Negotiation Overview
Negotiation is a s kill that everyone develops from an extremely young age, and
everyone is a s killed negotiator by the time they can talk. On a bus ines s level,
negotiation is often a highly complex and s ophis ticated proces s . Unfortunately, many
people get s tuck in a particular way of thinking about how to negotiate, limiting their
efficiency and capabilities . Negotiation is a key bus ines s s kill that needs to be
developed through training and practice.

What is negotiation?
Definition
Negotiation is , at its s imples t, a dis cus s ion intended to produce an agreement. It is the
proces s of bargaining between two or more interes ts . [1]
The primary goal of negotiation s hould be to achieve a mutually acceptable deal, which
accomplis hes the objectives of the negotiation, without making the other party walk
away or damaging a valuable relations hip. This often requires s ubs tantial preparation,
informed negotiation, compromis e and flexibility, depending on the s ituation. Some of
the bus ines s s ituations in which might require negotiation s kills include:
determining the details of a new commercial contract
agreeing pay between management and a trades union
bringing in new working practices
changing employees ' contractual arrangements
arranging funding from a governing body
agreeing next years ' budgets
working out the details of a major new project with colleagues
agreeing objectives with team member
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Stages of negotiation
Mos t negotiations can be broken down into s ix main s tages :

1. Preparation
Achieving objectives in the negotiation will be much eas ier if negotiators are fully
prepared. A s ucces s ful negotiator will ens ure that they:
are fully briefed on the s ubject matter of the negotiation
are clear about their objectives and what they are trying to achieve
have worked out their tactics and how bes t to put their cas e

2. Initial exchanges
At the beginning of the negotiation, both parties will be s izing each other up. Both will be
trying to find out and unders tand the others ' pos ition and requirements . The
atmos phere in which the negotiation will be conducted s hould begin to form, and is s ues
that need to be res olved later will emerge. At this s tage it is probably wis e to encourage
the other s ide to s ay as much as pos s ible, to lis ten a lot and not reveal too much too
s oon.

3. Bidding
In this phas e the negotiation begins to get s erious , as both parties s tart to put forward
their own offers of what they want to get out of the negotiation. During this s tage, a
number of different things will be happening:
both s ides will be s earching for common ground, which could form the bas is of
an agreement
both s ides will be exploring pos s ible areas of compromis e, where ground could
be conceded if neces s ary
s ticking points or objections , which will need to be res olved later, will begin to
emerge

4. Bargaining
This is often the crunch-point of the negotiation, as the parties s tart to trade and
exchange in the s earch for an agreement. Both parties will be aware of the limits they
have s et thems elves on each of the negotiable is s ues , and therefore which is s ues they
can concede and which they need to hold out for. This is the point at which the difficult
is s ues will need to be res olved and is cons equently a vulnerable point at which the
negotiation could break down. There are many tools and techniques (s uch as BATNA
and game theory) that have been developed to determine bargaining pos itions when
negotiating.

5. Securing agreement
As the two parties arrive at their final pos itions , the negotiation could s till break down.
There are two common reas ons for s uch a failure:
potential los s of face in coming to a s ens ible compromis e s olution
the las t-minute introduction of a completely new s et of conditions
In either of thes e s ituations , a final, s mall, unrelated conces s ion, as a ges ture of
© 2019 GoodPractice

goodwill, may be neces s ary to s ecure the agreement. In order to reach a mutually
s atis factory conclus ion to the negotiation, care needs to be taken to ens ure that:
the bes t time to bring the negotiation to a conclus ion is chos en
a 'final' propos al is put forward only if it is really meant and if the reas ons why
no further movement is available are jus tified
the final agreement is comprehens ive, unambiguous and clearly unders tood by
each party

6. Implementation
A deal is only s ucces s ful if it is workable. A s ucces s ful negotiator is one who has a
s ound track record of s ucces s fully implementing the agreement that has been reached.
The implementation plan will need to incorporate the following:
a comprehens ive lis t of neces s ary activities
times cales or deadlines for each of the activities
a clear unders tanding of who will be res pons ible for carrying out each action
the res ources and information that will be neces s ary to carry out the activities
who els e needs to be involved or informed
arrangements for coordination and monitoring
how to review the implementation and evaluate the effectivenes s of the
negotiated s olution
who s hould be informed of this outcome

Negotiation styles
While s ucces s ful negotiators tend to do many of the s ame things , they often go about it
in different ways . This is becaus e there are a number of different negotiation s tyles .
The s tyle a negotiator adopts will depend upon many things , including:
their knowledge of the s ubject matter which is under negotiation
their personality
what they know of the other party, and how much they trust them
whether it is a one-to-one or a team negotiation
the national or regional culture of the individual(s ) involved
the type of negotiation and its level of importance
how much time is available for the proces s to take place
whether the negotiation is a 'one-off' or one in a regular s eries of events
A s imple, but effective, clas s ification of negotiators is whether they are task-oriented
or people-oriented. The former will purs ue their objectives relentles s ly, will be tough,
aware of tactical ploys and have little concern about the effect they have on others . The
latter, on the other hand, are highly concerned about the wellbeing of others , which can
mean they are more likely to unders tand the emotional as pects of the negotiation and
build rapport. However, negotiators who favour the people-oriented approach can put
ins ufficient emphas is on bus ines s goals , making them a 's oft touch' for negotiators who
favour the tas k-oriented approach. In reality though, it is not quite s o s imple: there are
a number of intermediate points in between the two extremes . Bill Scott has identified
three main s tyles of negotiator: [2]
1. The fighter: highly tas k oriented and likely to go flat out to achieve objectives
2. The collaborator: attempts to get everything into the open, is prepared to
confront is s ues and be innovative in order to make a deal.
3. The compromiser: tends to make s ignificant us e of compromis e in order to
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s ettle deals .
The s ignificance of negotiation s tyles is threefold:
1. To be s ucces s ful we mus t recognis e the negotiating s tyle of the other party and
work out what impact this is likely to have on us .
2. We mus t work out what our own natural negotiating style is and whether the
combination of the two s tyles can lead to problems .
3. We s hould decide how we could adjust our own negotiating s tyle, if neces s ary, in
order to cope with, and s ucceed in, the s ituation with which we will be faced.

Negotiation tools and techniques
Many tools and techniques have been developed to determine bargaining pos itions
when negotiating. One of thes e advis es negotiators to work out three negotiating
pos itions in advance:
1. Ideal: the bes t pos s ible outcome
2. Realistic: what they expect to achieve
3. Fallback: minimum what they will accept.
This s trategy, als o known as BATNA (Bes t Alternative to Negotiated Agreement) was
developed by Fisher and Ury as part of the Harvard Negotiation Project at Harvard Law
School. [3]
Negotiators s hould als o es timate what they think the negotiating pos itions of the other
party will be. If there are overlapping areas , bargaining and agreement may be
pos s ible. For example, a car buyer would ideally like to pay £3,600 for a new car but,
realis tically, expects to have to pay £3,800, and as a fallback will pay no more than
£4,000. The car s ales pers on will als o have equivalent ideal, realis tic and fallback
pos itions :
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As the diagram s hows , there is a s mall degree of negotiating s pace between the two
parties in this s ituation. The price where the two parties will find their compromis e, if
one is to be reached, is between £3,900 and £4,000.
One of the major developments for 20th century negotiation was that of game theory.
Game theory is s trategic interaction between two or more players , who make
decis ions and negotiate while trying to anticipate the others ' actions and reactions . [4]
Techniques s uch as game theory, or the us e of asymmetric information, give a
trained negotiator an edge over s omeone relying on general life experience. [5] Game
theory has become a us eful negotiation tool for mapping out potential scenarios and
as s es s ing the options that both the parties face.

Qualities of a successful negotiator
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Succes s ful negotiations require an atmos phere of calm, reasonable dis cus s ion. This
can often be difficult, as negotiations which have taken a s ignificant amount of time and
energy to prepare for, can eas ily become emotionally charged events . Key to thriving
in thes e s ituations is the ability to dis tinguis h between the is s ues involved in the
negotiation, and the relations hip with the other party. Dis cus s ing is s ues as a matter of
mutual, legitimate concern can diffus e emotional as pects of a negotiation, and produce
a s tronger long-term relations hip between the two parties . Negotiating to s olve
problems helps participants move away from an advers arial approach, aiding the
s earch for a s olution through co-operative work.
That is not to s ay that there is no place for playing the negotiation with s pecific
techniques to gain an advantage (the other party is mos t likely doing the s ame), but
thes e mus t be carefully cons idered, and the circums tances judged perfectly in order to
avoid permanently damaging a relations hip.
Pragmatism is an es s ential quality for a negotiator, with good, objective judgement
required at all times . The negotiator needs to be able to judge precis ely when to make
conces s ions , when to play hardball, or when to back away from a deal.
Negotiating formally is a s kill which needs to be developed through training and
practice. Individuals may well have been informally negotiating for their whole lives , but
there are as pects of a formal negotiation, mentioned above, which need time,
preparation and thought to mas ter.

[1] http://www.thefreedictionary.com/negotiation (February 2009).
[2] Bill Scott, The Skills of Negotiating (Jaico Publis hing Hous e, 2005).
[3] Roger Fis her and William Ury, Getting to Yes : Negotiating Agreement Without Giving
In, 2nd Ed (Penguin Putnam, 2008).
[4] In the 1950s , work on game theory really began to gather s team, s pecifically the
work by John Nash, proving the exis tence of an equilibrium (the Nas h Equilibrium), for
non-co-operative games , and mathematician Albert Tucker, who developed the
example of the Prisoner’s Dilemma. This model was an example of a non-zero-sum
game i.e. a game that allows for collaboration, as oppos ed to a zero-s um game, a winlos e s ituation, in which a gain for one party means an equal los s for the other.
[5] As ymmetric information exchange occurs when one of the parties involved in a
negotiation has more information concerning the proces s than the other party.
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