The Negotiatior
Checkls

How o Win the Battl
Before |t Begins Being well-prepared going into a negotiation is key to being successful

when you come out. This negotiation checklist is a tool that can maximize

your preparation effectiveness and efficiency.
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= feparation increases your chance
ofsuccess, whether in combat,
sports, or negotlanons The We
prepared negotiator knows the play-
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negotratrng important transactions
and QIsputes,

Making deals is a key part of
being effective in business, Manaﬂers
and executives negotiate constantly
OVer ISSues & varied as hrrrnr‘; deci-
sions an purchases, corporate re-
source allocations, and labor con-
fracts.. One could"argue that the
American system 0 government IS
based on an” ongojing process of
negotiafion, which is sometimes
suceessful and sometimes not.

The “negotiation checklist” that
we present In this article Is a system-
atic way to make sure you are well-
prepared before you walk into your
next negofiation. It is based qn
Proven principles of neootratron
hat are taught at severd of North
America s {op usrness sch oos
The Lechnr (ues we describe P?/
whether you are getting ready 10
alabor nég otratron ane otigtio
wrt asu lier, or_ane tratron
with a cus omer This checklist is
not a formula for easy SUCCESS In
negofiations. Rather, 1t Is a me-
thadical approach that requires sig-
nrfrcant work. The amount oftrme
and effort %ou s(oend answerrng the

questions depend, on the
|mportance of the neﬂotratron and
on the resources ave availanle.

The payoff for your effort emerges
from the confidence and |nforma
tion that you gain from preparation.

The Negotiation Checklist

The negotratron checklrst (rn the
accom an Ing hox) rsaour de for
thinking abou an Important, up-
comrng negotratron he paqes that
follow describe and explain the
Items on the list.

A About You

1. What is }/our overaII oal?
Startwrth theb icture. W

asrc need will a aoreementa
dress? Wh}/ are you Yalking fo th rs
person or this ¢ nP

you hope to accomplish? Under

HUMAN

Negotiation Checklist
A systematic way to ensure you are well-prepared before your next negotiation.

Vj Item
accomplished

A. About You

O 1. What is your overall goal?
O 2. What are the issues?
0O 3. How important is each issue to you?
Develop a scoring system for evaluating offers:

O (a) List all of the issues of importance from step 2.

0O (b) Rank order all of the issues.

O (c) Assign points to all the issues (assign weighted values based on a total
of 100 points).

O (d) List the range of possible settlements for each issue. Your assessments
of realistic, low, and high expectations should be grounded in industry
norms and your best-case expectation.

O (e) Assign points to the possible outcomes that you identified for each issue.

O (f) Double-check the accuracy of your scoring system.

O (g) Use the scoring system to evaluate any offer that is on the table.

O 4. What is your “best alternative to negotiated agreement” (batna)?

O 5. What is your resistance point (i.e., the worst agreement you are willing to accept
before ending negotiations)? If your vatna is vague, consider identifying the
minimum terms you can possibly accept and beyond which you must recess to
gather more information.

B. About the Other Side

O 1. How important is each issue to them (plus any new issues they added)?
O 2. What is their best alternative to negotiated agreement?

O 3. What is their resistance point?

O 4. Based on questions B.1, B.2, and B.3, what is your target?

C. The Situation

O 1. What deadlines exist? Who is more impatient?

O 2. What fairness norms or reference points apply?

0O 3. What topics or questions do you want to avoid? How will you respond if
they ask anyway?

D. The Relationship Between the Parties

O 1. Will negotiations be repetitive? If so, what are the future consequences of each
strategy, tactic, or action you are considering?

O 2. O (a) Can you trust the other party? What do you know about them?
O (b) Does the other party trust you?

O 3. What do you know of the other party’s styles and tactics?

0 4. What are the limits to the other party’s authority?

0O 5. Consult in advance with the other party about the agenda.

Cahriinrm: 1007 o
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For any issue that is not
discussed, the parties risk
the possibility of making

different assumptions.

standing %/our main goal helps put
all the Other aspects ofthe negotia-
tion, Into pers ectrve Most people
be In.an en their negotiatio
annrn y determining their over-
aII oal, e suggest that It isjust the

e%rnnrnr\;N
hat are the issues? What
Specific issues must be negotrated
for the final outcome or &greement
to meet your overall goal? For ex-
ample, if the overall goal s to book
a successful convention, what assul-
ances, servrces and constraints will
be involved? Price may be an obyi-
ous component, but it'is worthwhile
to consider other items, too—Items
that might make the agreement
irch more attractive poth to your-
selfand to the other side. Delivery
schedules, duration ofcontract,
Product or Service upgrades cancel-
tion clauses, contingenc ans
transportatiqn servrces c |men
tarv room nights, and many ot er
jons all have some value to those
negotratrn a contract. Such side
ISstes may e researched and intro-
duced as part of a food contract,
conference booking, or union con-
tract that you are preparing to
negotiate.
onsider also whether any of
t £ ISSLIes you have consideréd
Pht be broken down into mul-
tipfe components or sub-issues, For
the conference -pooking neootra
tron for example, you mrgh nor-
ly consider the room lock
anteeasasrn le item (i.e., 0
an rooms rese ved untjl'such-
and- such a date). | fact, breaking
the room reservations down by per-
enta es and muItrpIe deadlrnes
rq gercen vgne ate,
cent by anqthe te1 might
open avenues for mutuglly beneficial
arrangements.
You shoul antrcroate & man
|ssuesao ossible for the ne otiafion.
orn s”ou will tter |n
rme thus feel comfora e
and confident when negotratrng
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Also, the more issues you can intro-
duce, the more [tkely It becomes
that creative solutions will arise, &
those are often built by packaging or
trading off multiple issues. Creative
solutions often make It asier to
drscover an agreement that both
parties like. ~

By adding items to the negotia-
tions agenda, you Increase yoUr
chance of drscoverrno SOME ISSLes
that you value more than the other
o rty, and discovering other issues
hat the other party Values more
than you Trading off such drffer
ently'va ued |ssues dramatrcall
cre%es%eva ug of tea ree ent 0

ou without costing the ther party.

oreqver, Ifyou know Wwhat 155Ues
the other party highly values that
you value Tess; you can use those
Issues 0. get concessions on Issues
that are jmportant to you.,

Imagine. that you_ dre a food and
beverage director of a hotel seeking
a dry-goods supplier and that you
have written a request for bids from
potential vendors. You have cansid-
ered your storage capacity and speci-
fied évery- other we K délivery in
your requiest or | as. Now, suBoose

ou receive g bid from Alph
oods, which has anoth

customer
in town to whom they

eliver once
every three weeks. Alpha’ quote for
biweekly delivery mrght be medio-
cre, but 1t turns Qut that they could
Save you substantral mone on tri-
weekl erve% hey. could save
you S much money, |n fact, thatvou
consrder changing your storage a
ran?ement to accommodate their
eve three-weeks deIrver tschedulte
een unwilling'to negoti-
atg the rﬂrvery scheo , \ ou m?r{r
never ave drscovere that 0 pﬂ U-
nrtg adding delive sched le to
agenda, ouwere le to dis-
cover an |ssue that |mgroved the
business potential for both parties, In
his examp Ie ou are able to ?ecure a
ower overalf price In return for a
concession on delivery schedule,
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In general, the more jssues you
can gut on the table (Wrthrn réason),
the ett%ro ou are.l

Another reason to consider and
discuss, many. 1ssues In a negotiation
Is that it minimizes the chance of
misunderstandings in the final con-
tract. For any Isste that s not dis-

HUMAN

3. How important is each
issue to you? Now that you have
listed aII the drfferent ISSues that
grr t enerr;otrate you need to
eeoPaspecrseaprctureaspos
sible of their relative importance

Which jssues are most important to
you and whrch are not artrcular y
0

cyssed, the parties risk the possibility — important? Knowrng| the answer

ofmakrno Ifferent assumPtrons For
example, the “standard frifls” that
acco pany banquet may not be
known by the person purchasrng the

ban
(9nce you agree that itsa good
%ea fo drsc smany ISSUes, h
U determine how many
and whrch ones? For starters check
with your executive committee or
association members. Draw also on
outsrde resources For example, call
some rren san col ea%ues Who
have conducted srmrlar egotiations
and ask them about what issues they
put on the table. Library research
and obtarnrng experts Opinigns may
be ePfuI t00. awfvers can be a
marvelous source of 1deas a bout
which | rssues to Iace on the table,
especially for a a or negotratron Be
re are to include all teasonable
an relevant 1sues that are Impor-
fant to you, even rft ey are not
Import nttot e other par
ou can also call the pe gle with
whom you plan to negotiate to ask
them what ISsues they expect to_
discuss and to share your plans. This
kind of conversatiort will begin the
negotratron 8 a Cooperative process
and should mrnrmrze any delays

causedecy either nePotra or’s eeding

to collect additional information, to
o %“éf"é'éye'str o e out e
valye of s VI-
ously consrdered Xowe drschs later,
surprrse Is usually not conducive to
effective negotiations.

WOI'
wil |n9 t0 trad eawa
I

that question will hélp you answer
the next: Qn which 1Ssties should

you stand firm and on which Issues

can oua fford to concede In other
W at rssuesmr ht you be

Setfing such priorities can be a
compll xgtast Tg deal with the
complexity of rating the importance
of individual ssues, we su?gest you
develop a system to keep fack of all
the Issues without losing sight ofthe
brg Icture. Many drﬁ%rent Inds of
systems are possible. The key re-
quirement is that you list and pri-
Oritize ISSUes so thiat no Issug is left
out when you structure and com-
Pare potential agreements. The sys-
em you use must allow you to
readily determine how well each
possil e a%reement adaresses every
|ssue We 0ffer one such scoring
system for your use, as described
below2
We suggest deveI0ﬁrng a table

that lists &very Issue In the neg otia-
tion, For each issue the table Should
list the possible range of settle-
ments.3You will then assign points
to_each issue to reflect its Telative
priority and to every possible settle-
ment of each Issue to reflect the

2Any method that serves as a mnemonic device
to track and evaluate multiple issues and deals
may work. The one we describe is one that has
received much attention in negotiation courses
and research. See: D.A. Lax and J.K. Sebenius,
IQEGManager as Negotiator (NewYork: Free Press,
)

3 Several negotiation sessions may take place
before you can identify all the issues and the

1 There is some risk of overwhelming oneself— range of possible resolutions for those issues.

and one’s negotiation partner—with too many

issues. We suggest a combination of moderation
in adding issues with an effective system of note-
taking and organization.

However, we recommend that you list in advance
a many issues as you know about and then
update the table between negotiation sessions to
include additional issues and settlements.

RESOURCES

relative desirability of resolvrng the
ISsUe In that way uch a table allows
ou to assess the value of any o]
bosed a[greement by(addrnr%; the
poINts | generat ou ca then
accurately a ciurcky etermine
which 0 severa complex agree-
ments you prefer. Moreqver, it can
hello dyou keep the br% grcture in
as you discuss the getails
ofyour a?reement We describe
ad itional benefits in the next few

grhe first part of Exhibit 1 (on
the next page) shows an example of
a scorjng system that a conference
oroanrzer ?ht Use to negotiate
with a hotel Tepresentatjve. In that
example, the issues on the negotia-
tion table are the duration ofthe
room- bIock reservation, the room
rate to e charged, the number of
comg limentary rooms to_pe gro
vide and the’late-cancellati
policy.4 The maxrmum number of
points possible here is 1 Bfthe
conference organizer gets 100
cent ofwhat she wants, then she

ets 100 paints; if she gets none of

e issuies that are important to her,
then she gets 0 points.) The orga-
nizer has Said that keeping the Spe-
cially priced hlock of rooms avall-
anle’t last-minute registrants up
until the week before the confer-
ence IS very Important. Room rate
IS somewhat less critical, she says,
but is still Important. Com limen-
tary rooms iand the cancel atr N
P icy areaso value by her ut are
ess viieighty than are the first two.

Note that it is not critjcal for %II the
Increments within an 1ssue to
valued equally. The | Jump froma

ay-out block reservation to a

14- da -0Ut reservation, for example,
isworth 20 points to the conference

4 Note that we have simplified the issues of
such aneglotratron for expository purposes.
Additional issues might include cancellation
clauses, airport transportation, continental break-
fasts, function space, additional events or ameni-
ties, and so on.
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Exhibit 1
Creating a scoring system

The example shown is a scoring system such as a
conference organizer might use.

Maximum value: 40 points

Rooms reserved until 7 days before conference

Rooms reserved until 10 days before conference
Rooms reserved until 14 days before conference
Rooms reserved until 21 days before conference
Rooms reserved until 30 days before conference
Rooms reserved until 31 or more days before conference

Maximum value: 25 points

$95 per person single, $70 per person double
$105 per person single, $80 per person double
$115 per person single, $90 per person double
$125 per person single, $100 per person double
$135 per person single, $100 per person double
$145 per person single, $110 per person double

Maximum Value: 20 points

3 room nights per 100 booked
2 room nights per 100 booked
1 room night per 75 booked

1 room night per 100 booked
1 room night per 150 booked

Maximum value: 15 points

No penalty up to 14 days before conference
No penalty up to 18 days before conference
No penalty up to 22 days before conference
No penalty up to 26 days before conference

40 pts
37pts
35pts
15pts

Spts
0 pts

25 pts
20 pts
15 pts
10 pts
5 pts
0 pts

20 pts
15 pts
10 pts
5 pts
0 pts

15 pts
9 pts
3 pts
0 pts
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Exhibit explanation: Develop a scoring system for evaluating offers.

To construct your own scoring system, we recommend that you use
the following steps.

@
(b)
©

®©

®

@

List all issues of importance for the negotiation, from step 2 in
the checklist.

Rank order all the issues according to their value to you. Which
is the most important? Next? Last?

Assign points to the issues. The highest ranked issue gets the
most points and the lowest ranked issue gets the least points.
The sum of maximum points across all issues should be 100.
The purpose of this step is to improve upon the simple rank
ordering in step (b) by reflecting the size of the difference be-
tween adjacently ranked issues (i.e., how much more important
the first issue is than the second, the second issue than the
third, and so forth). At 40 points, room-block reservation is
worth almost twice as much as the next-most-important issue,
room rate. The number of complimentary rooms and room-
cancellation policy are slightly less important than room rate.

List the range of possible settlements for each issue. Identify
these ranges using industry or local norms or your best assess-
ments of realistic, high, and low expectations. It may be the
case that the longest block-reservation policy in the industry is
30 days. This figure establishes a realistic low boundary. Since
a seven-day-out guarantee for a block reservation is possible
but rare, it establishes a challenging high boundary to which
one can aspire.

Assign points to the possible outcomes that you identified for
each issue. Give the maximum number of points to your pre-
ferred settlement for that issue, and assign zero points to any
settlement that is least acceptable. Now rank and assign points
to the possible settlements in between the best and the worst.
Consider that the point values might increase dramatically
between certain adjacent pairs of settlements in the range, or
might just barely increase. The most important thing to remem-
ber about assigning points is that the assignment should reflect
what is important to you.

Double-check your scoring system. In completing steps (a)
through (e) you undoubtedly will make a few capricious choices
based on “gut feeling.” For example, you may be so focused on
the room-block issue that the points assigned to the other issues
could be changed by five points either way without affecting your
stance. The point is to make sure your scoring system accu-
rately reflects the important issues and highlights the critical
plateaus. To check your numbers, compose three to five com-
pletely different hypothetical agreements. Each agreement
should emphasize different issues. For example, one agreement
might offer a cheap room rate but a short no-penalty cancellation
period, while another agreement offers high room rates but a
long no-penalty cancellation period. Compare the different
agreements on the basis of points and intuitive value. The pro-
spective agreement that has the best “gut feel” should also have
the most points. If not, you need to tinker with the values you
assigned in steps (a) through (e) or reconsider your priorities.

Use the scoring system to assess any offer that is on the table.
You should work toward obtaining the highest-scoring agree-
ment that the other party allows.
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organizer, while the four-day jump
from 14 cays to 10 days is worth
only two points. Such a difference in
valle carrigs an important message.
The organrzer IS saying that It I Very
|mport nt to have 4t léast a 14-day-
out block reservation, and that an
improvement over.that would be

nice but is not critical.

Constructing a detailed and accu-
rate sconng sys em can mean con
siderab ewor see the second col-
umn of Exhibit'1). Howgver, the
task can be Worth the effort for sev-
eral reasons. First, it allows you to
compare any package of settlements
that may make up an agreement.
With Iarge numbers ofissues, it
quickly Becomes drfficult to com-
pare different packages without
some Kind of scoring system.

Second, havrnol a.5c0ring system
can keep you andlytically focused

keeping, your em trpns In
chec |Tyouforce yourseltto evalu-
ate each roposal using a predeter
mrne sconng system you are |ess
likely to lose Si tofyourongrnal
mterests dunng the heat of th
tual negotiations. Resist the tempta-
tion to revise your scoring system in
mid-negotiation.5

Third,.a scoring system is a useful
communication. tool that rqrves ou a
format for soliciting defailed infor-
mation about the priorities and

qoals of your oss ur company, or
your constrtuenc uilding an dccu-
fate scoring system can become the

5 In the interest of maintaining your original
goals, do not adjust your scoring system while in
the middle of a discussion with the other party.
During negotiations you may hear things that
suggest your original preferences and priorities
may be In error. Such new information might be
valid, or it might srmp1y be the other negotiator’
effort to mislead you. There is abad way and a
good way to deal with the uncertainty such
rhetoric may cause you. The bad way is to lose
confidence n the accuracy of your scoring.
Tystem throw it out, and continue to negotiate.

he good way is to ‘take a break and verify the
information & both true and relevant to your
preferences. Ifit is, during that break adjust your
scoring system to reflect the new informatjon
and restart negotiations with the new scoring
system.

HUMAN

toprc ofpre negotiation meetings
th at will |m rove your chances of
pleasi V@t e peop e YOU represent.
hat is your patna? Before
you be%m ane otratron 0u negd to
ave a packup plan in case you fail
to reach an a eement with the
other party. Negotiation scholars
refer to this backup plan & the Best
Alternative to Nego ated Agree
Ment, Or batna, fOr SHOI. A %ou
for Instance, negotratrn% wjth
only supplier irf town, or do you
alréady fiave several attractive bids in
your focket? Alternatives make all
he difference.

Each sides vatna IS 8 key factor
in determrnmg negotiation Bower
The better your batna, e DELtEr an
offer the other party must make to
interest you in reaching an agree-
ment. YOUr batna—WHat you' get if

you leave the table without an

agreement—determines your will-

gness to accept an Impésse, which
m turn tells you how hard you can
press for 3 favorable agreement You
can negotiate hard for ajob 1fyou
aIready have a few offers in yolr
pocket. The better your vatna, the
more you can demand.

Havrn? a Clear vatna helps pro-
tect you from accepting a deal that
ou would be better offnot taking.
ften, eogl get caught up in the
negotr tion process and accept a
contract they should have rejected.
Knowing yQur satna can kéep you
from acceptrng an agreement that
would make you worse off than you
were before you started negotiating.

Havm(]; |dentif |% Syourbatna
calculate Tts value ased on th escor
rn System ryou developed for step 3

That'is, if the other party were t
make an offer that wes identical to
yourbatna how many points would
hat offer achreve unde ayour scoring
system? Use that score & a ref erence
pornt t0 |dentrfy those agreements
hat are worth [ess to you than your

Even ifit is difficult to assrgn a
score £0 Your batna DECAUSE IT 1S

RESOURCES

ﬂualrtatrvel different from the deal
nder negotiation or because It In-
voves rsK or uncertainty,
should nevertheless assr&jvn It a rough
score for comparison purposes.
What IS your resistance

point? Your resistance point s the
worst agreement you are willing to
accept before ending negotiations
and resorting t0 your vatna. TNe
resistance point is the point at whrch
0u decide to walk away from the
able for good, and the patna IS
where you‘re headed when you take
that walk

You should choosenyour [esi-
tance point based primarily on how
000 YOUr batna IS IfYOUT batya IS
(rtreat you shouldn} accept anything
ess than a great offer: Ifyour batna
1S poor, you' may have to'be willing
t0-accept a meager final offer, Dot
forget to factor Into your resistance
point the switching Cost and the risk
ofthe unknown that you would be
taking |fyour batna INVOIVES Chang-

ing stip
|l0ustrate the effect of switch-
mg costs put yourselfin the “buy-
nosition ot the conference or-
anrzer described in Exhibit 1
uppose the hotel you used last year
has already offered to book your
conference or$ anr tsrnqle
occupancy, with a 10-day-out block-
reservatron clause. Ifano her hoteI
wants your business, you need to
determing your satna and decide
the margin’hy which the new hoteI
mus, beat the exrstrno agreement—
s, five dollars a night—to justify .
thie risk ofswrtchrn? Conversely, if
you are the hote| sales representative
in this deal, you have to determine
the.isks you accept for this new
busrness—namey thatt e ass0cia-
tion mr%ht fail t0 de |ver the prom-
150 100 Op an te ortu-
nrty cost of displacin an strn
USINESS. Ourbatna %
representatjve 15 the probapi t
ur 00King teroms that e
con erence WOU other |s occ#gy
at a given rate, adjusted by the e

Cahriiarns, 1007 « 10
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You must be willing
to live with all the

proposals you offer.

élabor and expenses) it will take to
00k them,

The resistance point is meant to
encompass all the Issues at the same
time 1 ther than each issue Indepen-
dently. Ifyou set a resistance point
for each iSsue under consjderation
you sacrifice your. strategrc flexibil-

YOUr batna mﬁ Include a
room rate of, 00 a night. If
you Set a resrstance point for room
rate rather than tor the agreement &
a whole, then yo gtwa away
rom what 15 |n act N attractive
offer—rfor example, a $105 per night
rate that mcludes more amenities
and a better booking policy than
YOUr batna. SO ther€ should be just
one_resistance point and_not a col-
lection ofthem. The resistance point
snould be seHust slrghtl better than
Yourbatna umerically, it will be
he sum of the Pornts from your
scorjng system that renresent Your
minimu requrremen s for alf the
ISSUes_being negotiated.

Being aware of the resistance
point s useful in negotiations. It
converts a good vatna INt0 @ POW-
erful negatiating stance, Unless you
have prévigusly decided how far you
can he pushed gou are vulneranlé to
being pushed below your batna, and
theréby may accept dn agreement
that is'worsg for you than no agree-
ment at all. The more rt)recrse your
resistance point, the better

It may Seem awkward o applya
precrse esistance gornt particuldrly

fyoUr batna IS Vague or not strong.
In such crrcumstances you mrght
consider setting a “tripiire” of a
temporarg resistance point. Set it
srdt above your actual resistance
P nt:"the tripwire then |ves¥ou

he chance t susrtaend negotiations
for further consull fion with your
team. For example, imagine t at ou
are booking the conferénce
cussed earlier. Your memners ave
expressed a slight preference for
exploring new Rlaces and so you are
negotjating with a new hotel."You
are'willing'to pay more for a new

jij HOTEL AND RESTAURANT ADMINISTRATION QUARTERLY

location, but you are not sure ex-
actly how. much more your mem-
bership will accePt Yot know that
members will balk at an exorbitant
room rate, YOUr natna IS0 Stay at
the same hotel as last year and Tace
an uncertain amount of members’
drsapnorntment To deal with this
uncertainty, you can set a “tripwire.”
ITyou are comfortable srgnrn 0.2
contract that entarls 2$10-a- nrfq
Increase, but ifyou are una le {0
SRCUre a raie that low or etter the
trrpwrre tells you that tb/ou should
check with your mem ershrp efore
you make acommitment. You have,
In effect, built a “safety zone™ around
an Uncertam batna.

B. About the Other Side

Good negotiators seek to under-
stand the"other partyS needs and
AR L
Ir own. Su Igh
be able to accomﬁT%% hrs under-
standing before the negotiations
begin, Or early in the riegotiation
process. Qbviously, the final agree-
ment will reflect not only your own
pre BIences and batns but'the other
ar% as well. Thys, it |s useful to
e same questions about the
other Party asyou ask about
yourself
. How |m ortant is each
ISsue to th emd(g us any new
ISsues they added)? Consrder and
attempt 1o estrmate the other party’s
priorities. What tradeoffs can you
offer that enhance the a%reementts
value for both sides, or that might be
neutral for the other side but atoon
for you? Ifnour counter arthhadda
scoring system like yours, wha
ou th? %t WOU|§ look like? Call
GOReW 0 might have mformatron
or Insignt into the other part E“
orities. Burtdascorrn sgte l
}/our own that estimates their priori-
ies, and use Jf to design some po-
tentjal fradeoffs.
As the ne%otratron pro?eeds tr
tq test, correct, and complete g
picture of the other party’ scoring
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pstem Tr¥ to fill out your under-
S andrng 0fwhat that scorrng system
ght ook like Jf one existe

alher more information during the
negotiations by asking direct ques-
tions about priorities, and also by
Judgrng the other negotrators [¢-
sponses to your different offers and
proposed tradeofts.

You might also want to probe
whether thiere are any issues about
which the other side’will completely
refuf]e to negotiate. Such a refusal
mignt simply be a ploy, or it mignt
be 3 genuiné constraint on the Way
It does business.

What is the other side’s
batna?, What are your counterparts
aIternatrves to doing business with
you? How much do you think she
or he values those alfernatives? How

adly does this compan want to do
business with ou? eafize that the
other art wrlprobab accept an
agree ent only Ifit improves on her
OF IS BATNA.

The other sidelvatqa contains
key information about how far you
can push those negotiators before
they walk away. ITyou are selling, the
DUYEIS’ b tna, SHOUIA determine”the
maximum price they would be will-
rng to pay for ourservrces or rod
uct. Ifyou are uying, 1t shoul
termrne the owest prrce at whrch
teywr seI Ifyou are bookrn

hotel conferencé In Hawaii In

cember, the hotel representatrve
who has awaiting list of customers,
has a much stronger betra than th
same representatrve has Jn u)(

uare bso uteycer(tar ofthe

ther SideSsataa, and IFyOU Pro-
pose an agreement that isjust a Jittle
more atfractive than the_other side’
batna, theN those negotiators might
accept your proposal,

3. What Is the other srdes
resistance rﬁornt If any Given
your assessment Ott etOtt erp arttys
atna N estimate the leas
avorabY %eaﬁ1 for rhlrcht he ot er
Bart mrgntsette We sax]
ecduse the other party may not

HUMAN

have considered his or her resistance
point. We have found, though, that it
IS Wise to assume the other party 1S
well regared Ifyou know the other
party's resistance point, as noted
abovtet otu can push for an agree-
men arely exceeds |
Kind of ?ow baIY deal IS often better
for you than an “equitable” deal,
thodgh not always.
you are the type of negotiator
who prefers amiable, negotiation
tactics over low-balling, then you
still may want to know the other
side’ résistance point for two rea-
sons First, the other party may try
to low-ball Wu Knowing rts e
tance ornt give out e infor-
matron and confrden e t0 counter a
low-Dall tactrc Second many nego
tlators consicer a fair deal to be one
that falls halfway between the two
Rartres resistance points, To find the
fwi pornt ,you need to know
both réslstance”points. Since experi-
enced negotrators consider their
true, resistance point to_be configen-
tial mformatron you will most likely
have 10 make a best- ﬁuess about
how far you can push the other
party before serrousIY rsking Im-
Dasse orgeneratrng | will.
asking Tor the other
prartys resrstance pornt CArrIes risks.
eot er party might lie and there-
after pe orced to take an uncgm
promrsrng stance to avoid disclosing
hat mrsrepresentatron Or. It the
other party honestly reveals his or
her resistance point to you, that
negotiator may expect you to reveal
Olr resistancé point, 0. At this
oint, you have'twq choices. One,
ou reveal your resrstance point and
open rb/ourseltto ein ow -halled
or at Dest, to being ofTered an agree-
ment that reaches o farther than
the halfway point_between the two
resrstance oints. Two, ifyou dont
reve Your resistance point, You may
violate't e norm of reciproc tg
4, (f ourtar
your target ase n what you know
about the other side. By this point,

? You setthe a

RESOURCES

}/ou should know what is the Ieast
avorable agreement that you will
accerr)t and YOU have e Hrmated theb
other side’ {east favorable, acceptable
agreement Now consr der th e ost
favora eagreement ordvou his IS
your up er rmrt—t et our
range. 1Tyou focus rrmarr
Kour resrstance point, whic rst e
ottom ofyour rang g, 0e, You are un-
likely to secure an a%reement that IS
far superror to that resistance point.
To'pro er%/set our target  you
must con de the ar alning zone,
and to do that you h ave to sum up
the other sidessituation. The bar-
ammg zong is the, range between
e two partiesresistan epornts
comprising the range of mutual ly
acceptanle agreements.

C. The Situation

By this point you have drawn up a
falrly accurate prct re of the, isse
and the priorities that constitute, the
negotratrons Here are some addi-
trona contextual factors to consider
to he g yOU maxjmize your aavan-
tages nd mrnrmrze your risk of
making mistakes.
V(\J/hat deadlmes exist? Who

IS more Impatient? The negotia-
tor who feels a greater sense Of ur-
gency. will often” make rapid conces-
srons |n an effort to secure a deal

quick )&Man Western cultures have
aqurc pace approach to negotia-
tions. When paired with negotiators
from cuItures that negotiate gleliber-
ately (e.g., Japan, Indig), quick nego-
tiators risk getting unfavorable
a reements.” A good way 10 slow

wn your pacg is to avoid negotiat-
ing under a close deadline. Flexibil-
ity with regard to time can be a
ne%otratrn strength.

f arrtness norms ort
reference points a 0
tions o? fen FrJnvo Ve aprlf s%ussroﬁ fa
what might constitute a farrdeal
In fact, some exp?rts recommend

p roach of aways ne%otratrn
over the “principle” oy standard that
you erI use to faimess before

N
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For Further Reading

Some of the ideas and material for this
paper were compiled from the following

sources, among others.—IS. and T.M.T.

H. Cohen, You Can Negotiate Anything
(Secaucus, NJ: Lyle Stuart, 1980).

R. Fisher and W. Ury, Getting to Yes:
Negotiating Agreement Without
Giving In (New York: Penguin
Books, 1981, 1991).

D.A. Lax and J.K. Sebenius, The
Manager as Negotiator (New York:
Free Press, 1986).

R.J. Lewiciki, J.A. Litterer, D.M
Saunders, and J.W. Minton,
Negotiation: Readings, Exercises,
and Cases (Homewood, IL: Irwin,
1993).

M.A. Neale and M.H. Bazerman,
Cognition and Rationality in
Negotiation (New York: Free
Press, 1991).

H. Raiffa, The Art and Science of
Negotiation (Cambridge: Harvard
University Press, 1982).

getttn down to details and num-
ers. The abstract discussion may be
less threatening or emottona %
charged than the details, and may
result in a more cooperative tone
and outcome for the negotiation.
Recognize, however, that there
are many valid ways to determine
faimess, and each negotiator will
often choose the faimess norm
that most favors his or her position.
Both parties know that the other Is
domg this; eJust the same, each party
expects the other to Austlfy an offer
& Tair by showing how, ar offer
complies with some fairness norm.
Because offers that are unaccompa-
nied by a faimess argument will
rarely be accepted, you should con-
sider alternative nofms of faimess
for each negotiation. Ask yourself,
Which ones justify. your demands
and which ones defeat them? Wh|ch
ones best reflect your conscience?
An associate ofone ofthe au-
thors, for example, faced asaagf
negotlatlon upan considerin o

job, The potential employer state

an intent to pa¥ ‘market valye” and
thought it fair to define market
value as the salary that other starting
IocaI faculty members were paid.
éob seeker, on the other hand
tatasun a|r and argue d that
ma etvaue should be defined &
the sala oatd 0 starting manage-
ment-faculty members at compa-
rable nationally ranked un|ver3|t|es
The candidate therebP/ successtully
redefined “market vafue” bY descnb
Ing the salaries drawn by other
raduates of his ro ram who took
anagement- facu tg Jobs. Slnce the

maPket%t%dt e 2
Itself makln?

oncessmng to do the
alr t mg acting oon3|stently with
It own tate n}é)
tlanon o en

nn%g
Ws how a nego-
NgEs.on a IScussio
0 gness Prggaefo each negotia-
tion by considering alternative
norms of fairness.

“”I{N“ IA‘ HOTEL AND RESTAURANT ADMINISTRATION QUARTERLY

3. What topics or questions
do uyou wantt avo|d ow will
respond_if the qther side
as ks anyway9 You might find your-

selfin aposition where there Is
something that you do not want the
other negotiator to know. Your
batna May 0 Weak. for mstance
Good negotiators plan in advance
how to resgond to questions they do
not want t0 answer. Prepare an an-
swer that is in no way dishonest but
does not expose your weaknesses.
Preparation means rehearsing your
answer until YOU can deliver it
smopthly, just a ifyou were practic-
ing for 3 play. [fyod do not pre-
pare and practicé your answers to
dreaded uestions, then you risk an
awkward pause or gesture that will
tip offthe other negotiator to a
Potentlal weakness, Awkward ges-
ures might even cause the, other
party to Delieve you are lying when
you are not. We'sy gest reﬁaratlon
S that you avoid looking like a liar
when you tell the truth byt choose
not to’reveal confidential informa-
tion. Ifthere are things you do not
want to discuss, prepare your deflec-
tions In advance and polish them
until they are seamless.

D. The Relationship Between the Parties

1 Arethe negotlatlons part
of a continuing series? If so,
what are the flture conse-
quences of each strategy, tactic,
or actjon you are conmdermg
Consider whether you expect 0
want to continue ahusiness relatjon-
ship with the party across the table.

I the answer Is yes, then you prob-
ably want to be careful about using
ne ot|at|on tactics that the other

t perceive g bullying,

su ttnq or antgulanve Extra t|ng
those Jast few additional concessmns
out of the otner party Is ysually not
worth the loss of goodwill,

The.fact that you plan fo do busi-
ness with the other party in the
future offers a few freeaoms as well
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&, restrrctrons The trust and good-
wr that ){]ou develog In the Current

e ave a payoff for next time.

Also, | ou can safely assume that
the oth party wants a relationship
with you, then YOU can worry Jess
about their negotiating, in bad farth.
Trust faciljtateS succesStul negotia-
tions much more than 0oes
paranoia.

2. Can you trust the other
arty? \What do you know about
hem7 Call around to inquire how

t IS com a conducts ne otratron

OW much you trust the t er arty

will influence your negotiation Style.
To find the tradeoffs and creative
solutions that ensure that everyone
gets a fair deal, you have to share
fnformation about your needs %nd
priorities. Unfortunately, thoug
sharing your information makes
you villnerable to an unscrupulous
negotiator across the table. Unrust-
worthy opponents can ascertain
}/our priorities before you know
heirs and use this knowledge to

gain maximum concessions from
you. They might also lie about their
Own priofities.

The extent to which you trust
the other party should determine
Your approach to sharrn% and col-
lecting Information. A sries of small
Information “trades” is a good way
to bujld mytual trust without open-
Ing either side to exploitation.
second approach to gathering data
when you do not trust or know the
other party well 15 to offer multiple
proposas and see which ones th
ot er side Iorefers Be careful in thrs

oroac OWeVer, & you must be
willing to live with all the progosals

¥ou offer. It Is considered a breach of

aith ifyo Rropose an offer (for any
reason) but have no |ntent|on of
crr |n throu hwrth he deal even

Iyou ar ad know arto rust the
ote ar% I task Js muc easrer
nsuc e negotiations can In-
VoIve an extensrve exchange of

HUMAN

information about interests and

priorities,
What do you know ofthe
other party’s stylés and tactics?
Drfferent I otra ors have different
persona or cu ltural preferences, You
ﬁre like ey to secure the best deal ang
ave the most positive inferaction If
you learmn about their style in ad-
vance and try to accommodate It.
We have Observed three types of
negotiators. One type prefers to ease
Info the Issue at hand after some
Personal contact Once that negotra
%r 1S af ease with glouasagers
she or he will be. comfortable re-
veaIrng Information afterward.
Andther type of negotiator pre-
fers a direct approach and eschews
driclosure and creative Problem
solving. Such a negotiator requires
a competitive approach to the
Interaction.
The third type of negotiator en-
ters the process having carefully
computed and decided what Is the
est deal— and makes that offer up-
ront and announces that it is non-
negotiable. Havrng already made up
his or her mind about what the
agreement must be, this negotiator
will Tikely become impatient and
annotfed at any attempt at give-and-
take. ITyou kriow that the person
you face prefers to do_business this
vva){ reco%]nrze that It is probably not
oy. Simply assess the offer to' see
|f It beats YOUr batna. It Q0ES, take
It. If 1t doés not, then politely refuse;
Some negotiators use erther of
two common gambrts One Is to
retyrn from abreak with a request
for just one more concessron that
can seal the deal. hrs tactic, known
) takrngasecon bite of the
apple,” 1S commaon among car deal-
ers. The approorrate [esponse is to
f gest that if the other party would
0 reooen neg tratrons ou are
willing to reopen them, too=—but on
all the |s%u oté{ust e,

op” 15 a tactic
Where%y the person VJ) th whom you

RESOURCES

negotrate [olays the roIe of Wantrng
to meet all your needs, hut “d
mands” are Deing mae b Ieo eone
Who 13 hrgheru and usually ansent
from the actual negotiation (eg the
sales manager). One respanse to this
approach 15 10 take a break to reas-
the other side s stance compared
to your tripwire. Another is to_Insist
on“speaki gdrrectly with the final
decision-maker
4, What are the limits to the
other party’s authority? Establish
early the level of authority held b
your counterpart. Most n gotrato
Unless they are the CEOs of thelr
companies, are authorized to negotr
ate only certain specified issues and
within certain ranges. Determine
whet er you are negotratrng wrth
t enoht erson, or whether far
more Tafi u e In'generating resolu-
tions mrgi ht be available ifyou nego-
tiated with someone else,
Consult in advance with
the other party about the
agenda. Aswe stated earlier, con-
sr er calling the other party before-
hand to share what ISsues you plan
to drscuss and to ask what'issUes the
o her partg mrght raise, In general,
holding back Information 5
counter Frg ductive and introducing
unexpec Issues generally delays
the A{)rocee ings.
|though. Jood. negotiators often
get creatrve in therr approach to the
ISSUeS, th creativit mustge well-
grounde |n an understanaing of the
iSsues and ofboth parties’priorities.
A well-prepared negotiator has con-
sidered these factors In depth, and
has also consicered the past and
future context of the business rela-
tionship between the parties. It has
been said that no plan survives con-
tact with the enemy—but it remarns
rue that the shrevy]d 9eneral will
ave memonze errain and
analyzed the strengths and weak-
nesses 0f both sides pefore an en-
trrement Fortune favors the pre-
ed mind.

——t
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