party.

9.

Distribution generally refers to the process of combining two or more issues into one
proposal that provides something of value to each party.

10.

Unethical considerations tend to be subordinated when sports metaphors are applied.

10.3 Thompson’s Pyramid Model
Integrative negotiation, according to negotiation researcher Leigh Thompson of Northwestern
University, can be described as both a process and an outcome of negotiation. The parties
involved seek to integrate their interests and therefore produce negotiated outcomes that exceed
those normally achieved through distributive bargaining. Thompson further suggests a pyramid
model of integrative agreements, as illustrated in Figure 10.1. In the model, Level 1 agreements
are those in which both parties achieve an outcome that is better than their reservation point,
and thus is within the ZOPA. Level 2 agreements produce an outcome that is even better for both
parties than Level 1 agreements, possibly by introducing a new issue for which both parties
have a similar objective. Finally, Level 3 agreements are those for which it is impossible to
improve the outcome from the perspective of both parties, one in which any change that would
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benefit one party would harm the other party. Parties ideally seek to reach Level 3 agreements,
and therefore “leave nothing on the table.” Integrative negotiators do not stop at Level 1; they
seek to gain the benefits of higher, mutually beneficial levels 2 and In reality it is more likely
that negotiators can achieve Level 1 agreements in which both parties exceed their reservation
points and BATNAs or, through the development of new options, that they can negotiate Level
2 agreements that create additional value for both parties above the minimums achieved in
Level 1. Level 3 agreements can be described as pareto optimal* because they represent
improvements above Level 2 for both parties and achieve an agreement that cannot be improved
for one party without harming the other party. Thus the outcome of any level of an integrative
negotiation is superior to that of a distributive negotiation. In this units we will describe two
integrative processes. The first is the categorization method of integrative bargaining, and the
second method is commonly called interest-based bargaining (IBB).
Figure 10.1: A Pyramid Model of Integrative Agreements

Source: Leigh Thompson, The Mind and Heart of the Negotiator (Upper Saddle River, NJ: Prentice Hall,
1998), 47-48. Used by permission.

10.4 The Categorization Method
Figure 10.2: The Five Steps of the Categorization
Method of Integrative Bargaining

How does the integrative process work? First we will discuss the five steps of the categorization
method of integrative bargaining (see Figure 10.2). For the sake of learning the integrative
technique, we present this process as a linear process—one in which the first step must be
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followed by the second step, and the second by the third, and so forth. However, in reality,
negotiators experienced in integrative bargaining may not utilize a linear model, but instead
may choose to follow a process that best meets their interests in a given situation. Unlike the
distributive process, the parties generally do not begin by tossing out a number—their opening
offer on an issue. The first step is for the parties to begin by exchanging information and seeking
to identify all of the issues to be negotiated, listing them, and explaining their position on the
issues. The negotiators seek to learn about the other party’s concerns and interests, which helps
them identify potential areas of common ground. Generally they do not make a proposal at this
step, as it would be premature and could shorten the discovery phase of the process. The key
here is to learn about the other party’s issues and determine their interests and objectives.
Rather than respond to any issue, a negotiator should focus on listening and interpreting what
is presented. Key techniques in this first step include the following:


Use active listening (see Box 10.1). Active listening is perhaps the single most useful
integrative bargaining skill because it indicates that you are genuinely interested in
understanding what the other person is thinking, feeling, and needing. Listen closely to
the other party’s explanation without interrupting, disputing a fact or belief, or objecting
to a statement—even if it may be critical of your position on an issue.



Ask open-ended questions about the level of need, interest, or concern of the other party on
each issue discussed. Ask why an issue is important, to help better understand the position
presented. Ask “why not” to consider another approach to resolving an issue.



Express empathy for the other party’s feelings, using reflective statements such as “I can see
why it is important that you have delivery by that date,” while being careful to not agree
with their position.



Probe for the other side’s willingness to trade-off an issue for another issue—a key to
integrative bargaining. Ask questions such as: “Would you be willing to give up X if we
were able to guarantee Y?”



Assert your own needs. Explain your interests and positions.



Refrain from making personal attacks or criticizing the other party’s positions.

Notes

Use humor when possible
The second step in the categorization method generally begins with the parties developing a
common list of all issues of possible interest that were discussed by either side in the first step.
The participants do not assume that they have opposing goals on all issues. Instead, together
they review the issues and classify them as one of three types:
1.

Compatible Issues: Those with identical or very similar goals, and thus where agreement
can be reached quickly and the issue settled;

2.

Exchange Issues: Those of generally equal value that can be traded one for the other, and
thus with one party achieving its goal on one issue and the other party achieving its goal
on another issue; or

3.

The remaining distributive issues, often few in number, but important—such as price or
salary. However, if the distributive (win-lose) process had been utilized to settle all issues,
it is likely that the process would have been far more adversarial, compared to integrative
negotiations in which many of the issues can usually be settled by the compatible or
exchange methods, which are far more friendly processes that are also likely to achieve an
agreement of greater total gain for both sides. Why? Because less value is “left on the
table”—a common goal of integrative negotiators. The third step involves reaching final
agreement on the compatible issues, and therefore removing them from further
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negotiation. This step often passes quickly, since the parties are essentially in agreement
as to substance and usually only need to record the specifics of the issues. However, this
step can be critical in establishing a positive climate for the entire negotiation process. By
first identifying at least some issues and reaching mutual agreement the parties involved
begin the process with a sense of openness, collaborative, and accomplishment.
Box 10.1: Practice Active Listening

A critical negotiation skill that can be utilized in many situations—such as conducting job
interviews, resolving grievances, and performing annual job evaluations—is called active
listening, and involves far more than just keeping silent while the other party is talking.
It is focusing on what the other person is saying from that person’s point of view,
understanding both the content and emotion. Active listening is a skill that must be
developed for successful integrative negotiations because it enables you to recognize
issues that can be successfully resolved. It also signals to the other side that you care about
their concerns and are open to new options. Active listening requires you to confirm that
you understood what the other party said before you respond, often by restating or
paraphrasing the message. This verification process is what distinguishes active listening
and makes it an effective skill. The active listener does not pass judgment—neither critical
nor favorable—on what the other person is saying. Why? Because the primary goal of
active listening is comprehension, not agreement or disagreement. You can practice active
listening by following these tips:
Tip # 1: Maintain eye contact with the other person.
Tip # 2: Think only about what the person is saying. Resist the urge to begin formulating
your reply or your position on the issue.
Tip # 3: Take notes that summarize their thoughts and can be used later as you reflect on
their concerns. This attention to detail also shows your sincere interest in what
they are saying.
Tip # 4: Pay close attention to their body language, including any significant aspects in
your notes.
Tip # 5: Ask reflective questions to let the person know you are listening and that you
understand their position. Repeat in your own words what you’ve heard to ensure
that you have understood it and to let the other party know you understood it
correctly. Ask probing questions about any aspect that is not entirely clear to
you.
Source: Adapted from Harvard Business Essentials: Negotiation (Boston: Harvard Business School Press,
2003), 59. Used by permission.

The fourth step involves the trade-off of issues—the heart of the integrative process. Both parties
review the list of issues identified in the first step and categorized in the second step, noting the
compatible issues that were removed in the third step—which leaves the remaining unresolved
issues to be resolved through the exchange of one issue for another. In an open brainstorming
process, either party can suggest exchanges of issues of approximately equal value. In the process,
one party receives its position on an issue, then in return gives the other party its position on
another issue.
In some cases, two or more issues might be exchanged for a single issue if the approximate
values are equal. If all remaining issues can be exchanged, the negotiation process is over, but in
most situations one or more unresolved issues are left on the table. The fifth step, then, is the
resolution of the last issue or issues, which often is accomplished through distributive bargaining.
However, because the prior steps resolved most of the issues, neither party is likely to walk
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away from the table over the last issue. Why? First, they have reached agreement on several
important issues—a settlement that will be lost if they walk away. Second, the integrative
process has established a positive bargaining climate that is more conducive to resolving the
last issue. And third, both parties have invested time and effort into the negotiation and therefore
are more motivated to reach a final settlement.

Notes

Returning to the Chapter Case, “Labor Contract Negotiations,” let’s apply the five steps of
integrative bargaining just presented. In their second meeting, the union and management
negotiators “lay on the table” or openly discuss each issue they would like to negotiate, and
explain their interests or position on each. Management explains that it is seeking a five-year
contract that would enable it to enter into longer-term contracts with buyers, which they have
requested more often over the past several months. Management would also prefer a drugtesting program in cases involving accidents or injuries to protect the interests of employees,
the owners, and customers.
In exchange for any wage increase, management also wants workers in the bargaining unit to
pay a greater portion of their health insurance, the cost of which has risen sharply since the last
contract negotiation. Finally, management presents a proposal that would allow it to subcontract
work to outside firms under certain conditions. Next the union negotiators present several
economic items that they believe are needed to increase the total value of the contract until it is
closer to other contracts in the region. Those items include a wage increase of 5%, the initiation
of a profit-sharing plan to include 12% of net profits annually, an increase in the pension benefit
formula, three days of paid funeral leave annually, a monthly clothing allowance, and an increase
in the current shift differential provision. In addition, the union leaders present three noneconomic
job security issues of importance to their members: a no-layoff provision, voluntary overtime
assignment based on seniority, and a no-lockout provision. In their next meeting (the third step)
the negotiators review the common list of items developed in the previous meeting and agree
that they have compatible interests on three of the issues. Both sides desire the security of a longterm contract, and thus agree to a five-year term for the new contract. Both also agree that a new
drug-testing policy is needed, and that testing should be conducted only in cases involving
accidents or injuries. Finally, both agree that disruptions over contract disputes—which can be
settled through the grievance arbitration process provided in the contract—are harmful to all
parties involved, and thus should be prevented through a no-strike/no-lockout provision (see
Table 10.2). With issues left on the table, the two sides begin looking for items they can exchange
(the fourth step). In general, the exchange process involves one side receiving its desired position
on one issue by giving the other party its position on another issue. In the first exchange, both
sides agree to the union’s proposal on job security—a no-layoff clause—in exchange for
management’s proposal on subcontracting, which allows up to 20% of the bargaining unit jobs
to be subcontracted to outside firms for economic reasons. Next, they exchange two economic
issues of approximately equal value—first, the union’s pension increase proposal of 2% for
future retirees in exchange for management’s shift differential proposal (no change); and second,
the union’s new clothing allowance proposal ($50 per month) in exchange for management’s
funeral leave proposal, which combines funeral leave with personal leave and reduces the total
number of days per year by two. Then, after several proposals are exchanged on the remaining
issues, management’s profit-sharing proposal, which changes the current program to 10% of net
profits, is exchanged for the union’s proposal that overtime be voluntary and assigned based on
seniority. After these four trades of issues, only two issues remain on the table—wages and
health care.
The negotiators on both sides at this point are feeling a sense of accomplishment because 11 of
the 13 issues have been resolved. However, they also recognize that the two remaining issues
are critical ones that both sides at the start had listed as top priorities, and which are high-value
items, zero-sum economic issues. Thus they begin a distributive bargaining process on each
item independently. Eventually, by making counterproposals with concessions, a settlement
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point is reached on both issues, and with all 13 resolved, an agreement was signed. The issues
involved, positions of both sides, and bargaining categories (compatible, exchange, distributive)
utilized in the bargaining are summarized in Table 10.2.

10.5 Keys to Successful Integrative Bargaining
Table 10.2: Labor Contract Negotiations Through Integrative Bargaining

Source: Michael R. Carrell and Christina Heavrin, The Everyday Negotiator: 50 Practical Tactics for Life and
Work (Amherst, MA: HRD Press, 2004), 94-98.

Willing Participation of both Parties
Negotiation practitioners and researchers have discovered several keys to the successful utilization
of integrative bargaining. Perhaps the most helpful would be an initial agreement by all of the
people involved that an integrative process will be employed. This agreement means that all
parties will participate in Full, Open-Throttle Negotiations (FOTN) and therefore will openly discuss
as well as list all issues of concern to either party and be willing to explore new options. If one
party is not willing to participate in an integrative process, or if one party says it is willing but
then resorts to concealing its interests or rejecting options without careful consideration, then
the integrative process may not be employed as easily as if both parties utilized it. Thus, the first
key to integrative bargaining is the willing participation of both parties to openly seek mutual
gains. One party can use integrative bargaining to move the negotiations toward an agreement
even if the other party chooses not to use the technique. Some experienced negotiators, however,
believe that if one party does not fully participate in an integrative process, then the other party
may at some point recognize it, choose to use only distributive bargaining techniques itself, and
thus make it difficult for the first party to successfully use integrative bargaining. The negotiation
process may then resort to one of strictly distributive bargaining, with both sides concealing
their interests and striving to maximize their gain on each issue.
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10.5.1 Recognition of the Relationship

Notes

Integrative bargaining can be more easily utilized if the parties involved value a long-term
positive relationship. Negotiations between parties who place value on their relationship will
be substantially different from negotiations between parties that do not value their relationship.
Therefore, a second key to integrative bargaining is for the parties to openly recognize they
have a valuable relationship that they seek to maintain after the negotiation process has ended.
Thus, unlike purely distributive bargaining situations, the negotiators acknowledge that their
continued relationship is of equal or even greater importance than one-time distributive gains.
If this is not the case, then the negotiations will likely resort to a distributive process.

10.6 Collaborative Atmosphere
A third key to integrative bargaining is to start with a collaborative atmosphere, which, according
to negotiation consultants Peter Stark and Jane Flaherty, requires several things of each party.
First, begin by looking for all factors of importance that can be negotiated, and therefore avoid
the common pitfall of “fighter pilot lock-on” over just one issue, such as price. For example, if
you contact a vendor about buying a large quantity of new computers, don’t jump to lock on the
price per unit. Instead, ask exactly what variables can be negotiated, such as delivery cost and
date, financing, extended warranty, 24-hour on-site service, loaded software, training, or quantity
discounts. All of these issues can be important factors in the overall price or deal, and should be
considered, as well as the price.
Second, consider the needs and concerns of the other party and don’t assume they are identical
to your needs and concerns. In the computer example just cited, you might jump to assume that
the vendor is only concerned about price and service. However, in one such situation, the
vendor was a new company that needed to achieve a critical level of volume in less than 30 days,
and wanted to add people to its training classes to give them critical mass—and therefore was
willing to sell the computers at almost no profit, as long as they could also sell the training
service package.
A third way to foster collaborative atmosphere is not to assume you know the “real” needs of
the other party. In many negotiations, each party has both explicit needs, such as the product or
service, but also has implicit needs, which might include the long-term relationship, loyalty,
trust, and so forth. Negotiators often verbalize their explicit needs, but only through careful
questioning and listening can you learn their implicit needs. In the computer example, only
through the use of probing questions and attentive listening could the buyer discover the
vendor’s implicit need to sell the training service package.
Thus, effective questioning and listening to responses is a critical negotiation skill. Yet research
on the interaction in negotiation sessions has indicated that negotiators typically spend more
time arguing for their positions and defending their instance on issues than they do asking
questions. With the effective use of questions, negotiators can gain important insights into the
implicit needs and concerns of the other party, and therefore respond with proposals that are
more likely to reach a settlement.
Furthermore, the effective use of questions can break a pattern of arguing for and against
positions and move negotiations into conversations that uncover the true interests of the parties,
and therefore potential positive outcomes. Why do even experienced negotiators spend more
time defending their positions and not enough time asking questions? When asked that question,
they admit that “asking questions leaves them feeling vulnerable and open to exploitation.
How can negotiators ask questions that advance the negotiation process? Linda L. Putnam, the
former director of the Program on Conflict and Dispute Resolution at Texas A&M University,
provides a variety of “Tactics for Success” in Box 10.3. Of course, some negotiators use questions
to make the other party feel vulnerable! How should you respond to a loaded question?
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10.7 Packaging the Issues
A fourth key to integrative bargaining is the ability to package issues for trades. Packaging
generally refers to the process of combining two or more issues into one proposal that provides
something of value to each party. When several issues are identified in the first steps of integrative
bargaining, the process may appear to be unwieldy. Certainly if 40 or 50 issues are on the table,
which is not uncommon in complex negotiations, the task at hand can be overwhelming. In
addition to the trade-off exchanges of step 4 in the integrative process (see Figure 10.2), in which
only two issues at a time are traded by the parties, packaging of several items at once can
provide two distinct advantages. First, by including several issues in a single packaged proposal,
the entire negotiation process can move forward faster, as more issues are “removed from the
table”.
Box 10.3: Tactics for Success

Contd....
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Source: Linda Putnam, "Are You Asking the Right Questions?" Negotiation 3 (March 2005): 7-9. Used by
permission.

10.8 Interest-based Bargaining (IBB)
The practice of interest-based bargaining (IBB) has emerged in recent years as one of the most
visible innovations in negotiations. It has also become the subject of considerable debate and
discussion among labor relations practitioners and scholars. Some claim that IBB represents a
critical improvement that will revolutionize the bargaining process. Yet others see IBB as just a
new label for what Walton and McKersie called “integrative bargaining” in their 1965 book, A
Behavioral Theory of Labor Negotiations, or as simply an implementation of what Fisher, Ury, and
Patton introduced as “principled negotiations” in their landmark 1991 book, Getting to Yes. The
concept did not catch on then, and in fact was met with considerable skepticism by labor relations
professionals until recent years. Today IBB is a fully developed approach to bargaining, including
a set of principles, going beyond the concepts of these early works. According to a recent
national survey of 1,557 negotiators, approximately 80% of management negotiators and 60% of
union negotiators who have employed IBB prefer it to traditional bargaining methods.

!
Caution Integrative refers to the potential for the parties’ interests to be [combined] in
ways that create joint value or enlarge the pie. Potential for integration only exists when
there are multiple issues involved in the negotiation. This is because the parties must be
able to make trade-offs across issues in order for both sides to be satisfied with the outcome.

10.8.1 Principles of IBB
Interest-based bargaining has a different philosophy from that of distributive or traditional
integrative methods of negotiation. At the core, it requires negotiators to think of themselves as
joint problem solvers who seek solutions to mutual problems or issues of interest. The Federal
Mediation and Conciliation Service (FMCS) is often credited as having developed the basic
principles and steps of IBB. A 2000 report by the FMCS noted that IBB was the training method
most requested by new negotiators.
The principles and steps of IBB are as follows:
1.

Sharing of information: Both sides fully share all relevant information including economic
forecasts, financial data, industry reports, costs, and so forth.

2.

Willingness to forgo power or leverage: The parties strive to find mutually agreeable
solutions to issues of concern and commit to not using their perceived power or leverage
to sway the other party. Objective standards instead of power are used to evaluate options.

3.

Brainstorming to create options: When issues are presented, rather than state their position
or demand, as is common in traditional bargaining methods, the parties engage in
brainstorming sessions to identify new options to resolve the issues. These options are
mutually agreeable to both parties.

4.

Focusing on issues, not personalities: By discussing the interests that underlie the issues,
IBB negotiators can treat others with dignity and courtesy because they are not focused on
discrediting the position of the other party. IBB advocates claim that in traditional
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negotiations, because the bargainers must defend their own “arbitrary” positions—saying
things like “I must have this price” or “This is my position, take or leave it”—and because
they must also attack the arbitrary positions of the other party, they often must resort to
yelling and threatening as a means of making their points.
5.

Leaving past issues behind: Discussions are focused on current issues and how to resolve
them. The parties agree to not bring up past disagreements or try to settle old scores.

6.

Expressing interests, not positions: Once options are identified through brainstorming,
the parties—unlike the process in traditional negotiations—do not each take a position
and defend it, and then try to exchange concessions until a middle ground is found. Instead
they ask probing questions, use objective analysis, and seek to develop options that meet
the mutual goals of both parties.

7.

Both parties committing to IBB: An essential factor of most IBB negotiations is that both
parties agree at the start to receive IBB training (if they have not in the past) and to accept
and utilize the IBB process. The FMCS does not believe that IBB can become a universal
bargaining method that replaces distributive, integrative, or other traditional methods.
In fact, it notes that unless the parties have had a positive past relationship and have
received joint IBB training, it is not likely to succeed in a given negotiation situation. The
growth of IBB as a bargaining method, according to the FMCS, is likely due to the realization
by both labor and management leaders that they have a fundamental mutual interest in
the long-term success of the organization.

Notes Integrative Bargaining occurs when the two sides look not just for their own
outcomes, but for favorable outcomes for both sides. It is sometimes called Win-Win
bargaining or Non-Zero-Sum bargaining.
Integrative Bargaining requires a “problem-solving” orientation rather than an adversarial
approach.
First, you have to really understand your interests. You may need to ask yourself questions such
as: “What is it that I really want?” “Why do I want that?” “What are my underlying problems or
interests?” “If I couldn’t get what I think I want, what else could satisfy me?”
Example: You are a junior high school teenager who wants to go to an “All-Nighter”
recreational event sponsored by a local church. It will involve a youth service followed by a
variety of activities at different locations in town and shuttle busses will take people from one
place to another (bowling, movies, a gymnasium, etc.) and these places will stay open all night
just for this group. You decide to approach your father and ask for permission to go.
You first have to ask yourself why you want to go this event: Is it for the “freedom” of being “out
from under your parent’s supervision?” Is it for “the thrill of staying up late?” Is it so you can
have fun with your friends? Is it so you can evangelize (or at least set a good example for) your
acquaintances from school? Is it so you can grow spiritually from the youth service?
Once you understand your own motivation more fully, you can then ask yourself: “If I can’t go,
then what other options exist that might satisfy my underlying interests?” If, for example, your
main motivation is to go bowling with your friends (you “party animal,” you!), then you might
explore bowling as a separate activity on a different night.
In this example, you are assessing your own goals, priorities, and interests.
Next, you have to try to understand the other side’s priorities and concerns.
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This is important because, ideally, you would like to be able to satisfy both your own interests
and their interests too! Satisfying two, sometimes contradictory, sets of interests is why integrative
bargaining requires a problem-solving orientation.

Notes

10.8.2 Advantages and Disadvantages of IBB
What are the possible advantages and disadvantages of IBB compared to traditional negotiation
methods? According to Ira B. Lobel, a 30-year veteran mediator with the FMCS, advantages may
include the following:


IBB negotiators, by focusing on interests and not stating positions, will have improved
communications and thus are more likely to fully understand the underlying interests of
the other party, and do most of their work in joint open sessions.



The joint development of options through brainstorming is more likely to uncover
additional ideas and thus superior solutions to problems.



Traditional methods, which focus on defending stated positions, are more likely to break
down because the parties become too invested in their positions instead of trying to
uncover new options.



The focus on interests in IBB is more likely to cause the parties to explain the critical “why”
behind an interest or proposal.

Disadvantages include these:


The IBB method may waste a great deal of time as negotiators discuss interests and possible
options when a mutual solution could be quickly reached.



IBB negotiators may have difficulty transferring a proposed option into a practical, concrete
solution.



The standards suggested by IBB negotiators are often not precise, and are subjective, thus
not easily agreed to by both parties.

10.8.3 IBB at Work
Does Lobel consider IBB to be a “new and improved” method of negotiation? No. Instead he
views it as a new “label” on what he considers to be the concepts and practices used by competent
negotiators for many years. For example, good negotiators, have always explored the underlying
interests of the positions of others. In addition, good negotiators avoid becoming entrenched in
positions and are always open to new options that have mutual gains. Good negotiators also
seldom use power indiscriminately and do not let personalities affect negotiations. Thus, whereas
IBB and traditional methods can be thought of as different approaches, they also have a great
deal of overlap in practice. If, however, interest-based bargaining provides negotiators with the
concepts and practices utilized by good negotiators, then it serves a purpose. The ultimate
outcome of a bargaining process, notes Lobel, depends on the skills and flexibility of the
negotiators. One interesting case involving interest-based bargaining occurred in Alameda,
California. In 1995 the city of Alameda and the members of its fire department entered into
“meet and confer” negotiations for a new wage and benefit agreement. After three years of
unsuccessful negotiations, an impasse was declared. The process then went to arbitration, and
the relationship between the parties, according to city manager James Flint, became adversarial
and highly emotional. In 1997 management and labor leaders identified IBB as a possible vehicle
to resolve their differences, and the city agreed to fund joint IBB training for the members of the
negotiating teams.
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After the training was completed the negotiators began the IBB process of brainstorming and
searching for mutually agreeable solutions. They reached a solution within 12 months and
agreed to set aside the arbitrator’s decision in favor of their own new solution. In the three years
under the solution, which became a wage and benefit memorandum of understanding (MOU)
several remarkable achievements were realized: In 2001 a new five-year extension of the MOU
was signed; the use of IBB was institutionalized as a business practice to resolve workplace
differences; not a single grievance was filed during the first three years of the MOU, a first in the
history of the city; more than $1 million in overtime costs was saved under the MOU; and the
union actively participated in the selection of the new fire chief. According to Flint, however,
the most remarkable achievement was replacing the previous hostile workplace environment
with one that utilizes joint problem solving to address new problems—and the practice spread
to other city departments in Alameda. Another interesting use of IBB occurred in Irvine, California.
In only two days the city and three employee groups revamped the city’s retirement plan. Judy
Vonada, assistant city manager, credited IBB with giving the parties involved “So much good
will, that it was almost like a scene from The Twilight Zone.” And, Vonada noted, “We couldn’t
have done it if we were negotiating the old way. But we built relationships that allowed us to do
this.” How widespread is the practice of interest-based bargaining? Joel Cutcher- Gershenfeld
and Thomas Kochan reported the first comprehensive study of IBB in labor relations in 2004. The
study was commissioned by the Federal Mediation and Conciliation Service and included
responses of 1,557 union and management negotiators. The survey results are presented in
Table 10.3 and include some interesting findings. For example, joint training in IBB principles
and practices occurred in about one-third of the cases where IBB was utilized, and further analysis
indicates that the training was essential to the use of IBB in negotiations. Second, during bargaining
there was substantial use of brainstorming, sharing of information, and consensus decision
making—all essential elements of the IBB process. Third, at the conclusion of bargaining a
substantial percentage of both union (67.5%) and management (42.0%) negotiators reported that
they continued to use IBB in future negotiations. However, a substantial percentage of each
group (58% union, 57.2% management) also reported that at the end of negotiations, usually
when only the most difficult issues such as wages, health care, and job security remain, they
shifted back to traditional bargaining methods and even received some backlash or criticism of
the IBB process (19.8% union, 17.0% management). The study also reviewed the agreements that
were negotiated and found that IBB had positively affected the outcomes of issues including pay,
profit sharing, increased worker input into decisions, team-based systems of work, and joint
problem-solving committees. Other interesting results of the study included the fact that female
union negotiators were more likely to bargain for new language that provided for worker
input, and initial contracts were more likely to include such provisions. The authors concluded
that IBB does encourage a problem-solving process in negotiations, and determined that
atmosphere is more likely to provide a “supportive umbrella” for innovative provisions in
agreements.
Table 10.3: Union and Management Negotiators’ Reports on IBB Activities

Contd....
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Source: Joel Cutcher-Gershenfeld and Thomas Kochan, "Taking Stock: Collective Bargaining at the Turn of
the Century," Industrial and Labor Relations Review 58 (October 2004): 14. Used by permission.

Self Assessment
Multiple Choice Questions:
11.

12.

Integrative Bargaining is also commonly known as:
(a)

win-lose

(b)

Mutual-Gains

(c)

Fixed-pie

(d)

Hard Bargaining

Generally in an integrative bargaining process all of the following are found, except:
(a)

Sharing of interests

(c) Valued long term relationship
13.

14.

(b)

Creating options and claiming value

(d)

Maximization of self interest

The core philosophy of interest – based bargaining is
(a) A problem-solving approach

(b)

Win-win bargaining

(c) The categorization method

(d)

Packaging issues

To achieve “active listening” during negotiations, all of the following tips are useful,
except:
(a)

Maintain eye contact

(b)

Ask reflective questions

(c)

Take notes

(d)

Begin formulating your response while the other person is explaining their position

10.9 Summary


The integrative bargaining technique, like the distributive technique, was largely developed
within the field of collective bargaining and labor negotiations in the 1970s.



The integrative bargaining process is different from the distributive process in many
aspects.
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Complex negotiations such as collective bargaining between management and union
representatives.



Integrative negotiation, according to negotiation researcher Leigh Thompson of
Northwestern University.



A critical negotiation skill that can be utilized in many situations.



The fourth step involves the trade-off of issues—the heart of the integrative process.



Negotiation practitioners and researchers have discovered several keys to the successful
utilization of integrative bargaining.



The negotiation process may then resort to one of strictly distributive bargaining, with
both sides concealing their interests and striving to maximize their gain on each issue.



Integrative bargaining can be more easily utilized if the parties involved value a longterm positive relationship.



A third way to foster collaborative atmosphere is not to assume you know the “real”
needs of the other party.



The practice of Interest-based Bargaining (IBB) has emerged in recent years as one of the
most visible innovations in negotiations.



Interest-based bargaining has a different philosophy from that of distributive or traditional
integrative methods of negotiation.

10.10 Keywords
Collaborative Atmosphere: A third key to integrative bargaining is to start with a collaborative
atmosphere, which, according to negotiation consultants Peter Stark and Jane Flaherty, requires
several things of each party.
Compatible Issues: Those with identical or very similar goals, and thus where agreement can be
reached quickly and the issue settled.
Exchange Issues: Those of generally equal value that can be traded one for the other, and thus
with one party achieving its goal on one issue and the other party achieving its goal on another
issue.
Packaging: It generally refers to the process of combining two or more issues into one proposal
that provides something of value to each party. When several issues are identified in the first
steps of integrative bargaining, the process may appear to be unwieldy.
Recognition of the Relationship: Integrative bargaining can be more easily utilized if the parties
involved value a long-term positive relationship. Negotiations between parties who place
value on their relationship will be substantially different from negotiations between parties
that do not value their relationship.
Thompsons Pyramid Model: Integrative negotiation, according to negotiation researcher Leigh
Thompson of Northwestern University, can be described as both a process and an outcome of
negotiation. The parties involved seek to integrate their interests and therefore produce
negotiated outcomes that exceed those normally achieved through distributive bargaining.
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10.11 Review Questions
1.

Discuss about Integrative versus Distributive Bargaining.

2.

Describe about the categorization method.

3.

Explain about Interest based Bargaining.

4.

Describe about the Integrative Negotiation process.

5.

What are the keys to successful Integrative Bargaining?

6.

What are the principles of IBB?

7.

Describe about the Thompsons Pyramid Model.

8.

What do you know about collaborative atmosphere?

9.

Explain about Recognition of the Relationship.

10.

Discuss about IBB at work.

Answers: Self Assessment
1.

Win-lose

2.

Negotiation

3.

Interest Based Bargaining

4.

fourth

5.

philosophy

6.

True

7.

False

8.

True

9.

False

10.

False

11.

(b)

12.

(d)

13.

(a)

14.

(d)
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Objectives
After studying this unit, you will be able to:


Define and explain the meaning, power and Persuasion



Discuss the importance of leveraging power from your BATNA



State the leveraging power through persuasion



Discuss leverage power through pressure tactics



Describe the sources of power
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Introduction
Leverage is situational advantage—the ability to HELP or HARM the other party. No matter
how hopeless it seems, every party has SOME leverage. (If not, there’s no negotiation, simply
demand and obedience.) Unlike formal authority and power, leverage can change often during
a negotiation.


Positive leverage: the carrot— “Here’s what I can give you.”



Negative leverage: the stick—”Here’s the trouble I can cause you.”



Consistency leverage: “Here’s the principle you stand for—now live up to it.”

11.1 Leveraging Power from Your BATNA
If you have less acknowledged power in a negotiation situation (fewer resources, less knowledge,
lower status, less authority, etc.) you have to work harder to find ways to tilt the negotiation in
your favor. But there is always *some* aspect of the situation you can turn to your advantage.
Remember, if you didn’t have any ability to help or harm the other parties, they wouldn’t
bother negotiating with you.
1.

Develop better alternatives so you have less need for a deal or agreement.

2.

Reduce your ego needs, or at least your desire to meet them through the other party.

3.

Find out what matters to the other party (personal as well as business) and gain control
over it.

4.

Keep momentum going, give away small concessions and favors.

5.

Make it clear what they could lose.

6.

Get commitment to decision-making processes that favor your desired outcome.

7.

Use threats as last resort and usually if you can and will back them up.

8.

Find allies.

9.

Reduce your urgency, increase theirs.

10.

Negotiate over issues you can speak passionately about.

11.

Check your assumptions about their power and yours.

12.

Listen. Keep learning. Stay alert!!!!

We live in a world where global business often involves tough negotiating situations that can make
many small business people feel uncomfortable. When I am asked to coach someone in this
situation, I always encourage them to define their BATNA, their Best Alternative to a Negotiated
Agreement, and we use this to assess potential agreement. If you are negotiating for a salary
raise, your BATNA might be to find a better-paid job!
You can find your BATNA in three ways:
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1.

What can you do to pursue your interests without help? If you are negotiating for supplies,
can you find a second source?

2.

What can you do to make the other person respect you more? If you want discounted
prices, can you affiliate your purchasing with many colleagues to gain weight?

3.

How can you bring in a third-party to further your interests? If you can co-opt an expert,
an arbitrator or an academic report, would you gain strength?
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Did u know? Negotiation Persuasion

The importance of mastering the art of persuasion is vital to the ability of a manger to
efficiently address the many vexing challenges faced in the ever evolving marketplace.
Effective persuasion is achieved when managers arrive at shared and mutually beneficial
solutions. This ability necessitates that managers utilise negotiation skills that will equip
them to guide their employees towards joint problem solving and in joint opportunity
finding.
Negotiation skills are honed through careful preparation, innovative framing of problems and
arguments, and communicating this evidence in a most vivid manner. By establishing the most
correct emotional match with other parties, managers will generate a climate of greater openness
and a willingness to move to positions not previously held.
Conger, in a recent published article in the Harvard Business Review, notes the following most
common mistakes made by managers when attempting to persuade employees or clients:
The biggest mistake occurs when a manage attempts to make their case by resorting to an upfront, hard sell approach involving persistence, rational thinking and a lively presentation. In
spite of their belief that this will move the negotiation to a swift conclusion, it more likely offers
the other party/parties a clear target to shoot at.
This method will cause the other party to resist compromise as they will view it as a form of
surrender. This approach disregards research findings to the effect that it will not be possible for
managers to persuade employees/clients to persistently alter their attitudes, ideas and behaviours
without themselves also changing their attitudes, ideas and behaviours.
These managers do not appreciate the fact that persons are only willing to open themselves to
persuasion when they are convinced that those are attempting to persuade them accept and
appreciate their needs and concerns. Simply by viewing persuasion as a one-way street they fail
neglect to listen to employees/clients and do not include their viewpoints in the negotiation
process.
They exaggerate the relevance of presenting great arguments. Following this process these
managers do not consider the importance of other variables such as their credibility, their
ability to build a mutually beneficial frame for their position, connecting with the audience at
the best emotional level and communicating in vivid language that brings ideas to life.
They make the assumption that persuasion is an event and forget that it is a process. This result
in a lack of sensitivity because shared solutions frequently necessitates ‘ listening’ to people,
testing positions, creating new positions that integrate group inputs, more testing, incorporating
compromises and then trying again.

Self Assessment
Fill in the blanks:
1.

The underlying danger occurs at the point when one party reveals an over-estimated
............................... too early in the talks

2.

One of the most powerful tools successful people use on a regular basis is ........................

3.

....................................... power derives from having knowledge that is valued by the
organization or individuals with whom the person interacts.

4.

...................................... gives one power.
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When you need it
Generally, I find that a BATNA needs be built and maintained to strengthen the negotiating position.
Say you are selling your house and a purchaser shows interest in buying, build yourself a
BATNA by showing your house to more people, and line up a second and third purchaser too.
BATNA gives you great negotiating power irrespective of the size, power, seniority, or ability of
the other party. Then decide where to open your negotiations, how far to move, and how long
to hang on for a settlement. I refuse to accept first offers because my experience shows that
working together on a deal can create extra value for both parties.

What it gives you
When I have a strong BATNA, I can say, “I am okay if the negotiation does not go forward!” I
understand I have the power to say “No!”, and to ask “what if” against every assumption that I can
find.
I love using “if” to trade off what we each want then we can hold the price while changing the
package. When there are things I have to concede, I do this slowly and always ask for extras to
balance each concession. I find that if I keep asking “How do you see this”, I can build bridges
(rather than attacking), discuss other person’s feelings and show mine, so we avoid deadlocks.

What’s in Your BATNA?
How do you determine your best alternatives to a negotiated agreement? First, you have to
dissect both your position and your interests. Then, look at the sum of these parts relative to all
the alternative options available. Pick the best option. Finally, do the reverse from your
counterparts perspective. A well prepared negotiator looks at the whole picture.
Some of the most crucial factors which should be considered include;


The cost: Ask yourself how much it will cost to make the deal relative to the cost of your
best alternative. Cost estimation may entail both the short-term and the long-term. It
boils down to figuring out which of your options is the most affordable.



Feasibility: Which option is the most feasible? Which one can you realistically apply over
all the rest of your available options?



Impact: Which of your options will have the most immediate positive influence on your
current state of affairs?



Consequences: What do you think or estimate will happen as you consider each option as
a possible solution?

Mine is not Necessarily Bigger than Yours!
Is that your ego showing? Put that thing away right now! After all the work you put into
estimating your BATNA, you might be feeling pretty smug. Studies have clearly shown that it
is an all ‘too human’ tendency to overestimate the strength of one’s own BATNA,
while underestimating the strength of your counterpart’s.
The underlying danger occurs at the point when one party reveals an overestimated BATNA too
early in the talks. Having put all their cards on the table too soon, they call the other side.
Suddenly, they find that their big hand really equates to a pair of deuces facing a full house. Kiss
that pot goodbye!
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The other side of the coin happens when you are absolutely certain that you have the stronger
BATNA. Let’s suppose you know the other party needs to make a deal, and they have no options
available except to turn to your company. Now is the perfect time to put your own powerful
BATNA on the table. The BATNA you employ can act as a powerful leverage while you decide
whether or not to make the deal. As always, gauge the situation accordingly. Timing can mean
everything in determining when to put your BATNA on the table.

Notes

Task Elucidate the following statements:
1.

The importance of mastering the art of persuasion is vital to the ability of a manger
to efficiently address the many vexing challenges faced in the ever evolving
marketplace.

2.

Legitimate power (sometimes called authority or formal power) is that which is
derived from the person’s position in the organization.

11.2 Boosting Your BATNA
In the reverse situation, what can you do with a weak BATNA? Can your turn the tables? Yes,
there are two ways this might be accomplished. The first possibility is to strengthen your own
BATNA. The second way is to reduce the BATNA of your counterpart.


Be Creative: Simply ask yourself what other options you might employ that could increase
your bargaining position. Brainstorm the situation with all the key players in your
organization. Your planning must also factor in your counterpart’s interests and options.



Improve Your BATNA: Endeavour to expand your options. One possibility is to consider
bringing into the mix, other interested third party partners. A third parties interests may
coincide with key components of your interests, or of your counterpart’s. For example,
this might entail creative financing which presents a more attractive option to your
counterpart. If you weaken the other sides best alternative by injecting another element
into the mix, the game takes on a whole new slant.



Use Experts: Neutral parties with their own relevant expertise might be able to unravel
your problem into a newly designed, but more attractive perspective. If your side lacks
some area of expertise, get the experts to lend a hand.

11.3 The Power of Leverage
One of the most powerful tools successful people use on a regular basis is leverage. Leverage
means utilizing the strengths of other things, processes, and people to do a lot more than you
could do alone. Leverage helps you get the most out of yourself, because you free up your time
to work on the activities that are most valuable to you.
The famous Greek mathematician, Archimedes, said:
“Give me a lever long enough and a place to stand, and I can move the world.”
If it’s time to move your world, here are five ways you can utilize the concept of leverage to
improve your circumstances and get more of what you want out of life.
1.

Learn from others: Remember having to listen to stories your parents told because they
were trying to prevent you from making the same mistakes they did? Successful people
take advantage of such knowledge and wisdom wherever they can get it. There are millions
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of books written by and about people who learned hard lessons in life and they put that
knowledge in writing to share it with you. Take courses, go to seminars, read magazines,
do whatever you can to learn from others’ failures, and successes. Join the professional
organization for your field and attend their conferences. I can’t even begin to tell you how
much time, effort, energy and money I saved by joining the National Speakers’ Association,
and there are many others who share the same sentiment.
2.

Outsource: Use the energy and knowledge of other people to make your life easier. This
might mean hiring someone to clean your house, getting the dry cleaners to press some
shirts, hiring a technical writer to prepare some necessary documentation you need, etc.
Most of use could leverage others’ businesses and energy and enjoy a lot more time off, or
more productive time. Your bottom 20 activities, those things you really don’t like to do
or that just don’t contribute to your productivity should definitely be outsourced.

3.

Utilize investment funding: Your ability to borrow and tap into the financial resources of
other people and institutions can enable you to accomplish many great things that would
not be possible if you had to pay for them out of your own resources. Always be looking
for opportunities to borrow and invest money and achieve returns well beyond the cost of
that money. This requires planning and research, but the benefits are huge.

4.

Make use of untapped brilliance: One good idea is all you need to start a fortune. Listen to
others’ ideas when you are at parties and listen for things that, combined with your talent
and resources, are viable business ideas. In his seminars, Brian Tracy likes to point out that
there are many examples throughout history where someone had an idea, expressed the
concept of that idea at a social event, then a year later noticed that someone had produced
the product or launched the business. If you have such an idea, act on it. If you hear of one,
act on that as well. I’m not talking about stealing someone else’s business plan, here. I’m
sure you’ve been out with friends before who thought of things that should be developed
or you’ve heard comments like, “Someone should invent . . .”

5.

Work “the system”: The social networking system, that is. If we are six degrees of separation
from anyone in the world, then we are just six degrees away from the perfect resource.
Whatever it is you need to make your life more profitable and enjoyable, you know
someone who knows someone who knows someone who can help you. Make the most of
all social events by getting to know someone knew. It does you no good whatsoever to
meet 30 new people whom you’ll never remember, nor will remember you. But make one
or two good contacts, and your power of leverage will increase.

French and Raven developed what is regarded as a classic scheme for categorizing the various
bases of power. Their work was first presented in an article in Studies of Social Power in 1959,
titled “The Bases of Social Power”. They identified five distinct bases of power: legitimate,
reward, coercive, expert and referent. These five power bases were expanded on by Hershey and
Blanchard in their text, “Management of Organizational Behavior” (1982) in which they added
two more bases of power that are relevant to this discussion. The two additional power bases
are: connection and information. The seven power bases can easily be separated into two broad
categories of power: positional and personal.

Self Assessment
State whether the following statements are true or false:
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5.

You can leverage a weak BATNA by repositioning it, controlling its perception and
challenging how others see it.

6.

Power in negotiations is personal, not relational.
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7.

One’s BATNA and the ability to walk away from a negotiation are the same thing.

8.

The more intense your preference is for one alternative in a negotiation, the more power
you have because you are more committed.

9.

Expert power in a negotiation is most often present if the parties have chosen skilled
negotiators to act on their behalf.

10.

A persuasive argument can appeal to one’s rationality, motions or rely upon one’s
reputation.

11.

Sarcastic or biting humor can relax the parties to a negotiation at tense moments.

12.

In focusing one’s persuasive communication on the listener, the central route emphasizes
the analytical basis for the argument, the ideas, and the content of the message.

Notes


Case Study

Power Negotiation

T

here are many occasions when a smaller company will want to form a partnership
with a larger organization to further their business objectives. There are two hurdles
that the smaller company might have to overcome to succeed in the negotiation
process. The first problem is to get the larger organization’s attention as they may express
little or no interest in the partnership. The second problem revolves around the prickly
issue of negotiating from a much weaker power base. There exists the danger that the
smaller party’s business goals aren’t overwhelmed by the more powerful negotiating
partner during the negotiation process.
Although the following case study entails a similar problem faced by two countries, the
lessons learned can be applied to any similar business negotiation model. On October 3,
1987, The Free Trade Agreement (FTA) was signed by representatives of Canada and the
United States after two strenuous years of intense negotiations.
Canada could be described as a medium sized economy. Its population is 1/10th the size
of the U.S. which is considered an economic superpower in comparison. Canada is
economically dependent on the United States. The reason is mainly due to its small domestic
market, scattered over a vast geographical locale. More than 75% of its exports go to the
U.S. making the U.S. Canada’s prime trading partner. By contrast, the U.S. was exporting
less than 20% of its products to Canada.
In the 1970’s, Canada’s economic health rose and fell like the proverbial yo-yo. It was too
resource based and needed to add some meat to its manufacturing industry to stabilize the
economy. A Royal Commission concluded that Canada’s only means to achieve this
stability was to engage in an open free trade partnership with the United States.
The problem was that the United States wasn’t especially interested in such a free trade
partnership agreement. The U.S. was in addition also becoming increasingly protectionist
during this same time period. The result was that Canada was facing a whole host of
penalties and countervailing actions against Canadian goods. Canada clearly needed a
plan.
The first step that Canada took was in the form of preparation by developing a succinct
plan. A chief negotiator, Simon Reisman, was appointed by the Canadian Prime Minister
himself. He established an ad hoc organization called the trade negotiations office (TNO)
Contd....
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which reported directly to the Canadian Government Cabinet and had access to highest
levels of bureaucracy. It established in no uncertain terms their negotiation goals and
objectives which included a strong dispute resolution mechanism that the Canadians felt
were vitally important to their success.
In contrast, the United States did not consider the FTA to be especially important and let
Canada do all the initial work. The only reason why the U.S. Congress even considered
the FTA proposal was that they liked the idea of a bilateral approach to trade and were
tired of the previous mechanism that failed to settle a host of trade dispute irritants
between the two countries known as GATT. It would also allow freer access to other
segments of the Canadian economy. President Ronald Reagan decided to fast track the
negotiations and appointed Peter Murphy to represent their interests. The U.S. was also
concerned about the growing hegemony of the European economy.
Strong differences in interests and approach dogged the negotiations. The Canadians used
every advantage available including the use of Summit meetings between the leaders of
both countries to emphasize their concerns at every opportunity. Yet, the political powers
in the U.S. dragged their feet to such an extent that the Canadian negotiators walked away
from the talks to express their displeasure. This put some heat on the U.S. administrators
to the extent that U.S. Treasury Secretary Baker took over the negotiations.
As a consequence, the talks between the two countries were successfully concluded. Several
concessions were made by both countries. The U.S. opened up a larger investment segment
in the Canadian economy and removed some of the more time consuming trade irritants.
The Canadians achieved their main goals of getting freer access to the U.S. economy,
while implementing a strong trade dispute resolution method.
The Free Trade Agreement between the two countries created the largest bilateral trade
relationship in the world. Canada achieved its objectives because of its detailed planning
and the intense focus of its negotiating team despite the asymmetry in power between the
two nations.
Question:
Analyse the case and discuss the case facts.

11.4 Sources of Power
Positional Power
Legitimate power (sometimes called authority or formal power) is that which is derived from
the person’s position in the organization. It exists because organizations find it advantageous to
assign certain powers to individuals so that they can do their jobs effectively. All managers have
some degree of legitimate power.
Reward power is based on the individual’s ability to reward desirable behavior. It stems partly
from legitimate power. Managers because of their positions have control over certain rewards,
such as pay increases, promotions, work schedules, status symbols and recognition awards,
which they can use to reward desirable behavior.
Coercive power is the opposite of reward power, and is based on the ability of the individual to
sanction (punish) or prevent someone from obtaining desirable rewards. Rewards and
punishment are powerful motivational tools, and leaders are generally better served by the
exercise of reward power than by the exercise of coercive power. But only if reward power is
used effectively. Look at these three types of power as POSITIONAL power and conferred on one
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from the ORGANIZATION, e.g., they come with the position of manager, and each manager has
at least some of each of the three “powers of office.” The remaining four, however, are in a
different domain entirely.

Notes

11.5 Personal Power
Expert power derives from having knowledge that is valued by the organization or individuals
with whom the person interacts. Expertise in a particular field or at problem solving or at
performing critical tasks are types of expert power. Expert power is personal to the individual
who has the expertise, hence it is different from the other three sources of power previously
mentioned. However, the possession of expert power may be the basis for rising to a management
position in the area of the expertise, now providing the incumbent with expert power as well
that legitimate, reward and coercive power.
Referent power results when the individual engenders admiration, loyalty and emulation to the
extent that the person gains the power to influence other. Charismatic leaders have referent
power. They have a vision for the organization that they lead, strong convictions about the
correctness of the vision, and great confidence in their ability to realize the vision, and are
perceived by their followers as agents of change.
Connection power is more commonly referred to as “networking” these days. It is who you
know, vertically and horizontally, both within and outside the organization. This may be referred
to in some circles as the “Old Boys Club” and represents many of the political dynamics that
make up organizations.
Information power is a power that can be either personal or positional. A manager should have
more information power than his or her direct reports but it isn’t always the case. As a result, an
individual that is actively involved in the “grapevine” often has more accurate information
than the manager. The “grapevine” is thought to be primarily rumor but, when studied, the
“grapevine” has proven to be about 80% correct. Therefore, the person in the organization with
the most reliable information is thought to have quite a bit of power.
A wise leader realizes that in order to be an effective leader he/she can not rely exclusively on
positional power. There is a delicate dance that must take place between positional and personal
power for a manager to be considered an effective leader.
The fascinating thing about power is that people who hold it are expected to use it or they risk
losing respect for not exercising power. When Reagan was president he was an example of a
person that totally fulfilled the role of the powerful president, almost like royalty. While at the
same time, Carter, who made a big deal out of carrying his own bags, was not perceived as
having a lot of personal power. It is a delicate balance but people do need to exercise their
legitimate power. Regardless of whether a person is the CEO or the secretary they are expected
to exercise their power. Power is a neutral tool, so exercising the power does not have to be a
negative action. Rather, an individual needs to use their legitimate power to do their job more
effectively.
I always appreciated the words of Harry Truman...”when your term of public office is over you
put away the tools (power) the public has given you since the tools are not for your personal use
but rather to help you do your job”...or words to that effect...this is my interpretation. I think
managers think they are the power in much the same way that politicians believe they have the
power rather than the “tools” to do their job. When managers think they have positional power
because of who they are rather than the position they hold in the organization, they are headed
for trouble.
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Power is a neutral tool which can be used for positive or negative outcomes. I found from my
research that when power is treated as an opportunity to do good for others and the organization,
everyone benefits. In many respects power is like love, the more it is shared, the more it grows.
Many managers have trouble sharing power for fear they are giving away a scarce resource and
once power is given away it is lost.

11.6 Leveraging Power through Persuasion
Principles of persuasion that can be used to alter the other party’s viewpoint:
1.

Frame the question that is vital present it in the most favorable light

2.

Marshal persuasive arguments to answer that question

3.

Choose the most persuasive argument to support your position

4.

Match nonverbal communication to the verbal
Figure 11.1
THINKING
(Intellect)

AUDITOR

SHAKER

INTROVERT
(Introversion)

EXTROVERT
(extroversion)

SHARER

COMMUNICATOR

FEELING
(Openness)

11.6.1 Creating Persuasive Arguments
2300 years ago, Aristotle wrote down the secret to being a persuasive speaker, the secret which
forms the basis for nearly every public speaking book written since then.

Do you know the secret?
If you don’t, you might be wondering what a 2300-year-old theory has to do with public speaking
in the year 2010. In a word—everything!
In this article, you’ll learn what ethos, pathos, and logos are (the secret!), and what every speaker
needs to understand about these three pillars of public speaking.
What are Ethos, Pathos, and Logos?
In simplest terms, they correspond to:
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Ethos: credibility (or character) of the speaker



Pathos: emotional connection to the audience



Logos: logical argument
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Together, they are the three persuasive appeals. In other words, these are the three essential
qualities that your speech or presentation must have before your audience will accept your
message.

Notes

11.7 Origins of Ethos, Pathos, Logos
On Rhetoric by Aristotle
1.

Ethos, Pathos, Logos – Introduction

2.

Ethos – Speaker Credibility

3.

4.

(a)

What is Ethos?

(b)

How to Establish Ethos?

Pathos – Emotional Connection
(a)

What is Pathos?

(b)

How to Develop Pathos?

Logos – Logical Argument
(a)

What is Logos?

(b)

How to Convey Logos?

Written in the 4th century B.C.E., the Greek philosopher Aristotle compiled his thoughts on the
art of rhetoric into On Rhetoric, including his theory on the three persuasive appeals.
Many teachers of communication, speech, and rhetoric consider Aristotle’s On Rhetoric to be a
seminal work in the field. Indeed, the editors of The Rhetoric of Western Thought: From the
Mediterranean World to the Global Setting call it “the most important single work on persuasion
ever written.” It is hard to argue this claim; most advice from modern books can be traced back
to Aristotle’s foundations.
In The Classic Review, Sally van Noorden points to George Kennedy’s modern translation as the
standard reference text for studying On Rhetoric. Kennedy’s translation is the source that I use.
(At the time of this writing, it is available from amazon.com for $24.56, 18% off the list price.)

11.7.1 Ethos
Before you can convince an audience to accept anything you say, they have to accept you as credible.
There are many aspects to building your credibility:
1.

Does the audience respect you?

2.

Does the audience believe you are of good character?

3.

Does the audience believe you are generally trustworthy?

4.

Does the audience believe you are an authority on this speech topic?

Keep in mind that it isn’t enough for you to know that you are a credible source. (This isn’t
about your confidence, experience, or expertise.) Your audience must know this. Ethos is your
level of credibility as perceived by your audience.
We will define ethos in greater detail, and we will study examples of how to establish and build
ethos.
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11.7.2 Pathos
Pathos is the quality of a persuasive presentation which appeals to the emotions of the audience.
1.

Do your words evoke feelings of … love? … sympathy? … fear?

2.

Do your visuals evoke feelings of compassion? … envy?

3.

Does your characterization of the competition evoke feelings of hate? contempt?

Emotional connection can be created in many ways by a speaker, perhaps most notably by stories.
The goal of a story, anecdote, analogy, simile, and metaphor is often to link an aspect of our
primary message with a triggered emotional response from the audience.
We will study pathos in greater detail, and look at how to build pathos by tapping into different
audience emotions.

!
Caution The power of persuasion can open doors for you and make the path to success
much smoother. After reading this article, you will have an array of persuasive techniques
at your disposal.

11.7.3 Logos
Logos is synonymous with a logical argument.
1.

Does your message make sense?

2.

Is your message based on facts, statistics, and evidence?

3.

Will your call-to-action lead to the desired outcome that you promise?

We will see why logos is critical to your success, and examine ways to construct a logical,
reasoned argument.
Which is most important? Ethos? Pathos? or Logos?
Suppose two speakers give speeches about a new corporate restructuring strategy.
1.

The first speaker — a grade nine student — gives a flawless speech pitching strategy A
which is both logically sound and stirs emotions.

2.

The second speaker — a Fortune 500 CEO — gives a boring speech pitching strategy B.

Which speech is more persuasive? Is the CEO’s speech more persuasive, simply because she has
much more credibility (ethos)?
Some suggest that pathos is the most critical of the three. In You’ve Got to Be Believed to Be Heard,
Bert Decker says that people buy on emotion (pathos) and justify with fact (logos). True? You
decide.
Aristotle believed that logos should be the most important of the three persuasive appeals. As a
philosopher and a master of logical reasoning, he believed that logos should be the only required
persuasive appeal. That is, if you demonstrated logos, you should not need either ethos or pathos.
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Notes The power of persuasion can open doors for you and make the path to success much
smoother. After reading this article, you will have an array of persuasive techniques at
your disposal.
The most persuasive techniques have their roots in NLP (neuro-linguistic programming).
These persuasion techniques are based on empathy – in order to persuade someone – you
must understand them.

11.8 Empathy-based Persuasive Techniques
The first and most important thing you must understand about the person you are trying to
influence is what their mind best responds to – feel, visual, or auditory stimulation. Knowing
this will allow you to be more persuasive by plugging into and feeding this specific desire.
Females usually respond best to feelings, but not always. Men often respond well to visuals, and
some people are affected by audio. To learn which is the best stimulation to focus your persuasion,
look at how they talk. Do they say “I see”, “I hear what you’re saying”, or “I feel that…”? These
are obvious examples of course, the correct answer could be more subtle and perhaps a mixture
of two types of stimulation.
Adjust your persuasion techniques based on the kind of mind you are dealing with; for example,
when persuading someone who is “feel” orientated, focus on how they will feel if they do what
you are trying to convince them to. Don’t try and tell them what it will be like – you have to
make them actually feel it.
The more you’re aware of the person you’re dealing with, the more effectively you will be able
to focus your persuasive techniques.

11.9 Mirror based Persuasive Techniques
As well as focusing the content of your persuasion in a way that interacts well with their specific
personality type, you can also adjust your language and the way you speak to put yourself on
their level. People respond better to persuasive techniques that are in their own “language”.
Pick up on specific words that they use and use them back on them, especially adjectives. Pay
attention to their speed, pitch and volume, and respond as similarly as possible.
Matching your body language and even your pose/position is a subtle but surprisingly powerful
persuasive technique. You need to be subtle and it may feel awkward at first, but with some
practice you will see how effective this technique, known as “mirroring”, can be at developing
a rapport and

11.9.1 Other Persuasive Techniques
There are many other persuasive techniques that you can work on and build up. We recommend
that you master the empathy/mirror persuasive techniques most importantly as these are the
most effective. However, the following techniques can be valuable additions to your persuasion
armory.
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11.9.2 Persuasive Words
There are many subconscious persuasive words that one can use. Often these will be a call to
action: for example “Do that” or “Be this”. Positive words and adjectives such as “Definitely”,
“Most” and “Effective” are very persuasive all on their own.
Use “now” words such as “today” or “at the moment” often to subliminally suggest urgency.

Rhetorical questions
Getting the person to think for themselves is highly motivating and can therefore be extremely
persuasive. Ask questions that engage them and they automatically become more receptive.
This will also help you learn more about them. Often this will even convince them that they are
making the decision when in fact you have simply steered them to this persuasion.

Using Persuasive Language
Tactics that make an argument persuasive:
1.

Metaphor: A powerful way to convey meaning from one thing to another.

2.

Humor: Can create a positive atmosphere, or diffuse a tense moment.

3.

Using props: Visual people respond better to images and words than verbal
communications. Props can focus the discussion easily.

4.

Storytelling: Conveys the interests behind the position.

5.

Focus on other party’s perspective: Use either a central route – encourage content, or
peripheral route – using throwaways, friendly/flattering behavior.

11.10 Tools for Persuasive Communication
Successful negotiators create leverage through persuasive
1.

Verbal communication: direct single dialogue to present a position, followed by silence
(use tone, pitch, and volume of your voice to convey meaning)

2.

Non-verbal communication: can add emphasis through body language, facial expressions,
actions
(a)

Kinesis: posture and physical movements (standing up, circling, walking out)

(b)

Eye movement: maintain eye contact to convey security, truthfulness

(c)

Facial expression: can express anger, happiness, fear, concern, etc., but also can be
misread

(d)

Gestures: can be misread

(e)

Time and space: arriving on time, pleasant meeting space send cues.

11.11 Persuasion through Process
Process techniques to shape the other party’s perception
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1.

Identify the decision maker: take the discussion to them.

2.

Address needs of individual team members if the interests of the groups are diffused.
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3.

Frame the issue in terms of achieving common good for both parties, or meeting shared
core values.

4.

Share the diagnosis of the problem to create support from both parties.
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11.12 Leveraging Power through Pressure Tactics
Key concepts:


Power is always relative – the power balance between parties is critical



Power can be real or perceived



Self-confidence gives one power



Belief that power will be used can make it unnecessary to exist



Power can be limited by outside influences



Ends and means can’t be separated



Exercising power involves risks and costs



Balance of power may change

Self Assessment
Multiple Choice Questions:
13.

14.

15.

Legitimate power refers to:
(a)

Your ability to reward others

(b)

Your expert opinions

(c)

The authority vested in you by your position

(d)

Your leadership abilities

Charisma in negotiations can be displayed in all of the following ways except
(a)

Reputation as someone who gets things done

(b)

Being the boss

(c)

Using framing of options to shape what others want

(d)

Using confidence to build consensus

In order for a metaphor to be a persuasive communication tool it should not:
(a)

Use appropriate images

(b)

Shock the other party

(c)

Avoid clichés

(d)

Be an image the other party can identify with

11.13 Summary


Leverage is situational advantage—the ability to HELP or HARM the other party.



One of the most powerful tools successful people use on a regular basis is leverage.
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The importance of mastering the art of persuasion is vital to the ability of a manger to
efficiently address the many vexing challenges faced in the ever evolving marketplace



Leverage means utilizing the strengths of other things, processes, and people to do a lot
more than you could do alone.



Many teachers of communication, speech, and rhetoric consider Aristotle’s On Rhetoric to
be a seminal work in the field.



Reward power is based on the individual’s ability to reward desirable behavior.



Getting the person to think for themselves is highly motivating and can therefore be
extremely persuasive.



Nonverbal communication: can add emphasis through body language, facial expressions,
actions

11.14 Keywords
Coercive Power: It is the opposite of reward power, and is based on the ability of the individual
to sanction (punish) or prevent someone from obtaining desirable rewards. Rewards and
punishment are powerful motivational tools, and leaders are generally better served by the
exercise of reward power than by the exercise of coercive power. But only if reward power is
used effectively. Look at these three types of power as POSITIONAL power and conferred on one
from the ORGANIZATION, e.g., they come with the position of manager, and each manager has
at least some of each of the three "powers of office." The remaining four, however, are in a
different domain entirely.
Connection Power: It is more commonly referred to as "networking" these days. It is who you
know, vertically and horizontally, both within and outside the organization. This may be referred
to in some circles as the "Old Boys Club" and represents many of the political dynamics that
make up organizations.
Information Power: It is a power that can be either personal or positional. A manager should
have more information power than his or her direct reports but it isn't always the case. As a
result, an individual that is actively involved in the "grapevine" often has more accurate
information than the manager. The "grapevine" is thought to be primarily rumor but, when
studied, the "grapevine" has proven to be about 80% correct. Therefore, the person in the
organization with the most reliable information is thought to have quite a bit of power.
Legitimate Power: It is that which is derived from the person's position in the organization. It
exists because organizations find it advantageous to assign certain powers to individuals so that
they can do their jobs effectively. All managers have some degree of legitimate power.
Personal Power: Expert power derives from having knowledge that is valued by the organization
or individuals with whom the person interacts. Expertise in a particular field or at problem
solving or at performing critical tasks are types of expert power. Expert power is personal to the
individual who has the expertise, hence it is different from the other three sources of power
previously mentioned. However, the possession of expert power may be the basis for rising to
a management position in the area of the expertise, now providing the incumbent with expert
power as well that legitimate, reward and coercive power.
Referent Power: It results when the individual engenders admiration, loyalty and emulation to
the extent that the person gains the power to influence other. Charismatic leaders have referent
power. They have a vision for the organization that they lead, strong convictions about the
correctness of the vision, and great confidence in their ability to realize the vision, and are
perceived by their followers as agents of change.
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Reward Power: It is based on the individual's ability to reward desirable behavior. It stems
partly from legitimate power. Managers because of their positions have control over certain
rewards, such as pay increases, promotions, work schedules, status symbols and recognition
awards, which they can use to reward desirable behavior.
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11.15 Review Questions
1.

Define power and Persuasion.

2.

Explain leveraging power from your BATNA.

3.

Discuss about leveraging power through the sources.

4.

Describe about leveraging power through persuasion.

5.

Explain about leveraging power through pressure tactics.

6.

Discuss about leveraging the power of sources.

7.

Explain about Ethos, Pathos and Logos.

8.

Describe about Personal Power.

9.

What do you know about Information Power?

10.

Elaborate the statement “Creating Persuasive Arguments”.

Answers: Self Assessment
1.

BATNA

2.

Leverage

3.

Expert

4.

Self Confidence

5.

True

6.

False

7.

True

8.

False

9.

False

10.

True

11.

False

12.

True

13.

(c)

14.

(b)

15.

(b)
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Objectives
After studying this unit, you will be able to:


Define and explain ethics, fairness and trust in negotiation



Discuss about values and behaviors in negotiations



State the substantive and procedural fairness in negotiation



Discuss bases and relationship in negotiating trust
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Introduction
Ethics are broadly applied social standards for what is right or wrong in a particular situation,
or a process for setting those standards. They differ from morals, which are individual and
personal beliefs about what is right and wrong. Ethics grow out of particular philosophies,
which purport to (a) define the nature of the world in which we live, and (b) prescribe rules for
living together. Different philosophies adopt distinct perspectives on these questions, which
means, in practice, that they may lead to different judgements about what is right and wrong in
a given situation. The “hard work” of ethics in practice is figuring out how ethical philosophies
differ from one another, deciding which approaches are personally preferable, and applying
them to real-world situations at hand.

12.1 Ethics
Our goal is to distinguish among different criteria, or standards, for judging and evaluating a
negotiator’s actions, particularly when questions of ethics might be involved. An ethical dilemma
in business exists when a manager faces a decision “in which the financial performance (stand in
terms of the obligations to the individuals and groups associated with the firm) are in conflict.”
Analogously, an ethical dilemma exists for a negotiator when possible actions or strategies put
the potential economic benefits of doing a deal in conflict with one’s social obligations to other
involved parties or one’s broader community.
Many writers on business ethics have proposed frameworks that capture competing ethical
standards. Drawing on some of these writers (Green, 1993; Hitt, 1990; Hosmer, 2003), here are
four standards for evaluating strategies and tactics in business and negotiation:
1.

Choose a course of action on the basis of results I expect to achieve (e.g., greatest return on
investment).

2.

Choose a course of action on the basis of my duty to uphold appropriate rules and principles
(e.g., the law).

3.

Choose a course of action on the basis of the norms, values, and strategy of my organization
or community (e.g., the cultural value and norms).

4.

Choose a course of action on the basis of my personal convictions (e.g., what my conscience
tells me to do).

Each of these approaches reflects a fundamentally different approach to ethical reasoning. The
first may be called en-result ethics, in that the rightness of an action is determined by evaluating
the pros and cons of its consequences. The second is an example of what may be called duty
ethics, in that the rightness of an action is determined by one’s obligation to adhere to consistent
principles, laws, and social standard that define what is right and wrong and where the line is.
The third represents a form of social contract ethics, in that the rightness of an action is based on
the customs and norms of a particular community. Finally, the fourth may be called personalistic
ethics, in that the rightness of the action is based on one’s own conscience and moral standards.
Ethics are moral standards, not governed by law, that focus on the human consequences of
actions. Ethics often require behaviour that meets higher standards than that established by law,
including selfless behaviour rather than calculated action intended to produce a tangible benefit.
Ethics are sometimes in conflict with individual and corporate self-interest.
Ethics are a product of a society’s culture that includes its traditions, customs, values and norms.
Members of a culture often take ethics for granted. They implicitly understand the requirements
of relationships, duties, and obligations between people and groups and distinguish between
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their self-interests and the interests of others. When there is conflict between groups, it is
usually because sub-cultures within a society have different ethical standards or significantly
different interests. Under these conditions, the resolution of competing group interests becomes
problematic.

Notes

Similarly, when two or more countries interact, they often find that their ethics and understanding
of social responsibility issues suggest that there is a relationship between ethics and legality. An
important distinction, however, is that ethics are complied with voluntarily as in the case of the
Body Shop, whereas compliance with the law is often involuntary. In effect, when a company
breaks a law, it is of no consequence unless detected and then enforced.

Did u know? In philosophy, the study and evaluation of human conduct in the light of
moral principles. Moral principles may be viewed either as the standard of conduct that
individuals have constructed for themselves or as the body of obligations and duties that
a particular society requires of its members.

Self Assessment
Fill in the blanks:
1.

.................................. are broadly applied social standards for what is right or wrong in a
particular situation.

2.

............................ can be defined as the systematic attempt to make sense of individual,
group.

3.

Individual character ethics maintains that the identification and responsible development
of the ............................. traits of nobility.

4.

............................... ethics maintain that the identification and responsible development of
noble, reflective, practitioner traits at work.

5.

Two common forms of ............................... are white mail and lubrication bribes.

12.2 Nature and Value of Management Ethics
Ethics can be defined as the systematic attempt to make sense of individual, group, organizational,
professional, social, market, and global moral experience in such a way as to determine the
desirable, prioritized ends that are worth pursuing, the right rules and obligations that ought to
govern human conduct, the virtuous intentions and character traits that deserve development in
life, and to act accordingly. Put thing more simply, ethics refer to the study of individual and
collective moral awareness, judgement, character and conduct.

12.2.1 Individual Character Ethics
Individual character ethics maintains that the identification and responsible development of the
human traits of nobility – such as courage, moderation, justice, prudence, gratitude, sense of
humour, self-discipline, reliability, benevolence, authenticity, caring, sincerity, understanding,
and wisdom – determine both the instrumental and intrinsic value of all human ethical
interactions; for example, if as I lose my health, my wealth, and my loved ones through no fault
of my own, I retain my dignity and prospects for happiness by living a virtuous life.
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12.2.2 Work Character Ethics
Work character ethics maintain that the identification and responsible development of noble,
reflective, practitioner traits at work – such as competence, creativity, honesty, fairness,
trustworthiness, co-worker appreciation, task completion, honour, loyalty, shared work pride,
diligence, resourcefulness, level-headedness, tolerance, dependability, civility, empathy,
conscientiousness, discretion, patient urgency, cooperativeness, and supportiveness – determine
both the instrumental and intrinsic ethical quality of work life; for example, as a manager facing
global competition, heightened productivity expectations; and the need for effective teamwork,
it is essential that the character of my work performance serve as a role model for task
accomplishment and considerate relations at work.

12.2.3 Professional Character Ethics
Professional character ethics maintain that credentialed expertise, licensed monopoly, selfregulation, altruism, trust, truthfulness, autonomy, impartiality, loyalty, independence of
judgement, and public service determine both the instrumental and intrinsic ethical quality of
individuals in associational communities; for example, as a business manager for a firm of
surgeons who detects a pattern of double billing Medicare insurance claims, my professional
character ethics would require me to bring this matter to the immediate attention of the surgeonsin-charge, to exhaust internal remedies to correct the situation in-house, and to be prepared to
engage in responsible, external whistle blowing if all else fails, because of loyalty to a professional
code of ethics.

12.3 Four Perspectives on Ethics
Four perspectives for understanding ethics are the descriptive, conceptual, normative, and
practical. The practical interests of the individual or group exploring ethical questions influence
the appropriateness of each perspective.
The descriptive approach is the study of ethics using the methods and theories of social science.
Researchers study the ethics of particular society or corporation and explain their effect on
behaviour without making judgements concerning their correctness. For example, social scientists
can ask executives in various industries to answer a questionnaire about their business practices.
When compared across industries or nations, the data provide insights into behaviour that is
considered ethical by the executives.
The conceptual approach focuses on the meaning of key ideas in ethics such as obligation,
justice, virtue, and responsibility. The emphasis is to refine definitions of important ethical
concepts through philosophical analysis. This approach is useful for students of ethics including
academics and members of the legal system.
The normative approach involves constructing arguments in defense of basic moral positions
and prescribing correct ethical behaviour. These arguments may rely on social science studies
and conceptual clarification, but they focus primarily on the rationale for a particular position,
often on the basis of logic as much as empirical evidence.
Finally, the practical approach, a variant of the normative perspective, involves developing a
set of normative guidelines for resolving conflicts of interest to improve societal well-being
(French and Granrose 1995). Because most organizations are concerned with achieving shortand long-term goals in a competitive environment, the utilitarianism of the practical approach
makes it the most widely used by members of organizations.
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Individual employees act within an organizational context, including its value system, business
philosophy, ethical codes, and business practices. These may not be congruent with employees’
personal moral beliefs and ethics. Nonetheless, the organization influences its members’
behaviour in critical ways including relations with superiors, subordinates, customers, and
competitors.

12.3.2 Organizational Ethics
Ethical conflicts develop as a result of variations in ethical codes, moral standards, social values,
and laws in different cultures. Complicating these issues is that not all organizations within a
society adhere to the same ethics, morality, or respect for law. Of course, ethical relativism
challenges the idea that these are ethical issues.
One way to examine ethical and social responsibility issues is to distinguish between those that
are primarily internal to organizations and those that affect interactions between organizations.
Frequently, when internal organizational issues raise ethical concerns, they eventually affect
relations between organizations.

12.4 Internal Ethical Issues
Internal ethical issues primarily affect the conduct of organization members. These may include
explicit policies and practices of organizations, laws in a particular place, or cultural values that
prescribe certain behaviours, such as the following:
1.

Discrimination: Many societies give preference to members of certain groups. Race,
ethnicity, age, gender, geographic region, and religion are variables used to discriminate.
In some cultures, not being a native of the society is a basis for employment discrimination.
Discrimination can be overt or covert and can determine hiring and promotion. It can also
discourage group members from seeking certain types of employment or expecting career
advancement.

2.

Safety: In many countries: both developing and developed – workers’ safety standards
fail to provide adequate protection and create conditions that threaten workers’ health.
Unsafe working conditions, along with child and prison labour, are often part of a strategy
to gain competitive advantage. They can also be a culture based manifestation of indifference
to human suffering.

3.

Compensation: Workers’ wages vary considerably around the world. In many countries,
a worker’s annual salary may be what a person with a similar job in another country earns
in a week. From the Western perspective, many developing nations pay incredibly low
wages. However, because Western companies transplant their manufacturing facilities in
low-wage countries, they reinforce this practice. It should also be noted that even in
economically advanced societies, for example, the United States, “sweatshop” conditions
still exist in urban areas with immigrant populations and in rural areas where employment
opportunities are restricted or unions are unable to organise workers.

12.5 Child Labour
Many less-developed countries practise child labour extensively. It raises questions similar to
those of prison labour – which is also found in many developing nations – with the additional
concern of corporate responsibility for establishing appropriate social welfare and educational
institutions in a society.
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Within a society, these practices may not only be legal but ethical. Only when cultures with
different value systems object, they become ethical issues. An example of change caused by
ethical value conflict is the formation of a coalition of major Western European and American
sporting goods manufactures and child advocacy groups to combat the sale of soccer balls
stitched by children in Pakistan.
Because of impoverishment, Pakistani parents in the Sialkot region of Punjab province force
their children into soccer ball stitching as early as 6 years of age. According to one estimate,
“Close to 10,000 Pakistani children under the age of 14 work up to 10 hours a day stitching the
leather balls, often for the equivalent of $1.20 a day” (Greenhouse 1997). In Western Europe and
the United States, where children play with these soccer balls, child labour is illegal and unethical.
To avoid the experience of other efforts aimed at eliminating child labour that resulted in the
unemployed children entering other occupations, including making bricks and prostitution, the
coalition proposed to educate the children and to place parents and older siblings in jobs or
provide small loans for them to start their own business.


Case Study

The Negotiation Problem

This case study shows how two parties can find a successful negotiation resolution by tackling the
issues in a creative and mutually beneficial manner.
One of the biggest stumbling blocks encountered by a negotiator is to clearly understand
the real issues as the root cause and basis for the negotiation in the first place. All too many
times, negotiators take insufficient time to clearly identify and frame the problem or
issues to be resolved and negotiated. This is the crucial first step to any negotiation. If this
first phase of the negotiation process is not addressed properly, than it is quite likely that
the rest the whole negotiation process will unravel because the core issues were not
properly understood at the outset.
Let’s look at an example case study which emphasizes the need to define and identify the
problem. In this example, a substantial electronics firm faces considerable difficulties in
one of their subassemblies. The root core of the problem revolved around certain types of
fittings and pins that were becoming bent and distorted by the operation of the machinery.
Units which were being produced were damaged and had to be rejected because of
imperfections. These rejected components were put aside and then re-worked later on in
the month.
This duplication of effort resulted in increased costs as workers had to work overtime to
meet their quotas. These extra costs for the extra work performed had not been considered
in the manufacturing budget. The manager of this subassembly line did not want be
charged with these overhead expenses because he felt it was not their responsibility.
Likewise, the manager who was the overseer of the final assembly department also refused
to accept the increased costs to his budget. He argued that the extra costs were a direct
result of the poor work of the personnel in the subassembly department as this was where
the problem originated.
The subassembly department manager countered this argument by claiming that the
parts were in good condition before they left his department and that the damage must
have occurred in the final assembly manager’s department instead. Both parties had reached
am impasse.
Contd....

250

LOVELY PROFESSIONAL UNIVERSITY

Unit 12: Ethics in Negotiation

Some time passed before a resolution to the matter was worked out that was agreeable to
both parties. What both parties were really seeking was to find a long term solution to this
dilemma. It was only when they truly understood the nature of the problem they were
able to negotiate a reasonable solution that was acceptable to both of them.

Notes

It was ascertained that the subassembly workers had some slack time available during
every working month. The damaged parts were returned in small batches form the final
assembly plant so that the subassembly personnel could work on them during these slack
periods. Also, when they examined the problem in more minute detail, the managers
learned that some of the personnel in the final assembly plant may not have been adequately
trained and may have also been partially responsible for the damaged incurred. These
personnel were identified and were sent to the subassembly plant to further their training
and to learn more about what transpired in that department.
The resulting solution addressed the increased cost concerns of both departments on the
one hand. On the other hand, overtime was reduced by allocating the personnel where
and when they most needed and finally, because of the enhanced training, the number of
damaged parts was considerably reduced.
The lesson to be drawn here is that the two managers were only able to address the
problem when they were able to understand the real issues that lay beneath the problem
as the cause for their cost overruns.
Question:
Analyse the case and discuss the case facts.
Source: http://www.negotiations.com/case/negotiation-problem/

!
Caution

1.

Ethical judgments are made in social context: The type of work you choose and the
type of people you hang out with, will eventually shape your ethical choices as a
negotiator. If you care about having honest and forthright relations with others,
think carefully about what kind of friends, colleagues, clients you want to have in
your life.

2.

Even if you choose to lie or be unethical, be honest with yourself: If you are deceptive,
you can end up rationalizing your actions to yourself also. Over time, you may get
in the habit of lying or using other tactics that are unnecessarily risky or harmful.

3.

There are many unethical negotiation behaviors besides lying.

Example: Harmful or cruel treatment of others, illegal or unethical threats and coercion,
bribes, kickbacks, corruption, preventing parties from participating or selling them out if they
aren’t at the table, demeaning other parties/groups of people, hate-talk, threats or actions of
violence, ruining someone’s reputation without cause, etc.
4.

Be aware of tradeoffs: Self protection, “bluffing”, and distrust also have a cost while
we worry a lot about the price we might pay for being forthright or for extending a
measure of trust the other party, there is also a price to pay for withholding
information, lying, or being suspicious of them. In addition to the relationship costs
of distrust, and the anger of feeling mistreated, you can incur significant business
expenses for protective measures such as fact-finding, inspections, legal discovery
processes, drawing up legal contracts, keeping detailed records, certification, etc.
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12.6 Applying Ethical Reasoning to Negotiation
For instance, in a situation involving selling a stereo and the statement to a prospective buyer
about the existence of another potential buyer:
1.

If you believed in end-result ethics, then you might do whatever was necessary to get the
best possible outcome (including telling lie about an alternative buyer).

2.

If you believed in duty ethics, you might perceive an obligation never to engage in
subterfuge, and might, therefore, reject a tactic that involves an outright lie.

3.

If you believed in social contract ethics you would base your tactical choices on your view
of appropriate conduct for behaviour in your community; if others would use deception
in a situation like this, you lie.

4.

If you believed in personalistic ethics, you would consult your conscience and decide
whether your need for cash for your upcoming trip justified using deceptive or dishonest
tactics.

12.7 Ethics versus Prudence versus Practicality versus Legality
Discussions of business ethics frequently confuse what is ethical (appropriate as determined by
some standard of moral conduct) versus what is prudent (wise, based on trying to understand
the efficacy of the tactic and the consequences it might have on the relationship with the other)
versus what is practical (what a negotiator can actually make happen in a given situatio n?)
versus what is legal (what the law defines as acceptable practice?) (Missner, 1980).
Each of these approach could be used to analyse the four hypothetical standards mentioned at
the beginning of the unit:
Table 12.1

Ethical
System
End-result
ethics
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Definition
Rightness of an
action is
determined by
considering
consequences

Major
Proponent
Jeremy
Bentham
(1748-1832)
John Stuart
Mill
(1806-1873)

Central Tenets

 One must
consider all likely
consequences.
 Actions are more
right if they
promote more
happiness, more
wrong as they
produce
unhappiness.
 Happiness is
defined as
presence of
pleasure and
absence of pain.
 Promotion of
happiness is
generally the
ultimate aim.
 Collective
happiness of all
concerned is the
goal.
 Human conduct
should be guided
by primary moral
principle.
 Individuals should
stand on their
principles and
LOVELY PROFESSIONAL UNIVERSITYrestrain
themselves by
rules.
 The ultimate good
is a life of virtue
(action on
principles) rather

Major Concerns
 How does one
define
happiness
pleasure, or
utility?
 How does one
measure
happiness,
pleasure, or
utility?
 How does one
trade-off
between shortterm vs
long-term
happiness?
 If actions create
happiness for
90% of the world
and misery for
the other 10%
are they still
ethical?
 By what
Contd....
authority do
we
accept particular
rules or the
“goodness” of
those rules?
 Which rule do
we follow when
rules conflict?
 How do we
adapt general
rules to fit
specific
situations?

presence of
pleasure and
absence of pain.
Promotion of
happiness is
generally the
ultimate aim.
Collective
happiness of all
concerned is the
goal.
Human conduct
should be guided
by primary moral
principle.
Individuals should
stand on their
principles and
restrain
themselves by
rules.
The ultimate good
is a life of virtue
(action on
principles) rather
than pleasure.
We should not
adjust moral law
to fit our actions,
but adjust our
actions to fit
moral law.

Social
Social
contract
contract
ethics
ethics

Rightness of
Rightness
an
action isof
an action is by
determined
deterby
the mined
by the
customs
and
customs
norms
of and
a
norms of a
community
community

between shortterm vs
long-term
happiness?

 If actions create
happiness for
90% of the world Unit 12: Ethics in Negotiation
and misery for

the other 10%
are they still
ethical?
Notes
 By what

authority do we
accept particular
rules or the
“goodness” of

those rules?
 Which rule do
we follow when
rules conflict?
 How do we
adapt general

rules to fit
specific
situations?
 How do rules
change as

circumstances
change?
 What happens
when good rules
produce bad
consequences?
 Are these rules
without any
exceptions?
Jean-Jacques
 People must
 How do we
Jean-Jacques
People in
must
How do wethe
 function
 determine
Rousseau
a social
Rousseau
function in a
determine
the
(1712-1778)
community
general
will?
(1712-1778)
social community
general
context
to survive.
is will?
meant
 What
context to
What
meant
 by
theis“common
 Communities
survive.“moral
by the “common
become
good”?
Communities
good”?do we do
 bodies”
for
 What
become “moral
What do we do
 with
determining
bodies”rules.
for
with
ground
independent
determining
independent
and
thinkers
who
 Duty
ground rules.
thinkers who
obligation
bind the
challenge
the
challenge
community and
morality
ofthe
the
the individual to
existing social
each other.
order (e.g.,
Jefferson,
 What is best for
Gandhi, Martin
the common good
Luther King)?
determines the
ultimate standard.
 Can a state be
corrupt and its
 Laws are
people still be
important, but
“moral” (e.g.
morality
Nazi Germany)?
determines the
laws and
 How could we
standards for right
justify ethics
and wrong.
other than by
saying, “It felt
 Locus of truth is
like the right
found in human
thing to do”?
existence.
 How could we
 Conscience within
achieve a
each person calls
collective
them to fulfil their
definition of
humanness and to
what is ethical if
decide between
individuals
right and wrong.
disagreed?
 Personal decision
 How could we
rules are the
achieve Contd....
ultimate
cohesiveness
standards.
and consensus
 Pursuing a noble
in a team that
goal by ignoble
only fosters
means leads to an
personal
ignoble end.
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perspectives?
 There are no
How
could
an

absolute formulas
organization
for living.
assures some
 One should follow
uniformity in
one’s group but
ethics?
also stick up for
what one

and wrong.
 Locus of truth is
found in human
existence.
 Conscience within
each person calls
them to fulfil their
humanness and to
decide between
right and wrong.
 Personal decision
rules are the
ultimate
standards.
 Pursuing a noble
goal by ignoble
means leads to an
ignoble end.
 There are no
absolute formulas
for living.
 One should follow
one’s group but
also stick up for
what one
individually
believes.
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other than by
saying, “It felt
like the right
thing to do”?
 How could we
achieve a
collective
definition of
what is ethical if
individuals
disagreed?
 How could we
achieve
cohesiveness
and consensus
in a team that
only fosters
personal
perspectives?
 How could an
organization
assures some
uniformity in
ethics?

Table 12.2: Categories of Marginally Ethical Negotiating Tactics
Category

Example

Traditional competitive bargaining

Not disclosing your walkway; making an
inflated opening offer

Emotional manipulation

Faking anger, fear, disappointment; faking
elation, satisfaction

Misrepresentation

Distorting information or negotiation events
in describing them to others

Misrepresentation to opponent’s networks

Corrupting your opponent’s reputation with
his peers

Inappropriate information gathering
Bluffing

Bribery, infiltration, spying etc.
Insincere threats or promises

Source: Adopted from R. Robinson, R.J. Lewicki, and E Donahue’s, “Extending and Testing a Five Factor
Model or Ethical and Unethical Bargaining Tactics

Task Elucidate the following statements:
1.

Internal ethical issues primarily affect the conduct of organization members.

2.

Laws and ethical codes do not cover all situations.

12.8 The Consequences of Unethical Conduct
Effectiveness
Let us first consider the consequences that occur based on whether the tactic is successful or not.
Clearly, a tactic’s effectiveness will have some impact on whether it is more or less likely to be
sued in the future (essentially, a simple learning and reinforcement process). If using the tactic
allows a negotiator to attain rewarding outcomes that would be unavailable if he had behaved
ethically, and if the unethical conduct is not punished by others, the frequency of unethical
conduct is likely to increase because the negotiator believes he can get away with it. Thus, real
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consequences – reward and punishments that arise from using a tactic or not using it – should
not only motivate a negotiator’s present behaviour but also affect his or her predisposition to
use similar strategies in similar circumstances in the future. (For the moment, we will ignore the
consequences of these tactics on the reputation and trustworthiness, an impact that most deceptive
negotiators unfortunately ignore in the short-term).

Notes

Reactions of Others
A second set of consequences may arise from judgements and evaluations by the person who
was the “target” of the tactic, by constituencies or by audiences that can observe the tactic.
Depending on whether these parties recognize the tactic and whether they evaluate it as proper
or improper to use, the negotiator may receive a great deal of feedback. If the target person is
unaware that a deceptive tactic was used, he or she may show no reaction other than
disappointment at having lost the negotiation. However, if the target discovers that deception
has occurred, he or she is likely to react strongly. People who discover that they have been
deceived or exploited are typically angry. In addition to perhaps having “lost” the negotiation,
they feel foolish for having allowed themselves to be manipulated or deceived by a clever ploy.
As a result of both the loss and embarrassment, victims are inclined to seek retaliation and
revenge. The victim is unlikely to trust the unethical negotiator again, may seek revenge from
the negotiator in future dealings and may also generalize this experience to negotiations with
others. A strong experience of being exploited may thus sour a victim’s perception of negotiation
contexts in the future (Bies and Moag, 1986; Werth and Flannery, 1986).

Reactions of Self
We are unaware of systematic research exploring the third set of consequences: the negotiator ’s
own reactions to the use of unethical tactics. Under some conditions – such as when the other
party has truly suffered – a negotiator may feel some discomfort, stress, guilt, or remorse. Of
course, the actor who sees no problem in using the tactic may be likely to use it again and may
even begin to ponder how to use it more effectively. On one hand, while the use of these tactics
may have strong consequences for the negotiator’s reputation and trustworthiness, parties
seldom appear to take these outcomes into consideration in the short-term. On the other hand,
and particularly if the tactic has worked, the negotiator may be able to rationalize and justify the
use of the tactic.

12.8.1 Explanations and Justifications
When a negotiator has used an ethically ambiguous tactic that may elicit a reaction – as we
described above – the negotiator must prepare to defend the tactic’s use to himself (e.g., “I see
myself as a person of integrity, and yet I have decided to do something that might be viewed as
unethical”), to the victim, or to constituencies and audience who may express their concerns. The
primary purpose of these explanations and justifications is to rationalize, explain, or excuse the
behaviour – to verbalise some good, legitimate reason why this tactic was necessary. There is an
increasing stream of research on those who employ unethical tactics and the explanations and
justifications they use to rationalize them. Most of the following rationalizations have been
adopted from Bok (1978) and her excellent treatise on lying:
1.

The tactic was unavoidable.

2.

The tactic was harmless.

3.

The tactic will help to avoid negative consequences.

4.

The tactic will produce good consequences.
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5.

“They had it coming,” or “They deserve it,” or “I’m just getting my due.”

6.

“They were going to do it anyway, so I will do it first.”

7.

“He started it.”

8.

The tactic is fair or appropriate to the situation.

How can negotiators deal with the other party’s use of deception?
1.

Ask probing questions

2.

Force the other party to lie or back off

12.9 Detecting Deception
Researchers have identified a number of verbal tactics that you can use to determine whether the
other party is acting deceptively.
Table 12.3

Tactics
Intimidation

Explanation and Examples
Force the other to admit he is using deception by intimidating him into
telling the truth. Make a no-nonsense accusation of the other. Criticize
the other. Hammer the other with challenging questions. Feign
indifference to what he has to say (“I’ am not interested in anything you
have to say on the matter”).

Futility portrayal

Emphasize the futility and impending danger associated with continued
deceit:
“The
truth
will
come
out
someday,”
“Don’t dig the hole deeper by trying to cover it up,” “If you try to cover it
up, it will only be worse in the future, “You are all alone in your
deception.”

Discomfort and
relief

State the maxim, “Confession is food for the soul.” Help others to reduce
the tension and stress associated with being a known deceiver.

Bluffing

Lie to the other to make her/him believe you have uncovered her/his
deception: “Your sins are about to be uncovered.” Indicate that you
know what she/he knows but will not discuss it.

Gentle Prods

Encourage the other to keep talking so that he gives you information
that may help you separate true facts from deceptions. Ask him to
elaborate on the topic being discussed. Ask questions but indicate that
you are asking because “other people want to know.” Play devil’s
advocate and ask playful questions. Praise the other so as to give him
confidence and support that may lead to information sharing.

Minimisation

Play down the significance of any deceptive act. Help the other find
excuses for why he was deceptive; minimise the consequences of the
action; shift the blame to someone else.

Contradiction

Get the other to tell his story fully in order to discover more information
that will allow you to discover inconsistencies and contradictions in his
comments or reports. Point out and ask for explanations about apparent
contradictions. Ask the speaker the same question several times and
look for inconsistencies in his response. Put pressure on the speaker
and get him to slip up or say things he doesn’t want to say.

Altered information

Alter information and hopefully trick the other into revealing deception.
Exaggerate what you believe is the deception, hoping that the other will
jump in to “correct” the statement. Ask the suspected deceiver
a
Contd....
question containing incorrect information and hope he corrects you.

A chink
defence
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Try to get the other to admit a small or partial lie about some
information, and use this to push for admission of a larger lie: “If you lied
about this one little
thing, how do I know you have not lied about other
LOVELY PROFESSIONAL
UNIVERSITY
things?”

Self-disclosure

the

Reveal a number of things about yourself, including, perhaps,
dishonesty on your own part, hoping the other will begin to trust you and
reciprocate with disclosures of his dishonesty.

Minim isation

Play down the significance of any deceptive act. Help the other find
excuses for why he was deceptive; m inim ise the consequences of the
action; shift the blam e to som eone else.

Contradiction

Get the other to tell his story fully in order to discover m ore inform ation
that will allow you to discover inconsistencies and contradictions in his
com m ents or reports. Point out and ask for explanations about apparent
contradictions. Ask the speaker the sam e question several tim es and
look for inconsistencies in his response. Put pressure on the speaker
and get him to slip up or say things he doesn’t want to say.

Altered inform ation

Alter inform ation and hopefully trick the other into revealing deception.
Exaggerate what you believe is the deception, hoping that the other will
jum p in to “correct” the statem ent. Ask the suspected deceiver a
question containing incorrect inform ation and hope he corrects you.

A chink in the
defence

Try to get the other to adm it a sm all or partial lie about som e
inform ation, and use this to push for adm ission of a larger lie: “If you lied
about this one little thing, how do I know you have not lied about other
things?”

Self-disclosure

Reveal a num ber of things about yourself, including, perhaps,
dishonesty on your own part, hoping the other will begin to trust you and
reciprocate with disclosures of his dishonesty.

Point of deception
cues

Point out behaviours you detect in the other that m ight be an indication
he is lying: sweating, nervousness, change of voice, inability to m ake
eye contact, and so on.

Concern

Indicate your true concern for the other’s welfare: “You are im portant to
m e”, “I care deeply about you”, “I feel your pain.”

Keeping the status
quo

Adm onish the other to be truthful in order to m aintain his good nam e.
“W hat will people think?” appeal to his pride and desire to m aintain a
good reputation.

Direct approach

“Sim ply tell m e the truth”. “Let’s be honest here”. “Surely you have no
objection to telling m e everything you know?”

Silence

Create a “verbal vacuum ” that m akes the other uncom fortable and gets
him to talk and disclose inform ation. W hen he tells a lie, sim ply m aintain
direct eye contact but rem ain silent.

Unit 12: Ethics in Negotiation

Notes

12.10 Cross-cultural Ethical Issues
With economic globalization, ethical issues increasingly affect the interaction of organizations
across cultures, including the following:
1.

Theft of intellectual property: Not all countries honour copyrights and patents and many
encourage piracy. This is a significant issue with the increased use of computer software,
compact music discs, and other forms of proprietary information that are difficult to
protect.

2.

Bribery and corruption: Two common forms of bribes are white mail and lubrication
bribes. White mail is a payment made to a person in power for favorable treatment that is
illegal, or not warranted on an efficiency, economic benefit scale. Lubrication bribes are
payments to facilitate, speed up, or expedite otherwise routine government approvals for
things such as licenses or inspections.

3.

Intentionally selling dangerous products: Companies sometimes export products
considered dangerous in their own country or not entirely appropriate for the needs of the
recipient culture. An example of the former is the sale of cigarettes in developing nations
by multinational firms, often from nations such as the United States, that have public
policies to discourage smoking. An example of the latter is the exportation of infant
formula to countries where there is a high likelihood of improper and harmful use.

4.

Environmental pollution: Not all countries demonstrate concern for the natural
environment, particularly because it is expensive to manufacture without polluting.
Environmental degradation – such as toxic emissions from factories, radiation from nuclear
power plants, and the destruction of vast forests – contributes to worldwide environmental
problems.

5.

International misrepresentation in negotiations: Bluffing, fraud, intimidation, and various
other forms of deception may be acceptable negotiation tactics in some cultures yet
considered unethical, or even illegal, in others.
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Ethics and social structure

In considering relationship to a social structure, we would be tempted to say that we need
be concerned only with (a). This, however, would be unsatisfactory, since to talk of an
ethical system is to imply far more than a pattern of observed forms of behavior; rules of
conduct, as derived from ethical notions, may be honored in the breach as well as in the
observance. In order to discover a people’s ethical system even in sense (a), it will therefore
be necessary to take into account their statements about what is considered right and
wrong and why, as well as to describe conformities in their behavior and the working of
sanctions against deviation.
For this reason, it might be logically preferable to consider an ethical system simply in
sense (b), as a body of beliefs about right and wrong, although these are unlikely in many
cases to be as systematic as those connected with a formulated theological position, such
as that of the Roman Catholic church. Sense (b), however, can be related to social structure
only by showing how the ethical beliefs in question affect the ways members of the
society behave in their social roles.

12.11 Resolving Ethical Issue
Laws and ethical codes do not cover all situations. To resolve problems raised by ethical relativism
and universalism, managers facing ethical conflicts should consider the nature of the specific
ethical situation. The response, according to Kohls and Buller (1994), depends on the centrality
of values at stake, the degree of social consensus regarding the ethical issue, the decisionmaker’s ability to influence the outcome, and the level of urgency surrounding the situation”.
Manager can take one of following seven approaches for resolving ethical conflict (Kohls and
Buller 1994).
1.

Avoiding: One party simply chooses to ignore or not deal with the conflict.

2.

Forcing: One party forces its will upon the other. Forcing is often used when one party is
stronger than the other.

3.

Education-persuasion: One party attempts to convert others to its position through
providing information, reasoning or appeals to emotion.

4.

Infiltration: One party introduces its cultural values to another society hoping that an
appealing idea will spread.

5.

Negotiation-compromise: Both parties give up something to negotiate a settlement.

6.

Accommodation: One party adapts to the ethics of the other.

7.

Collaboration problem solving: Both parties work together to achieve a mutually satisfying
solution, a win-win outcome meeting the needs of both.

How does a manager select among these actions and is there a “correct” solution? First, they
consider the centrality of values. Values form a continuum arranged from core values of universal
concern and central to the ethical conduct of business to those on the periphery (Kohls and Buller
1994). Core values include freedom from torture, the right to non-discriminatory treatment, the
right to freedom of speech and association, and the right to political participation.
Second, a manager classifies values according to home culture consensus. An ethical decision
maintains values widely shared by the home culture. The third factor is the influence a manager
has over the situation. There is a continuum from no ability to change the situation to complete
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control over the situation. When managers have no influence over the situation, they must
accommodate to the other culture. If important values are involved, managers should take
themselves out of the situation or not get involved.

Notes

12.12 Ethics as a Competitive Advantage in Global Business
An emerging perspective on ethics in multinational business is that ethical behaviour provides
a competitive advantage (Buller and McEvoy 1999; Litz 1996). As a competitive tool, ethical
capability is “an organization’s ability to identify and respond effectively to ethical issues in a
global context”. The elements of ethical capability are firm-specific including:
1.

Knowledge and skill to understand ethical frameworks and respond effectively to crosscultural ethical situations;

2.

Leadership, teamwork, and organizational culture that facilitate ongoing dialogue and
learning about global ethics; and

3.

Human resource systems and other organizational practices that acquire, develop, and
sustain these capabilities.

Ethical capability resides in the three important organizational resources of perceiving
interdependence, thinking ethically, and responding effectively (Litz 1996). Perceiving
interdependence is recognition that a firm gains legitimacy by fulfilling diverse stakeholder
needs. Ethical thinking is the result of organizational learning created from the interaction of
diverse stakeholders and produces heightened sensitivity to ethical issues. Finally, responding
effectively is “taking the appropriate ethical action in a timely manner.”
The alignment of strategic international human resource management with corporate strategy
develops ethical capability. Human resource practices can create and sustain ethical capability
through transformational leadership, enhancing organizational learning, and implementing
specific human resource practices. Specifically, transformational leadership initiates, articulates,
and sustains an ethical vision for the corporation. Organizational learning requires that an
organization learn from its international stakeholders concerning ethical practices. Specific
human resource practices include an international code of ethics combined with appropriate
mechanisms to implement the code which requires selection of culturally competent people,
training in ethics, performance appraisal that incorporates ethical behaviour, and rewards and
recognition for ethical behaviour.
It is important to sustain ethical competencies in multinational corporations. This requires
continuous organization design which is “a process for identifying key tasks and modifying the
reporting relationships, responsibilities, and coordinating mechanisms to accomplish those
tasks”. Clear and consistent communication is also important for sustaining a shared vision of
ethics in the multinational corporation. Last, the transformational organizational leader should
create an ongoing capacity for change that includes audits of the ethical and cultural climate, a
plan for continually improving ethical capability, overcoming resistance to change, and utilizing
the resources necessary to develop and sustain ethical capability.
In summary, the idea that an organization can build and maintain ethical capability as a
competitive advantage is related to trust emerging as a value among multinational corporations.
In post-Communist Russia, ethical behaviour in business was so unusual that the revelation
made by the food company Wimm-Bill-Dann – the name is a transliteration of Wimbledon, the
English tennis tournament – in its initial public stock offering that one of its principal owners
had spent nine years in prison, and that his criminal record could hurt investors brought a
shock-wave in the country. But this honest approach resulted in raising $161 million in the
offering and made“ ‘transparency’ and ‘corporate governance’ something of a fad, at least among
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the bigger and more profitable businesses”. Apparently, when everybody else is unethical and
the expectation is that business will be unethical, being ethical pays – even if it only serves
blatant self-interest.

12.13 Implications for Managers
Managers do not share the same ethical code and understanding of social responsibility. They
also cannot assume that their own corporation’s ethical conduct is superior. As a result,
international managers need to develop a framework for evaluating ethical codes and
determining their own ethics.
International managers must understand other societies, religion, values, culture, law, and
ethics. What may be a shocking breach of ethics to a Western businessperson – child labour, a
wage of pennies a day, or blatant gender discrimination – may be acceptable behaviour in
another culture. Knowing the behaviours and ethics of other cultures can help determine whether
a course of action is appropriate or not.
Most scholars of international business ethics view the identification and resolution of ethical
issues as difficult and complex. Because many ethical issues are emerging as new technologies
develop, as new forms of organizational interdependence evolve, and as cultures come into
contact. Thus, it is likely that precisely what ethical and legal behaviour is, will change in the
future. This implies that managers should keep informed concerning new developments in
cross-cultural ethics and not assume that ethics are well-defined and agreed upon, and therefore,
non-problematic.

12.14 Ethics in Negotiations
Negotiators face an acute dilemma at some stage during the negotiation – for instance, situations
where they do not know what would be the right thing to do, and where they know what is
right, but fail to do it, because of competitive or organizational pressures.
While ‘creating value’ is at the centre of principled negotiations, no negotiator can forget that he
has to ‘claim value’ for himself and his organization. In ‘claiming value’ the negotiator is
jockeying for a better position in relation to the other party. There is a tension between these
two value-seeking behaviours that is at the centre of the ethical problem.
As Andrew Stark in his HBR article says: “The fact is, most people’s motives are a confusing mix
of self-interest, altruism, and other influences.” According to him, instead of grappling with this
complexity, many times we get diverted into thinking that our actions “cannot be ethical unless
(they) in no way serve” our self-interest. There seems to be a view that genuinely ethical action
must hurt the actor. In this “messy world of mixed motives”, we must identify a set of workable
virtues for negotiators. One of these is toughness. “Neither callously self-interested nor purely
altruistic, virtuous toughness involves both a ‘willingness to do what is necessary’, and ‘an
insistence on doing it as humanely as possible’.” The article mentions other such morally complex
virtues such as courage, fairness, sensitivity, persistence, honesty, and gracefulness. “Ethical
actions don’t take place in splendid isolation; in practice, for example, ethics seems to rest on
reciprocity”. This principle of ‘mutual trust’ and reciprocity is another useful way to deal with
the ethical dilemma.
Negotiation is about perceived conflict between two or more parties who are committed to a
long-term relationship and are also committed to implement the agreement. So long as these
two commitments exist, negotiators will know the extent to which they can go in ‘claiming
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value’, pushing their self-interest, and using strategies and behaviours that could be seen as
manipulative or deceptive. None of the parties in the negotiation can afford to have the other
party begin to distrust or disbelieve it. Indeed, the purpose of the negotiation is to develop
mutual trust and understanding. The negotiator must always keep in mind that he is going to
work closely with the other parties to the negotiation, in implementing the agreement. If he
bluffs or deceives, it will create problems in implementation later.

Notes

In real life, we accept a certain amount of power play, and even bluff and deception. So long as
the behaviour is acceptable, it could be said to be ethical in negotiation. But when it is counter
productive, it also ceases to be ethical. We are not, therefore, talking about an absolute standard
of ethical behaviour. If the continuance of the negotiation and its implementation is jeopardised,
that behaviour is not suitable. So long as the negotiation makes progress and nothing that is said
or done will affect the commitment of all parties to implement the agreement, it is ethical. The
negotiator is the best judge during the negotiation to decide as to what is right or ethical.
Even if there are valid substantive reasons for a dismissal, an employer must follow a fair
procedure before dismissing the employee. Procedural fairness may in fact be regarded as the
“rights” of the worker in respect of the actual procedure to be followed during the process of
discipline or dismissal.

Self Assessment
Multiple Choice Questions:
6.

7.

8.

9.

Immanuel Kant believed “reason” to be the building principle of human actions. Do unto
others as you would have them do unto you. This belief is found in which theory?
(a)

Ethics of purpose

(b)

Ethics of content

(c)

Ethics of principle

(d)

Ethics of consequence

John Stuart Mills believed that the “result” of an action determined the morality of the
action – not the purpose or the principle used. The ends justify the means. This belief
reflects the philosophy of which theory?
(a)

Ethics of purpose

(b)

Ethics of content

(c)

Ethics of principle

(d)

Ethics of consequence

Values are said to be both self-centered and social-centered because
(a)

They involve both the individual and society

(b)

They are based on selfish motives

(c)

They make it easier for people to get along

(d)

They describe what people do rather than what they should do

Substantive fairness of a negotiation may be seen in the Fairness-Substantive and Procedural
Fairness in negotiation
(a)

Way the parties communicate

(b)

The distribution of value from the negotiation

(c)

Winning party’s assessment of the negotiation

(d)

Equal treatment of the parties
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State whether the following statements are true or false:
10.

According to Aristotle’s ethics of purpose, if the purpose of a negotiation is to reach a good
end, then bad means can be used when necessary.

11.

Avoiding a direct answer to a question, failing to volunteer information, puffing , and
bluffing are such well-know bargaining techniques that, while they might limit the
opponent’s access to information they due not necessarily violate the process.

12.

If you have a pragmatic view of negotiation, then you believe what goes around comes
around and therefore certain negotiating tactics, such as lying or misrepresenting the
facts, are just wrong.

13.

The Mutual Trust Principle requires you to reveal your “bottom line” in a negotiation
only if you have reason to believe your opponent will do the same thing.

14.

You can tell if someone is bluffing about walking away from a negotiation if she takes and
action that will make it more costly for her not to follow through on the threat.

15.

Deterrence based trust, formed when you believe that someone else is trustworthy because
there is a severe penalty if the person does not perform, is an example of intense trust.

12.15 Summary

262



Ethics are broadly applied social standards for what is right or wrong in a particular
situation, or a process for setting those standards.



Ethics are moral standards, not governed by law, that focus on the human consequences of
actions.



Ethics are a product of a society’s culture that includes its traditions, customs, values and
norms.



Individual character ethics maintains that the identification and responsible development
of the human traits of nobility.



Work character ethics maintain that the identification and responsible development of
noble, reflective, practitioner traits at work.



Four perspectives for understanding ethics are the descriptive, conceptual, normative,
and practical.



Ethical conflicts develop as a result of variations in ethical codes, moral standards, social
values, and laws in different cultures.



Many societies give preference to members of certain groups. Race, ethnicity, age, gender,
geographic region, and religion are variables used to discriminate.



Workers’ wages vary considerably around the world. In many countries, a worker’s annual
salary may be what a person with a similar job in another country earns in a week.



Trust can be defined as “an expression of confidence in another person.



Trust can also serve as strategic means to ends other than relationship-building.



Identification-based trust is grounded in empathy with another person’s desires and
intentions and leads one to “take on the other’s value because of the emotional connection
between them.
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12.16 Keywords
Accommodation: One party adapts to the ethics of the other.
Avoiding: One party simply chooses to ignore or not deal with the conflict.
Compensation: Workers' wages vary considerably around the world. In many countries, a
worker's annual salary may be what a person with a similar job in another country earns in a
week. From the Western perspective, many developing nations pay incredibly low wages.
Discrimination: Many societies give preference to members of certain groups. Race, ethnicity,
age, gender, geographic region, and religion are variables used to discriminate. In some cultures,
not being a native of the society is a basis for employment discrimination.
Education-persuasion: One party attempts to convert others to its position through providing
information, reasoning or appeals to emotion.
Forcing: One party forces its will upon the other. Forcing is often used when one party is
stronger than the other.
Infiltration: One party introduces its cultural values to another society hoping that an appealing
idea will spread.
Negotiation-compromise: Both parties give up something to negotiate a settlement.
Trust Negotiation: It is an approach to gradually establishing trust between strangers online
through the iterative exchange of digital credentials.

12.17 Review Questions
1.

Define Ethics, fairness and trust in Negotiation.

2.

Define Values and Behaviors in Negotiation.

3.

Discuss about appropriate or inappropriate negotiation tactics.

4.

Explain about bases and relationship in negotiating trust.

5.

Describe Ethics as a Competitive advantage in global business.

6.

Describe about cross culture Ethical Issues.

7.

What are the internal ethical issues of a organization?

8.

Describe Ethics as a Competitive advantage in global business.

9.

What are the consequences of Unethical Conduct?

10.

Discuss about applying Ethical Reasoning to Negotiation.

Answers: Self Assessment
1.

Ethics

2.

Ethics

3.

Human

4.

Work Character

5.

Bribes

6.

(c)

7.

(d)

8.

(a)

9.

(b)

10.

False

11.

True

12.

False
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13.

True

14.

15.

False

True
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Unit 13: Fairness and Trust in Negotiation
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Objectives
After studying this unit, you will be able to:


Define and explain fairness and trust in negotiation



Discuss about procedural Fairness



State the substantive and procedural fairness in negotiation



Discuss bases and relationship in negotiating trust

Introduction
Negotiations are integral to marketing transactions, whether they concern price, or product or
channel attributes. Since business transactions increasingly transcend national and cultural
boundaries, marketers need to recognize the implications of cultural differences on the decision
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making process in negotiations. The objective of this dissertation is to gain a greater understanding
of the influence of culture upon behavior and outcomes in a variety of negotiation settings
within China, Japan, Korea, and the United States. Negotiations provide a setting where each
party can be co-operative, competitive, or both. In this research I examine negotiations in which
competition is the dominant economic equilibrium, and investigate a number of cultural and
contextual factors likely to prompt, and perhaps sustain, out-of-equilibrium cooperative behavior.
The factors I examine fall into three categories; aggregate level variables such as country-oforigin, individual level variables such as cultural orientation, and contextual variables such as
group membership, the balance of power, and the type of communication that occurs between
negotiation partners.

Notes

13.1 Procedural Fairness: Misconduct
The following requirements for procedural fairness should be met:


An employer must inform the employee of allegations in a manner the employee can
understand.



The employee should be allowed reasonable time to prepare a response to the allegations.



The employee must be given an opportunity to state his/ her case during the proceedings.



An employee has the right to be assisted by a shop steward or other employee during the
proceedings.



The employer must inform the employee of a decision regarding a disciplinary sanction,
preferably in writing- in a manner that the employee can understand.



The employer must give clear reasons for dismissing the employee.



The employer must keep records of disciplinary actions taken against each employee,
stating the nature of misconduct, disciplinary action taken and the reasons for the
disciplinary action.

13.2 Substantive Law and Procedural Law
Substantive law is the statutory or written law that defines rights and duties, such as crimes and
punishments (in the criminal law), civil rights and responsibilities in civil law. It is codified in
legislated statutes or can be enacted through the initiative process.
Substantive law stands in contrast to procedural law, which is the "machinery" for enforcing
those rights and duties. Procedural law comprises the rules by which a court hears and determines
what happens in civil or criminal proceedings, as well as the method and means by which
substantive law is made and administered.
However, the way to this clear differentiation between substantive law and, serving the
substantive law, procedural law has been long, since in the Roman civil procedure the actio
included both substantive and procedural elements
Procedural law or adjective law comprises the rules by which a court hears and determines what
happens in civil lawsuit, criminal or administrative proceedings. The rules are designed to
ensure a fair and consistent application of due process or fundamental justice (in other common
law countries) to all cases that come before a court. The substantive law, which refers to the
actual claims and defenses whose validity is tested through the procedures of procedural law, is
different than procedural law.
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In context of procedural law; procedural rights may also refer not exhaustively to rights to
information, rights to justice, rights to participation which those rights encompassing, general
Civil and Political rights. In environmental law, these procedural Rights have been reflected
within the UNECE Convention on "Access to Information, Public Participation in Decisionmaking and Access to Justice in Environmental Matters" known as the Aarhus Convention
Procedural law provides the process that a case will go through (whether it goes to trial or not).
The procedural law determines how a proceeding concerning the enforcement of substantive
law will occur. Substantive law defines how the facts in the case will be handled, as well as how
the crime is to be charged. In essence, it deals with the substance of the matter. Even though both
are affected by Supreme Court opinions and subject to constitutional interpretations, each serves
a different function in the criminal justice system.

Some Basic Rules of Criminal Procedure
Procedural law is exactly what the name implies. It sets out the procedure for how a criminal
case will proceed. Every state has its own set of procedures which are usually written out in a set
of rules called a code of criminal procedure. The basic rules which most jurisdictions follow
include:
1.

An arrest must be based on probable cause;

2.

A state or federal prosecutor files a charging instrument setting out what you are accused
of doing;

3.

You are arraigned on the charges;

4.

You advise the court whether or not you are seeking court-appointed counsel;

5.

A bond amount will be set in your case;

6.

You will be sent notice of a court appearance;

7.

If you cannot reach a plea bargain agreement, then your case is set for a pre-trial and trial;

8.

If you are convicted at trial, you have the right to appeal.

Punishment Systems Differ
How much detail is required for each phase of the criminal procedures will vary depending on
the nature of your charges and what agency is prosecuting you. For example, Texas has a
bifurcated trial system where first you must be found guilty, and then the jury can hear
punishment evidence. A jury is given a range of punishment to assess in your case. The range of
punishment for a first degree felony is not less than five years and up to ninety-nine years or life.
This is in stark contrast to the federal procedural law. Federal judges assess punishment and are
required to utilize federal sentencing guidelines instead of a wide range system. A federal
defendant's criminal history will be researched and summarized in a report by a federal probation
officer. It's much easier to predict what your sentence will be in the federal system because the
punishment procedures are based on a point system.

Substantive Law and Elements
Substantive law, on the other hand, deals with the "substance" of your charges. Every charge is
comprised of elements. Elements are the specific acts needed to complete a crime. Substantive
law requires that the prosecutor prove every element of a crime in order for someone to be
convicted of that crime. What elements are required will depend on the crime with which you

268

LOVELY PROFESSIONAL UNIVERSITY

Unit 13: Fairness and Trust in Negotiation

are charged and the state's substantive laws. For example, for a felony driving while intoxicated
charge, most states require prosecutors to prove that:
1.

You were driving or operating a motor vehicle;

2.

On a public roadway;

3.

While you were intoxicated;

4.

And that you have prior convictions for driving while intoxicated.

Notes

13.3 Procedural and Substantive Fairness at Disciplinary Hearings
It happens much too often that a dismissed employee approaches the CCMA and such employee
bases his/her claim on the allegation that his/her dismissal was procedurally and substantively
unfair. All too often it happens that the Commissioner finds in favour of the employee, either on
the ground that the employer has failed to follow a fair procedure prior to and during dismissal,
or on the ground that the employer has dismissed the employee on insufficient evidence, or
sometimes even on both these grounds.
Section 188 of the Labour Relations Act stipulates that a dismissal is unfair if the employer fails
to prove that the reason for the dismissal is a fair reason based on the misconduct or incapacity
of the employee, or is based on the employer's operational requirements, and that the dismissal
was effected in accordance with a fair procedure.
Once it is found that the employee was dismissal was unfair, the Commissioner may order
reinstatement with an order to pay the employee's salary for the period of dismissal, or the
Commissioner may order that the employer pays the employee compensation, which can be
equal to 2 (two) years salary in certain circumstances.
Employers and chairpersons of disciplinary hearings must take note that procedural fairness
will depend largely on the question whether a disciplinary hearing was held, and whether such
hearing was conducted fairly.
Sometimes employers have their own disciplinary code and procedures. Employers are advised
to draft their own disciplinary codes, and should obtain expert legal advice in drafting these
codes and procedures.
In the event that the employer does not have its own disciplinary code, then the employer
should follow the procedures set out on the relevant Codes of Good Practice of the Labour
Relations Act. Every industry is governed by its own Codes of Good Practice, and employers
should take care to know these Codes.
Schedule 8 deals with the procedural elements of a disciplinary hearing. The employer is required
to investigate the matter and decide whether there exists sufficient grounds for disciplinary
action and dismissal. If the employer is of the opinion that sufficient grounds exist for a dismissal,
the employee should be informed in writing, in a language that he can reasonably understand,
of the allegations against him/her. The employee should further be afforded a reasonable time
(at least 2 clear days minimum) to prepare for his defence, and the employee is further entitled
to be represented by his trade union of a fellow employee. After the enquiry the employee
should be informed in writing of the verdict, and in the event of a dismissal, the reasons for said
dismissal, in which instance the employee should be reminded that he/she may refer the matter
to a council with jurisdiction or to the CCMA or to any dispute resolution procedures established
in terms of a collective agreement.
Once the employer has complied with the above requirements, in addition to having afforded
the employee the opportunity to state his case and defend himself, the disciplinary hearing
ought to be regarded as being fair.
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Regarding substantive fairness, it should be noted that the facts must be sufficient to proof that
the employee is indeed guilty of the alleged offence. The burden of proof required is that of a
balance of probabilities. It is not required that the employee's guilt must be proven beyond all
reasonable doubts.
Employers are advised to set out in its disciplinary codes the different offences and the sanctions
for such offences. If necessary obtain legal advice.
A large company in the UK is buying an important set of Data Base software to use as the
underlying engine for all of its IT applications.
Once this software is purchased and installed, replacing it would be near impossible because of
technical and financial reasons. While most IT manufacturers claim that their software is portable
and easy to change, reality dictates otherwise.
The price also runs into millions of pounds with a huge yearly maintenance fees that is never
ending and in fact increase every year...
The technical department satisfied itself while working with the supplier in “partnership” that
the product is the best in the market and have recommended its purchase to the management.
Any half-decent buyer knows very well, that under these circumstances getting a half good deal
is an uphill struggle.
The technical department is now asking the buying organisation to begin the negotiation with
the said supplier to achieve the best possible deal for the company.
Let us see in such circumstances, how the negotiating strategy and tactics approach would deal
with this negotiation.

Self Assessment
Fill in the blanks:
1.

An ................................... must inform the employee of allegations in a manner the employee
can understand

2.

The employee should be allowed reasonable time to prepare a response to the ..................

3.

The ..............................must be given an opportunity to state his/her case during the
proceedings.

4.

An employee has the right to be assisted by a shop steward or other employee during the
....................................

5.

The process of arriving at an ...............................when there is multiple potential and
conflicting choices.

6.

................................ can also serve as strategic means to ends other than relationship-building.

7.

It is important that negotiators remember the intangible factors while negotiating and
remain aware of their .................................. effects.

13.4 Incapacity – Poor Work Performance – Additional Notes
on Procedural Fairness
If the employee is a probationer, ensure that sufficient instruction and counseling is given.
If there is still no improvement then the probationer may be dismissed without a formal hearing.
If the employee is not a probationer, ensure that appropriate instruction, guidance, training and
counselling is given. This will include written warnings.
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Make sure that a proper investigation is carried out to establish the reason for the poor work
performance, and establish what steps the employer must take to enable the employee to reach
the required standard. Formal disciplinary processes must be followed prior to dismissal.

Notes

Task Elucidate the following statements:
1.

It is important that negotiators remember the intangible factors while negotiating
and remain aware of their potential effects.

2.

Trust can be defined as “an expression of confidence in another person.”

13.5 Substantive Fairness – Incapacity – Ill Health


Establish whether the employee’s state of health allows him to perform the tasks that he
was employed to carry out.



Establish the extent to which he is able to carry out those tasks.



Establish the extent to which these tasks may be modified or adapted to enable the employee
to carry out the tasks and still achieve company standards of quality and quantity.



Determine the availability of any suitable alternative work.

If nothing can be done in any of the above areas, dismissal on grounds of incapacity – ill
health – would be justified.

13.6 Incapacity – Ill Health – Additional Notes on Procedural Fairness


With the employee’s consent, conduct a full investigation into the nature of and extent of
the illness, injury or cause of incapacity.



Establish the prognosis – this would entail discussions with the employee’s medical
advisor.



Investigate alternative to dismissal – perhaps extended unpaid leave?



Consider the nature of the job.



Can the job be done by a temp until the employee’s health improves?



Remember the employee has the right to be heard and to be represented.

13.7 Appropriate or Inappropriate Negotiating Tactics
Negotiation has a long history, perhaps even a pre-history, as the early humans found forms of
co-operation that signaled the beginning of an ever widening difference between them and the
animals. But long as its history is, negotiation has only recently come into its own as an appropriate
method with a potential for use in almost every sphere of human contact. It is no accident that
the number of international agreements is growing each year, that new professions of mediators,
conciliators, arbiters and consultant negotiations are growing in numbers, that more and more
legal firms are turning to negotiating settlements rather than merely litigating their claims, that
there is a growing interest in the theory and practice of negotiation. The age of negotiation
coincides with the spread of pluralistic democracy and growing international economic and
political integration.
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13.8 Types of Negotiation
Some of the important forms of negation are briefly discussed below:


Deal-making negotiations



Decision-making negotiations



Dispute-resolution negotiations



Value-claiming negotiations



Value-creation negotiations

Deal-making negotiations are negotiations to buy and sell.
Decision-making negotiations: The process of arriving at an agreement when there is multiple
potential and conflicting choices; it is the process by which multi-cultural teams reach an
agreement. Dispute-resolution negotiations are negotiations to resolve conflict resulting from
a claim being made and rejected.

13.9 Dispute Resolution Negotiations
Alternative Dispute Resolution (ADR) (also known as external dispute resolution in some
countries, includes dispute resolution processes and techniques that act as a means for disagreeing
parties to come to an agreement short of litigation. ADR basically is an alternative to a formal
court hearing or litigation. It is a collective term for the ways that parties can settle disputes,
with (or without) the help of a third party. ADR are ways and methods of resolving disputes
outside the judicial process (formal litigation – court).
Despite historic resistance to ADR by many popular parties and their advocates, ADR has gained
widespread acceptance among both the general public and the legal profession in recent years.
In fact, some courts now require some parties to resort to ADR of some type, usually mediation,
before permitting the parties' cases to be tried (indeed the European Mediation Directive (2008)
expressly contemplates so-called "compulsory" mediation; attendance that is, not settlement at
mediation). The rising popularity of ADR can be explained by the increasing caseload of traditional
courts, the perception that ADR imposes fewer costs than litigation, a preference for
confidentiality, and the desire of some parties to have greater control over the selection of the
individual or individuals who will decide their dispute. Some of the senior judiciary in certain
jurisdictions (of which England and Wales is one) are strongly in favour of the use of mediation
to settle disputes.
Value-claiming negotiation: It is a negotiation to reach a Distributive agreement


It is about claiming value



How much a set of resources you are going to get and how much the other party gets?

Value-creating negotiation: It is a negotiation to reach a integrative agreement


It is about creating value



How you and the other party can increase the resources available to divide?

Culture and Negotiation: When two parties negotiate both bring culture to the table with their
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Dispute resolution is the process of resolving a conflict between parties. There are legally
enforced methods of dispute resolution, such as litigation or arbitration, and there are consensual
methods such as mediation. In some cases, the parties will reach a dispute resolution agreement,
which is a legal agreement laying out the steps and timetable for solving the conflict.

Notes

According to the Businessdictionary.com, negotiation is the “bargaining (give and take) process
between two or more parties (each with its own aims, needs, and viewpoints) seeking to discover
a common ground and reach an agreement to settle a matter of mutual concern or resolve a
conflict.”
Dispute resolution is not negotiation nor is negotiation the same as dispute resolution. Simply
put, negotiation is one of the tools available for dispute resolution. Negotiation is about reaching
agreements, and if a dispute is holding up said agreement, clearly the negotiators need to find
a way to resolve the dispute.
Business negotiations should not focus on dispute resolution. To succeed, business negotiations
should be collaborative and all parties should be entering the negotiation with the intent of
reaching a mutually agreeable deal. If there is a conflict or dispute beforehand, it is hard to see
how the parties will work together collaboratively.
If the parties are negotiating a contract, and can’t resolve their differences through negotiation,
then the may need to move to mediation or arbitration.

Judicial Dispute Resolution
The legal system provides a necessary structure for the resolution of many disputes. However,
some disputants will not reach agreement through a collaborative processes. Some disputes
need the coercive power of the state to enforce a resolution. Perhaps more importantly, many
people want a professional advocate when they become involved in a dispute, particularly if the
dispute involves perceived legal rights, legal wrongdoing, or threat of legal action against
them.
The most common form of judicial dispute resolution is litigation. Litigation is initiated when
one party files suit against another. In the United States, litigation is facilitated by the government
within federal, state, and municipal courts. The proceedings are very formal and are governed
by rules, such as rules of evidence and procedure, which are established by the legislature.
Outcomes are decided by an impartial judge and/or jury, based on the factual questions of the
case and the application law. The verdict of the court is binding, not advisory; however, both
parties have the right to appeal the judgment to a higher court. Judicial dispute resolution is
typically adversarial in nature, for example, involving antagonistic parties or opposing interests
seeking an outcome most favorable to their position.
Retired judges or private lawyers often become arbitrators or mediators; however, trained and
qualified non-legal dispute resolution specialists form a growing body within the field of ADR.
In the United States of America, many states now have mediation or other ADR programs
annexed to the courts, to facilitate settlement of lawsuits.

Extra Judicial Dispute Resolution:
Some use the term dispute resolution to refer only to Alternative Dispute Resolution (ADR), that
is, extrajudicial processes such as arbitration, collaborative law, and mediation used to resolve
conflict and potential conflict between and among individuals, business entities, governmental
agencies, and (in the public international law context) states. ADR generally depends on agreement
by the parties to use ADR processes, either before or after a dispute has arisen. ADR has
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experienced steadily increasing acceptance and utilization because of a perception of greater
flexibility, costs below those of traditional litigation, and speedy resolution of disputes, among
other perceived advantages. However, some have criticized these methods as taking away the
right to seek redress of grievances in the courts, suggesting that extrajudicial dispute resolution
may not offer the fairest way for parties not in an equal bargaining relationship, for example in
a dispute between a consumer and a large corporation. In addition, in some circumstances,
arbitration and other ADR processes may become as expensive as litigation or more so

Online Dispute Resolution
Dispute resolution can also take place on-line or by using technology in certain cases. Online
dispute resolution, a growing field of dispute resolution, uses new technologies to solve disputes.
Online Dispute Resolution is also called “ODR”. Online Dispute Resolution or ODR also involves
the application of traditional dispute resolution methods to disputes which arise online


Case Study

Unequal Foreign Negotiation

W

hen two parties enter into an unequal negotiation, in terms of the power they
bring to the table, the interests or goals of either party can have a dramatic
influence on the positions they adopt in the negotiations. Sometimes this can
have the affect of giving the weaker negotiating power the opportunity to gain advantages,
and similarly, this unequal status can also be influenced by their interests to their detriment.
The negotiation case study of the U.S. – Indonesian negotiations over the Conditions of
Aid is an example of both possibilities.
The takeover of China by the Communists in 1949 added a new geopolitical concern to the
interests of the United States in the Far East. Two theories of strategic concern were the
Domino effect of potential Communist takeover of countries near to China’s mainland,
and the Leapfrog theory, where it was considered the Communists might try to gain
control of a country within the protected geographic sphere, and deemed a protectorate or
ally of the Unites States. Of considerable concern was the potential threat to Indonesia.
In the Mutual Security Act of 1951, the U.S. committed its government to providing aid to
foreign countries but only in regards to that foreign government’s return commitment to
U.S. long term interests. The U.S. used trade embargoes against Communist countries, and
in particular China, especially as the U.S. became engaged in the Korean conflict. A foreign
country could not expect any foreign aid if it were to engage in any form of trade with a
member of the Communist bloc.
Indonesia considered itself a neutral country. It was responsible for roughly 40% of the
world’s exports in rubber. Indonesia was very strong nationalistic country and resented
foreign intrusion into its affairs. There were many radical elements within Indonesia that
sympathized with Communist China. The Indonesian government did not want to provide
the same level of commitment required by U.S. policies. Its goals consisted of the demand
that the U.S. provide assistance in the stabilization of the international price of rubber and
tin. It also wanted considerable compensation in the form of foreign aid to beef up its own
internal security and infrastructure. The interests of both countries were at cross purposes
and posed a challenge for the negotiation that followed.
Contd....
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U.S. Ambassador, Merle Cochran and the Foreign Minister of Indonesia, Subardjo signed
an agreement that did not have the support of the Indonesian Cabinet. As matters developed,
it became clear that if the Americans were to use the purchase of large quantities of rubber
and tin conditional on Indonesian acceptance to the American interests, this perceived
obedience to American policies and interests would meet with stiff opposition within
Indonesia. In fact, the Indonesians made it quite clear they would walk rather walk than
submit to any attempt at coercion by the U.S. Potentially, Indonesia could have traded
with China instead.

Notes

As a result, Indonesia signed a very agreeable deal, known as the Cochran-Subardjo
agreement that was signed on January 5, 1952. Indonesia did not have to commit to any
mutual defence treaty with the U.S. However, when the agreement became public, a huge
outcry erupted from the Indonesian nationalists. Subardjo was removed form his office as
was the pro U.S. Indonesian cabinet.
At the insistence of the new Indonesian negotiators, negotiations were now conducted in
Washington. The more militant Indonesian negotiators gave up some very lucrative
military grants to satisfy the nationalistic concerns of its people, but they did so through
their own choice. In other matters, the Indonesian gained many of their other objectives,
but the overall aid they could have procured was considerably diminished. U.S. objectives
were watered down in the ensuing agreement because in the end, Indonesia held a stronger
hand due to their indifference to the influence of foreign aid as an inducement to comply
with the U.S. position.
Questions:
1.

Interpret the case.

2.

Discuss the case facts.

13.10 Trust-bases and Relationship in Negotiating Trust
Trust
There is widespread agreement among scholars that trust is important to effective negotiation.
However, a more sophisticated understanding of trust is necessary to understand how
it influences negotiation and decision-making in different ways. This paper will first
analyze whether trust is a precondition for negotiation. It will then discuss how trust may serve
as a goal of and a strategy in negotiation and conclude with two examples.

As a Precondition
Trust can be defined as “an expression of confidence in another person…that you will not be put
at risk, harmed or injured by [his/her] actions.” Thompson sees trust as the “bedrock” of
negotiation. This brings to mind the question of whether trust is therefore a precondition for
negotiation. In certain situations, the presence of trust is indispensable for parties to negotiate
at all. In traditional Chinese business circles, personal trust is so important that
businesspeople invest heavily to cultivate it. However, the significance of trust is culture- and
context-specific. Claiming that trust is necessary for all kinds of negotiation seems to be an
overstatement. To take an extreme example, in negotiation with hostage-takers, there is unlikely
to be any trust to start with. Yet this is a situation where negotiation is urgently needed, and one
objective of such negotiation is to build at least some mutual trust, so that the hostage-takers
will be more willing to communicate their intentions.
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As an Objective
Of course, trust-building per se can be an objective of negotiation. This may stem from the
intrinsic value of trust in human relationships. Thompson suggests that a “win-win” negotiated
outcome allows negotiators to maximize whatever utilities they care about, and trust can
legitimately be one of them. Trust also enables parties to develop and preserve their
relationship. For example, a primary goal of the 1985 Geneva summit between Reagan of US and
Gorbachev of the Soviet Union was to cultivate certain mutual trust amidst the Cold War climate
of suspicion and hostility.

As a Strategy
Trust can also serve as strategic means to ends other than relationship-building. Trust can offer
“integrative potential” and ”expand the pie” in negotiation, i.e. enable parties to work
collaboratively for joint benefits. In a commercial partnership founded upon trust, parties are
more likely to share information, abstain from taking competitive advantage, and engage in
longer-run exchange of favors. To take a counter example from the world stage, negotiation
between Israel and Hamas in Palestine suffers repeated setbacks partly because of
longstanding mutual distrust. The creation or rehabilitation of trust can be difficult,
especially against a history of deep-seated mistrust, and substantive conciliatory measures may
be required. For example, in 1963 US President Kennedy announced that he was stopping
atmospheric tests of nuclear weapons, and this turned out to be a step on the road to détente.
Just as the use of power tactics is not necessarily harmful, trust-based strategies are not universally
befitting. By committing to a trust-based relationship, the right to seek competitive
advantage may be lost even when the benefits outweigh the costs. Also, as one is likely to act in
favor of a trusted counterpart, one’s interests could be jeopardized if trust turns out to be misplaced.
Furthermore, “once we decide that someone is trustworthy, other qualities about that person
are conceived as consistent with this favourable impression.” This means humans are prone to
the so-called “halo effect,” which occurs when “one positive characteristic of a person dominates
the way that person is viewed by others.” The advantages and limitations of trust-based strategies
will be further illustrated in the examples below. They will show that the concept of trust
intertwines at some point with that of power: a person often holds power vis-à-vis those who
places trust in him/her.

Types of Trust: examples
Identification-based trust is grounded in empathy with another person’s desires and intentions
and leads one to “take on the other’s value because of the emotional connection between them.” It
often exists among friends. Fostering understanding and friendly ties may therefore be a step to
engender identification-based trust. For example, Reagan and Gorbachev developed a cooperative
relationship in the late 1980s partly because they had repeated face-to-face talks over the
years. Reagan also sought to cultivate a non-hostile atmosphere in these talks by appealing to
common interests, actively diffusing tensions and using his sense of humor. Because friendship
and liking tend to generate trust and assent – sometimes in a subconscious fashion – Cialdini
observes that salespersons often be friend their customers before promoting their products. Trusting
someone in certain situations may thus come with risks of manipulation or exploitation.
Deterrence-based trust, on the other hand, is “based on consistency of behavior, meaning that
people will follow through on what they promise they are going to do.” Such behavioral
consistency is “sustained by threats or promises of consequences that will result if consistency
and promises are not maintained.” Such a definition of “trust” sounds somewhat paradoxical;
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and it certainly has strong connotations of a power relation. Yet it offers an interesting
juxtaposition against identification-based trust. Thompson refers to people’s attitudes towards
legal contracts and forms of surveillance as examples of deterrence-based trust. Compared with
identification-based trust, which operates at the level of intrinsic motivation, deterrence-based
trust is more expensive to maintain because it requires external monitoring of people’s
compliance. Moreover, backfiring is possible because, psychologically, people often react
negatively when they perceive that someone is controlling their behavior or limiting their
freedom. Looking at their flipside, the distinction between deterrence-based and identificationbased trust resembles somewhat that between hard and soft forms of power.

Notes

Values


Values can be self-centered, internal standards accepted for one’s own behavior



Values can be social-centered, external standards expected for another’s behavior



Rokeach described end or terminal values and means or instrumental values

Behaviour Rules


Descriptive behavior rules show what people do in certain situations



Injunctive behavior rules show what people should do in certain situations



Injunctive behavior rules become laws and codes of ethics

Substantive Fairness


Seen in distribution of value


Proportionality



Reciprocity



Impartiality



Parties are heard

Notes Building trust requires time and even some risk, especially when we start a new
partnership or business relationship. If you don’t fully trust each other, find ways to
minimize your vulnerability and thus avoid the defensiveness that constrains value
creation. There are some ways to secure agreements in the absence of trust. These include
setting up monitoring regimes, creating guarantees and proceeding incrementally. There
is a need for trust to facilitate sharing information with the other side. The most valuecreating agreements are those in which both sides openly share data. The result of recent
studies by the consulting firm ‘A.T. Kearney’ showed that trust in high-level business
alliances is of particular significance. A direct correlation exists between trust and profit.
It means that if you consistently share data with clients, not only will trust go up, but so
too will the quality of your agreements and with these, so too will your profits. It may
take several meetings to develop this trust, but it will definitely pay off. Developing trust
has become a key source of sustainable competitive advantage. Once trust is built, keep in
mind that it is much easier to spoil it than create it.
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13.11 Traps to Avoid
Alternatives to Lying:


Asked your bottom line, say you’re not ready to reveal it



If you claim you “lack authority” then don’t seek authority



Don’t want to volunteer alternatives, ask opponent for options



Only make promises you can keep



Don’t lie about facts, limit discussion to opinion of facts

Procedural Fairness


Seen in appropriateness of tactics used



Functionalist Model



Bargaining is voluntary process



Purpose is to reach valid agreement



Practices that threaten valid agreement violate purpose



Negotiation is also adversarial process in which parties use bargaining techniques to gain
information and advantages



Reciprocity standard—would you want to be treated in this way?



Universality standard—would you advise others to behave this way?



Publicity standard—would you like to see the actions in the press?



Trusted friend standard—would you tell your friend of your actions?



Legacy standard—do you want to be remembered for acting in this way?

Appropriate Tactics


Gain information about opponent by asking friends, associates, and contacts



Make an unrealistically high opening demand



Hide your real bottom line



Give false impression you aren’t in a hurry to pressure your opponent

Inappropriate Tactics


Misrepresent factual information or nature of negotiations to improve one’s position or
because your opponent did



Falsely threaten or promise things with no ability to deliver



Bypass your opponent’s negotiator to undermine opponent’s position



Gain confidential information by bribery

Unethical Negotiating Gambits
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The Decoy



The Red Herring



The Deliberate Mistake
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Escalation



Planted Information



Never-Ending Negotiation

Notes

Trust


Essential factor in negotiation



Enables cooperative behavior



Reduces harmful conflict



Facilitates work



Involves some risk



Requires interdependent relationship

Five Bases of Trust


Deterrence-based trust – imposed penalties



Self-interest trust – mutually advantageous



Relational trust – reliability in past performance



Identity-based trust – “us” culture



Institutional-based trust – imposed by the situation

13.12 Establishing Trust




Assess the situation


Are there incentives for parties to deceive one another?



Are there time constraints?



How well do you know the other party?



How does the other party see you?



Are there common interests to build trust upon?

Build mutual trust


Use norm of reciprocity



Display trust in the other person



Demonstrate trustworthiness by following through on a promise



Recognize mutual interests



Guard your reputation for trustworthiness

13.13 Trust and Distrust
It is considered that the root cause of a conflicting situation is trust and distrust relationships. To
pursue effective negotiations, trust must be built and distrust managed. In the past 10 years, a lot
has been studied about trust, but not much has been written about distrust. This paper uses a case
study approach to examine the antecedents, behaviors, and consequences in 10 legal cases in
Hong Kong, where distrust is generally regarded as the root cause of the problem in the cases.
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The findings have identified that when people do not want to meet, company affairs or meetings
cannot be continued, and when there is a doubt of personal misconduct, there is a clear signal of
distrust. Thus, distrust leads to steps taken to reduce our vulnerability in an attempt to protect
our interests, such as winding up of a company. In a negotiation, certain procedural facilities and
steps should be considered and taken beforehand to disallow the conflict to escalate into a
matter that can only be resolved by arbitration or litigation. These cases lay a foundation for
managing relationships in formulating a negotiating procedure by identifying the sources of
distrust to enable a more effective negotiation.

13.14 Trust Negotiation
Trust Negotiation is an approach to gradually establishing trust between strangers online through
the iterative exchange of digital credentials. In contrast to a closed system, where the interacting
entities have a preexisting relationship (often proved by typing a username and password),
trust negotiation is an open system, and complete strangers can build trust in one another. This
is done by disclosing digital credentials.
Digital credentials are the computer analog to paper credentials, such as a driver’s license, credit
card, or student ID. Rather than proving the credential owner’s identity, digital credentials
assert that their owner possesses certain attributes. A student might receive a credential from his
or her university that certifies that they are a student at that university. The student could then
use that credential, for example, to prove they are a student in order to qualify for a student
discount at an online bookstore. Credentials are digitally signed in order to allow third parties
to verify them.

13.15 Trust versus Distrust
As a mirror image of the dilemma of honesty, negotiators also face the dilemma of trust: how
much to trust what the other party tells them. Negotiators who believe everything the other
party tells them make themselves vulnerable to being taken advantage of by the other party. On
the other hand, negotiators who do not believe anything the other party tells them will have a
very difficult time reaching an agreement. As with the dilemma of honesty, we suggest that
negotiators remember that negotiation is a process that evolves over time. First, as we noted,
trust can be built by being honest and sharing information with the other side. Moreover, there
will be individual differences in trust. Some negotiators will start off by being more trusting,
but become less trusting if information comes to light showing that the other party “earn their
trust” and will be more skeptical early in negotiations. There is no right or wrong approach to
managing this dilemma. Strong negotiators are aware of this dilemma, however, and constantly
monitor how they are managing this challenge.
Remember the intangibles: It is important that negotiators remember the intangible factors
while negotiating and remain aware of their potential effects. There are two possible ways to
discover intangibles that might be affecting the other. One way to surface the other party’s
intangibles is to ask questions. These questions should try to get the other party to reveal why
he or she is sticking so strongly to a given point. It is important to remember that strong
emotions and/or values are the root of many intangibles, so surfacing intangibles may result in
the discussion of various fears and anxieties. The question-asking process should also be gentle
and informal; if the questioning is aggressive, it may only make the other defensive, adding
another intangible to the mix and stifling effective negotiations. A second way is to take an
observer or listener with you to the negotiation. Listeners may be able to read the other’s
emotional tone or non-verbal behaviour, focus on roadblock issues, or try to take the other’s
perspective and put themselves in the other’s shoes. A caucus with this listener may then help
refocus the discussion so as to surface the intangibles and develop a new line of questions or
offers. Negotiators also need to remember that intangible factors influence their own behaviour
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(and that it is not uncommon for us to not recognize what is making us angry, defensive, or
zealously committed to some idea). Are you being particularly difficult with the other party
because he “does not respect you”; are you “trying to teach a subordinate a lesson”; or do you
want to “win” this negotiation to “look better” than another manager? Without passing judgement
on the legitimacy of these goals, we strongly urge negotiators to be aware of the effect of
intangible factors on their own aspirations and behaviour. Often talking to another person – a
sympathetic listener - can help the negotiator figure them out. Strong negotiators are aware of
how both tangible and intangible factors influence negotiation, and they weigh both factors
when evaluating a negotiation outcome.

Notes

Actively manage coalitions: Coalitions can have very significant effects on the negotiation
process and outcome. Negotiators should recognize three types of coalitions and their potential
effects: (1) coalitions against you, (2) coalitions that support you, and (3) loose, undefined coalitions
that may materialise either for or against you. Strong negotiators assess the presence and strength
of coalitions and work to capture the strength of the coalition for their benefit. If this is not
possible, negotiators need to work to prevent the other party from capturing a loose coalition
for their purpose. When negotiators are part of a coalition, communicating with the coalition is
aligned with their goals. Successfully concluding negotiations, especially when a coalition is
aligned against a negotiator is an extremely challenging task. It is important to recognize when
coalitions are aligned against you and to work consciously to counter their influence. Frequently,
this will involve a “divide and conquer” strategy where negotiators try to increase dissent
within the coalition by searching for ways to breed instability within the coalition.
Savour and protect your reputation: Reputations are like eggs – fragile, important to build,
easy to break, and very hard to rebuild once broken. Reputations travel fast, and people often
know more about you than you think that they do. Starting negotiations with a positive reputation
is essential, and negotiators should be vigilant in protecting their reputations. Negotiators who
have a reputation for breaking their word and not negotiating honestly will have a much more
difficult time negotiating in the future than those who have a reputation for being honest and
fair. Consider the following contrasting reputation: “tough but fair” versus “tough and
underhanded.” Negotiators prepare differently for others with these contrasting reputations.
Negotiating with a tough but fair negotiator means preparing for potentially difficult negotiations
while being aware that the other party will push hard for her perspective but will also be
rational and fair in her behaviour. Negotiating with a tough but underhanded other party
means that negotiators will need to verify what the other says, be vigilant for dirty tricks, and
be more guarded about sharing information.
How are you perceived as a negotiator? What is your reputation with others at this point? What
reputation would you like to have? Think about the negotiators you respect the most and their
reputation. What is it about their behaviour that you admire? Also think about the negotiators
that have a bad reputation. What would it take for them to change your image of them?
Rather than leaving reputation to change, negotiators can work to shape and enhance their
reputation by acting in a consistent and fair manner. Consistency provides the other party with
a clear set of predictable expectations about how you will behave, which leads to a stable
reputation. Fairness sends the message that you are principled and reasonable. Strong negotiators
also periodically seek feedback from others about the way they are perceived and use that
information to strengthen their credibility and trustworthiness in the marketplace.
Remember that rationality and fairness are relative: Research on negotiator’s perception and
cognition makes it quite clear that people tend to view the world in a self-serving manner and
define the “rational” thing to do or a “fair” outcome or process in a way that benefit themselves.
First, negotiators need to be aware of this tendency in both themselves and the other party.
Negotiators can do three things to manage these perceptions proactively. First, they can question
their own perception of fairness and ground them in clear principles. Second, they can find
external benchmarks and examples that suggest fair outcomes. Finally, negotiators can illuminate
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definitions of fairness held by the other party and engage in a dialogue to reach consensus on
which standards of fairness apply in a given situation.
Moreover, negotiators are often in the position to collectively define what is right or fair as a
part of the negotiation process. In most situations, neither side holds the keys to what is absolutely
right, rational, or fair. Reasonable people can disagree, and often the most important outcome
that negotiators can achieve is a common, agreed-upon perspective, definition of the facts,
agreement on the right way to see a problem, or standard for determining what is a fair outcome
or process. Be prepared to negotiate these principles as strongly as you prepare for a discussion
of the issues.
Continue to learn from the experience: Negotiation epitomises lifelong learning. A good
negotiator continues to learn from the experience- as he knows there are so many different
variables and nuances when negotiating that no two negotiations can be identical. These
differences mean that for negotiators to remain sharp, they need to continue to practise the art
and science of negotiation regularly. In addition, the good negotiators take a moment to analyse
each negotiation after it has concluded, to review what happened and what they learned. We
recommended a three-step process:
(i)

Plan a personal reflection time after each negotiation.

(ii)

Periodically “take a lesson” from a trainer or coach.

(iii)

Keep a personal diary on strengths and weaknesses and develop a plan to work on
weaknesses.

This analysis does not have to be extensive or time-consuming. It should happen after every
important negotiation, however, and it should focus on what and why question: What happened
during this negotiation, why did it occur, and what can I learn? Negotiators who take the time
to pause and reflect on their negotiations will find that they continue to refine their skills and
that they remain sharp and focused for their future negotiations. Moreover, even the best
athletes – in almost any sport – have one or more coaches to “take a lesson.”
Negotiators have access to seminars to enhance their skills, books to read, and coaches who can
help refine their skills. This book should be seen as one step along the way to sharpening and
refining your negotiation skills, and we encourage you to continue to learn about the art and
science of negotiation. We wish you the best of luck in all of your future negotiations.

Self Assessment
State whether the following statements are true or false:
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8.

Two ways to develop trust quickly are to reveal your BATNA and allow the other party to
determine the ground rules of negotiation.

9.

Trust and distrust are not just two sides of the same belief because trust or distrust relies
upon one’s belief in the “virtuous” or “sinister” intentions underlying the conduct.

10.

An unethical negotiating gambit called the “planted information” is when one side leaves
something in or out of as final bargain advantageous to their opponent, only to “discover”
it later and insist that it be taken out.

11.

Trust plays a significant role in successful negotiations because all negotiations involve
some level of risk and to be motivated to agree, the parties must believe each will perform
their bargain.

12.

Deterrence based trust, formed when you believe that someone else is trustworthy because
there is a severe penalty if the person does not perform, is an example of intense trust.

LOVELY PROFESSIONAL UNIVERSITY

Unit 13: Fairness and Trust in Negotiation

13.

You can tell if someone is bluffing about walking away from a negotiation if she takes and
action that will make it more costly for her not to follow through on the threat.

14.

The Mutual Trust Principle requires you to reveal your “bottom line” in a negotiation
only if you have reason to believe your opponent will do the same thing.

Notes

13.16 Summary


Negotiations are integral to marketing transactions, whether they concern price, or product
or channel attributes.



The areas of procedural and substantive fairness most often exist in the minds of employers,
H.R. personnel and even disciplinary or appeal hearing Chairpersons as no more than a
swirling, gray thick fog.



The process of arriving at an agreement when there is multiple potential and conflicting
choices; it is the process by which multi-cultural teams reach an agreement



Deterrence-based trust, on the other hand, is “based on consistency of behavior, meaning
that people will follow through on what they promise they are going to do.”



Trust can be defined as “an expression of confidence in another person…that you will not
be put at risk



Coalitions can have very significant effects on the negotiation process and outcome.



Negotiators are often in the position to collectively define what is right or fair as a part of
the negotiation process

13.17 Keywords
Deal-making Negotiations: They are negotiations to buy and sell.
Decision-making Negotiations: The process of arriving at an agreement when there is multiple
potential and conflicting choices; it is the process by which multi-cultural teams reach an
agreement. Dispute-resolution negotiations are negotiations to resolve conflict resulting from
a claim being made and rejected.
Trust Negotiation: Trust Negotiation is an approach to gradually establishing trust between
strangers online through the iterative exchange of digital credentials. In contrast to a closed
system, where the interacting entities have a preexisting relationship (often proved by typing a
username and password), trust negotiation is an open system, and complete strangers can build
trust in one another.
Value-claiming Negotiation: It is a negotiation to reach a distributive agreement. It is about
claiming value.
Value-creating Negotiation: It is a negotiation to reach a integrative agreement. It is about
creating value.

13.18 Review Questions
1.

What do you mean by Procedural fairness?

2.

Explain about Substantive Fairness.

3.

Describe different types of Negotiation.

4.

Explain about rules in Negotiating Trust.
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5.

Discuss about substantive Fairness.

6.

Explain about points in establishing trust.

7.

Discuss Trust versus Distrust.

8.

What do you mean by Unethical Negotiating Gambits?

9.

What is the role of Values in Negotiation?

Answers: Self Assessment
1.

Employer

2.

Allegations

3.

Employee

4.

Proceedings

5.

Agreement

6.

Trust

7.

potential

8.

False

9.

True

10.

False

11.

True

12.

False

13.

True

14.

True
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Objectives
After studying this unit, you will be able to:


Define and explain the agreement template



Discuss about closing the deal



State about the closing stage



Discuss about post Negotiation Evaluation

Introduction
Negotiation is an integral part of daily life and the opportunities to negotiate surround us.
While some people may look like born negotiators, negotiation is fundamentally a skill involving
analysis and communication that everyone can learn. Negotiation is a dialogue between two or
more people or parties, intended to reach an understanding, resolve point of difference, or gain
advantage in outcome of dialogue, to produce an agreement upon courses of action, to bargain
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for individual or collective advantage, to craft outcomes to satisfy various interests of two
people/parties involved in negotiation process. Negotiation is a process where each party
involved in negotiating tries to gain an advantage for themselves by the end of the process.
Negotiation is intended to aim at compromise.

Notes

14.1 Best 10 Practises for Negotiators
Following are the 10 “best practices” for negotiators who wish to continue to improve their
negotiation skills:
1.

Be prepared: Negotiators who are better prepared have numerous advantages, including
the ability to analyse the other party’s offers more effectively and efficiently, to understand
the nuances of the concession – making process, and to achieve their negotiations’ goals.
Preparation should occur before the negotiation begins so that the time spent while
negotiating become more productive. Good preparation means understanding one’s own
goals and interests as well as possible and being able to articulate them to the other party
skillfully. It also includes being ready to understand the other party’s communication in
order to find an agreement that meets the needs of both parties. Few negotiations are
going to conclude successfully without both parties achieving at least some of their goals.
To understand the needs of the other party is a critical step to increasing the odds of
success.
(i)

Be Prepared

(ii)

Diagnose the Fundamental Structures of the Negotiation

(iii)

Work the BATNA

(iv)

Be willing to walk away

(v)

Master paradoxes

(vi)

Remember the intangibles

(vii) Actively manage coalitions
(viii) Savor and protect your reputation

2.

(ix)

Remember that rationality and fairness are relative

(x)

Continue to learn from the experience

Diagnose the Fundamental Structures of the Negotiation: Negotiators should make a
conscious decision about whether they are facing a fundamentally distributive negotiation,
an integrative negotiation, or a blend of the two, and choose their strategies and tactics
accordingly. Using strategies and tactics that are mismatched will lead to sub-optimal
negotiation outcomes. For instance, using overly distributive tactics in a fundamentally
integrative situation will almost certainly result in reaching agreements that leave
integrative potential untapped because negotiations in response to distributive tactics. In
these situations, money and opportunity are often left on the table.
Similarly, using integrative tactics in a distributive situation may not lead to optimal
outcomes either. For instance, one of the authors of this book was recently shopping for a
new car and the salesman spent a great deal of time and effort asking questions about the
author’s family and assuring him that he was working hard to get the highest possible
value for his trade-in. Unfortunately, requests for clarification about the list price of the
car and information about manufacturer incentives described in a recent newspaper
advertisement were met with silence or by changing the topic of conversation. This was a
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purely distributive situation for the author, who was not fooled by the salesman’s attempt
to bargain “integratively”. The author, bought a car from a different dealer who was able
to provide the requested information in a straightforward manner – and whose price was
1,500 rupees lower than the first dealer for the same car.
Negotiators also need to remember that many negotiations will consist of a blend of
integrative and distributive elements and that there will be distributive and integrative
phases to these negotiations. It is especially important to be careful when transitioning
between these phases within the border negotiation because missteps in these transitions
can confuse the other party and lead to impasse.
3.

Identify and Work the BATNA: One of the most important sources of power in a negotiation
is the alternatives available to a negotiator if an agreement is not reached. One alternative,
the Best Alternative To a Negotiated Agreement (BATNA), is especially important because
this is the option that likely will be chosen should an agreement not be reached. Negotiators
need to be vigilant about their BATNA. They need to know whether their BATNA is
relative to a possible agreement and consciously work to improve the BATNA so as to
improve the deal. Negotiators without a strong BATNA may find it difficult to achieve a
good agreement because the other party may try to push them aggressively, and hence
they may be forced to accept a settlement that is later seen as unsatisfying.
Negotiators also need to be aware of the other negotiator’s BATNA and to identify how it
compares to what you are offering. Negotiators have more power in a negotiation when
their potential terms of agreement are significantly better than what the other negotiator
can obtain with his or her BATNA. On the other hand, when the difference between your
terms and the other negotiator’s BATNA is small, then negotiators have less room to
maneuver. There are three things negotiators should do with respect to the other
negotiator’s BATNA: (1) monitor it carefully in order to understand and retain your
competitive advantage over the other negotiator’s alternatives; (2) remind the other
negotiator of the advantages your offer has relative to her/his BATNA; and (3) in a subtle
way, suggest that the other negotiator’s BATNA may not be as strong as he or she thinks
it is (this can be done in a positive way by stressing your strengths or in a negative way by
highlighting competitors’ weaknesses).

4.

Be willing to walk away: The goal of most negotiations is achieving a valued outcome,
not reaching an agreement per se. Strong negotiators remember this and are willing to
walk away from a negotiation when no agreement is better than a poor agreement or
when the process is so offensive that the deal isn’t worth the work. While this advice
sounds easy enough to take in principle, in practice, negotiators become so focused on
reaching an agreement that they lose sight of the real goal, which is to reach a good
outcome (and not necessarily an agreement). Negotiators can ensure that they don’t take
their eyes off the goal by making regular comparisons with the targets they set during the
planning stage and by comparing their progress during their negotiation against their
walk away and BATNA. While negotiators are often optimistic about goal achievement at
the outset, they may need to re-evaluate these goals during the negotiation. It is important
to continue to compare progress in the current negotiation with the target, walk away,
and BATNA and to be willing to walk away from the current negotiation if their walk
away or BATNA becomes the truly better choice.
Even in the absence of a good BATNA, negotiators should have a clear walk away point in
mind where they will halt negotiations. Sometimes it is helpful if the walk away is
written down or communicated to others so that negotiators can be reminded during
difficult negotiations. When in team negotiations, it is important to have a team member
monitor the walk away point and be responsible for stopping the negotiation if it appears
that a final settlement is close to this point.
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5.

Master the Key Paradoxes of Negotiation: Excellent negotiators understand that negotiation
embodies a set of paradoxes - seemingly contradictory elements that actually occur together.
We will discuss five common paradoxes that negotiators face. The challenge for negotiators
in handling these paradoxes is to achieve a balance between the opposing forces. Strong
negotiators know how to manage this tension.

Notes

14.1.1 Claiming Value versus Creating Value
All negotiations have a value claiming stage, where parties decide who gets how much of what,
but many negotiations also have a value creation stage, where parties work together to expand
the resources under negotiation. The skills and strategies appropriate to each stage are quite
different in general terms, distributive skills are called for in the value creation stage will
precede the value claiming stage, and a challenge for negotiators is to balance the emphasis on
the two stages and the transition from creating to claiming value. There is no signpost to mark
this transition, however, and negotiators need to manage it tactfully to avoid undermining the
open brainstorming and option-inventing relationship that has developed during value creation.
One approach to manage this transition is to publicly label it. For instance, negotiators could say
something like “It looks like we have a good foundation of ideas and alternatives to work from
or how can we move on to decide what is a fair distribution of the expected outcomes?” In
addition, research shows that most negotiators are overly biased towards thinking that a
negotiation is more about claiming value rather than creating value, so managing this paradox
will likely require an overemphasis or discussing the creating value dynamics.

Did u know? Knowing how to give or get a concession, and when, are critical success
factors that influence the outcome of a negotiation. To maintain a confident stance, anticipate
what concession demands the other party will ask of you, and how you will respond, prior
to engaging in the negotiation. This will enable you to remain calm, focused and mindful
in your give and take.

Every move you make in a negotiation matters. If the other party sees you cower under pressure,
you can expect strong-arm tactics from that individual in the future. If, on the other hand, you
respond by presenting alternative options, the other party learns that pressure tactics are not
effective. Like you, the other party is always assessing which strategies work to his or her
advantage.

Self Assessment
Multiple Choice Questions:
1.

2.

The Agreement Template includes all the following elements except:
(a)

Time

(b)

Measure of fairness

(c)

Exit strategy

(d)

Point person

The parties should put an agreement in writing:
(a)

To end negotiation

(b)

To add “boilerplate” conditions to the deal

(c)

To make sure both parties abide by the agreement

(d)

To do away with any bad feelings
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3.

4.

You may settle a negotiation just to find that your opponent wants just one more concession
because:
(a)

The negotiation has been unbalanced

(b)

“Boilerplate” terms were added

(c)

Negotiation is a voluntary process

(d)

The other party senses you are overly anxious to close the deal

The promise technique to counter a request for one more concession is
(a)

Unethical

(b)

When your opponent breaks a promise

(c)

When you make your opponent promise not to ask for any additional concessions

(d)

When you indicate your willingness to agree to it if the other party will give you a
concession.

14.2 Striking by Your Principles versus Being Resilient to the Flow
The pace and flow of negotiations can move from an intense haggle over financial issues to an
intense debate over deeply held principles about what is right or fair or just. These transitions
often create a second paradox for negotiators. On the one hand, effective negotiation requires
thinking and an understanding that an assessment of a situation may need to be adjusted as new
information comes to light; achieving any deal will probably require both parties to make
concessions. On the other hand, core principles are not something to back away from easily in
the service of doing a deal. Effective negotiators are thoughtful about the distinction between
issues of principle, where firmness is essential, and other issues where compromise or
accommodation is the best route to a mutually acceptable outcome. A complex negotiation may
well involve both kinds of issues in the same encounter. And it is not enough for the negotiator
to know in her own mind that an unwavering commitment on issue X is grounded in some deep
personal value or principle; good negotiators know that it is critical to convey that principle to
the other party so that he or she will not misinterpret firmness based on principle as hostility or
intransigence.

14.2.1 Sticking with the Strategy versus Opportunistic Pursuit of New
Options
New information will frequently come to light during a negotiation, and negotiators need to
manage the paradox between sticking with their prepared strategy and pursuing a new
opportunity that arises during the process. This is a challenging paradox for negotiators to
manage because “new opportunities” may in fact be Trojan horses harbouring unpleasant
surprises. On the other hand, circumstances to change and legitimate “one-time,” seize-themoment deals do occur. The challenge for negotiators is to distinguish phantom opportunities
from real ones; developing the capacity to recognise the distinction is another hallmark of the
experienced negotiator.

14.3 Closing the Deal
The intention of most negotiations is to close the deal. Whether you are looking to purchase
something or get a pay raise, you want the deal signed and formalized. How do you move a
negotiation to close?
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According to Dr. Chester L. Karrass, to close, the parties must stop taking in further information
and make a final decision. However, sometimes one party has to convince the other to get to that
point. It is important to have a positive attitude and to be reassuring.

Notes

Dr. Karrass shares the following techniques to get to closing.


Make repeated requests for agreement along the lines “if not now, when?”



Don’t talk too much as this may be seen as a sign of anxiety



Request a reason for a lack of agreement



Assure the other party that there is good reason to close



Act as though you have reached an agreement and discuss the details such as delivery
times, etc.



Make a physical actions: start signing a document or shake hands



Emphasize any LOSSES that would occur if an agreement is not reached NOW



Provide special inducements only available if you agree NOW

Here are some other tips and resources on how to close a deal:


From 5 Tips for Closing a Sales Deal from Startup Nation: Create the threat of competition



From The Art of Business: Use Personality to Close That Deal,


“If you know a client well enough and can nail his or her behavioral type, you can
skew your presentations with the appropriate communication method.”

Bnet’s ”How to Close the Deal —Perfectly” says you should know exactly what you want
the other party to do before you start.



Task Elucidate the following Statements:
1.

In the face of uncertainty about what strategy the other side will adopt, each side’s
best choice is to compete.

2.

Written deal serves three purposes

Self Assessment
State whether the following statements are true or false:
5.

A failure to communicate is the core of any conflict that may respond to negotiations.

6.

An “exit strategy” in an agreement template can derail a negotiation by assuming one or
the other party will not give up to their agreement.

7.

Reducing an agreement to writing serves three purposes: makes sure the parties have
understood the agreement in the same way; makes sure the parties intend to abide by the
agreement; and provides the parties with a binding agreement.

8.

Not responding to a demand of your opponent after the deal is presumably done, is never
appropriate.

9.

One technique to address process issues during a stalemate is to focus attention on the
issue at hand and not refer to complaining over past actions.

10.

Conflict spirals that eventually result in an agreement, result in a one-sided agreement .
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Case Study

Political Impact on Global Negotiations

N

egotiators have a general understanding of their own local political environment.
They are raised in a business milieu that clearly distinguishes who the key
players are, and who has to be pitched about a proposal. They learn the roles that
each level of government may bring to the table, and its impact on the negotiations.
When negotiators take their proposals abroad and negotiate with a foreign power, they
may not fully realize the impact that different political systems will affect the manner in
how the negotiation should be conducted. The scope of the impact by the governments of
individual nations will vary in the degree in the amount of influence they may have on
international negotiations.
A major US defence contractor, Raytheon found out for themselves several years ago just
how differently this impact can have on their negotiations. Their first initial foray into
international negotiations occurred in Europe. Raytheon was attempting to put together
a consortium of European companies to produce a NATO weapons system. They had
thoroughly researched all the possible contenders and compiled a list of those companies
that they believed were best able to handle the contract they were trying to put together.
Raytheon then contacted those companies and started negotiations. Talks became suddenly
stalled in their tracks when, much to Raytheon’s dismay, the governments of several
European nations abruptly advised Raytheon to cease negotiations with the firms within
their respective countries. These European governments said it was not up to Raytheon to
decide who they would conduct business with in their respective countries. They would
decide which companies could be contacted, and that Raytheon had no choice in the matter
if they expected to fulfill the contract.
Raytheon realized that it had no choice in the matter. Accepting the political reality of the
situation, they terminated talks with the companies that they had initially chosen. They
then entered into talks with the consortium of companies chosen by the respective NATO
members instead, and successfully completed the weapons system contract.
Several years later, the US Government convinced Raytheon to develop a similar weapons
system for Japan. Having learned their lesson with the European consortium, they
immediately initiated their talks with the Japanese government instead of going to
individual companies like they did in the NATO situation. They sat back and waited for
the Japanese government to tell them which companies to use in their weapons system
project.
Nothing happened. The Japanese government remained curiously quiet. Some time elapsed
before a senior executive from Raytheon had a conversation in private with the Japanese
deputy minister of defence. The deputy minister advised the Raytheon executive that it
was up to the US company to make the decision about which companies to use, and not the
Japanese government. It turned out that since two of Japan’s main electronics firms were
considered as possible contenders; the Japanese government did want to anger either of
these companies by choosing one over the other on behalf the American firm. The reason
was because both of these companies wielded some considerable political clout with the
Japanese government.
Contd....
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It’s a valuable lesson to remember that situations with individual nations are going to
vary. What works in one country may very well not work in another country, so never
make assumptions about what the political reaction will be.

Notes

Question:
Analyse the case and discuss the case facts.

14.4 How to Claim Value or Retain Value at the Closing Stage of a
Negotiation
There are many other techniques that have been used through the ages to close the deal. What
are your favorite, tried-and-true ways to get to closing?
Negotiation theorists make several overlapping distinctions about approaches to negotiation.
Fisher, Ury, and Patton distinguish between positional bargaining, which is competitive,
and interest-based bargaining or principled negotiation, which is primarily cooperative. But
they also make the distinction between soft, hard, and principled negotiation, the latter of which
is neither soft, nor hard, but based on cooperative principles which look out for oneself as well
as one’s opponent.
Morton Deutsch also makes the distinction between competitive and cooperative approaches.
According to Deutsch, the most important factors that determine whether an individual will
approach a conflict cooperatively or competitively are the nature of the dispute and the goals
each side seeks to achieve. Often the two sides’ goals are linked together, or interdependent. The
parties’ interaction will be shaped by whether this interdependence is positive or negative,
according to Deutsch:


Goals with positive interdependence are tied together in such a way that the chance of one
side attaining its’ goal is increased by the other side’s attaining its goal. Positively
interdependent goals normally result in cooperative approaches to negotiation, because
any participant can “attain his goal if, and only if, the others with whom he is linked can
attain their goals.”



On the other hand, negative interdependence means the chance of one side attaining its goal
is decreased by the other’s success. Negatively interdependent goals force competitive
situations, because the only way for one side to achieve its goals and “win” is for the other
side to “lose.”

Although Fisher, Ury, and Patton argue that almost any dispute can be resolved with interestbased bargaining (i.e., a cooperative approach), other theorists believe the two approaches
should be used together. Lax and Sebenius, for example, argue that negotiations typically
involve ”creating” and “claiming” value. First, the negotiators work cooperatively to create
value (that is, “enlarge the pie,”) but then they must use competitive processes to claim value
(that is, “divide up the pie”).
However, a tension exists between creating and claiming value. This is because the competitive
strategies used to claim value tend to undermine cooperation, while a cooperative approach
makes one vulnerable to competitive bargaining tactics. The tension that exists between
co-operation and competition in negotiation is known as “The Negotiator’s Dilemma:”


If both sides co-operate, they will both have good outcomes.



If one co-operates and the other competes, the co-operator will get a terrible outcome and
the competitor will get a great outcome.



If both compete, they will both have mediocre outcomes.
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In the face of uncertainty about what strategy the other side will adopt, each side’s best
choice is to compete.



However, if they both compete, both sides end up worse off.

In real life, parties can communicate and commit themselves to a co-operative approach. They
can also adopt norms of fair and co-operative behavior and focus on their future relationship.
This fosters a cooperative approach between both parties and helps them to find joint gains.

14.5 Agreement Template
Agreement: Agreements can range from the simple handshake to formal contracts. In the case of
any kind of contract or legal document, both parties must thoroughly understand the terms of
the agreement before signing. Agreements don't always entail understandable language, and
require some explaining so that everyone involved knows where they stand.
A business agreement is made between two parties while making any business deals. The
Agreement Template represents all the necessary points that a agreement must cover. The
template provides a good and well framed outlines structure which can be easily customized to
suit the need and purpose of the person using the template.
The fact that a lot of precious time is saved by using a agreement template for Business
organisations is the main point of use of such documents.
Agreement Template is a letter with entire details of all the promises, applied rules of an
association, and agreed policies. If an agreement is signed between two parties then it also
contains a copy of all the list of goods and their prices. Whenever parties engage in any kind of
a contract they form an agreement letter, one copy of which is kept with both the parties. The
main components of an agreement letter should be terms of payment, clear explanation of the
work to be done, entire information related to cost, span of the agreement, and a brief list of the
agreement period.
Letter of agreement should always be addressed to the person with whom the agreement has to
be made. This letter provides detailed information about the person such as name, company,
address, and purpose of agreement, terms and conditions of agreement, date and also the name
and address of the second party who is making the agreement. These are formal letters and the
language used to write these letters should always be professional.

294

LOVELY PROFESSIONAL UNIVERSITY

Unit 14: Closing the Deal and Post Negotiation Evaluation

Notes

Instructions
1.

Ask the agreeing parties to read the document thoroughly. Always wait until they've read
the document before explaining so that they can ask questions and pinpoint confusing
areas of the agreement.

2.

Explain the basic overview of the agreement. The overview provides a basic summary of
the agreement and its key terms. For example, a rental contract agreement basically
stipulates that the tenant pays the rent on time and that the landlord takes care of problems
that arise.

3.

Give a definition for any challenging words. Many agreements use complicated wording
and hard-to-understand language. When the agreement includes words that someone
does not understand, explain the definition of the word for clarification.

4.

Inform the individuals about the details. In an agreement, the details constitute the most
important part of the agreement. A renter might agree to pay the rent, but might break the
contract by painting the walls or other minor actions. Details determine the actions that
the agreement allows. Before signing an agreement, both parties should know and
understand the details of the agreement and feel comfortable with the details.
(a)

Document that includes critical issues

(b)

Memorializes important aspects of deal and “what-ifs”

(c)

Includes: parties, intent, roles, consequences, exit strategy
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Put it in Writing
Written deal serves three purposes:


Communication: make sure all heard the same deal



Commitment: signing the deal shows investment



Contract: evidence of deal may be binding
Sample Non-Disclosure Agreement Template (NDA), Confidentiality Agreement Template
(ABC COMPANY) UNILATERAL
CONFIDENTIAL DISCLOSURE AGREEMENT
THIS AGREEMENT dated __________________, 20___ , by and between ABC Company, a (your
state) Corporation ("ABC Company") and ____________("Recipient").
WHEREAS, ABC Company and Recipient, for their mutual benefit and pursuant to a working
relationship which has been or may be established, anticipate that ABC Company may disclose or
deliver to a working relationship which has been or may be established, anticipate that ABC
Company may disclose or deliver to Recipient documents, components, parts, information, drawings,
data, sketches, plans programs, specifications, techniques, processes, software, inventions and
other materials, both written and oral, of a secret, confidential or proprietary nature, including
without limitation any and all information relating to marketing, finance, forecasts, invention,
research, design or development of information system and any supportive or incidental subsystems,
and any and all subject matter claimed in or disclosed by any patent application prepared or filed
by or behalf of by ABC Company, in any jurisdiction, and any amendments or supplements thereto
(collectively, "Proprietary Information"); and
WHEREAS, ABC Company desires to assure that the confidentiality of any Proprietary Information
is maintained;
NOW, THEREFORE, in consideration of the foregoing premises, and the mutual covenants contained
herein, ABC Company and Recipient hereby agree as follows:
1.

For a period of sixty (60) months from the date hereof, Recipient shall hold in trust and
confidence, and not disclose to others or use for Recipient's own benefit or for the benefit of
another, any Proprietary Information which is disclosed to Recipient by ABC Company at
any time between the date hereof and twelve (12) months thereafter. Recipient shall disclose
Proprietary Information received under this Agreement to person within its organization
only if such persons (i) have a need to know and (ii) are bound in writing to protect the
confidentiality of such Proprietary Information. This paragraph 1 shall survive and continue
after any expiration or termination of this Agreement and shall bind Recipient, its employees,
agents, representatives, successors, heirs and assigns.

2.

The undertakings and obligations of Recipient under this Agreement shall not apply to any
Proprietary Information which: (a) is described in an issued patent anywhere in the world, is
disclosed in a printed publication available to the public, or is otherwise in the public domain
through no action or fault of Recipient; (b) is generally disclosed to third parties by ABC
Company without restriction on such third parties, or is approved for release by written
authorization of ABC Company; (c) if not designated "confidential" at the time of first
disclosure hereunder, or is not later designated in writing by ABC Company within thirty
(30) days from disclosure to Recipient to be of a secret, confidential or proprietary nature; or
(d) is shown to ABC Company by Recipient, within ten (10) days from disclosure, by
underlying documentation to have been known by Recipient before receipt from ABC
Company and/or to have been developed by Recipient completely independent of any
disclosure by ABC Company.

3.

Title to all property received by Recipient from ABC Company, including all Proprietary
Information, shall remain at all times the sole property of ABC Company, and this Agreement
shall not be construed to grant to Recipient any patents, licenses or similar rights to such
property and Proprietary Information disclosed to Recipient hereunder.

4.

Recipient shall, upon request of ABC Company, return to ABC Company all documents,
drawings and other tangible materials, including all Proprietary Information and all
manifestation thereof, delivered to Recipient, and all copies and reproductions thereof.

Contd....
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5.

The parties further agree to the following terms and conditions:
(i)

Any breach by Recipient of any of Recipient's obligations under this Agreement will
result in irreparable inquiry to ABC Company for which damages and other legal
remedies will be inadequate. In seeking enforcement of any of these obligations, ABC
Company will be entitled (in addition to other remedies) to preliminary and permanent
injunctive and other equitable relief to prevent, discontinue and/or restrain the breach
of this Agreement.

(ii)

If any provision of this Agreement is invalid or unenforceable, then such provision
shall be construed and limited to the extent necessary, or severed if necessary, in order
to eliminate such invalidity or unenforceability, and the other provisions of this
Agreement shall not be affected thereby.

(iii)

In any dispute over whether information or matter is Proprietary Information hereunder,
it shall be the burden of Recipient to show both that such contested information or
matter is not Proprietary Information within the meaning of this Agreement, and that
it does not constitute a trade secret under the Uniform Trade Secrets Act or successor
or similar law in effect in the State of (your state).

(iv)

No delay or omission by either party in exercising any rights under this Agreement will
operate as a waiver of that or any other right. A waiver or consent given by either party
on any one occasion is effective only in that instance and will not be construed as a bar
to or waiver of any right on any other occasion.

(v)

This Agreement shall be binding upon and will inure to the benefit of the parties hereto
and their respective successors and assigns.

(vi)

This Agreement is governed by and will be construed in accordance with the laws of
the State of (your state), and the courts of (your state) shall be the exclusive forum.

(vii)

This Agreement is in addition to any prior written agreement between ABC Company
and Recipient relating to the subject matter of this agreement; in the event of any
disparity or conflict between the provision of such agreements, the provision which is
more protective of Proprietary Information shall control. This Agreement may not be
modified, in whole or in part, except by an agreement in writing signed by ABC
Company and Recipient.

Notes

IN WITNESS WHEREOF, the parties have executed this Agreement as of the date first above
written.
ABC Company
By: ______________________
Signature
______________________
Printed Name
______________________
Title
RECIPIENT
By: ______________________
Signature
______________________
Printed Name
______________________
Title
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Notes Negotiation and closing are critical business skills, and central to the M&A
process - yet, many owners and managers have been trained “on the job”, or left entirely
to their own devices when it comes to this important step.
Great negotiators are groomed, not born. If you want to garner the highest price and the most
advantageous structure for your next transaction, your powers of communication, persuasion
and reason need to be compelling. This 4 page white paper will provide you with the road map
and tools you need to negotiate and close your deal with confidence and skill. It is designed to
provide a strong foundation and innovative strategies for communicating persuasively,
overcoming objections and obtaining an agreement on the terms that best fit your objectives.
The process by which you are selling your firm has taken some very interesting twists and turns.
From valuing and pricing your business to deciding on the proper technique in which to structure
the transaction, you and your team have worked in conjunction with the potential buyer(s) to
cooperatively examine each alternative and devise the proper technique in which to handle each
phase in the process. As this process continues, you find yourself in an unfamiliar and sometimes
a rather uncomfortable position:

The Negotiation Table
The art of negotiation plays a pivotal role in buying or selling a business. Differences of opinion
are almost assuredly going to occur and only the most pragmatic negotiators can find creative
solutions for these differences. By developing a working strategy, both you and the prospective
buyer can maintain an open line of communication that will enable you both to know each
other’s position. It is imperative that the parties are aware of the issues that are important to one
another. This allows each party to assume a non-adversarial stance in assurance that the business
will change hands smoothly.
Many factors have to be discussed and finalized before a closing can be accomplished. These
include the needs, terms and price of the transaction, as outlined by both parties. Sellers naturally
have the upper hand when negotiating these particulars since they best know the business. The
buyer can minimize this by learning as much about the business as possible, prior to the start of
negotiations. This eliminates much of the difficulty of reaching agreement and keeps the parties
from wasting time.
By understanding each step in the negotiation process and being fully aware of all the implications
entailed in this process, each of the parties involved can enjoy a smooth transition of ownership.

14.6 Tactics at End of Negotiation




To avoid concessions


Silence



Walkaway



Promise an exchange

To exact concessions
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Moving Past Stalemate


Review the concessions both parties have already made



Utilize a third party



Handle emotions



Move to informal negotiations

14.7 Tactics for Success
Asking the Right Questions:


Use open-ended questions to elicit creative thinking: “Do you think?”



Use window question that calls for opponent to explain position: “What were you saying
about . . .?”



Use series of questions to promote dialogue: “Exactly what . . .? Is there flexibility. . .?”



Question to uncover hidden concerns: “Am I missing something?”



Question to enhance creativity: “Have you considered. . .?”

14.8 Bargaining Traps


Conflict spiral occurs when one party initiates a contentious communication and the other
party responds in kind; which elicits another contentious communication and so on



How to break conflict spirals?



Refocus negotiations by not reciprocating



Respond with mix of contentious and noncontentious



Label behavior as unproductive



Psychological entrapment occurs when a party escalates commitment to a previously
chosen, though failing, course of action and becomes so invested in reaching agreement,
no longer cares if it’s a good agreement.



To avoid psychological entrapment


Make sure to establish BATNA at start



Be willing to walk away rather than give into anything less than original BATNA.

14.9 Joint Problem Solving to Avoid Bargaining Traps


Diagnose the problem



Reexamine goals to set realistic target



Reframing a change as “new direction” not as “giving in”



Reduce target
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14.10 Other Barriers to Agreement




Ideologically based conflict


More difficult because tradeoffs and compromises are seen as selling out



One sees one’s own position as “fairer” because based on one’s ideals



Often results from one representing his or her own “group” against others

Decision-making conflict arises when parties must


Communicate needs without revealing too much



Assimilate information quickly



Understand the needs of the other party

An irrational opponent


Assume your opponent is not really irrational and proceed rationally



Recognize it as a strategy and respond by being cooperative



Treat your opponent as irrational and be prepared to walk away

14.11 Building a Relationship


Use skilled negotiators



Follow up on agreement after it is implemented



Establish face-to-face meetings as agreement is being implemented



Recognize may need to renegotiate some parts of deal

Self Assessment
Fill in the blanks:
11.

The art of .......................... plays a pivotal role in buying or selling a business.

12.

Even in the absence of a good ............................, negotiators should have a clear walk away
point in mind where they will halt negotiations.

13.

..........................spirals that eventually result in an agreement, result in a one-sided
agreement.

14.12 Summary
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Negotiators who are better prepared have numerous advantages, including the ability to
analyse the other party’s offers more effectively and efficiently.



Negotiators should make a conscious decision about whether they are facing a
fundamentally distributive negotiation



Negotiators also need to remember that many negotiations will consist of a blend of
integrative and distributive elements and that there will be distributive and integrative
phases to these negotiations.
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One of the most important sources of power in a negotiation is the alternatives available
to a negotiator.



Negotiators also need to be aware of the other negotiator’s BATNA and to identify how it
compares to what you are offering.



The goal of most negotiations is achieving a valued outcome, not reaching an agreement
per se.



Excellent negotiators understand that negotiation embodies a set of paradoxes – seemingly
contradictory elements that actually occur together.



The pace and flow of negotiations can move from an intense haggle over financial issues
to an intense debate over deeply held principles about what is right or fair or just.



The intention of most negotiations is to close the deal. Whether you are looking to purchase
something or get a pay raise.



Negotiation theorists make several overlapping distinctions about approaches to
negotiation.

Notes

14.13 Keywords
Agreement Template: Document that includes critical issues, Memorizes important aspects of
deal and "what-ifs" and Includes: parties, intent, roles, consequences, exit strategy
Closing the Deal: The intention of most negotiations is to close the deal. Whether you are
looking to purchase something or get a pay raise, you want the deal signed and formalized.
How do you move a negotiation to close?
Negotiation: It is an integral part of daily life and the opportunities to negotiate surround us.
While some people may look like born negotiators, negotiation is fundamentally a skill involving
analysis and communication that everyone can learn.
Negotiators: They should make a conscious decision about whether they are facing a
fundamentally distributive negotiation, an integrative negotiation, or a blend of the two, and
choose their strategies and tactics accordingly.

14.14 Review Questions
1.

Define Agreement Template.

2.

What do you know about closing Stage?

3.

Explain about building a relationship.

4.

Describe about closing the Deal.

5.

What do you know about Post Negotiation Evaluation?

6.

Describe the rules for claiming the value.

7.

What do you know about bargaining Traps?

8.

Explain the tactics of success.

9.

Describe claiming value versus creating value.

10.

Explain Diagnose the Fundamental Structures of the Negotiation.
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Answers: Self Assessment
1.

(b)

2.

(c)

3.

(d)

4.

(d)

5.

False

6.

False

7.

True

8.

False

9.

True

10.

True

11.

Negotiation

12.

BATNA

13.

Conflict
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