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Foreword

Spanning over 30 years of academic life as a scholar in the international and
global management areas, moving between North and South America, my
career as a university instructor, academic administrator, and researcher has
provided me with a unique perspective for commenting on the contribution
made by a book on international and intercultural negotiations. From this
particular perspective, the Palgrave Handbook of Cross-Cultural Business
Negotiation, edited by Mohammed Ayub Khan and Noam Ebner, is a coher-
ent and comprehensive collection of readings on the ever-complex topic of
international and multicultural negotiations. The ample scope of the book
provides the reader with perspectives garnered from both applied and theo-
retical approaches to negotiation. This book covers topics directly related to
central theories of multicultural negotiation, includes contributions from a
very diverse group of writers, and emphasizes the importance of external and
contextual factors affecting the many ways in which negotiation scenarios
unfold and their outcomes take shape.

In the face of complex and emerging business and social environment phe-
nomena, the usefulness of this book is beyond any doubt. The theoretical
chapters combined with applied discussions of multinational cross-cultural
systems and negotiation provide conceptual frameworks and prescriptive
answers to many of the situations that organizations and their leaders and
influencers face when developing strategies to cope with exchange-driven
external challenges. Furthermore, the readings contained in this volume cre-
ate a comprehensive package of applied knowledge and critical theory insight.
I consider the Palgrave Handbook of Cross-Cultural Business Negotiation a nec-
essary addition to any university or private library. The book also makes the
perfect reading pack for any university course and company training program
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in the fields of cross-cultural management and negotiation, providing both
the learner and the instructor with a holistic view of the subject.

I recommend the book’s adoption not only to librarians but also to aca-
demics or practitioners interested in gaining a current and relevant perspec-
tive on multicultural negotiation. You may rest assured that this set of readings
provides you with the latest ideas and concepts in this field, and that it will
expand your knowledge horizon of this fascinating discipline.

Tecnolégico de Monterrey Salvador Trevino Martinez
Monterrey, Mexico



Preface

As globalization has increasingly brought members of different cultures into
contact with each other, the study of culture and negotiation has gained cor-
responding prominence since the 1980s. Scholars have written numerous
books and articles about the complexities of negotiating across cultures from
various disciplines, ranging from context-rich, detailed descriptions of negotia-
tions within a culture to comparative analyses of negotiation processes across
cultures. Although cross-cultural negotiation research continues to expand our
understanding of culture’s influence on negotiation, it has evolved much more
slowly than mainstream negotiation theory and research. This book aims to
help bridge that gap, even as it offers directions for future research.

This book offers readers three benefits: First, reading this book will improve
your ability to negotiate successfully. You and your company will be more
affluent, and you will experience fewer sleepless nights anticipating an upcom-
ing interaction, given that you will have a robust framework and a packed
toolbox for negotiation success. However, this promise comes with a caveat:
Negotiation skills do not develop through passive learning. Instead, you will
need to challenge yourself actively. We believe that negotiation skills are trans-
ferable across situations. In making this statement, we do not mean to imply
that all negotiation situations are identical; negotiation situations differ dra-
matically across people, cultures, and activities. However, certain fundamental
negotiation principles are essential across all these variables. The knowledge
and skills contained in this book are useful across a wide range of situations,
ranging from sophisticated, multiparty, multicultural deals to one-on-one per-
sonal exchanges. In summary, our model of learning is based on a three-phase
cycle: Experiential learning, feedback, and learning new strategies and skills
(Liu, 2015).

vii



viii Preface

Additionally, this book offers an enlightened model of negotiation. Being a
successful negotiator does not depend on your opponent’s lack of familiarity
with a book such as this one or lack of training in negotiation. In fact, it
would be ideal for you if your key clients and customers knew about these
strategies. This approach follows what we call a fraternal twin model, which
assumes that the other person you are negotiating with is every bit as moti-
vated, intelligent, and prepared as you are. Thus, the negotiating strategies
and techniques outlined in this book do not rely on “outsmarting” or tricking
the other party; instead, they teach you to focus on simultaneously expanding
the pie of resources and ensuring the resources are allocated in a manner that
is favorable to you. While you might sometimes do well by recognizing a par-
ticular lack of preparation on your counterpart’s side, you will usually be bet-
ter off using your knowledge and understanding in order to help them
participate well in the negotiation process.

Global business management issues and concerns are complex, diverse,
changing, and often unmanageable. Industry actors and policymakers alike
need partnerships and alliances for developing and growing sustainable busi-
ness organizations and ventures. Therefore, global business leaders must be
well versed in managing, in leading multidimensional human relationships,
and in creating business networks. Negotiation is key to all these processes. As
a historical panacea to human and business problems and conflicts, the impor-
tance of learning about the discipline of negotiation is rising both in academia
and in industry. Direct negotiation is, and has always been, the most effective
method for resolving all forms of disputes and conflicts in human society, for
forming beneficial deals, and for developing fruitful partnerships. Setting his-
tory aside for a moment, consider these recent and current developments on
the global stage and at the industry level:

e BREXIT

*  Negotiation of multilateral agreements at the WTO

* Resolving complex historical and multidimensional disputes in the Middle East

* Managing and resolving nuclear conflicts between the West and Iran and North
Korea

 The US intentions of renegotiating NAFTA, TPP, and TTIP

*  The myriad negotiations of recent mergers and acquisitions in the industrial
world

e The conflicts in Syria, Yemen, and Afghanistan

o The recent calls for talks between Pakistan and India over Kashmir

* The South East China Sea dispute

*  The Microsoft-Nokia Deal
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*  The Factory-Safety Agreements in Bangladesh
o The ATST and Time Warner merger

Now, to add history back into the mix, consider that if instead of reviewing
the present and the past five years for significant conflicts and deals in which
negotiation played a major role, we had reviewed the past 20 years; the list
would go on for pages and pages. This indicates that the importance of nego-
tiation for international business and global relations will only continue to
grow. We believe that all these developments on the global stage demand and
require that leaders guiding such negotiations, and the many representatives
actually sitting at the multiple tables involved in each process, possess an in-
depth knowledge of the science and art of negotiation.

However, in today’s business environment, fundamental mastery of nego-
tiation is only the first step. Managers and leaders negotiating around the
world require an advanced understanding of how negotiations unfold in a
globalized world encompassing the diverse and complex issues facing human-
ity. Actors at all levels of the modern firm find themselves interacting with
counterparts from around the world, in a wide variety of contexts. Negotiation
counterparts might be located in different countries, and colleagues might be
from, or on, different continents. To be effective, negotiators must recognize,
understand, and cope with the challenges of intercultural communication
and negotiation.

Herein lies this book’s third, and unique, benefit.

There are many books discussing negotiation, some surveying various issues
and others offering more complete operational models. There are books that
discuss cross-cultural negotiation in a general sense. And, there are books of the
“Negotiating in ...” variety surveying negotiation tendencies of people from
different countries. This book is unique in combining all three of these. It elabo-
rates foundational elements of negotiation, addresses the theories and challenges
associated with cross-cultural negotiation, and offers a wide range of country-
specific chapters dedicated to exploring how these issues and others play out in
a wide variety of locales, the world over. Rather than offering a single model of
negotiation, claiming its applicability across regions and cultures (which many
texts do, even though they have clearly been developed, and are most applicable
in a developed Western setting), we've chosen to clarify basic elements of nego-
tiation, pointing out that they apply differently in different settings. After pro-
viding a set of guidelines and terminology for understanding differences across
cultures, we've then applied these elements of negotiation at the local level. The
country chapters develop and implement, locally, issues discussed in the foun-
dational section, making this book a comprehensive and useful reference book.
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The book is unique in a number of other ways. First, in the number of
countries covered, and the wide range of geographies, regions, economies,
developmental stages, and cultures they span. The book covers 18 countries
from all around the globe. Second, it focuses on the business context. Other
texts do not maintain this focus—discussing country cultures and behavioral
tendencies in general or focusing on (or mixing in) exploration of negotiation
patterns of diplomats or peace negotiators. Third, it combines academic and
practical elements. The foundational section of the book provides a theoreti-
cal grounding from an academic perspective. This is shored up locally and
practically: locally, by introducing literature relating to each of the locales
detailed in the country chapters, and practically by relating to each of these
locales through the perspective of each country chapter author’s experience
working in that country, offering local case studies, local business norms, and
local negotiation dynamics that go beyond the literature and offer the reader
a window into the actual practice of negotiation in that country. Fourth, this
book truly designs a web of knowledge, theory, and practice, given that it
comprises the work of authors with diverse and impressive backgrounds in
academia and practice, from a wide range of countries around the world.
Their backgrounds are varied, yet they all share deep and vast knowledge of
local and international industry practices as well as experience with the rigors
of academia developed in their work as teachers and researchers in areas of
international business, management, and other disciplines. Their work bridges
the worlds of practice and academia through their participation in interna-
tional academic and professional conferences and their engagement with the
industrial world as consultants and trainers. Fifth, and last, is that this book
does not default to a Western perspective. The editors each have roots in East
and West, and the diversity of the country chapter authors is as global as the
span of the countries they cover. Our aim was to have a book that is as useful
for someone traveling from East to West as it is from West to East, and from
North to South as from South to North.

Of course, when we use terms such as “Global” to discuss the book, we do
not imply that we have surveyed every nationality, country, or culture in the
world. Nor do we suggest that the countries we have included in the book are
representative of the full global set in any way. When we set out to create this
book, we aimed to collect as many county chapters as possible in a given time
frame, with the overall assumption that no country was inherently more
important than any other. In practice, we admit to being particularly excited
when we were able to secure authors writing about countries which had hardly
or never been examined from a negotiation perspective. However, in the end,
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compiling this book involved our global solicitation on the one hand and our
commitment to quality and to publication deadlines on the other. The out-
come is the book now before you. Reviewing our outcome in the final edito-
rial process, we note that while the book spanned many divides—continents,
developed and undeveloped countries, East and West, North and South, two
elements are missing. One is a chapter on the United States. While this would
seem to leave a big gap, we suggest that this gap is not as large as it seems.
Many books written on negotiation are, arguably, books about negotiation in
the United States, even if they don’t hold themselves out as such. In fact, the
very fact that US negotiation experts write about negotiation without specify-
ing that their expertise, research, and experience are largely couched against
US context and culture is arguably, in itself, a cultural statement about the
United States and US negotiators. Readers preparing to negotiate in the
United States would do well to read the general sections of this book, and
then, with a cross-cultural perspective set firmly in place, read one of the
many excellent books on negotiation written by US-based experts. We feel, on
the other hand, that the lack of any chapters discussing negotiation in African
countries does indeed pose a gap in the body of knowledge this book offers.
We hope others will fill this gap or to address it ourselves in a future edition
of this book. Such are the vagaries of international authorship and publishing;
we hope our readers understand this and are similarly accepting of subjective
omissions, such as finding that their own home country was not specifically
covered in the book.

This book offers itself to different types of readers. We hope it will provide
teachers of negotiation, international business, cross-cultural interaction,
international relations, and more, a contemporary and uniquely helpful text-
book to assign in their courses. It may also be of interest to teachers of courses
in the fields of engineering, development, the social sciences, and the humani-
ties. Beyond serving teachers and their students, the book will provide corpo-
rate trainers with the background material necessary to enhance their
companies’ performance and researchers on these topics a wealth of material
to utilize in conducting cross-cultural comparisons. In this sense, we hope the
book to be influential and generative in the fields of international negotiation
and intercultural communication rather than remain merely descriptive.
Finally, we hope it will be read by individual world travelers and, particularly,
managers outbound for negotiations with new partners or in new markets
around the world, with an invaluable resource for preparing for negotiation,
in general, and for dealing with their anticipated counterparts.

As described below, the book has five parts.
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Part I: Negotiation Across Cultures: Establishing
the Context

This part of the book includes “Chapter 1: Global Business Negotiation
Intelligence: The Need and Importance”. The content of this chapter helps us
to fine-tune our negotiation approaches as we deal with a variety of issues,
impacted by news and views that reflect the global dynamics that we face
today and expect to live with during the years and decades to come. The chap-
ter also highlights the most important global trends and tendencies in the
business arena. These trends and tendencies reflect wider global dynamics and
the realities of our changing world.

Part Ill: Negotiation Across Cultures: Theoretical
Understanding

This part covers basic and advanced issues in the field of negotiation, encom-
passing fundamentals of negotiation, transcendental negotiation, negotiating
alliances and partnerships in international business, and negotiating via
Information and Communication Technology (ICT)-based communication
channels. It culminates with a chapter on global cultural systems, which con-
structs pathways for applying all of these foundational issues in cross-cultural
settings.

Chapter 2: Understanding the Scope and Importance
of Negotiation

The discussion of the role and importance of negotiation in resolving conflicts
of any size, nature, level, and degree has always been an essential subject in the
academic community and professional environment. Negotiation is one of
the fastest, cheapest, and most common alternatives to dispute resolution in
the context of international business as well as for resolving interpersonal dis-
agreements. Therefore, understanding its significance and application is essen-
tial for novices and experienced practitioners alike. Notably, it is essential to
learn how to conduct negotiations across cultures and in different countries of
the world. This chapter, therefore, is dedicated to detailing various aspects of
negotiation, including its basic definitions, concepts, and theories, as well as
its relationship with other competing alternatives of dispute resolutions such
as adjudication, arbitration, and mediation.
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Chapter 3: Negotiating for Strategic Alliances

Alliances play a vital role in today’s economy, which is characterized by value
chains that often transcend national borders. As each partnership is different,
there is a need to negotiate specific terms, including the scope of activities,
equity participation, and the contribution of each of the partners. A vital part
of the setup process is the negotiation of the original agreement. Sophisticated
alliance contracts contain provisions for containing the partners” opportun-
ism, stepwise implementation, contingent agreements, and clauses for dispute
resolution. The operational phase of the alliance can be framed as an ongoing
negotiation process, which will lead to a new round of renegotiations or a
breakup. Given the degree of complication and the evolutionary nature of
alliance, it is reccommended that each partner designate interface managers for
managing the ongoing relationship.

Chapter 4: Transcendental Negotiations: Creating Value
with Transgenerational Negotiations

This chapter aims to encourage negotiators to not only pursue their desire to
create value through their short-term deals but also to strive to achieve more
temporary evolutionary solutions that will impact future generations. Future
generations include future interactions between the parties, general develop-
ments in society, and, literally, interactions between negotiators’ descendants.
We introduce the moral pillars that can support such transcendental negotia-
tions and encourage readers to practice these pillars in their next negotia-
tions. A brief review of negotiation theory is presented, laying the groundwork
for introducing a type of negotiation, as an alternative to the commonly-
discussed distributive and integrative categories. In this alternative framing
of interaction, negotiators transcend the transaction and break away from
the paradigm of individualism, which dictates that the only possible way to
achieve success is by manipulating others, emphasizing personal gain and
selfishness.

Chapter 5: Negotiating with Information
and Communication Technology in a Cross-Cultural World

This chapter introduces the benefits and challenges of using ICT-based chan-
nels for negotiation. Applying a number of key theories from the field of com-
munications—Media Richness Theory, Channel Expansion Theory, and
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Media Synchronicity Theory—it explains the ways in which people use com-
munication media and the ways in which any given media affects the com-
munication it conveys. These theories are applied to negotiation, to frame
challenges that online negotiation poses to successful negotiation—and to
provide guidelines for overcoming them and for utilizing ICT beneficially.
These issues are considered in light of ICT-based negotiation’s use for cross-
cultural negotiation in the modern business world.

Chapter 6: Global Cultural Systems, Communication,
and Negotiation

Globalization, and an unprecedented level of international traveling, com-
munication, and business, make cross-cultural negotiation a necessity. This
chapter introduces cross-cultural management theories and explains how dif-
ferences in national cultures influence the way negotiations are conducted
around the world. Results show that motivation to negotiate, decision-
making, and negotiation processes all change with culture. This part of the
book contrasts the usefulness of national culture theoretical frameworks with
their limitations, suggesting ways to deal with challenges and objections. The
chapter presents new trends in the field, such as the Cultural Intelligence
framework, and discusses opportunities for future research. Throughout the
chapter, the author provides numerous culture-specific examples and practical
recommendations for the global negotiator.

Part lll: Negotiation Across Cultures: Country
Analysis

Part IIT applies the fundamental principles laid out in Part II while adding a
cultural overlay. This part surveys 18 counties from all around the world about
negotiation practices of managers. Chapters in this part were contributed by
experts who were born, have lived, studied, and/or worked in those countries,
allowing them to complement their discussion of relevant literature with
real-world experience and familiarity with the business environment, socio-
cultural dynamics, and negotiation culture of each locale. This part is dedi-
cated to the study of negotiation styles, strategies, and techniques used by
negotiators from different countries in different regions in the world. The
country-specific chapters comprising this part discuss each country’s unique
negotiation environment, as well as provide information on several predeter-
mined topics we specifically asked authors to address, including:
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* Country background analysis (historical perspectives as well as national
indicators).

* National cultural analysis based on cultural theories such as Hofstede’s
(2001) national dimensions of culture or Hall’s (1976) model of high- and
low-context cultures. Authors were free to choose to select and present
cultural analysis theories as per their preferences, interests, and expertise.

* Discussion of the general business environment.

* National preferences or mind-set, with regard to approaches to resolving
differences, disputes, and conflicts in business, politics, or personal life.

* National negotiating styles, strategies, and techniques—based on a litera-
ture review as well as the professional experience of each author.

¢ Qualities, strengths, and weaknesses of negotiators from each country.

* Exceptions to national negotiation culture: Subcultures and contextual
differences.

* Best practices for negotiating with managers from each country.

¢ Database links and references to provide readers access to further informa-
tion sources on negotiation in each country.

The part includes the following chapters:

Chapter 7: Negotiating with Managers from Britain
Chapter 8: Negotiating with Managers from Mexico
Chapter 9: Negotiating with Managers from France
Chapter 10: Negotiating with Managers from Israel
Chapter 11: Negotiating with Managers from Iran
Chapter 12: Negotiating with Managers from Pakistan
Chapter 13: Negotiating with Managers from Germany
Chapter 14: Negotiating with Managers from Turkey
Chapter 15: Negotiating with Managers from Spain
Chapter 16: Negotiating with Managers from Singapore
Chapter 17: Negotiating with Managers from Russia

Part IV: Negotiation Across Cultures:
Multinational Analysis

This part comprises several chapters that instead of, or in addition to, explor-
ing an individual country or countries, provided a significant level of multi-
country or multicultural comparative analyses. These chapters further expand
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the number of country analyses provided in the previous parts but are included
as a separate part to highlight their additional contribution of methodologies
for multinational and multicultural comparison and recommendations for
operating in multinational and multicultural environments.

Chapter 18: Negotiating with Managers in a Multicultural Context: The
Unique Case of Dubai

Chapter 19: Expatriate Managers as Negotiators: A Comparative Study on
Australians in China and French in Brazil

Chapter 20: The Australian Style of Negotiating with Managers from China

Chapter 21: Negotiating with Managers from South Asia: India, Sri Lanka,
and Bangladesh

Part V: Negotiation Across Cultures: Future
Directions

This part forecasts future trends and developments in the field of international
negotiation.

Chapter 22: Wind of Change: The Future of Cross-Cultural
Negotiation

This chapter reflects on some of the topics and themes emerging throughout
the book, discussing changes that lie in store for negotiators and negotiation
interactions in a world in which rapid, significant change has become the
norm. It provides recommendations for negotiators on improving their capac-
ity to adapt to new contexts and forms of negotiation.

Editors
Monterrey, Mexico Mohammad Ayub Khan
Omaha, NE, USA Noam Ebner
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Global Business Negotiation Intelligence:
The Need and Importance

Mohammad Ayub Khan and Giovanni Maria Baldini

Introduction

So many contemporary news items—DBrexit, the Trans-Pacific Partnership,
the Transatlantic Trade and Investment Partnership, renegotiating the North
American Free Trade Agreement, negotiating and renegotiating the Iranian
nuclear deal—demonstrate the need for negotiating settlements, and the
urgency in doing so. When considering the management of global business
affairs, factors including changing foreign laws, regulations, national political
risks, interfirm strategic alliances, and intra-firm organizational design can all
become potential sources of divergence of interests and of confrontation
among stakeholders. This generates demands for learning and understanding
about the discipline of negotiation, which in essence is enacting dialogue and
direct communication between adversaries and among friends, to promote
harmony, agreement, peace, and prosperity.

Historically, negotiation is one of the oldest human practices. To this day,
the skill of knowing how to negotiate is considered a valuable tool for recon-
ciling differences in our professional and social lives. The need for negotiation
skills will endure for as long as humanity does. In modern times, against the
backdrop of the emerging global society where people-to-people contact and
networking are a day-to-day phenomenon, the negotiation field has attracted
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attention from scholars and practitioners from diverse disciplines, including
sociologists, behaviorists, lawyers, anthropologists, and economists
(Langovi¢-Milicevi¢, Cvetkovski, & Langovi¢, 2011). Negotiation and diplo-
macy go hand in hand; international relationships among nations are the out-
come of peaceful negotiations based on internationally recognized norms and
rules. War, conflict, litigation, use of force, and coercion can solve problems
temporarily but they may break down the basic fabric of human societies and
their well-being. Even the most complex and complicated of negotiations, on
the other hand, can be followed through to a constructive agreement.

Benjamin (2012) writes that “Since the end of World War II, in which the
specter of nuclear war impelled the development of more ‘scientific’ methods
of conflict management, negotiation and mediation were reinvented into a
more ‘rational’ and acceptable form.” Still, the human race has demonstrated,
time and time again, a strong reluctance to pursue negotiation as a conflict
resolution model. In fact, since World War II we have witnessed many other
large-scale instances of armed combat; millions have been killed, villages and
cities have been decimated, and there has been human suffering on a vast
scale. The negotiation option was always there; still, parties opted to fight,
leading to human disaster. The discords of past and present wars continue to
haunt nations and societies in many parts of the world, with suffering taking
many forms (poverty, hunger, disease, mass displacement, separation of fami-
lies, death, abuse, and so on). Clearly, we need more negotiation in our world.
“Every human being negotiates at some point in his or her life, on some mat-
ter or another, some more effectively than others. We have survived and
thrived as a species largely because of this ability. And, of all modes of conflict
management, negotiation processes are the most flexible, efficient, economi-
cal and eminently sensible in the human repertoire for managing issues, dif-
ferences, and controversies” (Benjamin, 2012).

The Need for Learning About Negotiation

Negotiation is, at once, an art and science. It is a multidisciplinary subject in
which socio-cultural, behavioral, psychological, and economic factors interact
with each other and with the negotiation subject.

Who negotiates? Well, everybody negotiates. Whether you are a lawyer, a
seller or buyer, a health officer, or a politician, you negotiate. In the context of
business transactions, negotiations may take place between different players
(listed below as examples) to settle issues ranging from type, price, quality,
and design, to delivery date, guarantee, warranties, insurance, and after—sales
services:
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. Suppliers and producers

. Producers and customers

. Business to business to consumer
. Business to government

. Government to government

. Interfirm co-operations
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Negotiation can take pace at local, national, and international levels.
Managers need to learn about the various factors involved when negotiating
at each of these levels. Learning about factors influencing negotiations con-
ducted at local and national levels is relatively easier than learning about those
involved in negotiations that take place at the international level. Local and
national cultural systems are more homogeneous than the global cultural sys-
tem. At the international level, the negotiation environment is diverse, multi-
faceted, and fast-changing.

The demand for learning about negotiation as a means to resolve human
problems is increasing, given that other options (e.g., litigation and the use of
military might) have not been able to produce sustainable results, and come
with a hefty price tag. Negotiation is a particularly appropriate tool when
there are many issues happening simultaneously; it offers the ability to design
a wide variety of options to perfect an acceptable solution. These issues range
from socio-cultural phenomena, political-economic integration and disinte-
gration, global conflicts, and immigration, to digital transformation, artificial
intelligence, and cryptocurrencies. Similarly, other problems such as poverty,
unemployment, the wealth gap, environmental issues, and discrimination
deserve deep understanding and quick resolution, given that they affect peo-
ple’s most basic well-being; negotiation can provide such understanding and
these solutions, whereas other processes cannot.

These issues have increased the challenges for business negotiators as busi-
ness management is no longer a local issue. The mobility of people, informa-
tion, systems, and products has made it easier for business transactions and
relations to take place across the globe. Such operations and relationships
involve bilateral and multilateral negotiation and renegotiation activity.
Contemporary business organizations have become even more dynamic and
flexible in managing their operations. Information is available to all interested
parties, decision-making is less centralized, and managers are empowered to
negotiate business transactions. Job options, production options, and service
options are available, creating a business and a professional environment con-
ducive for negotiating optimal agreements.
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Culture and Negotiation

In international negotiations, the challenge is now effectively managing dif-
ferences across cultures and dealing with the different expectations of the par-
ties involved in negotiations. Therefore, leading negotiation events does not
only involve outcome distribution of a particular bargaining session but also
managing context, socio-cultural protocols, and etiquette. Studies show that
as differences in cultural systems influence management practices and
approaches across nations (Alvesson, 2002), they have a significant impact on
the way negotiations are undertaken. For example, national culture influences
managerial decision-making, leadership styles, and human resource manage-
ment practices (Li, Lam, & Qian, 2001). Thus, differences in decision-making
styles, decision-making systems, and other human resources management
practices will impact the negotiating styles of negotiators and the strategies
they follow when negotiating. Similarly, national culture affects managerial
functions such as communication, motivation, organizational design, people’s
expectations of work design, and reward systems (Nicholas, Lane, & Brechu,
1999)—all of which ripple out to affect negotiation.

Negotiation is largely a communicative activity, involving corporate and
individual motivations and aspirations. Varying communication approaches
and different interpretations of what is motivating or not for an individual in
a particular cultural context are key factors to consider in international nego-
tiations. Most of the studies (i.e., Hofstede, 1994) undertaken on differences
in national cultures and the impact of such differences on organizations and
individuals find that national cultures have profound effects on organizational
structures, leadership, and negotiation styles (Nicholas et al., 1999).
Furthermore, there is a strong bond between cultural identity and individual
characteristics such as self-esteem, functional effectiveness, and quality of life
(UNESCO, 2002), all of which affect negotiating behavior within and across
organizations. Socio-cultural indicators such as customs, traditions, rituals,
work habits, and time orientation can complicate and even frustrate both the
process and outcome of any negotiation event (Moran, Harris, & Moran,
2010). Negotiators must therefore be socio-culturally intelligent and techni-
cally smart when dealing with cross-cultural and cross-national issues. They
need to have a good knowledge of the people they are going to work with and
understand their background, history, lifestyle, opinions, interests, beliefs,
and preferences.
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Globalization and Negotiation

Given the increasing globalization of people and products in an era character-
ized by increasing flow of commercial activities and professional ties across
borders, the role of international negotiation is becoming even more critical
(Cohen, 1997; Foster, 1992) in defining and concluding business deals
between multinational corporations and nations.

Individuals and professionals from different occupations are engaged in
multidimensional activities—including businesspeople, engineers, scientists,
and people involved in humanitarian aid. With all the positive possibilities
this engenders, it also creates the chance for misunderstandings between peo-
ple and organizations owing to differences in negotiation behaviors that are
rooted in gaps between national cultures (Cohen, 1997; Faure, 1999). Global
business managers spend most of their time negotiating transactions of diverse
natures and types (Adler, 1997), and international negotiation is considered
one the most challenging tasks in the field of business management (Gilsdorf,
1997). Learning about the importance of globalization and the uses and ben-
efits of negotiation will present enormous opportunities for business organi-
zations to grow and for nations to build harmonious and peaceful environments
for their citizens. Conversely, the consequences of negotiation failures could
be devastating for parties dealing with significant business deals and for coun-
tries resolving significant conflicts (Tung, 1982, 1988).

Globalization and globalization forces such as global business standards
(e.g., quality, price, services, customer attention, and other legal standards)
have made cross-border transactions and relations easier than ever before.
Cross-border transactions include international sales and purchases, and orga-
nizational ties include strategic partnerships such as joint ventures, mergers,
acquisitions, licensing, franchising, and equity participation, to name but a
few. Cross-border transactions require, in addition to an understanding of the
various technical and administrative issues of tariffs and nontariff barriers,
adequate knowledge of socio-cultural impediments. Professional and bureau-
cratic hurdles in international trade can be reduced through negotiating free
trade agreements; however, socio-cultural barriers are not easily negotiated.
Learning about global socio-cultural dynamics, and recognizing and appreci-
ating the differences inherent in a multinational negotiation context, can help
to do business successfully. We suggest that negotiators who are narrow-
minded, lack global understanding, and possess negotiating skills that are
rigid, self-focused, and egocentric will not have much success in international
business. Negotiators must build skills which are globally applicable and
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develop values which have local approval but at the same are respected inter-
nationally. Negotiators are managers and leaders. They must know not only
about the items they sell and buy but also about the industrial dynamic and
basis for competition across markets and nations. Global vision, broader per-
spectives, out-of-the-box thinking, and critical thinking are some of the essen-
tial attributes one needs to succeed as a worldwide negotiator.

Stakeholders’ Diversity and Negotiation

Stakes in negotiation are always high, not only for direct stakeholders but also
for indirect stakeholders. Direct stakeholders include the parties at the table—
the seller and buyer, or the partners negotiating strategic alliances. Direct
stakeholders also include investors in the company, employees, and managers
working in the company. On the other hand, indirect stakeholders involve the
community, related organizations, and other industry actors such as support-
ing organizations, strategic business partners, and industry competitors. All
these stakeholders influence both the process and outcome of a negotiation.
Negotiators are thus required to research those stakeholders who are primary
and secondary to the issues on the table for negotiation and duly consider
their concerns and interests. An inclusive and integrative approach to negoti-
ating a deal is more effective and desirable for achieving long-term relation-
ships and alliances than merely pushing for an exclusive and distributive
approach while ignoring significant beneficiaries of the outcomes of negoti-
ated agreements.

Information and Communication Technology
and Negotiation

Information and communication technologies (ICTs) have energized both
local and global business operations and services. ICTs provide access to
information and information services, immediately and globally. Managers
can communicate globally with their subsidiaries, collaborators, clients, and
distributors. They can disseminate and collect information they need with
speed and at the volume they need. Similarly, ICTs provide unique opportu-
nities and challenges for managers as negotiators (Weiss, 2006). Learning
how to work with ICT-related technologies is a challenge for negotiators.
Technology can be helpful, speedy, and cost-effective but at the same time
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could be technically complicated and expensive, as changes in technology are
persistent and occasionally drastic.

Individuals and organizations have built far-reaching capabilities for gath-
ering information, connecting, and communicating (Weiss, 2006). However,
the rapid use of ICTs for communication and information-sharing purposes
has created difficulties regarding finding out reliable information, trusting the
information that is received, and protecting information privacy. Other chal-
lenging areas concerning the use of ICT-based negotiation such as the use of
email, Facebook, or videoconferencing for negotiation purposes involve the
lack of business protocols, proper use of work procedures, absence of social
contact, and lack of homogenized technological systems and standards across
countries (Nadler, 2001; Nadler, Thompson, & van Boven, 2003; van Boven
& Thomson, 2003). Therefore, negotiators in the contemporary world of
business and industrial settings ought to prepare themselves to meet increas-
ing global negotiation standards and etiquette and learn about technological
advances and their uses in negotiation.

Global Management Competencies
and Negotiation

One of the competencies required of twenty-first-century leaders is having the
knowledge and ability to successfully negotiate international business rela-
tions. Successful negotiations require successful negotiators, and successful
negotiators possess the following key attributes (Cohen, 1997; Rubin, 2002):

. Knowledge of global affairs

. Cross-cultural intelligence

. Flexibility and open-mindedness

. Cross-cultural communication skills
. Business expertise

. Empathy

. Persistence and patience

NN A N

Successful negotiators convert conflict situations into friendly and collab-
orative arrangements. Negotiating competency is an essential managerial
skill in the contemporary industrial world. Business today involves multidi-
mensional dealings and transactions forming a network of diverse social and
business activities and functions. With that in mind, negotiators will need to
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interact with partners and competitors from different cultural backgrounds
and with different objectives and interests (Khakhara & Ahmed, 2017).
Therefore, negotiators who are involved in international business must pos-
sess additional skills, both technical (business-related) and social (socio-cul-
tural, communication, decision-making) (Limaye & Victor, 1995).

Owing to the complex and dynamic professional atmosphere, negotiators
must cope with a variety of forces, which are internal and external to the orga-
nizations they represent. External variables include national, international,
and industrial factors, encompassing a range of issues such as legal, political
risks, financial, economic, and changes in competing forces (Tinsley et al.,
1999; Tung, 1991). Internal factors have to do with organizational factors
(inside the company) including negotiation styles of managers, approaches to
decision-making, corporate culture, work methods, flow of information, and
planning systems. These factors can have a fundamental impact on the way
negotiations are conducted and the outcomes that are achieved (Salacuse,
1998, 1999; Snavely, Miassoedov, & McNeilly, 1998). Individual attributes
of a negotiator include academic background, experience, gender, negotiation
skills, self-confidence, and personality (attitudes, perception, values, and
behavior), and these variables can have an influential role in both the process
and outcome of any negotiation (Cohen, 2002). A competent negotiator is
one who:

1. Understands the presence of these different forces
2. Knows how to plan and handle changes

3. Converts business risks into opportunities

4. Makes friends out of business adversaries

5

. Is forward-looking and holds a broad-based view of the world

Leaders are good negotiators, and negotiators are strong leaders. Leaders
are always forward-looking and visionary. They enjoy networking. They pos-
sess the know-how required to resolve conflicts, and are generally people ori-
ented. They have peaceful personalities and hold transformational attributes.
Leaders lead people by example, showing cooperative behavior and demon-
strating positive attitudes; their actions match their words. Leaders are socially
responsible and honor the norms and values established in their industry and
society. They are law-abiding and accomplished moral standard-bearers. Of
course, they are also smart purchasers and vendors, intimately familiar with
the products they buy or sell.
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Business Social Responsibility and Negotiation

The terms business social responsibility (BSR) and corporate sustainability
(CS) are often used interchangeably in both academia and industry. CS
involves sustainable development, stakeholder theory, and corporate account-
ability theory. BSR signifies that to build, grow, and sustain any business orga-
nization in the long run, a firm must consider the interests, objectives, and
needs of its various stakeholders. These stakeholders include ecology, com-
munity, employees, customers, managers, investors, distributors, partners,
and all other entities, individuals, groups of individuals, and organizations
that have direct or indirect interests in the establishment and growth of the
firm. A socially responsible negotiator is one who will consider the interests
and objectives (even if these are conflicting) of these stakeholders when nego-
tiating business deals. We suggest that negotiators should be social activists as
well, demonstrating care for the environment by seeking to achieve a green
and sustainable agreement.

“The negotiation is a communication process that aims [for] the peaceful
resolution of tensions, grievances, differences of opinion or harmonization of
different interests. The negotiation aims to bring balance, stability, sustain-
ability for the organization and it can be used as a tool by which the organiza-
tion can cope with change. The negotiation can be used in solving all kinds of
conflicts that threat[en] one of the three pillars of sustainability: environmen-

tal sustainability, economic sustainability and socio-cultural sustainability”
(Eftimie, Moldovan, & Matei, 2012).

Global Communication and Negotiation

Successful negotiators are effective communicators, messengers, and inter-
preters. The world has been transformed into a mini global village system
through the forces of transnationalization. Notably, the power of social media
has increased social interconnectivity at an unprecedented speed and scope.
People-to-people contact has grown tremendously during the past few years.
Business organizations and social institutions are expanding overseas like
never before. Luxury travelers, investment adventurers, professional flyers,
and many others have made the globe a people hub. The people hub poses
opportunities to progress and prosper together, but at the same time brings
with it enormous challenges of communication. Learning and understanding
foreign languages or at least learning about the communication protocols and
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etiquette of other cultures is becoming an essential asset for global negotia-
tors. Global negotiators must understand the role of verbal and nonverbal
communication in intercultural negotiations.

Global Diplomacy and Negotiation

International diplomacy, foreign relations, public relations, and relations with
business stakeholders are built through smart negotiations. Diplomats are
sharp negotiators, and negotiators should be good diplomats as well.
Diplomacy is about building, preserving, and promoting relationships in
both friendly and adverse conditions, in both conflict and peaceful situations.
Diplomats are involved in leading and solving complex human problems that
range from trade, war, and economics, to culture, environment, and human
rights (Mar, 2013). The diplomatic toolbox can be applied to everyday busi-
ness negotiation, for example (Mar, 2013):

1. shuttle diplomacy—exchanging facilitators, representatives, and advocates
to open channels of communication with counterparts, building a trust-
filled environment, establishing an agenda, and organizing the negotiation
event;

2. super-rationality—negotiators looking for options and alternatives to all
problems and for everyone;

3. objective criteria—using standards as the basis for solutions acceptable and
beneficial for the parties. Use of these criteria will lead to achievable and
viable outcomes for the parties;

4. diplomats are cooperative in general, but when provoked, they may esca-
late quickly and respond with equally powerful force. They are also instru-
mental in promoting reconciliation and harmony;

5. diplomats as negotiators build bridges between parties. They avoid escalat-
ing conflicts and tend to be extra polite even if they do not agree with you;
and

6. diplomats care about the honor and dignity of their counterpart.

While negotiation and diplomacy are two different disciplines and knowl-
edge areas, they are both means to resolve interstate problems and negotiate
international organizational business deals.
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Entrepreneurship and Negotiation

Entrepreneurs are negotiators, and negotiators are entrepreneurs. Negotiation
is vital for entrepreneurship (Bazerman & Neale, 1994) and entrepreneurs:
“When founding, running, and growing a venture, entrepreneurs constantly
need to negotiate. They are obliged to settle agreements with various stake-
holders to acquire human and financial resources. The way they act and com-
municate determines their outcomes, making negotiation skills inevitable for
entrepreneurial success. How entrepreneurs succeed in negotiations is thus
important for entrepreneurship education and theory” (Artinger, Vulkan, &
Shem-Tov, 2014).

Entrepreneurs are innovative, creative, and proactive, and they search for
solutions to problems. They are as happy to learn from failure as they are to
learn from success. They know how to convert raw ideas into tangible and
saleable products and services. They can leap over hurdles and are ready to
suffer. They will keep trying until they get their desired result. An entrepre-
neur’s job includes resolving conflicts, searching for resources, building net-
works, and communicating ideas and grievances; therefore, it requires stamina,
character, ability, and courage. Negotiation and entrepreneurship, through
different fields of knowledge, are clearly intertwined. Entrepreneurs need to
be skilled and smart negotiators, and negotiators should possess an entrepre-
neurial mind-set; this will support their ability to achieve interest-based nego-
tiated settlements in business and social transactions.

Future Direction

Increased globalization will demand more collaboration in all fields, and the
role and importance of negotiation will become key to forging business alli-
ances and building long-term partnerships (Witzel, 2006). In such a mobile
environment, the use of the “collaborate and win” (Porter, 1990) strategy to
negotiate could be more accessible, cheaper, and durable than winning
through competition which might be risky, expensive, and short term.

The future is not here yet. However, thoughtful analyses foresee a speedy
growth of new emerging markets in Asia, Central Asia, Latin America, and
Africa. Business organizations are vigilant regarding each of these emerging
developments and must be prepared to take advantage of them. These trends
and tendencies will demand managerial skills in areas such as cross-cultural
communication, international negotiations, technology management, and
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diverse workforce leadership. Primarily, the scope of training programs in
international negotiations will be expanded to include other complementary
and supplementary themes, for example:

. 'The role of psychology in bargaining

. Managing emotions and feelings in negotiation

. Negotiator’s behavior analysis

. Technology-based negotiations

. Promoting interest-based negotiations (Fisher & Ury, 1981)
. Domestic versus global business negotiations

. Socially responsible business negotiations

. Multicultural and multidimensional negotiations

0N &N\ AN

In summary, business firms’ operations not only trade goods and services,
but are also the medium for exchanges of interests, experiences, practices,
philosophies, and relations among multiple players and actors. They are not
only concerned with the local needs of the country in which they operate;
they are also concerned about the demands and needs arising in markets and
regions beyond their countries of origin. In fact, the business firm’s play-
ground has become complex and multifaceted. Negotiators, as business lead-
ers in the field, must possess competencies needed to develop business
negotiation intelligence at par with global standards, which go beyond the
knowledge and experience of simple purchase-and-sales negotiations. Global
business negotiation intelligence, as a competency, serves the idea that nego-
tiation means communicating human problems, deciding about human con-
flicts, promoting human interests, and satisfying human needs through
products and services. All these ideas and realities should happen under the
broader goal of preserving harmony, peace, and prosperity for all.

References

Adler, N. (1997). International Dimensions of Organizational Behavior (3rd ed.).
Cincinnati, OH: South-Western College Pub.

Alvesson, M. (2002). Understanding Organizational Culture. London: Sage
Publications.

Artinger, S., Vulkan, N., & Shem-Tov. (2014). Entrepreneurs’ Negotiation Behavior.
Retrieved from http://conference.iza.org/conference_files/EntreprR2014/artinger_
s10162.pdf


http://conference.iza.org/conference_files/EntreprR2014/artinger_s10162.pdf
http://conference.iza.org/conference_files/EntreprR2014/artinger_s10162.pdf

Global Business Negotiation Intelligence: The Need and Importance 15

Bazerman, M. H., & Neale, M. A. (1994). Negotiating Rationally. New York: Free
Press.

Benjamin, R. (2012). The Natural History of Negotiation and Mediation: The
Evolution of Negotiative Behaviors, Rituals, and Approaches. Retrieved from
hteps://www.mediate.com/articles/NacuralHistory.cfm

Cohen, R. (1997). Negotiating Across Cultures. Washington, DC: United States
Institute of Peace.

Cohen, S. (2002). Negotiating Skills for Managers. New York: McGraw-Hill Trade.

Eftimie, M., Moldovan, R. G. B., & Matei, M. C. (2012). The Negotiation Role in
the Corporate Sustainability. Case Study. Economic Insights— Trends and Challenges,
1, 82-93.

Faure, G. O. (1999). The Cultural Dimension of Negotiation: The Chinese Case.
Group Decision and Negotiation, 8(3), 187-215.

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

Foster, D. A. (1992). Negotiation Across Borders. New York: McGraw-Hill.

Gilsdorf, L. W. (1997). Metacommunication Effects on International Business
Negotiating in China. Business Communication Quarterly, 60(2), 20-38.

Hofstede, G. (1994). Cultures and Organizations. London: McGraw-Hill.

Khakhara, P, & Ahmed, U. (2017). The Concepts of Power in International Business
Negotiations: An Empirical Investigation. Journal of Transnational Management,
22(1), 25-52. hteps://doi.org/10.1080/15475778.2017.1274613

Langovi¢-Milicevi¢, A., Cvetkovski, T., & Langovi¢, Z. (2011). Negotiation
and Globalization. Annals of Faculty Engineering Hunedoara. International
Journal of Engineering. Retrieved from http://annals.fih.upt.ro/pdf-full/2011/
ANNALS-2011-3-22.pdf

Li, J., Lam, J., & Qian, G. (2001). Does Culture Affect Behavior and Performance of
Firm? The Case of Joint Venture in China. journal of International Business Studies,
32(1), 115-131.

Limaye, M. R., & Victor, D. A. (1995). Cross-Cultural Communication. In
T. Jackson (Ed.), Cross-Cultural Management (pp. 217-237). Oxford: Butterworth
Heinemann Publishers.

Mar, A. (2013). 15 Diplomacy Strategies for Negotiation. Retrieved from hetps://
training.simplicable.com/training/new/15-diplomacy-strategies-for-negotiations

Moran, R. T, Harris, 2. R., & Moran, S. V. (2010). Managing Cultural Differences,
Eighth Edition: Global Leadership Strategies for Cross-Cultural Business Success.
Oxford: Butterworth-Heineman.

Nadler, J. (2001). Electronically-Mediated Dispute Resolution and E-Commerce.
Negotiation Journal, 17, 333-347.

Nadler, J., Thompson, L., & van Boven, L. (2003). Learning Negotiation Skills: Four
Models of Knowledge Creation and Transfer. Managemenr Science, 49(4),
529-540.


https://www.mediate.com/articles/NaturalHistory.cfm
https://doi.org/10.1080/15475778.2017.1274613
http://annals.fih.upt.ro/pdf-full/2011/ANNALS-2011-3-22.pdf
http://annals.fih.upt.ro/pdf-full/2011/ANNALS-2011-3-22.pdf
https://training.simplicable.com/training/new/15-diplomacy-strategies-for-negotiations
https://training.simplicable.com/training/new/15-diplomacy-strategies-for-negotiations

16 M. A. Khan and G. M. Baldini

Nicholas, C. E., Lane, H. W., & Brechu, M. B. (1999). Taking Self-Managed Teams
to Mexico. The Academy of Management Executive, 13(3), 15.

Porter, M. E. (1990). The Competitive Advantage of Nations. Harvard Business
Review, 68(2), 73-93.

Rubin, J. Z. (2002). The Actors in Negotiation. In V. A. Kremenyuk (Ed.),
International Negotiation: Analysis, Approaches, Issues. San  Francisco, CA:
Jossey-Bass.

Salacuse, J. W. (1998). Ten Ways That Culture Affects Negotiating Style: Some
Survey Results. Negotiation Journal, 14(3), 221-240.

Salacuse, J. W. (1999). Intercultural Negotiation in International Business. Group
Decision and Negotiation, 8(3), 217.

Snavely, W. B., Miassoedov, S., & McNeilly, K. (1998). Cross-Cultural Peculiarities
of the Russian Entrepreneur: Adapting to the New Russian. Business Horizons,
41(2), 8-14.

Tinsley, C. H., Curhan, J. J., & Kwak, R. S. (1999). Adopting a Dual Lens Approach
for Examining the Dilemma of Differences in International Business Negotiations.
International Negotiation, 4, 5-22.

Tung, R. L. (1982). Selection and Training Procedures of U.S., European and
Japanese Multinationals. California Management Review, 25, 57-71.

Tung, R. L. (1988). Towards a Conceptual Paradigm of International Business
Negotiations. Advances in International Comparative Management, 3, 203-219.
Tung, R. L. (1991). Handshakes Across the Sea: Cross-Cultural Negotiating for

Business Success. Organizational Dynamics, 19(3), 30-40.

UNESCO. (2002). UNESCO Universal Declaration on Cultural Diversity. Retrieved
from htep://www.unesco.org/education/imld_2002/unversal_decla.shtml

van Boven, L., & Thompson, L. (2003). A Look Into the Mind of the Negotiator:
Mental Models in Negotiation. Group Processes ¢ Intergroup Relations, 6(4),
387-404.

Weiss, S. (2006). International Negotiation. Leiden: Koninklijke Brill N'V.

Witzel, M. (2006). The Power of Difference. Collaboration Often Entails Working
with Companies Across National and Cultural Borders. Financial Times, 13.

Additional Internet Sources Consulted

https://www.emeraldinsight.com/doi/full/10.1108/02651330310477585


http://www.unesco.org/education/imld_2002/unversal_decla.shtml
https://www.emeraldinsight.com/doi/full/10.1108/02651330310477585

Part Il

Negotiation Across Cultures:
Theoretical Understanding



l‘)

Check for
updates

2

Understanding the Scope and Importance
of Negotiation

Mohammad Ayub Khan and Giovanni Maria Baldini

Introduction

Negotiation is one of the most effective ways to solve human problems involv-
ing interest conflicts, diversity of needs, and demand divergence. One can
argue that negotiation is the only best mechanism for addressing issues and
conflicts facing humanity in today’s world of immense materialism, consum-
erism, and value divergence and in societies where the widening gap between
the haves and the have-nots is constantly becoming more and more signifi-
cant. In building business relationships and international alliances, and to
make our world a more prosperous and harmonious place for all of us, the role
of negotiation (dialogue, communication) must be given spotlight and appre-
ciation. Negotiation is a broad subject with a language of its own; it is a sepa-
rate discipline, and it is an art and science. It is a means to an end under
circumstances where human interests and power are at odds with each other.
Moreover, the language of negotiation is multidisciplinary and multicultural.
A business manager while negotiating any issue, transaction, relationship, or
conflict must sufficiently understand the necessary protocols, rituals, and cus-
toms embedded in the language and practices of negotiation across cultures.
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No matter which professional activities you engage in in your daily life,
learning about the art and science of negotiation will be useful for your suc-
cess and growth. The human history is filled with examples illustrating the
extent to which negotiation has always been present in human life, even if
different names were used to describe the process. Differences associated with
commercial transactions and conflict in interpersonal interactions have always
been resolved in a harmonious and friendly manner through negotiation.

The Concept and Scope

First, let us define the term “negotiation”. The term “negotiation” means dis-
cussion, bargaining, give and take, interaction, and dialogue. Furthermore,
negotiation is a process where two or more parties with differences in opin-
ions, interests, and objectives come together and try to reach an agreement
through exploring options which are mutually acceptable and beneficial for
them (Cellich & Jain, 2004). The term “negotiation” also refers to the process
and system through which two or more parties, who are in a conflict situation
over specific expected and unexpected outcomes, attempt to reach agreement
through face-to-face dialogue. Negotiation is the constructive and positive
alternative to haggling or arguing (including “formal argument” in the forms
of adjudication and arbitration), and it aims at building an environment for
mutually acceptable agreement rather than searching for winning a battle
(Pillutla & Nicholson, 2004). Other researchers in the field of negotiation
define negotiation as an attempt by parties involved in the conflict to achieve
a mutually acceptable outcome by clarifying and discussing issues; establish-
ing the areas of controversy; clarifying positions taken and options for agree-
ments; discovering and confirming areas of contracts; and explaining the
terms of agreements and duties of the parties (Hartzell, 2006). Negotiation
involves individuals, groups, organizations, and nations talking to each other
directly (direct negotiation) or through intermediaries (mediated negotiation)
to find solutions to conflicting issues, to deal with transactions of mutual
interests, or to address other human problems of diverse nature and scope
(Kellecher & Wein, 20006).

In summary, negotiation is a dialogue, discussion, communication, and
interaction between or among parties to the dispute or to any business trans-
actions or social relationships. Negotiation scholars have noted how challeng-
ing it is to precisely define negotiation, yet all tend to agree that its principles
encompass a very wide spectrum of human interactions (see Schneider, Ebner,

Matz, & Lande, 2017).
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Table 2.1 Some basic questions and answers about negotiation

Questions

Answers

Observations

Who
negotiates?

Why
negotiate?

Where to
negotiate?

When to
negotiate?

What to
negotiate
about?

Everybody negotiates

To come together, as partners
and friends, or even as
competitors, discuss our
different issues, and find
common ground and
agreements mutually beneficial
and acceptable for the parties

Wherever it is feasible, and
negotiation takes place
everywhere

Any time there is a dispute,
conflict, misunderstanding, or
a business transaction to deal
with

Any thing, activity, issue, or
event is negotiable

Negotiation involves not only
buyers and sellers, suppliers and
producers, or producers and
distributors. Kids, parents,
students, teachers, politicians, and
religious leaders also negotiate

Such agreements and solutions, if
found through successful
negotiations, can be long term
and sustainable

Negotiation takes place at home,
at school, at the office, in parks,
while walking, and during play.
Of course, decisions about the
location of negotiation is made
based on the formality, issue
under negotiation, and
convenience for the parties

In addition, negotiation is and
can be used to build new
relationships, business
transactions, and partnerships

In life, any issue, activity, problem,
situation, or transaction is
negotiable. Negotiation is not
only about selling and about
buying products; it is about
solving human problems and
building networks and
communities

Authors’ own creation

In essence, negotiation occurs when parties come together at the table, face

to face or virtually (in case of computer- or internet-based negotiation), dis-
cuss their diverging interest and objectives, identify common grounds, and
propose solutions or ways to bridge their differences. Table 2.1 demonstrates
how commonly and frequently negotiation is used in our daily lives.

Phases in Negotiation

Conducting negotiation in phases and sequences can facilitate positive outcomes
in a productive and time-efficient way. Different writers on this subject describe
different stages of negotiation and name them differently. However, generally
speaking, most authors refer to the following phases:
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Planning phase: This phase is also called as the preparation stage where
pre-negotiation, intra-party negotiation, information collection, self-analysis,
other party analysis, contextual research, historical understanding, and iden-
tification of future directions occur. Preparation might include practice for
the negotiation, including rehearsal and short training courses for the negoti-
ating team, helping negotiators to understand the full range of dynamics, and
implications associated with the upcoming negotiation process. In this stage,
issues for negotiation are identified, evaluated, and categorized based on the
importance and urgency of each of those issues. Consulting a negotiation
mentor or advisor is helpful at this stage. Pre-negotiation and intra-negotiation
activities may also happen at this stage of the negotiation process.

Pre-negotiation phase: During this phase, parties jointly plan the upcom-
ing negotiation event. Some negotiators consider the pre-negotiation phase as
an essential step for preparing well for an upcoming formal negotiation event.
It is advisable for all negotiators to take advantage of such opportunities,
before entering a structured negotiation process. The pre-negotiation phase
allows parties to share information and ideas concerning several vital compo-
nents of the future formal negotiation. For example, parties will have the
opportunity to get to know each other, build some confidence in the upcom-
ing process, share information about the potential negotiable issues, decide
about the negotiation process’ flow, and learn about the background of indi-
vidual negotiators who will be on the negotiating team. Negotiators can
decide about the geographic location where negotiation is going take place,
they establish a timetable and exchange contact information.

Negotiation phase: In this phase, negotiating parties actually come to the
negotiation table and begin interacting, identifying issues, framing differences
in interests and objectives regarding those issues, and proposing options for
solutions to address those differences. An intense bargaining atmosphere can
be encountered at this stage. Parties rarely come forward and openly share
their concerns and opinions. Instead, they first exchange arguments and
counter-arguments supporting their demands and offers. Negotiators become
actively engaged in exploring the bottom line and search for common ground,
which is also known as the zone of acceptance (ZOA). In essence, this phase
of negotiation is called the interaction phase and is a crucial one in any nego-
tiation event.

Contract-signing phase: After the interaction phase, when parties have
already settled on issues they agree and disagree upon, parties usually sit down
together, flanked by their legal experts and counselors, to write down in detail
the areas of agreement and disagreement areas. Once details are outlined, par-
ties review them to make sure that there are no omissions in the document.
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Parties then sign documents, and the record thus becomes a contractual agree-
ment between the parties. The contract document should outline all relevant
details including deadlines, obligations, and duties of the parties and the con-
sequences of dishonoring the contractual obligations and responsibilities.
Parties may include in the document the need for renegotiation in future and
the timeline for that to happen and any other conditions necessary for uphold-
ing the agreement.

Implementation and follow-up phase: Once parties sign the contract,
they immediately start working on the implementation of the agreements.
Generally, parties involved in the contractual arrangements form committees
and a task force to ensure full implementation of the deals on both sides, pro-
vide the required support to the implementation process, and, if necessary,
take corrective measures in a timely manner. Information sharing and com-
munication between the parties is essential in this process. Parties must honor
the commitments and promises they have made, and allocate all the resources
necessary to carry out the implementation process successfully and on time.

Evaluation and feedback phase: In this phase of the negotiation process,
negotiating parties have the option to look back at the overall negotiation
process and its outcome, and consider their performance, searching for areas
to improve in future negotiations. Parties at the negotiation table can and
should do such types of exercises separately or conjointly to improve their
negotiating skills, thus making future negotiation events even more produc-
tive, confident, and efficient. This is, of course, an optional exercise; however,
it is considered as an essential element of a successful negotiation manage-
ment model.

Renegotiation phase: Many negotiated agreements have expiration dates.
When one approaches, parties have the opportunity to renegotiate the terms
of a partnership, especially if there is a need for its continuation. Furthermore,
since changes in business contexts and conditions have changed over time,
parties have the options at this point to review various attributes of their pre-
vious agreements, and if they want to modify or adjust something in the
contract, they can do so through renegotiation.

Research and innovation phase: Negotiation, like any other management
or organizational activity and function, such as planning and performance
evaluation, has its own life cycle. Negotiations start from somewhere, end
somewhere, and restart anew. Also, given the fact that organizations and man-
agers always seek out opportunities to expand and to find new business activi-
ties and partners, negotiation will always be a go-to process in the context of
business and organizations as well as in the arena of social and professional
activities.
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Levels of Negotiation

At what level does, or should, a negotiation take place? This is a frequently
asked question, and the answer is simple. Negotiations may occur at any level,
as shown below (Lewicki & Hiam, 2006).

Intra-personal level: This refers to a negotiation in which a negotiator
negotiates with himself or herself before engaging with the counterpart. This is
often connoted with self-reflection, self-analysis, and agreement or disagree-
ment with one’s self. Often, an intra-negotiation provides a foundation for
negotiation with the other party or parties. Internal consensus or inner satisfac-
tion is an essential criterion for the success of a negotiator and negotiation.

Interpersonal level: This occurs when such negotiations may involve highly
complex business transactions or differences in interpersonal relationships.

Intergroup level: Intergroup negotiations involve two groups with diver-
gent needs, interests, and demands negotiating with each other. Intergroup
negotiation may happen between different interest groups, who may or may
not belong to any unified, organized group or association. Labor union lead-
ers negotiating with a management team is an example of an intergroup nego-
tiation. Other examples of conflicts or situations where intergroup negotiations
can potentially take place include student unions versus university manage-
ment, civil disobedience, communal conflicts, and so on. Intergroup negotia-
tions are difficult to conduct successfully as both parties need to have strong
organization, common interests, and dynamic leadership. Lacking these fac-
tors, intergroup negotiation may result in hostile and complicated situations
for the negotiation and negotiators.

Inter-organizational level: This occurs when two established organiza-
tions need or desire to negotiate a business transaction, their relationship, or
a conflict. European Airbus Industries’ negotiation with US company Boeing
to resolve their disputes over the direct and indirect subsidies they receive
from their respective governments is a good example of direct negotiation at
an inter-organizational level. Theories suggest that in inter-organizational
negotiations, parties to the dispute tend to be organized, have common
ground and good incentives for resolving the conflict, have clear leadership,
and work with clearly defined objectives in place.

International level: This occurs when parties negotiating a business trans-
action or a conflict belong to two different countries. When negotiations take
place at a global scale, various forces such as differences in cultural systems,
the involvement of international institutions, and discrepancies in industrial
rules and regulations come to play in negotiation. Therefore, international
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negotiations are complicated and time-consuming and demand a profound
understanding of different global issues in addition to knowledge of the basics
of business transactions and local conditions.

Multi-party multinational level: This is the most complex and challeng-
ing negotiation levels, encompassing transnational and multiple parties at the
negotiation table, for example, negotiating multi-lateral trade issues at the
World Trade Organization (WTO), renegotiation of North American Free
Trade Agreement (NAFTA), and negotiating conflicts like the ones in Syria,
Yemen, and Afghanistan at the United Nations Organization (UNO). The
existence of multiple interests, diverse objectives, and differences in negotia-
tion strategies and styles of the parties compounds the complexity and ambi-
guity of the negotiation process for negotiators. Power plays, lobbying,
bullying, and coercive behaviors are some of the most frequently used nego-
tiation techniques in such negotiations. Parties to such conflicts or transac-
tions, individually, have neither control over the process nor the outcomes.

Distributive Versus Integrative Negotiation

Broadly speaking, the negotiation literature relates to two overall approaches
to negotiation. One type of negotiator is distributive. These negotiators tend
to be competitive, assertive, and tend to take positions. They will always try to
win at the expense of their counterpart, viewing the overall negotiation pro-
cess as a competitive game and environment. They are rigid and have a limited
mind-set. For these negotiators, resources are limited, and negotiation is
about winning the interaction or losing to the other party. They think that
negotiation is about protecting their own self-interest and that the outcome
of a negotiation is temporary and zero-sum (Fisher & Ury, 1991). Moreover,
distributive negotiators tend to be hostile and demonstrate a plausible non-
cooperative behavior at the negotiating table.

The other type of negotiator is integrative. These negotiators are coopera-
tive and supportive of the other throughout the negotiation process. They
prefer to search for long-term relationships and positive outcomes for all
parties sitting around the negotiation table. Additionally, they will try to
expand the benefits of a negotiated agreement and therefore, will look for all
possible options and solutions. These negotiators will not hesitate to under-
stand the demands and respect the interests of their counterpart. Overall,
such negotiators will always show a positive attitude and are future-oriented
(Tutzauer, 2015).
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Negotiation Myths

Thompson (1998) and other writers in the field (Thompson & DeHarpport,
1994; Thompson, Loewenstein, & Gentner, 2000) have identified several
common myths found in both theory and practice.

Good negotiators are born: Some negotiating skills are innate, yet at the
same time, successful negotiators are self-made; they have developed these
skills by preparing themselves through participation in courses, workshops,
and conferences. Good negotiators require both practice and experience in
addition to any inherited attributes.

Experience is a great teacher: Experience can make a big difference. One
gains experience over the years by practicing negotiation and participating in
negotiation events. Negotiation competencies (knowledge, ability, values,
and attitude) improve with time if negotiators remain active in the field.
However, to become a successful negotiator experience alone is not sufhi-
cient. Experience combined with refresher programs and skill development
activities is essential for building personal self-confidence and effectiveness at
the negotiating table.

Good negotiators take many risks: Negotiations involve decision-making
which involves risk factors in both the short term and the long term. Risk fac-
tors include social, financial, and business elements, individually or combined
or all of them. Well-grounded preparation for a negotiation event may allevi-
ate some of the potential risks associated with negotiation outcomes. Therefore,
negotiators must do their homework by calculating costs and benefits of alter-
native results and design contingency plans to have a backup option in place
in case of any adverse consequence.

Good negotiators rely on intuition: Relying on intuition is an essential
attribute in negotiations. However, intuition alone may not be helpful in
reaching agreements, which are mutually acceptable and beneficial for the
parties. Negotiators should be fact-based and prepare well in advance by col-
lecting data, information, and facts for any negotiation. Information about
the past, present, and future are and should be equally important to them too.
Ideas and idealism are important on the one hand, but on the other, pragma-
tism and realism are the cornerstones of a negotiator’s success.

Negotiation is always about winning and losing: This is not always the
case; while such situations might exist, this depends on particular circum-
stances facing the parties in negotiations. It may be that some negotiators are
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more inclined, culturally speaking, to view negotiation in this way. For
instances, it is possible that some negotiators, because of their backgrounds,
nationalities, and styles, approach negotiation only focusing on the transac-
tion—selling and buying—and self-benefits. Nevertheless, it is the win-win
outcome approach, which both in theory and practice dominates the negotia-
tion world. In essence, all negotiators come to the table to gain something out
of negotiations and not to lose and appease others. With that in mind, the
assumption is that gains and victories are only possible when there is a col-
laborative atmosphere at the negotiation table.

Negotiations are always formal: This is not always the case; depending on
the type, seriousness, and complexity of the issue to address through negotia-
tion, negotiation events can be formal or informal. Context affects this, as
does the level of negotiations (as discussed above). The parties’ cultural back-
grounds is also an influential factor in determining the level of formality.
Formalities include the official invitation for negotiation, formal acceptance
of the invitation, establishing the agenda, deciding the location of negotia-
tion, and other socio-technical protocols and procedures to follow. Formalities
also include the way people approach each other to shake hands, greet each
other, exchange gifts, dress, and address each other (by their first names or
surnames or their titles, etc.).

Good negotiators are tough, intimidating: Negotiators can be tough and
assertive and thus be intimidating on occasions. In negotiation, all these
behaviors and attitudes are subject to the conditions and context surrounding
the negotiators. With that said, good negotiators are productive, constructive,
and focused on strategies and results. They will try to expand the pie for all
parties and create opportunities for all to win. They are cooperative, positive,
and synergistic. Good negotiators are not slow, sleepy, or egocentric. They can
be tough based on principles without intimidating the other party.

Critical Elements in Negotiation

Negotiations can be cumbersome and complicated. Talks may not always pro-
duce the desired results. Having said that, if we understand and mindfully
attend to three crucial elements in negotiations (Cohen, 1997), they can
become dynamic and result-oriented events. Table 2.2 depicts these three ele-
ments with their corresponding descriptions (Cohen, 1997).
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Table 2.2 Crucial elements of negotiation

Element Description

Information Information is key to success in negotiations. The more informed you
are about yourself and about the other party or parties involved in
negotiation the more bargaining power you can have. Information
about the backgrounds of the parties, about the issues under
negotiation, and about the interests and objectives of the parties is
critically important

Time Time is money, and it can be invested and wasted. Deadlines, agendas,
and delivery of commitments are organized around a time factor.
Understanding the notion of time across cultures can be a source of
competitive advantage in a multicultural setting. Some negotiators
may use time-related techniques such as delays and deadlines to put
pressure on their opposition

Power Having more, less, or equal power can be another source of
competitive advantage or disadvantage in negotiation. Power is the
ability to influence the negotiation process and outcome one way or
the other. Critical sources of power in negotiations include
information, financial resources, experience, networks, the size of
the company you represent, your needs, and your interests

Authors’ own creation

Negotiation Strategies

Table 2.3 briefly explains the strategies available to negotiators and the poten-
tial outcomes of using each of them (Kilmann & Thomas, 1975; Thomas &
Kilmann, 1976). The table also exemplifies particular situations in which the
application of a specific approach could be more or less practical.

Competitive strategy: When you use a competitive approach to negotia-
tion, you tend to be assertive, demanding, and threatening. You will try your
best to subdue and overpower the other side to accept your proposals and
demands. You seek to win even when this entails cost to the other party.

Collaborative strategy: Using a collaborative approach to negotiate, you
will invest all your efforts in exploring options with your counterparts, seek-
ing common ground and shared interests. You aim to end the negotiation
process with win-win results.

Compromise strategy: Using a compromising strategy to negotiate a deal,
you tend to give up easily on your initial demands and accept some of the
demands of your counterpart. The outcome of negotiation in such cases is a
compromise solution, in which both parties will lose, compared to what they
hoped to achieve in the process. The use of such a strategy in bargaining could
be cultural or intentional and is intended to alleviate some issue the negotia-
tor is facing (e.g., financial weakness, lack of time, an urgency to resolve
the issue, a need to prevent the conflict from escalating). The outcome of a
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Table 2.3 Negotiation strategy, outcomes, and situations

Which strategy is most effective and in which

Strategy Outcomes situation?

Competitive Win/lose You use such approaches when you are right and
have enough time and resources

Collaborative Win/win When both parties are equally compelling, need

each other, and/or when the long-term
relationship is the purpose of negotiation

Compromising  Lose/lose When both parties are in a hurry to solve the
problem, seek to avoid conflict escalation, are
equally powerful or weak, have limited resources,
and/or have weakly compelling justifications for
their demands

Appeasing/ Lose/win When you have no justification for your requests,

accommodation you need the help of the other party, competing

with others can be costly, and/or when a quick
end to the issue is needed

Avoiding Standstill When you feel that avoiding conflict is better than
getting involved in the dispute, need to save
face, lack resources, and/or are concerned that
the other party is powerful than you

Authors’ own creation

compromise strategy is often a temporary one since parties give up some-
thing that is important to them in the negotiation; this may not be satisfy-
ing for them in the long term, and they will seek to regain what they have
conceded.

Appeasing strategy: Using an appeasing approach to negotiate, you accom-
modate the demands and needs of your counterpart, and you do not expect the
same courtesy from your opponent in return. The outcome of such a negotia-
tion approach is you losing and the other party gaining. The causes behind the
use of this approach could be socio-cultural, transactional, or contextual.

Avoiding strategy: Using an appeasing approach, you will try to avoid the
negotiation at all, or at least avoid discussing issues which are conflicting or
that may add to the tension already faced by the parties, This approach is
commonly used in cultures in which conflict is considered dysfunctional, and
therefore, one must avoid creating or prolonging conflict situations.

Negotiating Styles

Individuals and nations have their own negotiating styles. Negotiation styles
may also vary based on gender differences. Male negotiators are different from
female negotiators when comparing their negotiating techniques. Similarly,
negotiating styles of managers working for private organizations (e.g., owned
by private owners) may differ from those of managers who work for public
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sector organizations (e.g., state-owned organizations). Learning about differ-
ent negotiating styles and preparing guidelines for negotiating successfully
with negotiators possessing different negotiating styles are essential compo-
nents of negotiation preparation. This section briefly explains different nego-
tiating styles that are highlighted in the negotiation literature.

Private Versus Public Sector Organizations’ Negotiating
Styles

Negotiators from private organizations tend to be more collaborative and look
for long-term relationships. Negotiation processes with them are, therefore,
faster, less expensive, and more open in comparison with negotiation process
and etiquette followed by the negotiators negotiating on behalf of public sector
organizations. Factors like huge bureaucracy, political interests, and overly inter-
nalized administrative system may hinder the negotiation process’ swift flow.

Individual Negotiating Style

Regardless of our background, education, or nationality, we each possess our
own unique negotiating style. All of us have one dominant negotiating style,
followed by second, third, and fourth prominent styles. According to Moran
and Stripp (1991), there are four basic individual negotiating styles (as shown in
Table 2.4, with their corresponding assumptions and keywords). A vital learn-
ing point here is that while preparing for a negotiation, negotiators should first
diagnose their own negotiating styles and then learn about their counterpart’s
style. This could be helpful in designing useful guidelines for negotiating suc-
cessfully with negotiators who possess negotiating styles different from yours.

Regional Negotiating Styles

Researchers find that negotiating styles may vary across regions as well. For
example, negotiators from North America will approach negotiation differ-
ently than negotiators from South America. Overall, the North American
approach is strategic and technical while the South Americans tend to be
more synergistic and social. Table 2.5 explains some of the critical differences
between these two regions (Moran & Harris, 1992; Moran & Stripp, 1991).
Similar contrasts can be found when comparing negotiators from Asia with
negotiators from Europe and so on.
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Table 2.4 Individual negotiating styles and related attributes

Style

Characteristics

Normative

Analytical

Intuitive

Factual

These tend to be more social people. They assess facts according to their
values/beliefs

Proposing incentives and rewards; social understanding and friendship;
feelings and emotions

Using status, power, and threats

Judging and looking for compromise

These people analyze things in detail. They frequently ask questions

Developing reasons

Drawing conclusions

Directing and organizing

Cost and benefit analysis

Observing

These people imagine how things will end and intuitively anticipate
dynamics

Focus on the entire situation

Future oriented

Changing topics

Going beyond facts

These people rely on data, facts and statistics

Reading, knowing, and sharing facts

Relating facts to experience

Documenting statements (they take notes and write down almost
everything they say and hear)

Adapted from Moran and Stripp (1991)

Table 2.5 South versus North American regions negotiating differences

South America North America

e Emotional sensitivity is high e Emotional sensitivity is low

¢ Boss makes the final call and decisions e Decisions are generally

e Face-saving, honor, and dignity are essential consensual and group based
even at the cost of profit ¢ When making decisions, they

e Documentation is an obstacle to conduct cost and benefit analysis
understanding the big picture e Documentation in negotiation is

e Spontaneous and impulsive decision-makers vital

e People and problems are the same ® Process-oriented decision-makers

e What is good for people is the primary focus e Conflict of interest is acceptable
and earning profit is a secondary e Profit is a fundamental motive
consideration behind negotiation

Adapted from Moran and Stripp (1991)

National Negotiating Styles

Cultural systems and attributes encompassing language, religion, attitudes,
values, traditions, legal aspects, social organization, and time orientation vary
from country to country. Hofstede (1980, 1984) and other researchers (i.e.,
Javidan & House, 2001) in the fields of national and organizational cultures
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Table 2.6 National negotiation styles

Variables Description USA Mexico
The basic concept of Strategist vs. synergist Strategic Synergist
negotiation
Selector of negotiators  Technical vs. social Technical Social
Role of individuals Self vs. organizational Self Organizational
Concerns with protocol  Formal vs. informal Informal Formal
Importance of type of Long term vs. short term Short term Long term
issue
Complexity of language High vs. low complex Low Context High Context
Nature of argument Feelings vs. facts Facts Feelings
Value of time Poly-chronic vs. Monochronic  Poly-chronic
monochronic
Basis of trust Law vs. friendship Law Friendship
Risk-taking propensity ~ Low- vs. high-risk takers High-risk taker Low-risk takers
Decision-making system Centralized vs. Decentralized Centralized
decentralized
A form of satisfactory Explicit vs. implicit Explicit Implicit
agreement

Adapted from Morris and Pavett (1992), Morrison (2006)

have written at length on the role of differences in national cultures in
influencing the way we manage our organizations, the way we perform our
tasks as leaders, and the way we behave in the workplace. Furthermore, the
research of Moran, Harris, and Moran (2010) explores business-management
cultures and uncovers how business negotiators approach negotiation differ-
ently in different contexts. To illustrate how negotiation approaches vary from
country to country, see Table 2.6. This analysis covers the 12 negotiating vari-
ables proposed by Moran and Stripp (1991) and indicates the different meth-
ods used by negotiators from two neighboring countries, the USA and Mexico
(Kras, 1989, 1994). It is worth mentioning here that these two countries
share around 80% of international trade and investment between them.
Nonetheless, they do not share even the tiniest resemblance in socio-cultural
aspects. The information provided in the table concerning the countries is
based on a review of the existing studies on variations in national cultures,
managerial styles, and approaches to negotiation (Morris & Pavett, 1992;
Morrison, 20006).

Gender Negotiating Styles

The effect of gender differences (male vs. female) on management and leader-
ship styles has remained a hotly debated issue in both academia and industry.
Researchers attribute differences in communication styles, decision-making
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Table 2.7 Differences between male and female negotiators

Female negotiator Male negotiator

e Collaborative e Competitive

e Synergistic e Strategic

¢ Feelings/emotions e Logics/facts/transactions
e Long-term relationship e Short-term relationship
e Low-risk takers e High-risk takers

¢ Indecisive e Decisive

e Concerns for others e Concern for self

e Helping others e Exploiting others

e Normative/intuitive e Logics (facts)

¢ Open minded/flexible ¢ Rigid/narrow

¢ Quick to trust e Take time to build trust
e Tend to be sincere e Tend to be suspicious

Authors’ own creation

approaches, and other personality-related characteristics to differences in gen-
der (Bowles & Flynn, 2010). In a classroom-based exercise, involving students
who were taking a course on Cross-Cultural Negotiation, several differences
were identified in the styles of male versus female negotiators. Table 2.7 lists
the differences we discovered between female versus male negotiators.

Negotiation as a Conflict Resolution Model

Negotiation is one of the most effective models of resolving conflicts—in the
workplace, as well as business disputed or social conflicts. In any conflict situ-
ation (differences and disagreements, divergences of interests, incompatibility
of goals, etc.), parties to the conflict have several alternatives they can pursue
to manage and resolve the dispute. Depending on the nature, complexity, and
scope of the conflict, one or combination of the other options to address it
might be more effective than others. It advisable for the parties involved in a
dispute to do a cost and benefit analysis of the options available and select the
one which is the most effective and appropriate under the circumstances.
One such option is litigation or adjudication. In this case, parties will
look for help from the court or legal institutions of the country. Lawyers rep-
resenting parties to the conflict lead the case before the judges of a specified
court/judicial system. The judge, upon listening to the parties’ lawyers, will
deliver judgment about the outcome of the case and this judgment is legally
binding upon the parties to the conflict. The court systems and its procedures
are predetermined, and judges’ decisions are public and unquestionable.
Within the court system, parties can appeal to a higher court; however, once
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decided by the highest judicial body of the country, no further appeal options
are available. The court system is rigid, time-consuming, and expensive. It
may heighten the degree and intensity of confusion and distrust between the
parties and thus, it may break down the relationships even further. Parties to
the conflict have no control over either the process or the outcome of the
conflict. As a traditional and institutional system, the judiciary is considered
a just system, unbiased and legal. Additionally, legal methods and outcomes
of such systems are nationally and internationally recognized and enforced.

Arbitration is another option available to parties involved in a dispute.
Arbitrators are neutrals, third parties, and experts in resolving conflicts.
Essentially, they are private-market judges. They are hired to decide cases and
make an award to the party they hold to be right. Compared with the litiga-
tion model of conflict resolution, arbitration is less expensive, faster, and pri-
vate. Moreover, arbitration is applicable to all cases and situations. Notably,
compared with the adjudication system, in arbitration, protocols and proce-
dures to follow are more flexible. Parties can design their own procedural rules
and applicable standards; however, they usually leave this to the arbitrator.
Thus, generally, arbitrators have the control over both the process and the
outcomes, and decisions made by an arbitrator are binding upon the parties
as well.

Arbitration can be domestic, national, and international. For example, the
WTO is an arbitrator, which addresses commercial disputes among its mem-
ber nations. It is a civilian or private institution, not a judicial or legal author-
ity. It guides international commerce by establishing standards and criteria for
conducting fair and transparent business activities across the globe. Member
countries empower the WTO to implement these standards or rules to regu-
late global commerce and to resolve disputes among member nations.

Mediation is another viable alternative for resolving disputes. In mediation,
the disputant parties voluntarily invite a third party to help them solve the
problem. The mediator is a third party invited by the parties to help them
resolve the conflict themselves. This third party should be neutral and an
expert in assisting parties to address problems according to their wishes and
interests. Mediators should be resourceful, experienced, and knowledgeable.
The mediator follows a sequential process while mediating, he or she meets
the parties, talks to them, listens to them, and solicits or proposes solutions.
The mediator organizes and controls the process; however, he/she has no
power or control over the outcome of the negotiation. Parties may reject or
accept the proposals and solutions presented by the other party or by the
mediator. Therefore, mediators are powerless and can make the conflict even
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more complicated. They are external to the situation and do not always pos-
sess a clear understanding of the history and context of the conflict. Mediation
is cheaper, faster, and less rigid compared to litigation and arbitration; how-
ever, mediation can be useless, time-consuming, and expensive, if parties do
not reach agreement themselves or accept the solution proposed by the
mediator.

Direct negotiation is the most effective and less harmful alternative for
resolving disputes of all sorts. Direct negotiation happens when conflict-
ing parties come together and directly talk to each other. In essence, it
involves conducting direct communication, private dialogue, and frank
interactions between the parties to resolve the issue or conflicts they are fac-
ing according to their interests and wishes. Direct negotiation does not
involve a third party. For negotiations to happen, parties must accept this
bilateral approach to resolve the conflict. Otherwise, negotiations will not
occur. Negotiators organize the process and are responsible for the outcomes
of the negotiation: Agreements or disagreements. Direct negotiations are pri-
vate, and information confidentiality is high. The process is transparent, self-
directed, faster, and cheaper. In direct negotiations, the probability of
reaching win-win outcomes is also high. The results of a negotiation will not
have the same legal weight before a judicial system or external parties as a
court verdict has. Still, it can take the form of a binding contract, enabling
enforcement of the outcome.

Critical Questions to Ask in Any Negotiation

To prepare well for negotiation, it is useful to develop a list of essential ques-
tions and find out their answers before commencing negotiation. Such ques-
tions should include information about the counterpart and the scope and
importance of the negotiation for the parties. The literature on negotiation
frequently describes the following questions as essential instruments for col-
lecting the necessary information about the negotiators and negotiation itself

(Ghauri, 2003; Moran & Stripp, 1991; Wood, 2011).

Who are the negotiators? Why were they selected?
What do they want for themselves?

How will they act and expect others to act?

What is most and least critical for them?

What will their persuasive strategy be?

hAR I
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How do they use time?

What makes them trust someone?
How do they manage risk?

Who makes decisions on the team?
How are decisions made?

. What form of agreement would satisfy them?

. How do they feel about the other party?

. Which language/s do they speak?

. What are their needs, perceptions, and interests?
. How many negotiators are on the team?

Glossary of Negotiation Techniques
and Maneuverings

Negotiation tactics or techniques are those specific actions (attitude and
behavior) and reactions demonstrated by negotiators during a negotiation.
Maneuvers, on the other hand, relate to the timing and the way negotiators
apply a specific tactic during negotiation. Decisions regarding what tactic to
use and in which situation are vital for effective negotiation. Table 2.8 lists
those tactics and maneuvers found in the negotiation and conflict resolution

literature (Graham, Mintu, & Rodgers, 1994; Hazeldine, 2006; Lewicki &

Hiam, 20006) to be used frequently by the negotiators.

Table 2.8 Negotiation tactics and maneuverings

e Making promises
e Making threats

e Giving warnings
e Giving commands
e Asking questions
¢ Delaying

e Listening

e Time use

e Making first offer
¢ Decision-making system
e Using Yes and No
e False attacks

e Deadlines
 Bribery

Adapted from Lewicki and Hiam (2006), Hazeldine (2006), Graham et al. (1994)
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Basic Principles of Positive Negotiations

Positive and collaborative negotiators do not endorse the ideas of bargaining,
competing, and winning. In contrast, they conduct negotiations based on
fundamental principles and which promote harmony, friendship, and long-
term achievements for the parties involved. Fisher and Ury (1981) and Fisher
and Ertel (1995) propose four principles as guidelines to conduct successful
negotiations. Those four principles are briefly explained in the following
paragraphs.

The first principle is separation between problems and people while nego-
tiating a transaction or partnership. The notion of separating the problem
from the people and vice versa suggests that as a negotiator, one must focus on
solving the problem rather than concentrating on an individual’s behavior,
personality, or attitudes. Negotiations should be about problem exploration,
analyzing the causes of the problem, and subsequently proposing solutions
and alternatives to resolve the question on the table. Listening to the other
parties, understanding their demands and needs, and recognizing their feel-
ings are about focusing on the issue and at the same time being respectful
toward the people who are involved in the negotiation. This principle of nego-
tiation does not suggest to ignore people in talks or to shut them down;
instead, it suggests that by helping and involving everybody in the process,
conflicts can be resolved with win-win outcomes for all.

The second principle is about focusing on interests rather than focusing
only on parties’ positions. Interests represent long-term benefits and synergis-
tic attitudes of the parties. Focusing on interests is not just about valuing a
specific interest named by a party but involves exploring each others unstated
or hidden interests and then, collaboratively working toward satisfying those
interests. By contrast, positional negotiations are short-term oriented and
involve each negotiator focusing on winning through receiving agreement to
their stated position. Techniques such as demanding, warnings, power-use,
and delay are commonly used in such types of negotiations.

The third principle relates to the generation of as many options as possible,
through identifying several solutions to a problem instead of sticking only
one. To generate options, parties conduct research and intra-party and inter-
party brainstorming. Information sharing and constant communication
between parties are crucial to exercising this principle. It is the responsibility
of both sides to look for different options rather than concentrating on one.

The fourth principle emphasizes the use of objective criteria in negotiation.
This entails parties at the negotiation table developing objective, achievable,
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and workable standards for their negotiation. Demanding 100 dollars for a
product, which is sold at 50 dollars in the market, is posing subjective prefer-
ence; pointing at the product’s market price is invoking an objective criterion.
Negotiators use such types of subjective approaches based on their assump-
tions that the other party is in need of the product they provide, does not have
other suppliers for the same product or raw material, or are in a hurry to buy
the product. Recognizing and respecting the needs and interests of the coun-
terpart is fundamental in establishing objective criteria for negotiation.

The Role of Persuasion in Negotiation

Since negotiation is about convincing and persuading the other party to agree
to your terms or to process suggestions you make in negotiation, learning
about the role of persuasion and strategies to persuade is essential for negotia-
tors. “Persuasion is a symbolic process in which communicators try to con-
vince other people to change their attitudes or behavior regarding an issue
through the transmission of a message, in an atmosphere of free choice”
(Perloft, 2003). To put it simply, negotiation itself is an act of persuading oth-
ers to accept solutions. Persuasion strategies are essential in negotiation and
for leadership (Conger, 1998). Furthermore, persuasion involves moving
people to a position they do not currently hold by using techniques and pro-
cesses which do not include showing weakness, fabricating fake situations, or
by coercion. For effective persuasion, four steps must be followed (Cohen,
2002; Conger, 1998; Wade, 2008).

The first step is to build credibility and a trustworthy environment for
negotiation. Credibility and trust are built over time and require expertise and
relationship. Self-awareness, learning about the counterpart, and respecting
their feelings and values are critically important to foster a conducive environ-
ment for trust and confidence building. Once credibility and trust are estab-
lished, moving ahead with success in a negotiation process is highly likely.
Parties need to be honest, competent, professional, and inspiring (Kouzes &
Posner, 2003).

The second step is identifying common ground for the parties involved in
a negotiation. Finding common ground means following procedures, strate-
gies, and goals in a way that match the expectations and interests of the coun-
terpart. More importantly, the outcomes of a persuasion strategy should seem
real, authentic, and appealing to the parties in the negotiation.

The third step in persuading the other party in negotiation is to provide
evidence and facts supporting your desired outcome. Promises alone, even
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backed up by vigorous communication, may not be sufficient to convince the
other party, especially in negotiations which involve large socio-economic
stakes and interests. Experts suggest that to persuade competing parties, one
should deliver facts and explicit information about the issue or transactions
under negotiation.

The fourth step involves emotional intelligence and connecting emotion-
ally with your counterpart. Linking personal feelings and emotions with the
emotions and opinions of the counterpart is an authoritative source of persua-
sion. Some authors have suggested going beyond emotional intelligence into
the realm of social intuition. Social intuition involves self-awareness as to
one’s own cues and patterns, learning about the other’s cues and patterns, and
the ability to use similarities and differences in these in order to serve as bridg-
ing mechanisms for bringing the other around to your point of view (Schneider
& Ebner, 2017).

Opverall, to persuade the other party in negotiation and to build sufficient
confidence to move ahead in a negotiation process, parties should avoid situ-
ations of direct confrontation, focus only on business-technical postures, and
avoid self-oriented efforts. Balancing power in an unbalanced power situa-
tion, kind gestures in a hostile situation, and interest-based approaches to
negotiation are prime sources of persuasion, especially in uncertain and unfa-
miliar negotiation situations.

Ethics and Values in Negotiation

Negotiation is about the distribution of resources and benefits among the
parties at the negotiating table. Often, one of the parties or more (in cases of
multi-lateral negotiations) are in a weak situation or have less bargaining
power than their counterparts have. As discussed earlier in the chapter, that
bargaining power is gained through having access to critical resources such as
information, technology, suppliers, or money. The size of the counterpart’s
company is another potential source of high bargaining power. Bargaining
power provides negotiators with a competitive advantage when negotiating a
deal. In such cases, the role and importance of ethical standards and social
values become essential for negotiators, requiring that they learn, under-
stand, and follow a particular code of conduct and social norms for negotia-
tion (Rubin, 1995).

By definition, the term ‘ethics’ implies an understanding of moral values and
criteria allowing one to define what is wrong or right and what is good or bad—
all from a human perspective, rather than from a pure business perspective.
Negotiation approaches based on ethical standards lead to win-win outcomes,
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integrative thinking, and synergistic propositions. Ethical negotiators do not
exploit weakness and urgency of their counterpart; instead, they focus on under-
standing the full interests of both sides, cooperating with their counterpart and
cementing long-term relationships (Shell, 1991). Ethical negotiators are honest
and collaborative. They will not use any of the following negotiation tactics or
techniques when negotiating, even in a highly competitive environment:

Making threats

Showing aggressive behavior

Demanding unnecessary and subjective concessions
Following a do or die (take-it or leave-it) strategy
Developing confusion and misguiding their counterpart
False motivation and persuasion

False commitments and promises

Bad-cop/good-cop technique

Using espionage as a technique to collect information from the
counterpart

10. Exploiting personal relationships

11. Lying and hiding real objectives

12. Changing the topic

13. Exhibiting false emotion

WX N A=

In short, ethical negotiators promote joint satisfaction and maximize the
positive outcomes of negotiation. They are not harmful, aggressive, and asser-
tive. They use their power to benefit other people. They are transparent and
just, productive, and efficient.

Negotiation and Socio-cultural Aspects

In an age of increasing globalization, and an era characterized by the increas-
ing flow of commercial activities and professional ties across borders, the role
of international negotiation has gained increasing importance in international
business and relations (Faure, 1999; Foster, 1992). Individuals and profes-
sionals from different occupations engage in multidimensional activities—
including businesspeople, engineers, scientists, and people involved in
humanitarian aid. Therefore, increasing human activity across borders may
lead to improving “...possibilities for interpersonal misunderstanding caused
by differences in negotiating behaviors that are grounded in cultural differ-

ences” (Cohen, 1997).
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The influence of national cultures on managerial styles and corporate cul-
ture remains a widely discussed subject in modern times (Trompenaars,
1993). Most of the studies undertaken on differences in national cultures
and their impact on organizations find national cultures having profound
effects on leadership style, communication style, motivation strategies, and
negotiation behavior (Nicholas, Lane, & Brecha, 1999). National cultural
identity is fundamental for individual characteristics such as self-esteem,
functional effectiveness, mental health, and quality of life (UNESCO, 2002)
and thus, it has direct effects on managerial styles, including negotiating
approaches within and across organizations. National cultural factors can
complicate and even frustrate both the process and the outcome of negotia-
tion (Cohen, 1997). There is ample evidence of differences in negotiation
approaches owing to differences in national culture (Graham et al., 1994;
Moran & Stripp, 1991).

For one example, consider Mexico. Mexican national culture is generally
group-oriented. Individual members of a group maintain group harmony and
conform to social norms of the group. Healthy interpersonal relationships
and building trust are critically important for developing future business rela-
tionships. While doing business in Mexico, friendliness, goodwill, and respect
are key for success in the long run. Mexicans do business with individuals, not
with companies, so the process of establishing business relationships may take
time (Davis & Nayebpour, 2004). Making and keeping friends, whether
social or professional, is helpful for resolving both social and business prob-
lems in Mexico. Family status, connections, and education are respected
(Kras, 1989, 1994). Other vital personal features such as sincerity, integrity,
charisma, and sociability are highly valuable. Communication is polite and
diplomatic since the confrontational and conflictive approach to resolving
differences is not functional in Mexico (Katz, 2006). Decisions require time,
information, consultation, and approval from competent authorities in the
corporate hierarchy (Davis & Nayebpour, 2004; Morris & Pavett, 1992).
While some businesspeople and officials in Mexico may have only limited
exposure to other cultures, many are reasonably familiar with them and are
thus prepared for doing business internationally. When negotiating trade in
Mexico, you should realize that people might expect things to be done “their
way”, in which case you should strive to understand, and occasionally emu-
late, their behavior in order to gain acceptance by your Mexican counterparts
(Kartz, 2000).
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Information and Communication Technologies

The advent of information and communication technologies (ICTs) such as
computer and computer-related products and services has revolutionized the
way business organizations conduct their affairs, including organizational
communication, meetings, and training. Similarly, ICT has also brought
about dramatic changes in the way managers undertake business negotiations
across organizations and nations. Although the conventional model of face-
to-face negotiations has not yet been absolutely set aside, it is certainly prac-
ticed less than it used to be. In its place, emerging models of ICT-based
negotiation are gaining ground.

The emerging model of negotiation is ICT assisted or based. Depending on
the seriousness and scope of a negotiation event, negotiators may use any of
the following ICT-based channels to negotiate with counterparts, both
nationally and internationally (Thompson & Nadler, 2002):

* Negotiating via email

* Negotiating via telephone

* Negotiating via other social networks (LinkedIn, Facebook, and Skype)
* Negotiation via dedicated software

All these channels of negotiation are convenient, comfortable to work with,
and cheap. However, it is vital to answer several questions before opting for
any such avenues of negotiation, especially when the issue to negotiate is of a
complex nature and involves high stakes (Teich, Hannele, & Jyrki, 1998):

* When is it appropriate to negotiate via email, telephone, or social media?

* What are the potential risks and benefits of negotiating through any of
these media?

* What should negotiators do, specifically, when negotiating using ICT-
based modes of negotiation?

* What are the potential competitive advantages of ICT-based versus face-to-
face negotiations?

In general, ICT-based negotiations are more effective when (Starke &
Rangaswamy, 1999):

¢ 'The topic is clear and straightforward.

* 'The topic does not require extensive discussion.
¢ 'The expected response is relatively simple.

¢ 'There is little possibility of misunderstanding.
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Nevertheless, do not use ICT-based negotiation when (Starke & Rangaswamy,
1999):

¢ 'The topic is complex.

¢ 'The topic requires extensive discussion.

¢ 'The topic has great personal significance for the parties involved.
¢ 'The topic involves strong emotions and feelings.

Profile of a Successful Negotiator

How does one become a successful negotiator? Just as in any other profes-
sional career, academic preparation followed by field training and experience
are key to becoming a successful negotiator. A degree in any field comple-
mented by courses and training in the discipline of negotiation is enough to
start building a career as a negotiator. Professional development activities such
as participation in national and international academic and professional con-
ferences and seminars also enrich the knowledge and experience of a negotiator
or a would-be negotiator. As a successful negotiator, one should possess these
attributes:

¢ Cross-cultural awareness and expertise

* Proficiency in foreign languages

¢ Cross-cultural communication understanding

* Success stories as a negotiator in the industry and community; good image;
and reputation

* National and international achievements (awards and recognition)

¢ Affiliation with professional and academic associations and groups

¢ Ethical standards

* Leadership and managerial abilities

Potential Areas of Mistakes in Negotiation

There are no roses without thorns, as the saying goes. Similarly, in negotia-
tion, there are areas that are clear and understandable for negotiators and
others that are less so. Negotiation involves unknown factors and forces.
Although excellent preparation helps negotiators to avoid making major mis-
takes, there are some common assumptions that can lead to errors (Schultz &
Doerr, n.d.; Wood, 2011). Below are several of these.
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Negotiation is an easy task: Some people believe that a negotiator’s job is
smooth and does not need that much preparation. This leads to lack of
training and insufficient information collection before negotiation.
Without enough information in hand, negotiators can make errors and
even serious blunders.

Negotiation always leads toward agreement: It is very common for negotia-
tors to assume that negotiations are about reaching agreement—Ieading
them to be surprised when they encounter disagreements or differences at
the end of a negotiation. Negotiators must expect disagreements and have
a backup plan in case of negotiation breakdowns.

This negotiation will be the same as our previous negotiation: Believing
that the current negotiation will end with positive outcomes because previ-
ous negotiations with the same counterparts were successful is a common
fallacy. Circumstances change, interests and objectives change as well, and
with them—negotiation approaches and strategies change. Treating each
negotiation episode as a new ball game and preparing for it accordingly can
help negotiators avoid this mistake.

We are negotiating a forever agreement: Some negotiators see it as their goal
to achieve an everlasting agreement with their counterpart. This is unreal-
istic. Situations, objectives, interests, and parties change over time, and
thereby, it is best to create a great deal for now, and good conditions for
possible renegotiation in the future.

No need of other options: Some negotiators view developing ideas as a waste
of time and resources. Why split attention across multiple possibilities,
when we seem to have one that will fit the bill? However, negotiation
experts recommend expanding opportunities and options for successful
negotiations. The more choices you have, the better the chances are that
you will compare and reach the best deal possible.

My opponent is weak and unprepared: Both underestimating the opposing
side and overestimating yourself are risks in any negotiation. A healthy dose
of self-confidence and self-respect are fundamental for a negotiator’s suc-
cess—but not when this comes together with downplaying the strengths
and ability of your counterpart.

Guidelines for Negotiating Successfully

Whenever you get an opportunity to negotiate a commercial transaction or
a social relationship, always remember that negotiation is about cooperation
and communication. It is about building long-term relationships and
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understanding each other’s needs and demands. It is also about caring for
others and respecting their cultures and values. Attributes like patience,
empathy, and honesty are essential criteria for a negotiator to possess and
exercise. Other vital tips for successful negotiations are (Adair, Okumura, &

Brett, 2001):

* Learn about the importance of differences in cultures and cultural back-
grounds of the negotiators

* Gain proficiency in foreign languages. It is difficult to learn all foreign lan-
guages. However, learning about some of the underlying protocols of the
language spoken by your counterpart will help you avoid communication
errors

* Demonstrate positive and cooperative behavior in guiding the negotiation
process toward a positive and productive atmosphere

* Negotiators should be creative, open minded, and flexible

* Consider bargaining “give and take” as part of the overall negotiation
process

* Establish a clear-cut agenda, define deadlines, and honor them

* Commit the necessary time and resources to a negotiation event

* Have a contingency plan in place, in case of negotiation failure

* Learn about the social and business protocol and etiquette your counter-
part is used to

¢ Constantly review the negotiation process and collect timely feedback

* Respect the rules of law and codes of conduct (national or international)
that apply to the negotiation.

Terminology Used in Negotiation

The discipline of negotiation has developed its own language encompassing
phrases, slang, expressions, acronyms, and abbreviations. One crucial pre-
requisite for successful negotiators is to learn to speak the language of
negotiation across cultures. A review of the negotiation literature
(Glossary, 2018) has found the following terms and terminologies used by
different writers and speakers in the field. Of course, given the fact that
there could be many more terms, this is not presented as an exhaustive list;
nevertheless, these are the frequently used terms we suggest you remember
and understand.
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ZOPA: Zone of Possible Agreement—the span of potential agreements that are
possible, given the parties’ resources and walk-away points.

BATNA: Best Alternative to Negotiated Agreement. Introduced by Roger Fisher
and William Ury (1981) in their bestselling book, “Getting to Yes: Negotiating
Without Giving In"; this term indicates the best alternative you have, should this
negotiation go awry. Reflecting on what you can do on your own, without a yes
from your counterpart, your BATNA is one standard against which you judge any
offer your counterpart has made you. If the proposed agreement is better than
your BATNA, you should accept it. If the deal is not better than your BATNA, then
you should continue negotiations. If you cannot improve the agreement, then
you should consider withdrawing from the negotiation and pursuing your
alternative.

Bargaining Power: The bargaining power of parties in negotiation is determined
by circumstances or conditions that increase the competitive position of one
party over the other. Sources of bargaining power are knowledge, quality of the
product, size of the company, location of negotiation, and more.

Bottom Line: The bottom line could be increasing the market share, earning a
profit, building business networks, or just solving a long-standing problem
between the parties. Generally, use of the term “bottom line” refers to mone-
tary benefits involved in business transactions.

Reservation Price: The price level or price point below or above which you will
not accept the price. It is the least favorable price point at which one will approve
the deal.

Resistance Point: The point beyond which a negotiator will not settle is a resis-
tance or reservation point.

NOPA (No possible acceptance area): An area or zone (i.e., a price level) where
negotiators will not be willing to accept the offer or demand.

WATNA (Worst Alternative to a Negotiated Agreement): It is the opposite of
BATNA. What is the worst thing that will happen, should you not be able to
reach a negotiated settlement in this negotiation?

Target Point: The optimal area or point where a negotiator would like to con-
clude the negotiation process.

Distributive Negotiation: A negotiation process in which the outcome would be
zero-sum. It means one party will lose and the other party will win.

Integrative Negotiation: A negotiation process in which the outcome would be
positive-sum. All parties at the negotiation table will come out as winners.

Bargaining Mix: The entire package of issues involved in a negotiation. Each
topic can have its starting and finishing point. For example, when negotiating
selling or buying a product, the bargaining mix will likely include price, quality,
delivery date, guarantees, and after-sale services.

(continued)
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(continued)

Starting Point: When you are selling, the first price you offer the buyer and the
first counter-offer you receive from the buyer are the starting points in a sale-
purchase negotiation.

Settlement Point: The final point at which negotiators agree on a price/
number.

MESO Negotiation: Multiple similar simultaneous offers (MESO) is a negotiation
strategy, which allows negotiators to propose multiple offers without commit-
ting to any of them. You propose them to the other party, in order to get a sense
of which direction seems to appeal to them, and then follow-up along that path.
You can use such an approach to create value for a counterpart who is not ready
to negotiate (Shonk, 2016).

Authors’ own creation

Final Thoughts

Learning about the discipline of negotiation and its importance in resolving
differences, disagreement, and disputes in our societies is the need of the hour.
Humanity today stands at a critical juncture. Regions and nation-states
around the world are engulfed in diverse forms of conflict. On a daily basis,
we hear news of political, strategic, and commercial disputes across the world
ranging from the South China Sea, Yemen, Syria, North and South Korea,
Afghanistan, Kashmir, Palestine and Israel, BREXIT, Iran and P5+1 group
nuclear deal, and many more.

In particular, in an increasingly globalized environment of products, ser-
vices, and people, the role of negotiation is gaining even more importance as
a source of defining and concluding international business transactions and
deals (Foster, 1992). The need for understanding global negotiation also
demands an understanding of how global cultural systems, global companies,
and global institutions function. Ironically, adding more fuel to the fire and
salt to the wounds of a world that is already going through rough times, the
international and intercontinental tariff wars have just begun, led by the
US. As this chapter is being finalized, we can share a recent article from the

New York Times (Swanson, 2018):

The Trump administration on Friday escalated a trade war between the world's two
largest economies, moving ahead with tariffs on $50 billion of Chinese goods and
provoking an immediate tit-for-tat response from Beijing. The president is battling
on a global front, aiming ar allies and adversaries alike. The United States has levied
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global tariffs on metal imports that include those from Europe, Canada, and Mexico
while threatening to tear up the North American Free Trade Agreement. These coun-
tries are fighting back, drawing up retaliatory measures that go after products in Mr.
Trump’s political base. China’s response was swift on Friday, focusing on $50 billion
worth of American goods including beef, poultry, tobacco, and cars.

Even assuming that the US’ concerns are genuine and it has been too soft
or generous in the past with its allies and friends in facilitating international
trades and investments for them and negotiating free trade agreements which
are favorable to them. Can we not renegotiate all those agreements and friend-
ships sitting around the table, in a friendly and frank environment, rather
than through unilateral action and saber rattling? Conflicts cannot be resolved
through disputes. Conflicts engender further conflicts and foster dysfunc-
tional relations.

All these conflicts are multidimensional and can only be resolved through
bilateral and multi-lateral negotiation platforms. Direct dialogue and open
negotiations will eliminate misunderstandings, misperceptions, and miscom-
munication among parties in conflict. Negotiations can promote harmony
and friendship, bringing peace and prosperity to the sharply divided world of
the twenty-first century.
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Negotiating for Strategic Alliances

Andreas M. Hartmann

Introduction

It has been argued that due to the growing complexity of production and
accelerated technological development, most firms need to find partners to
keep up in the era of globalized competition. This state of affairs has been
labeled “alliance capitalism” (cf. Dunning, 1995). Alliances are the connect-
ing elements within global value chains, where the production of a good or
service for a final customer is the result of a network of interfirm cooperative
arrangements. Even if in many cases alliance partners maintain a formal
supplier-buyer relationship, any type of bespoke B2B product or service that
requires some adaptation in quality or delivery mode beyond the commodity
standards implies a mutual dependency between the partners. In those cases,
arms-length contracting is insufficient for ensuring effective coordination; the
effective setup and management of such collaborative ties becomes an impor-
tant issue that can turn into a competitive advantage for firms (Ireland, Hitt,
& Vaidyanath, 2002). This chapter presents a microlevel view on how such
alliances are set up and kept functioning, through negotiation.

Strategic Alliances Between Contracts and Negotiations: The academic
literature on strategic alliances has focused far more on contracts than on
negotiation. Even a book chapter that revolves around incomplete contracts
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(Sumo, Duysters, van der Valk, & van Weele, 2014) fails to address the coun-
terpart of such supposed incompleteness, which is of course a constant process
of inter-partner negotiations. This bias is caused by the dominance of certain
management theories for describing alliance-related phenomena, namely
agency theory, game theory, and transaction cost economics (e.g., Parkhe,
1993). All these theoretical approaches deal with structures and outcomes at
the organizational level, and quite naturally combine with such abstract terms
as “relational governance” within alliances (cf. Larsen & Lyngsie, 2017). Even
the umbrella term “alliance capability” (cf. De Man, Duysters, & Saebi,
2010), which has connected research on strategic alliances with the capability
literature, does not necessarily focus on concrete actions such as negotiation,
although Schreiner, Kale, and Corsten (2009) do consider such process cate-
gories as coordination, communication, and bonding. However, the lack of
scholarly attention to micro-processes within alliances seems to be congruent
with the fact that “one of the main reasons for alliance failure can be found in
managers’ inability to address relational problems arising after the contractual
agreement,” as Comi and Eppler (2015, p. 75) summarize the literature on
alliance management. While a classic how-to book on alliances such as Kuglin
and Hook (2002) gives far greater weight to contracts (mentioned 18 times)
than to negotiation (mentioned 6 times), the mentality of alliance specialists
seems to be changing: a recent textbook on alliances also favors the design of
the contract, but insists on the necessity of renegotiation (Mesquita, Rogzzini,
& Reuer, 2017).

By contrast, negotiation processes usually do take place, in practice, and
should be framed at the individual or small-group level. It is thus fortunate for
the training of current and future managers that other textbooks on alliances
recognize the importance of negotiation processes by dedicating a whole
chapter to either the initial negotiation (Tjemkes, Vos, & Burgers, 2017) or
the “mutual adjustment and continuous negotiation” (De Man, 2013,
pp. 167-179).

Defining “Strategic Alliances™ Strategic alliances is a rather broad term
that covers “a variety of interfirm cooperation agreements, ranging from
shared research to formal joint ventures and minority equity participation”
(Bartlett & Beamish, 2018, p. 346). In all such cases, alliances involve “fows
and linkages that utilize resources and/or governance structures from autono-
mous organizations, for the joint accomplishment of individual goals®
(Parkhe, 1991, p. 581). Alliance partners might join forces to cover larger
markets, to share risk and investment costs, to share knowledge, or to special-
ize in one area while leaving another one to a partner. This chapter deals with
how firms negotiate such alliance agreements and how negotiation is a central
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part of interaction between the partners once the collaboration is under way,
following Vlaar, Klijn, Arifio, and Reuers (2010) distinction between
negotiation as pre-formation processes and (re)negotiation as a post-formation
process.

Structure of this chapter: After this introduction, the section “Types of
Strategic Alliances” offers a classification of strategic alliances into four dimen-
sions: Scope of collaboration, degree of participation, partner (a)symmetry,
and number of partners. The section on “Elements to Negotiate for Setting
Up a Strategic Alliance” explains the elements that need to be negotiated for
setting up a strategic alliance. The section “Alliances as an Ongoing Exercise
in Negotiation” presents alliances as an ongoing exercise in negotiation. The
final section presents conclusions and recommendations.

Types of Strategic Alliances

For setting up a strategic alliance, the future partners not only need to find
each other and try to ascertain as much as possible about their counterparts,
they are also required to engage in a series of negotiations in order to establish
the other party’s willingness to cooperate, to build trust, and to work out the
exact shape and conditions of the partnership (cf. Vlaar et al., 2010). Alliances
can assume a dazzling number of forms. The following paragraphs present a
rough sorting pattern, which allows the visualization of some aspects that
influence the negotiation of the different types of partnerships.

Scope of Activities in the Value Chain: Within a material value chain,
ranging from the extraction or production of raw materials to the delivery
to the end customer, suppliers and buyers have a structural incentive to work
closely with each other when they provide highly customized goods and
services. This is the case for any manufacturing firm supplying customized
inputs for the producer of an intermediate or final good, but also for many
services like software, logistics, distribution, or bespoke forms of financing or
insurance. Typical partnership arrangements are thus designed for contract
farming, contract manufacturing, third-party logistics, business process out-
sourcing, franchising, or the setup of turnkey operations, among others. For
each such collaboration, the precise scope of activities and the mechanisms of
mutual influence between the partners need to be negotiated. In the case of a
turnkey operation for a power plant, for example, the agreement usually goes
far beyond technical specifications and includes specific delivery milestones,
warranties, and financing details. Such an arrangement might include many
idiosyncratic elements, so there is a lot of room for inter-partner negotiation.
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On the other extreme, many franchise contracts—such as for restaurants,
hotels, or convenience stores—are based on boilerplate agreements where
franchisors use their bargaining power to reduce negotiation and other trans-
action costs to a minimum. It is also common to define a time frame for the
alliance, either with or without an option for continuation at the end of the
originally defined period.

Degrees of Equity Participation: Depending on the degree of equity par-
ticipation of the partners, alliances can be classified as mere contractual alli-
ances without any equity participation, minority equity participation, and
joint ventures (JVs). Maybe the most emblematic form of an alliance is a JV,
where two or more partners bring in equity and other resources to form a new,
formally independent entity. A well-known international JV was Sony
Ericsson, a mobile phone manufacturer set up as a 50:50 partnership between
the Japanese consumer electronics firm and the Swedish telephone network
equipment manufacturer. The purpose for setting up such a JV is often to
expand the partners’ businesses into new areas, which need a certain degree of
independence from the parent companies. On the other hand, minority
equity participations are often set up to provide financial stability to a partner
perceived as vitally important in current business or representing a techno-
logical or market option for the future. For example, a pharmaceutical com-
pany might take a financial interest in a small research lab that needs extra
funding to advance its testing activities. How much the minority partner
invests and what exact decision rights accompany such investment is one of
the key issues to be negotiated. The most commonly encountered forms of
strategic alliances, however, do not imply an equity investment by any of the
partners and thus do not provide opportunities for directly intervening in the
counterpart’s affairs. Contracts need to be negotiated in detail and revised
whenever circumstances change.

Relative (A)symmetry of the Alliance Partners: Negotiations for setting
up strategic alliances may be subject to important power imbalances, where
the larger or financially healthier partner can practically impose conditions
(and prices) on the smaller one. Another factor contributing to power imbal-
ance can be one partner’s ties to a network, for example, in those cases where
government connections are key for the success of the collaboration.
DeGhetto, Sutton, Holcomb, and Holmes (2015) argue that personal ties can
help SMEs from emerging economies to increase their bargaining power
against multinational enterprises. Prashantham and Birkinshaw (2008) have
even formulated tips for “dancing with gorillas,” so that local SMEs could
afford to enter such relationships and then extend them without jeopardizing
their own existence. In other cases, such as typical franchising relationships in
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service-intensive industries, however, the franchisor’s power is so overwhelm-
ing that individual franchisees must accept standard contracts that dictate low
profit margins and allow the franchisor to intervene in details of the franchi-
see’s operations. Under such circumstances, negotiation latitude will usually
be reduced to a minimum.

Dyadic Alliances versus Multiparty Alliances: Many alliances are dyadic
in nature, that is, they involve two partners that each play a clearly deter-
mined role within the relationship. One key issue when setting up these
dyadic alliances is to delimit who does exactly what in order to create a
positive-sum collaboration. The ensuing negotiation will become more com-
plicated to the degree that the two partners’ scopes of activity and capability
are similar, creating a tension between collaboration and competition (for
details of the dynamics in co-opetitive arrangements, see Brandenburger &
Nalebuff, 1997). Partners are thus advised to consider and negotiate very care-
fully what they want to share and which parts of the business they want to
keep away from their partners.

On the other hand, there are several forms of multiparty alliances that
imply both initial and ongoing negotiation processes. The following short
paragraphs discuss three types of multiparty alliances, a list that of course
could be extended to a whole chapter. In the airline industry, most major full-
service companies based in developed and emerging economies are part of one
of the world’s leading three alliances: Star Alliance, SkyTeam, and Oneworld.
Such alliances offer their members advantages on both the resource side and
the market side: Through code sharing, joint use of facilities, and supplier
bundling, member airlines realize significant economies of scale. The increase
of the network, on the other hand, allows for capturing a larger portion of the
global air travel market, as passengers are steered to connecting with one of
the partners. The largest airline alliance in the world is Star Alliance, which
was created by only five member companies in 1997 but has since grown to
28 members as of March 2018. This extraordinary growth went from a
negotiation-based approach to a formal structure including a full-time man-
agement team set up in 2000, a common IT platform launched in 2005, and
a proprietary booking engine implemented in 2009 (Star Alliance, 2017). For
most member airlines—especially the leading ones, Lufthansa and United—
this alliance has been a boon, although there are some less successful examples,
like Mexicana, which left the alliance in 2004 only to file for bankruptcy six
years later, and Brazil’s Varig, whose membership was suspended when it ran
into financial trouble. Details of negotiations on entering or leaving the alli-
ance are normally not made public, so one can only imagine what has been
going on behind closed doors.
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Large infrastructure projects can also be framed as temporary alliances
between the parties involved, which usually include engineering companies
and different types of building contractors. Often called a consortium, such
project-based interfirm agreements have a clearly delimited purpose and are
usually disbanded once the goals are achieved, although the same partners
might meet up again for different assignments. The project management
approach usually emphasizes planning, organizing, and controlling (cf.
Cleland & Gareis, 2006), while reports from the field emphasize the impor-
tance of negotiation to finish complicated projects with multiple partners,
such as the expansion of the Panama Canal (van Marrewijk, Ybema, Smits,
Clegg, & Pitsis, 2016). Even a relatively standard project such as the construc-
tion of a new metro line in Monterrey, Mexico, required the cooperation
between a local construction company, a German-based electric control out-
fitter, and a Canadian-based vehicle manufacturer, who had to negotiate both
among each other and facing local authorities, including the contracting
entity.

Within the Japanese economy, business groups known as keiretsus have
long played a considerable role (cf. Todeva, 2005). There are vertical keiretsus
such as Toyota, which works with a network of exclusive providers, with
whom it has multiple financial ties on top of the technical and supply rela-
tionships. Horizontal keiretsus such as Mitsubishi and Sumitomo operate in
many different fields, working together through a common bank and some-
times a trading firm. The firms are connected by a network of personal con-
tacts and cross-holding of shares. Negotiations within the network are
notoriously confidential, as one of the key concerns is to keep outsiders at bay.

Intercultural Alliances: The inherent difficulties of having to work two or
more organizations toward a common goal can be compounded when there
are considerable cultural differences between the partners. Such differences
come to the fore in negotiation behavior, for example, when members of indi-
vidualistic cultures meet with collectivists, who are often more relationship-
oriented than task-oriented. According to Gammelgaard, Kumar, and Worm
(2013), such cultural differences influence process discrepancies, outcome
discrepancies, issues of trust, and the decision of whether to renegotiate or exit
the alliance in case of dissatisfaction. Cultural differences also appear with
regard to the meaning of the initial contract, for example, “signing a contract
with the Chinese may mean the beginning of real negotiations” (Chen, 2008,
p. 278), an approach that would probably lead to legal conflict in contract-
based societies such as the USA.



Negotiating for Strategic Alliances 59

Elements to Negotiate for Setting Up a Strategic
Alliance

Object and Limits of the Collaboration: The first topic to negotiate for in a
future alliance agreement is the precise purpose and scope of the collabora-
tion, that is, which products to manufacture, which services to deliver, or
which technologies to develop. At this point, the future partners usually also
define who contributes which part to the effort, concerning funding, technol-
ogy, and critical personnel, although these contributions often need to be
modified once the alliance is functioning. The efforts that are expended by
each of the parties should lead to a corresponding split of future results, which
is another vital issue in the initial negotiation. Since no agreement can foresee
all possible future events, the agreement should also set up a governance struc-
ture where the decision rights and the obligations of the parties are defined in
detail. Finally, the alliance agreement usually includes a time horizon, which
may determine periodic reviews, and a termination date, which can include or
not an option for renewal. All these issues are subject to negotiation, which of
course requires considerable time if done thoroughly. Failure to discuss the
points listed earlier will undoubtedly require further negotiation and may lead
to open conflict when parties disagree about what they thought was the pre-
cise content and spirit of the agreement.

The Degree of Formalization and Standardization: Depending on the
experience of the partners, the degree of certainty about market and technol-
ogy developments, and the faith in the rule of law in the corresponding coun-
tries, partners will strive to stipulate the alliance in greater or less detail. In
practice, it would be somewhat time-consuming and legally challenging to
devise such agreements from scratch. Partners with ample alliance experience
might use their previous agreements as models for the one under negotiation,
while for other, less complicated cases, there is a significant number of tem-
plates available. For example, both Llamazares (2010) and Shippey (1998)
offer books with illustrations of contracts for international distribution, con-
sulting, licensing, technology transfer, and so forth.

Although there is general agreement on the fact that all contracts are neces-
sarily incomplete and cannot cover all possible future events, scholars don’t
quite concur regarding the benefits of pushing for further formalization. Some
alliance researchers from Western Europe with its relatively well-functioning
legal systems “assume [...] that the more specified the legal agreement, the
better the alignment of goals and behavior and the lower the risk of opportu-
nistic behavior” (Neumann & Bachmann, 2011, p. 163). Similarly, Reuer
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and Arifio (2002) found that contractual safeguards reduced the probability
of renegotiating alliance terms for a sample from Spain. On the other hand, a
prominent alliance researcher focusing on India—a country with a relatively
weak legal system—states that “rigorous contracts at best will be moderately
effective in deterring type-2 [i.e., high relational risk/short deceit horizon]
deceitful behavior” (Das, 2005, p. 711). This discrepancy in learned opinions
is a reminder that jurisdiction is a major concern; indeed, most alliance con-
tracts contain a clause determining where partners could take each other to
court if one of the partners feels compelled to do so.

A special consideration for negotiating such agreements is the question of
the degree to which legal professionals should be involved in the process of
hammering out a deal. In a highly legalistic and litigious system such as the
USA, omitting a detailed legal review of contract terms would be considered
negligent and potentially costly for any party entering such agreements. On
the other extreme, traditional Japanese firms would not attach a lot of impor-
tance to the written contract; in fact, bringing in lawyers in the early phases
of negotiation might be considered a show of distrust that could ruin the
building of a harmonious relationship, which is regarded as the main purpose
of such negotiations.

When alliance partners hail from countries with very different legal back-
grounds, the question arises as to which legal system to apply. Contracts often
contain a specific clause stipulating jurisdiction for the case of legal disputes.
Of course, each of the partners would prefer to have home advantage in legal
matters so that the jurisdiction clause may reflect power relationships in the
alliance. However, when cultural distance is high and legal systems are very
different, the outcome often seems to be a less detailed contract (cf. Delerue
& Sicotte, 2018) and alliance partners from countries where legal protection
is doubtful—Mexico, for example—will place an increased emphasis on trust
(ct. Teegen & Doh, 2002).

In general terms, contracts that are written too “tightly” might be a hin-
drance for specific goals of the alliance that require innovation. For this rea-
son, Sumo et al. (2014) point out the benefits of incomplete contracts, which
allow for flexibility and freedom in the implementation of the agreement.
There is also a possible adverse effect of too many legal details in contracts, as
partners might focus more on loss prevention than on value creation, leading
to suboptimal outcomes in practice (cf. Siebel, 2014).

Containing the Partners’ Opportunism: As explained earlier, contracts
alone are insufficient to make sure that the partners will not take advantage of
each other. Researchers thus insist on the importance of building trust (cf.
Neumann & Bachmann, 2011) early on in the process. In this sense, the
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negotiation process itself can be viewed as an exercise in gradual trust build-
ing, following the rules for mutual information disclosure and consideration
of both parties’ interests. When one of the partners feels that the counterpart
does not apply rules of fairness in the negotiation, the alliance might not be
established, despite lengthy negotiations aiming toward this goal (cf. Arifio &
Ring, 2010). The rules for establishing trustful relationships are described in
most negotiation textbooks under the heading of “integrative negotiation”
(e.g., Lewicki, Barry, & Saunders, 2015) and do not require further explana-
tion in this chapter. However, Lui and Ngo (2004) were able to show that it
is necessary to distinguish between competence trust and goodwill trust, and
that only the latter can be a substitute for contractual safeguards. Similarly,
from a detailed case study about a failed alliance in the Scandinavian financial
service industry, Lueg and Pedersen (2014) conclude that output and behav-
ioral controls reduce trust, while social controls would offer the opportunity
for building trust.

Applying the dual concerns model for negotiation, Das and Kumar (2011)
state that a problem-solving strategy is superior for the formation, operation,
and outcome of strategic alliances, if compared to the alternative strategies of
contending, yielding, and compromising. However, Das and Kumar (2011)
base their model on the simplifying assumption that the partners’ behaviors
will be symmetrical, while for the case where one of the partners does not
pursue a cooperative strategy, the other one may be better off applying a con-
tending or compromising approach. Under the best scenario, a cautious col-
laboration will help with building trust, so that over the long term, the
partners will engage in mutual problem-solving.

The assumption that familiarity necessarily breeds trust is contradicted by
the many experiences of alliances that end in less than friendly separations or
that chug on only because one of the partners decides that suffering continued
abuse is better than separation. For example, Western car companies in China
are forced by government authorities to enter JVs with local partners, and in
some instances they have reported patent infringement committed by their
domestic partner. Such was the case with Volkswagen and its long-term part-
ner FAW (Handelsblatt, 2012, July 27). In such cases, a negotiated approach
to conflict resolution reaches its limits, as it does not make sense to draw up
an agreement that you don't expect your partner to respect.

Contingent Agreements: Except for dispute resolution cases, all negotia-
tions about alliances concern future events, which always contain elements of
unpredictability. Parties that are highly risk-averse might thus be reluctant to
engage in alliance collaborations. One way of reducing risk is adopting a stage-
wise approach, in which commitments are implemented only at previously
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defined milestones, such as specific production or sales targets. A typical
approach to such contingent agreement is linking one partner’s equity partici-
pation to the future development of the ]V, in the form of a refund that is due
only if specific threshold values are reached. Contingent agreements are a stan-
dard element for investors who provide funding for new ventures, which are
often highly risky. However, all such clauses require the partners to engage in
scenario planning and detailed negotiation, adding to overall transaction costs.
For the case of an alliance between a knowledge provider and a knowledge
recipient, Contractor and Ra recommend “a multiplicity of payment types,
including royalties, lumpsum payments and returns on equity” (2000, p. 271)
to balance the provider’s interest in stable payments and better monitoring
against shirking. Thus, there is an argument to be made in favor of negotiating
somewhat sophisticated agreements.

Dispute Resolution Clauses: In case an alliance fails from the perspective
of at least one of the partners, and this partner finds fault with his or her
counterpart, the default option for many Western business firms is to litigate.
However, going to court has several drawbacks, notably the possibility of a
prolonged and costly dispute, the inherent uncertainty of the judge’s ruling,
and the partially misaligned incentives of the lawyers, whose own economic
interest is to bill as many hours as possible by making matters complicated.
Therefore, at least in the USA, alternative dispute resolution (ADR) mecha-
nisms have become standard elements of many business contracts, including
alliance agreements. Typical forms of ADR are mediation and arbitration, as
well as combinations thereof (cf. Shonk, 2018a, February 19). Mediation is
an assisted, orderly form of negotiation, while arbitration means voluntarily
handing over decision power to a third party. Apparently, the type of ADR
and the venue for such proceedings can be another issue of negotiation when
setting up an alliance. Based on a study of 102 business disputes, Lumineau
and Malhotra found that “a greater emphasis on contracting may also encour-
age parties to take the task of resolving conflict more seriously” (2011, p. 548);
in other words, the enhanced transaction costs that go into negotiating a
detailed contract may be money well spent.

Alliances as an Ongoing Exercise in Negotiation

As Salacuse states, “a business deal of any significant duration is an ongoing

negotiation between parties, who must apply their agreement to unforeseen

circumstances and adjust their relationship to a constantly changing environ-
» . . . .

ment” (2018, emphasis in the original text).
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As opposed to the typical arms-length attitudes common to sales bargain-
ing, the initial negotiation attitude of future alliance partners should be more
integrative than distributive. Rao and Schmidt (1998) found that US negotia-
tors favored soft over hard tactics in international alliance negotiations when
their time horizon was more prolonged, although other factors such as per-
sonal dispositions and cultural distance also influenced these behaviors.

As it is virtually impossible to draw up a contract that would foresee all
kinds of future contingencies and developments, the governance of alliances
is usually a mixture between contractual and relational elements. When the
environmental uncertainty increases, the relational part and therefore the
need for ongoing negotiation increases with it (cf. Abdi & Aulakh, 2017). Das
and Teng (2000) have classified the tensions that are inherent to strategic alli-
ances as competition versus cooperation, flexibility versus rigidity, and short-
term versus long-term orientation. Especially the first one of these tensions
offers a wide field for ongoing negotiation, where partners” attitudes deter-
mine outcomes with respect to the two other tensions.

Planning for the Evolving Alliance: Many alliances evolve over time, and
these changes cannot be foreseen when signing the initial agreement. One of
the reasons for this evolution is possible changes in the partners’ relative
resource endowments. Dyer, Singh, and Hesterly (2018) argue that there are
four constellations when a partner’s ex-post bargaining power increases: repli-
cation or replacement of the partner’s complementary resources, development
of additional resources that are synergistic with the alliance, lower investment
in relation-specific assets leading to less relative dependency on the partner,
and preventing imitation of strategic resources by competitors. In the long
run, the partner with increased bargaining power might want to refashion the
conditions of the alliance or even terminate it. One case where an alliance in
the international food industry was involved in a bitter feud was the partner-
ship between Chinese Wahaha and French Danone, which reached the point
where both parties accused each other of breach of contract and sought the
support of their respective national governments. Interestingly, this case was
settled through negotiation (cf. Tian, 2016), although the cost of fighting
instead of collaborating turned out to be enormous, regarding both lost
opportunities and a tarnished public image.

Another reason for renegotiating an existing agreement is changing market
conditions or a set of unrealistic expectations that shaped the original agree-
ment. For example, Kalnins (2005) found that most master franchise agree-
ments involving a US-based franchisor needed to adjust the franchisee’s
development commitments after a certain period of time. For those cases
where changing circumstances require formal renegotiation of the initial
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contract, de Man recommends that “alliance managers carry out renegotia-
tions, not a different team. Organizing renegotiations in this manner ensures
that a renewed deal fits with the existing alliance, that all relevant knowledge
of the alliance is incorporated in the renegotiation, and that the end result will
be executed because the deal is renegotiated by the same individuals who are
responsible for its implementation” (2013, p. 86).

Relationship management: Andersen has presented a formal model of
what he calls “network enterprise management tasks” (2011, p. 193). At the
relationship level, these tasks include the initiation of relationships, relation
maintenance and routinization, and relationship development and termina-
tion. All of these generic tasks involve intensive inter-partner negotiation.

The role of interface managers: Typically, organizations focus mainly on
their internal activities and leave the task of dealing with alliance partners to
specific individuals, who might be explicitly designated or evolve from either
previous contacts or the ongoing alliance process. According to Gulati, Sytch,
and Mehrotra, “in many organizations, the employees who initiate the con-
tact with the alliance partner and negotiate the terms of the deal are usually
not the ones running the alliance” (2008, p. 161), which may lead to a mis-
alignment of goals among members of the same organization.

The boundary spanners in charge of handling the ongoing relationship are
often referred to as interface managers. According to Bartlett and Beamish
(2010), interface managers need to know about internal processes, have cred-
ibility and status within their organizations, and be acquainted with the orga-
nization’s strategies and goals. Based on these, they will negotiate the details of
the ongoing alliance relation.

The long-term prospects of strategic alliances: According to Das and Teng
(1999), strategic alliances between firms are inherently risky and present a
failure rate of up to 50%. It must be pointed out, however, that the dissolu-
tion of an alliance is not necessarily a failure, as some alliances were designed
for a limited time anyway, especially those where the partners wanted to learn
from each other, for example, about specific technologies or access to new
markets. Once the learning cycle has been completed, there may not be many
reasons left to keep working together. Of course, alliances can also be severely
affected by external conditions, such as a change in government policies,
evolving consumer preferences, or competitors’ actions. In any event, the ter-
mination of an alliance usually sets in motion the last phase of negotiation
between the partners.

Das and Teng (2000) have developed a framework for predicting the out-
come of alliances based on a combination of external tensions: Behavioral
(cooperation vs. competition), structural (rigidity vs. flexibility), and
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psychological (long-term vs. short-term) factors combine to favor one of three
types of outcomes, namely mergers/acquisitions, stability, and dissolution.

The first type of outcome is when one partner acquires the other, or at least
the other’s part in what used to be the commonly owned JV. This would be
the case if the acquirer has a stronger interest in the further development of
the venture and greater faith in its prospect than its partner does. A relatively
well-known example is the former cell phone manufacturer Sony Ericsson, a
50:50 Japanese-Swedish JV created in 2001. The brand achieved respectable
market participation in its first years of existence, but sales started declining
after 2007, mainly due to intense competition from Apple and other manu-
facturers. Finally, in 2011, Sony bought out its former partner (cf.
Thoumrungroje, 2004) and continued developing and selling cell phones
under the Xperia brand.

When partners show flexibility, a long-term orientation, and a cooperative
attitude, alliances may last for many decades. From many researchers’ point of
view, such continuity is not interesting, and journalists will hardly cover these
relationships, due to their professional bias toward bad news. However, such
collaborations do exist. For example, the Mexican food company Sigma
Alimentos has for decades been distributing Oscar Mayer sausages and cold
cuts as well as Yoplait yogurts in Mexico, even though both brands have
changed ownership over the years. On the other hand, there is evidence of
firms clinging on to failed alliances, notably due to social pressure on the
management team and such well-known negotiation phenomena as an escala-
tion of commitment and the sunk-cost fallacy (cf. Delios, Inkpen, & Ross,
2004; Inkpen & Ross, 2001). A long-term relationship may also require peri-
odic renegotiation efforts, which can be quite costly (cf. Artz & Brush, 2000).

The most newsworthy cases of alliance terminations, of course, are dissolu-
tions, especially when in the final period; the partners leave the negotiation
terrain and end up in arbitration or court. A well-known example from the
USA is the partnership between coffee maker Starbucks and Kraft Foods,
established in 1998. By 2010 Starbucks had left the agreement, after Kraft
refused to distribute coffee pods designed for coffee machines other than their
own. Negotiations between the two partners broke down, and Starbucks
agreed to pay a hefty fine to grab a more significant share of the coffee-pod
market (cf. Shonk, 2018b, March 29). In this case, market conditions had
changed, and one partner wanted to move on, while the other one preferred
to hold on to the original agreement.
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Final Thoughts

This chapter describes negotiation as a significant part of alliance manage-
ment. The traditional view is that there is an intense negotiation process for
setting up an alliance, which culminates in a detailed contract between the
partners. According to this simplified, legalistic conception, the remainder of
the alliance life span is dedicated to implementing the agreement. In contrast,
this chapter demonstrates the multiple facets of alliances, which are too varied
to be included in a contract and the changing conditions of alliances, which
lead to both continuous negotiations as part of the operational task and rene-
gotiations when the need arises to change the base agreement.

A series of recommendations can be derived from the issues described in
this chapter:

Alliance contracts need to cover many problems and require dedicating a sig-
nificant amount of time and effort to getting to know the partner(s) and
devising the best ways to collaborate. Even in societies with weak legal
systems, the future partner should strive to look at as many aspects as pos-
sible of the future alliance. Furthermore, it is crucial to get the incentives
right through more sophisticated mechanisms, such as stepwise implemen-
tation, contingent agreements, and clauses for ADR, for the case where the
relationship turns sour.

The complexity of good alliance agreement and management requires desig-
nating one or several specialists who should be involved in both the initial
negotiation and the ongoing relationship with the partner(s). Such inter-
face managers should have an in-depth knowledge of the own organization
and the partner(s) to anticipate problems and detect opportunities for
improved synergies.

Finally, most alliances have a delimited life cycle with a beginning and an end.
By clearly defining the desired results and thinking through the whole
cycle, negotiators will benefit from engaging in long-term planning, which
includes an appropriate exit strategy that minimizes costs and damages. In
particular, those alliances in which the primary objective is to learn from
the partner are analogous to getting a college degree: One might enjoy the
experience for many years, but finally, it will be time to move on. As alli-
ances often do not come with a predesigned schedule, when to terminate
or reshape the current agreement is a decision to be made wisely, and nego-
tiate well.
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Transcendental Negotiations: Creating
Value with Transgenerational Negotiations

Habib Chamoun-Nicolas and Randy D. Hazlett

Introduction

In this chapter, we discuss three approaches to negotiation: distributive or
positional negotiation, integrative or interest-based negotiation, and tran-
scendent or transgenerational negotiation. The first two are well-addressed in
the negotiation literature, while the third is new. This chapter briefly reviews
the first two approaches, in order to contrast them with the transcendental
approach. Chamoun, Martin, Pereda, and Hazlett (2016) first introduced the
concept of transcendent negotiation by analyzing consciousness as an anthro-
pological foundation for negotiation. In this framework, negotiation is not
only an instrument of purpose, it is also an end, as the negotiator’s entire well-
being is at stake. A transcendent approach to negotiation recognizes that
negotiation outcomes create inner happiness and can possibly even benefit
future generations. According to St Thomas Aquinas (1274), “Being is mani-
fested in man as the ultimate goal of elevating the Self to the transcendental
value of happiness.” Chamoun et al. (2016) have identified pillars sourced in
ancient wisdom that characterize a sensible negotiator: prudence, justice, for-
titude, temperance, and discernment. The presence of these pillars can lead to
robust and transcendent negotiations. Transcendent negotiations have been
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recorded for thousands of years—at least since the time of Herodotus (1997).
However, they haven’t been identified or categorized as transcendent negotia-
tions until recently. Understanding transcendent negotiation requires, there-
fore, a brief journey in space and time.

Negotiating Transcendentally: Lessons
from an Ancient Culture

The Phoenicians were Canaanites who flourished in the region of modern-day
Lebanon and Israel from about 1200 BCE until the conquest of the region by
Alexander the Great in 332 BCE; the origins of this culture could possibly go
back as far as 2500 BCE (Sanford Holst, 2005).

Chamoun and Hazlett (2007) described how the Phoenicians built a long-
lasting negotiation reputation and a trustworthy negotiation network. The
Phoenicians learned to extract red, blue, and especially violet dyes from sea
snails and mollusks. They recognized the market value of this prized product
and understood their customers’ needs. The Phoenicians supplied the deep
purple dyes to an elitist market—kings and royalty. The very name
“Phoenicians” is derived from the Greek word phoinikes, or purple. To them-
selves, they were Canaanites; to their customers, they were Phoenicians.
Another of their natural resources was cedar—a wood in high demand among
neighboring city states. To avoid being invaded and plundered, they con-
vinced their contemporaries that maintaining a good long-term business rela-
tionship would be more beneficial for everyone since the Phoenicians had the
largest merchant fleet at that time. Instead of focusing on one city, they
founded small towns and ports in strategic locations to trade with major
Mediterranean city states. In addition to cedar, the Phoenicians traded raw
materials, such as dyes, cotton, linen, glass, metals, and even ivory. Their strat-
egy didn’t consist of competing with their neighbors for control of a product,
but rather in making business partnerships with all, practicing a philosophy
with eight basic principles: have a solid product base, locate centrally, expand
geographically, grow inventory, fill commodity and also retail markets, price
fairly, deal honestly, and always deliver the goods.

Utilizing this intercultural and mobile model, the Phoenicians were able to
maintain their freedom, becoming indispensable to their neighbors, thanks to
the asset of their merchant fleet. For example, the port at Carthage is esti-
mated to have been home to 200 ships, each capable of transporting more
than 600 people. They also managed their relationships diplomatically. The

Phoenicians were not interested in the military invasion of others to impose
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their culture. The stability of their business expansion depended upon their
negotiating capacity, in addition to the proper protection of routes, caravans,
and ships against attack by thieves or pirates.

The region of Canaan, one of the most important Phoenician centers, was
chosen by the Israelites after their exodus from Egypt. The Biblical description
of their settlement of the region relates that to avoid corruption of their reli-
gion, the Israelites—upon divine commandment—forcibly displaced all other
people from the region. Army after army fell to them with no survivors. The
Phoenicians, however, remained and thrived as a culture. When the ancient
kingdom of Israel peaked in regional political dominance under King David
and his son Solomon, so too did the Phoenicians in terms of commerce. Israel
had the wealth, and the Phoenicians had the goods.

To be successful, they had more than the goods. While they could initially
position themselves as trading partners of choice with a diverse base of prod-
ucts and services, the Phoenicians recognized that having goods without sales-
manship is not a recipe for long-term market success. To expand and assure
their success, the Phoenicians became highly developed communicators. They
created the phonetic alphabet that placed reading and writing in the hands of
the masses.

Instead of practicing usury or manipulation, the Phoenicians maintained a
trading philosophy based on the need for products and transparency of rela-
tionships. Exploring Phoenician practice, we can distill seven ethical princi-
ples which still preserve their universal value in contemporary times (Sanford
Holst, 2005): (1) Create Partnerships, (2) Trade Internationally, (3) Resolve
Differences Peacefully, (4) Express Religious Tolerance, (5) Respect Women,
(6) Uphold Equality, and (7) Retain Privacy. The Phoenician negotiation
model transcended the environment of trade relations since it was formed on
solidly moral, constructive, and vital grounds.

In the next section, we revisit the distributive and integrative approaches to
negotiation and use them as contrast, to highlight in greater detail the pillars
of transcendent negotiations and the novelty and value this system of interac-
tion has to offer.

Negotiation Categories

Traditionally, the negotiation literature distinguishes between distributive (win-
lose) and integrative negotiations (win-win) (Druckman, 1997; Fisher & Ury,
1991; Lewicki etal., 2007; Patton, 2005; Raiffa, 1982; Schneider & Honeyman,
2006; Zartman & Berman, 1982). We discuss each of these separately.
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Distributive or positional negotiations are the most typical daily negotia-
tions, exemplified in the dynamics of haggling or bargaining. Consider a two-
party, one-issue negotiation example, such as the case of a negotiation between
a seller and a potential buyer of a lot of lands. The seller of the lot has a resis-
tance point, that is, the minimum amount for which he or she will sell the
piece of land; he or she will walk away from the deal if a lower sum is offered.
Let’s assume, for the sake of discussion, that this number is $10,000. The
buyer also has a limited budget they are willing to spend to purchase that lot
of land; let us assume their resistance point is $50,000. If the seller’s offering
price is above the buyer’s resistance point, the buyer will walk away from the
deal (unless, through negotiation, the buyer is able to convince the seller to
lower the asking price). If the buyer’s resistance point is higher than that of the
seller, as, in this example, there exists a zone of possible agreement (ZOPA) in
which the final negotiated result is likely to occur. The range of the ZOPA in
this example—the span between the buyer’s highest potential offer and the
seller’s lowest potential price—is equal to $40,000; the final negotiation out-
come (sales price) will be between $10,000 and $50,000. While chis is a large
ZOPA, there are many cases in which there is no ZOPA. For example, imag-
ine that the seller was not willing to take less than $30,000, and the buyer was
not willing to pay more than $20,000. In such cases, distributive negotiations
will fail (unless there is an individual negotiation failure, in which one party
makes the mistake of paying more than they can allow themselves to, or of
accepting a lower sum than they promised themselves they would).

When no ZOPA exists, creative ideas are necessary in order to reach an
agreement. This is where an interest-based negotiation approach may be par-
ticularly helpful, as we discuss below. However, even when there is a ZOPA,
negotiation will not necessarily be smooth and easy, and the agreement still
might not be reached. Expectations and aspirations on both sides affect the
final result. If one side doesn’t expect much, maybe any result will be satisfac-
tory. However, usually both buyer and seller will not have sufficed with think-
ing about their walk-away bottom-line sum; they hope to do better than that.
To this end, they will have each set a target price based on a reference, expecta-
tion, or aspiration. Whoever gives the first offer will set the first anchor, and
any counteroffer will set the second one. Typically, this will establish a new
range of possible agreements, and then, depending on personalities, culture,
persuasive arguments, and more, the final result will be the most likely trend
toward the first offer anchor. The final result is unpredictable because it
depends not only on aspirations and anchors but also on the reference or
market price, the urgency of closing the deal for the buyer or seller, and a host
of other psychological, contextual, cultural, and personal factors. Nor is seal-
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ing a deal a recipe for party happiness and mutual satisfaction. If the end
result is an agreement that is subjectively experienced as being too far from
one party’s target price, it breeds discontent on one side and opens the door
to future deal dissolution. Given the subjective nature of party satisfaction,
this discontent can be experienced by both parties, regardless of any objective
measure of the outcome.

Another characteristic of distributive negotiation is that it is a zero-sum
game. Considering the 100% of the value to be distributed, parties realize
that for any one side to increase its percentage, the other side’s must decrease,
generating a winner and loser if the pie is anything but equally split.

This approach to negotiation is most commonly associated with—and
experienced in—bazaars. When you enter a bazaar, such as the Grand Bazaar
in Istanbul, the Silk Market in Beijing (Chamoun, Folberg, & Hazlett, 2010;
Roberge & Lewicki, 2010), or any town-square market in Central America,
the vendor typically sets a high anchor and leaves it to the buyer to decide
whether to haggle and initiate a distributive negotiation process. These are
short-term negotiations in which both parties have a position of price, time,
or quality to be negotiated. Both the buyer and the seller typically have a
resistance point, a target price, and a reference or market price, as well as an
aspirational price.

Integrative or interest-based negotiation offers a very different approach to
negotiation. It seeks to foster a relationship between the parties through com-
munication, for each party to understand the motivations behind the other’s
positions. As a negotiator, if I know, in depth, my interests as well as those of
my counterpart, | can generate options we might both be satisfied with, and
ground them in objective measures of legitimacy. Utilizing this approach,
negotiators are reminded to look to their interests and opportunities, rather
than seeking to bring the other party to its knees. One fundamental concept
in this regard is to explore your Best Alternative to a Negotiated Agreement
(BATNA). What are your alternatives, if this negotiation does not end in
agreement? What are the other party’s options? Focusing on both negotiators’
interests in the negotiation, and on their alternatives outside of the negotia-
tion, allows them to avoid a power-driven, zero-sum outlook on negotiation
and to work together instead to achieve mutual gain (Fisher & Ury, 1991).

One example for understanding the difference between distributive and
integrative negotiation is inspired by an example provided by Roger Fisher
and William Ury (1991): two gitls, Mary and Jane, are negotiating how they
should distribute two oranges among themselves. Observers of this situation
might overwhelmingly vote for a solution giving an orange to each. This solu-
tion seems suitable: each receives value, and value is shared equitably. That
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would be the distributive solution or positioned-based outcome. However, if
the girls’ relationship allowed for open communication between them, they
can probe to understand each other’s interests concerning the oranges. This is
where integrative or interest-based negotiation comes in. Consider that, when
asked by Mary why she wants the orange, Jane responds that she wants to
make orange juice, and thus, needs only the pulp. Mary, on the other hand,
tells Jane that she wants to make a cake, and therefore, needs just the orange
peel. The two negotiating girls can then generate creative options, such as to
give 100% of the pulp to one and 100% of the skin to the other. In this situ-
ation, Jane gets two oranges worth of pulp, and Mary gets two oranges worth
of peel. Thus, the initial value satisfies multiple stakeholders’ needs completely
and optimally, and everyone wins.

Both the distributive and the integrative approaches to negotiation are
based on a view of human endeavor according to which people strive to obtain
a benefit for themselves, albeit through different tacks. They only partially
take into account future interactions between the negotiators themselves, and
they certainly do not take into account future interactions between the nego-
tiators’ descendants or their wider community. However, as suggested above,
this is not the only way to view negotiation; this vision can and should be
reformulated in light of human virtues (Piepper, 1990). Such virtues that are
relevant to negotiation include fortitude, justice, prudence, temperance, and
discernment. This virtues-based vision of negotiation underlies the transcen-
dent approach to negotiation that we will we now introduce in detail.

Transcendental or Transcendent Negotiation

Chamoun et al. (2016) introduced the concept of transcendent or transcen-
dental negotiation by formulating an analysis of consciousness upon an
anthropological foundation for negotiation. This approach does not negate
the aspects of negotiation that involve an interchange of goods; however, it
includes within this activity a more transcendental vision. They define nego-
tiation not only as an instrument of purpose but also as a purposeful outcome.
Negotiation, they argue, is not only the typical act of haggling or distributive
bargaining, and it is not even limited to working together in a creative envi-
ronment to generate options. It goes beyond these two grasps of negotiation,
offered by distributive and integrative negotiation, and couches negotiation in
the fundamental human search for permanence and significance for future
generations, coined as transgenerational negotiation.
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The notion of transcendent or transgenerational negotiation originates in
the concept of Tradeables™ (Chamoun & Hazlett, 2007). The Tradeable
method identifies those factors which create greater negotiating power and
generate value for present and future agreements. Among these factors are
ideas and actions that drive the agreement without being part of the transac-
tion. Tradeables include products and services that meet the needs of custom-
ers that are not in our product line and are not in competition with the present
negotiation. For example, a picture that you are selling products and services
to a given client, and along the way, you also solve a personal problem for
them. Solving a personal problem for your client is a Tradeable. Tradeables
are, in fact, things that create greater negotiation capacity for our present or
future deals. “Tradeables” literally means “able” to “trade,” or bringing trading
capacity. Interestingly, if we extract the letters of the word “deal” from
Tradeables, we are left with #rabes, which in Latin means the beam—in a
sense, the basic structure of the “deal.” We explore the advantages that
Tradeables provide us to improve the outcome of our negotiations, such as
gaining credibility and enhancing the reputation for future generations. When
you create Tradeables, you are generating respect and making a mark as a
reputable negotiator as well as having an impact on future generations, which
includes future interactions between the parties, general developments in
society, and, literally, interactions between negotiators’ descendants.

When we only focus on the transaction of simple objects or services, we
will not necessarily leave a mark on future generations, as we are only focused
on doing and having in the present. To transcend is to create the best condi-
tions in the present and consolidate them for future generations, perpetuating
ethical negotiations. This connection to ethics logically binds the transcen-
dent negotiator to the pillars of ethical decision-making as espoused by classi-
cal philosophers like Aristotle, namely: prudence, justice, fortitude,
temperance, and discernment. Using an inductive statistical method,
Chamoun, Rabadan, Hazlett, and Alonso (2018) observed that of the 5000
households in Spain participating in a survey, the ones who transcend the
most have resilience, which is related to fortitude or ethical behavior toward
institutions. This, in turn, is related to justice and ethical behavior toward
individuals, which is associated with the common good and the prudence of
helping others.

Table 4.1 helps us to understand transcendent negotiation by contrasting it
with integrative and distributive negotiation.

Let us further explore the concept of transcendent negotiation by discuss-
ing two stories. The first is about a transcendent negotiation with the poten-
tial negative consequences of ending the tradition of handmade hat production
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Table 4.1 Three different types of negotiations

How parties
How parties  view the
Type of view each negotiation  How parties view
negotiation Basis other process a good outcome
Distributive Positional Adversaries Your gainis  Getting as much
my loss as you can for
Short term your side
Integrative Interest Collaborators Teamwork Increasing the
Long Term value of the
negotiation
outcome for
both parties
Transcendental Transgenerational Partners for  Relational Building a
life Perpetual long-lasting
negotiation
reputation and
trustworthy
negotiation
network

in Becal, a state in Campeche, Mexico, due to the greed of recent generations,
unfair competition, and other factors. The second is a pure distributive nego-
tiation environment that creates transcendent negotiations along the
Phoenician Route at Toledo, Spain.

Handmade “Jipe” Hats

While visiting the State of Campeche, one of the authors interviewed a woman
who, in her childhood, used to help make the famous “Jipe” handmade hats,
also known as Panama hats. Becal is a small village, hidden away and far off the
traditional tourist beat. According to this source, the whole town was once
dedicated to producing hats. Hats were made in the inhabitants” houses, each
of which backed up to a cave in which hat workshops were located, for the
benefits that humidity offers hat-making. This tradition was passed down for
generations. Before visiting the small town, we discovered that the state gov-
ernment helps these craftsmen showcase their products at a state-owned store
in the capital city of Campeche. We examined the process of trade between the
store and the craftspeople from the village. The hats vary in quality with 7
levels; Level 1 is the least expensive and lowest quality, while level 7 is the most
expensive and highest quality. The government program helps the craftsmen
not only to value their products (which they used to sell at far lower prices, out
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of necessity) but also to promote their products in national and international
fairs. For example, the community would sell the lowest quality hats to resellers
for $5 and the resellers could sell it to the public for around $20. The govern-
ment store, indeed, had priced the lowest quality hats at $20. We expected that
the prices should be higher at the state-owned store than in the local commu-
nity where the hats are made due to transportation costs and markup. However,
when we went to the local caves where the hats were made, we discovered that
the price to the public for the same quality hat was about $25—more expen-
sive than at the government store at the end of a supply chain.

As a consequence of this adverse marketing strategy, instead of stimulating
the local economy and keeping the tradition ongoing for the next generations,
Becal is becoming a ghost town. The owners of the small caverns who haven’t
yet closed their businesses for good used the government support for market-
ing, but still do not generate sufficient sales to sustain their business and tra-
ditional way of life. Most likely, the tradition will not transcend future
generations.

The high anchoring of the price of the low-quality handmade hats at the
local caves elevated the price point for high-quality handmade hats beyond
the market. Perhaps the community should have leveraged the lesser quality
hats to provide even better deals for higher quality hats for those willing to
venture to the Becal. It seems that all local stores have set the same reference
price and negotiation strategy with customers, so the first offer is anchored
very high, but the final negotiated price is similar to the price you can buy the
hats anywhere else, failing to transcend.

The Phoenician Route

A few years ago, one of the authors accompanied a group of graduate students
from Houston on a study-abroad trip to Europe. The trip was intended to
explore the Phoenician route to Cadiz, Spain. Along the way, the group vis-
ited places such as Toledo, Spain, where even today one can sense an atmo-
sphere of tolerance and respect for cultural differences. There, the group
learned how Muslims, Christians, and Jews had lived in harmony and as a
united community characterized by mutual respect—an attitude that was
passed down from generation to generation. To experience this cultural par-
ticularity, the students conducted in situ real negotiation processes.

One student named John wanted to buy a souvenir from Toledo. He
entered a local store and began a game of haggling with the owner. The piece
of art was priced at €50, but John offered €25. The owner replied, “No way.”
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John adjusted the offer upwards to €26, but the owner refused once again.
The student made a counteroffer of €27, but the owner continued with the
same answer. This went on until the offer reached €40. Then, the instructor
stopped the process and privately asked John to ask the owner why it was not
possible. The owner, smiling, confessed that he could not sell the piece,
because it had a small defect, but if John insisted, the owner could give it to
him for €5.

There are very important lessons in that experience. The first is to listen to
and understand the other, finding out why he is not agreeing to our offer,
what his interests are, and what motivates or demotivates him. True under-
standing can only follow questioning the shop owner’s refusal to sell the piece
when the imperfection was unperceivable. What would the owner have lost if
he had accepted John'’s first offer?

The instinctive suggestion that the proprietor wished to avoid reputational
damage to his business stemming from John’s disappointment once he discov-
ered the defect does not hold up to scrutiny. In reality, John would be unlikely
to think that the owner had deceived him. John might just as easily have been
angry at himself as at the shopkeeper, for not thoroughly inspecting the piece
before making an offer. In addition, he would be thousands of miles away and
unlikely to raise a fuss. Why, then, did the owner insist on not selling it with-
out explaining? After the purchase was complete, the owner explained that to
sell something in his store is to sell something that represents his community.
If a traveler is dissatisfied and complains about anything, price or quality, it
generates a bad image of Toledo for future potential customers.

“Would someone from Houston harbor ill feelings of Toledo for buying a
defective object years ago?” the owner was asked. “Precisely,” he said, “that’s
what makes Toledo different. Here we care much for reputation.” How many
businesspeople do you know who would care more about the reputation of
their overall community over generating their private profit? Yet, Toledo,
which had sheltered Jewish, Christian, and Muslim communities, continues
to uphold a commercial spirit of respect that transcends generations. The
owner of the store generated Tradeables to John by stopping him from buying
something that was not quality.

A transcendental negotiation is based on values and cultural principles.
However, we cannot recognize these negotiations unless we listen carefully,
and then we must ask the questions necessary to understand the dimension in
which the other is negotiating. In short, the transcendental dimension of the
owner was not the same as that of John, who was simply practicing the game

of haggling.
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In conclusion, distributive negotiation is mainly focused on parties’
opposed positions, and integrative negotiation goes into a deeper understand-
ing of each position to know the why or why not and discover interests, in
order to generate options that satisfy these interests. Transcendental negotia-
tion is an interest-based negotiation with long-term impact that reflects not
only on one generation but perhaps on the next generations to come.
Returning from the Phoenician trade route to Phoenicia itself, we might recall
the negotiations between King David of Israel and King Hiram from Phoenicia
that cemented the continuation of the relationship into the next generation,
as Hiram’s engagement with David’s son Solomon saw new heights of com-
merce in terms of volume (Zondervan, 1984). How is this notion operation-
alized? We next present the pillars one must employ for generating
transgenerational negotiations (Chamoun et al., 2016).

Creating Value from Transactional
to Transcendental

As we've stated above, negotiation is not only an instrument of purpose; it has
a purposeful outcome. As I engage in negotiation, there is something in me
that is growing, putting my whole being at stake. We discuss negotiation in
this section through a view that is wider than the typical act of give-and-take
or haggling offered by distributive bargaining and even beyond the creative
environment for generating options provided by integrative negotiation. This
new perspective highlights negotiation’s capacity to incorporate a search for
permanence and significance for future generations through the notion of
transgenerational Tradeables.

Negotiation is a continuous dance of postures in which, through a process
of communication and persuasion, negotiators can discover the interests
behind the postures. This helps them to generate options to meet the interests
of the parties and reach an agreement, or, if not, allows each to seek out and
pursue their best alternative. The more negotiators approach their work as an
art, however, the more likely they are to shift the interaction from the trans-
actional to the transcendent. Focusing on the simple transaction of objects or
services, we will not necessarily leave a mark on future generations, as we are
only focused on doing and on having in the present. This horizon, however,
can be expanded as negotiation is viewed in new ways.

Our forefathers, perhaps as recently as our grandparents, used to advocate
dealing with others on ethical foundations proactively. The family name was
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worth more than money. Tarnish to the family name could not be compen-
sated because the damage extended several generations. Not long ago, the last
name of a person was all you needed to know to decide whether to give them
credibility and trust. Moreover, if one asked for a bank loan, the family name
reputation was sufficient collateral. If Grandpa had a reliable and reputable
business, this provided leverage when his grandson negotiates, as long as the
grandson continues to enact the same philosophy that nourished his grandfa-
ther’s legacy (Eccles, Newquist, & Schatz, 2007). To transcend in business is
to create the best conditions in the present and to consolidate them for future
generations. To achieve this, we must concentrate on what we are; we must
focus on Being.

Transcending the negotiation requires that negotiators keep their word,
like their ancestors once did and for the same reasons. A responsibility ful-
filled transcends to future generations. Such an overall approach faces signifi-
cant challenges in today’s world, given the decline in clarity that people now
have regarding their identity, a decline that results from today’s culture
homogenizing what were once distinct differences, and dismissing the value
of family ownership. Facing up to these challenges requires reinstating the
notion of a transgenerational, family-centered reputation while expanding it
and adapting it to suit the modern era. This could take the form of cultivating
a city-based reputation, as in the example of Toledo, or develop a family,
national, or brand reputation tied to an organizational culture that takes into
account not only the current or upcoming process but also the perception of
the community, family, brand, or corporation 20, 50, or 100 years down the
line. In a perfect world, all negotiating parties would take such a transcenden-
tal approach to negotiation. However, in reality, negotiators adopting this
approach will find they need to take the initiative of educating the other party
on the merits of transcendent negotiations. We may risk and compromise
short-term profit with this approach, but in the long run, this is a winning
approach.

Transcendental negotiation involves adopting a series of principles, pillars
that are rooted in ethics that form, in the end, the bedrock of civilization.
These pillars are prudence, justice, fortitude, temperance, and discernment.

Prudence

The word prudence comes from the Latin prudentia, which comes from pro-
Videntia, meaning “who sees in advance.” Only the one who is prudent can be
wise, fair, strong, and temperate. The imprudent, however, is far from being
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fair and strong, as any courage they display actually relates to a personal and
highly subjective interest.

Prudence is an essential trait for negotiators to adopt. Foresight—analyzing
the future situation and preparing for it through paying close attention to
detail—is vital for negotiation success. As an example, a prudent negotiator
says the right thing at the right time. For instance, if someone is buying a car,
a prudent negotiator will not just show up at the car dealership and purchase
the first vehicle he sees. Instead, the prudent negotiator will first calculate his
budget, how much he can spend, and what kind of car he can afford to pur-
chase. The prudent negotiator will test drive several cars and go to several
dealerships, look at consumer reports, and request information from friends
and family until finding the car that suits best.

Justice

Justice as a human virtue ultimately manifests in the form of an inner moti-
vational force, posing an alternative to a plain desire for power. In negotiation,
in order to be fair, you do not need the potestas (power) as much as the author-
ities (authority). The philosopher Giovanni Sartori (1985) says that those in
authority are in a position to enforce, confirm, or sanction a course of action
or thought. Power and authority are separate but related concepts. A manager
in an organization has authority if he or she has the right to direct the activi-
ties of others and expect them to respond with appropriate actions to attain
organizational purposes. Authority most often comes from the duties and
responsibilities delegated to a position holder in a bureaucratic structure.
Power is the possession of authority, control, or influence by which a person
influences the actions of others, either by direct authority or by some other,
more intangible means. A prime source of power is the possession of knowl-
edge. Power can reinforce authority, and authority is one of the primary
sources of power. For example, as a teenager, one of the authors worked at his
father’s store and noticed an opportunity to increase the price of the products
due to their scarcity; prices could easily have been increased by 30%, as the
store was their sole distributor in town. However, his father explicitly told
him that this course of action wasn’t fair to the people of the town. A fair or
just negotiation is better than a win-lose or win-win. It is important to apply
justice to the negotiation process because it is at the core of robust negotia-
tions and long-term business relationships.
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Fortitude

Fortitude is the moral virtue that gives us, in the midst of difficulties, firmness
and confidence to continue on the path of good. The same co-author once
worked on an engineering and construction project proposal with a client
who had assigned to the company the scope of re-engineering services. The
total investment of the services exceeded $40 million. After evaluating the
project with an expert of our company, we would have to explain to the cus-
tomer that to do a simple re-engineering project would not have a significant
impact; it would be unethical for us do the work without clarifying this issue
with him. We were about to reject a project worth many millions of dollars to
the company for which the author worked, but he had the fortitude to explain
the issue to the person to whom he reported internally in the company. Being
fired was a possibility, but internal responsibility was not negotiable.
Fortunately, both the client and the company management had a very clear
sense of ethics and professional values. If that were not the case, they would
probably have accepted the job and changed personnel assignments. As a
result of our honest actions, we later carried out a $100 million engineering
and construction project for that same customer.

Being strong, tempered, and ethical is very profitable in the long term.
Fortitude must always aspire to be the shining emblem of the final invulner-
ability. As St. Thomas says, “By patience man remains in possession of his
soul.” Furthermore, it’s not about projecting an image of weakness. On the
contrary, we believe firmly that this is to be really strong. The true strength,
continues St. Thomas, is positively related to anger, for this works to attack
evil and defend good (Aquinas, 1274). The courageous use of anger has no
other value than a “temporary emergency resource,” for example, the memo-
rable moment when Jesus entered the temple of Jerusalem and used anger to
evict the traders who had made this sacred place into a profane place
(Zondervan, 1984). Anger, therefore, is an educational resource and not a
relief or a violent expression of power.

Temperance

In negotiation situations, we need to recognize and successfully navigate the
interaction’s emotional and cultural dimensions in order to avoid misunder-
standings. Temperance, or self-control, is a virtue that integrates all the facul-
ties of the human being in a harmonious way. Sensitivity is one of those
faculties. Touching, motions, and persuading with your hands, connect nego-
tiators to their own subconscious and their counterpart’s as well, aligning the
verbal with the nonverbal.
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Discernment

Discernment is essential in the process of understanding our reality. In Greek,
krinein, which means screening or separating, refers to the psychological and
spiritual discipline that allows us to distinguish thoughts and feelings and
evaluate actions. It is the practical application of the virtue of prudence.
Discernment helps us to make distinctions between things that, a priori, seem
to have the same value, but in fact do not.

All human beings have the capacity for discernment. In exercising discern-
ment, we use three of our dimensions: intelligence, affectivity, and will. The
ability to discern frees the subject, for example, from more or less explicit
influence of harmful people. Hence, our negotiation model places more
emphasis on the rational and emotional dimensions of the subject, while the
purely instinctive behavior is to compete to win. Our model of the human
being is not moved by blind or capricious instinctual impulses but by a sensi-
tive intelligence. Discernment has an instrumental value, not the end, but the
means through which we are prepared to navigate to a decision. Choosing
involves discerning well, so it is instrumental to a good negotiator.

All of these pillars support adopting a transcendent approach to negotia-
tion, one which includes mindfulness to future interactions between the par-
ties, interactions between negotiators descendants, and as general
developments in society. In this vein, Pope Francis spoke (Francis I, 2015,

p. 159):

The notion of common good also involves future generations. When we think
of the situation when you leave the planet for future generations, enter into
another logic, that of the free gift we receive and pass on. If the land is given to
us, we can no longer think only from a utilitarian criterion of efficiency and
productivity for individual profit. We're not talking about an optional attitude,
but a fundamental question of justice, since the earth we have received also
belongs to those who come.

Another example of fortitude, temperance, and discernment involves nego-
tiators going against the flow and fighting for their principles, even when this
is not the most popular course of action. One of the authors’ daughters, as a
sixth grader, wrote a letter to several Congressmen in the House of
Representatives and to all the governmental institutions she could identify—
including President Obama—explaining that the orchestra and academic
budgets were going to be cut at her middle school. She had the fortitude to
petition them not to cut the budget. Her letter was read on the floor of the
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House of Representatives by Congressman Sylvester Turner (who later became
the mayor of Houston). The school budget wasn't cut. This is an example of
using the pillars described in this chapter that allow the negotiator to
transcend.

Hallmarks of a Transcendent Approach
to Negotiation

Relatively new, the transcendent approach to negotiation has yet to develop a
full process model. However, even at this early stage, we can identify certain
hallmarks of a transcendent practice; the more of these you bring to bear in
your negotiation, in an effort to transcend a narrow focus on the current
interaction, the more closely aligned you will be with a transcendent approach:

(a) Search for inner peace

(b) Control your emotions

(c) Harmonize your thoughts and feelings

(d) Confirm your direction

(e) Realize that the negotiation process is as important as its outcome

(f) Identify potential bottlenecks where the negotiation process could get

stuck

(g) Differentiate reality from expectations

(h) Use truthfulness at all cost

(i) Use a style that is more collaborative than competitive

) Be just and fair

) Align the impact of your negotiation with your sense of social

responsibility

(I) Consider the effect of your negotiation decision on the communities to

which you belong

(m) Continuously improve your negotiation skills

(j
(k

)
(n) Learn from your losses
(o) Distinguish fair from unfair
(p) Be patient
(@) Be free of stereotypes
(r) Distinguish between your relative and your absolute values
(s)
(t) Always double-check your strategy

Have conviction
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Final Thoughts

As we have mentioned above, transcendent negotiations have been recorded
at least since the time of Herodotus (1997). Chamoun and Hazlett (2007)
described how the Phoenicians build a long-lasting negotiation reputation
and reliable negotiation network. However, it takes a new perspective on
negotiation interactions to recognize their approach, as well as that applied by
some modern-day negotiators, as transcendent. To this end, we have provided
several anecdotal examples of negotiations to illustrate particular dimensions
of the transcendental negotiation.

Revisiting our Toledo story, the owner of the store could have gotten a bet-
ter deal from positional negotiation by accepting the first offer of John’s €25
or even by making a counterproposal of €40. The proprietor’s willingness—
even eagerness—to avoid such gain, under the circumstances, provides a clear
example of how a party can view reputation as more important than the out-
come of a deal. This exemplifies how a transcendent negotiator acts—not out
of greed but out of principles based on reputation.

This chapter would not be complete without some thoughts on how we
might spread the transcendent approach to negotiation to others through
negotiation education. We can teach transcendent negotiation by including,
in our negotiation courses, reflection exercises in which students will demon-
strate their understanding of the notion that to be prudent is more important
than to be pragmatic. Students can be asked to reflect honestly on their degree
of consideration for others or whether they tend to focus on satisfying their
own needs and the other’s needs without considering the impact of their pro-
cess and agreement on future generations. Educators can emphasize the art of
being strong and temperate in the negotiation, as well as being discerning,
and design exercises to bring all these points into the class discussion. One
exercise for bringing transcendent negotiation into the classroom example
might involve designing a role-play simulating the Toledo story. Students who
play the role of the owner of the store will know ahead of time that what they
are selling is defective, although this is not noticeable. Students representing
John will not be provided any information about a defect—only about their
desire to purchase the item and their resources. Debriefing this exercise will
give a rich conversation about the pros and cons of different courses of actions
in such situations, allowing the introduction of the concept of transcendent
negotiations. A further exercise for experiencing the difference between tran-
scendent and non-transcendent negotiation would be to assess students
degree of satisfaction or happiness with the negotiation after they reach an
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agreement and then once again a month later. If students express remorse at
the deal, this is a sign of a non-transcendent negotiation.

The potential to divert from a transactional negotiation to a transcendent
one can be embedded in other course simulations, making this a recurring
course theme. For example, having conducted a simulation in which the
transactional/transcendent crossroads is integrated with a simple distributive
negotiation case, such as the Toledo story, a similar opportunity can be embed-
ded in an integrative negotiation simulation.
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Negotiating with Information
and Communication Technology
in a Cross-Cultural World

Noam Ebner

Introduction

Reading this book—or any book on negotiation, for that matter—you might
easily surmise that negotiation always involves an in-person interaction at a
physical spot, at which two or more people convene to discuss whatever it is
they are in need of. In today’s world, this couldn’t be further from the truth.
Many of our negotiations now take place without physical convening. As so
many of our long-held behaviors have changed—such as the way we shop,
bank, connect with family and friends, and conduct research—our negotia-
tion interactions have changed as well. Negotiators interact with each other
online, through a range of channels made possible by information and com-
munication technology (ICT). This holds particularly true with regard to
international business. The ever-increasing spread of international business
requires the average company to have far more contact with foreign counter-
parts than only a generation ago. Negotiating online, as opposed to travelling
for in-person negotiation, enables more nimble and timely decision-making,
allows for disputes to be resolved before parties have had time to simmer, saves
travel and accommodation costs (in addition to wear and tear on travelling
negotiators), and entails environmental benefits as well (Ebner & Getz, 2012).
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While many negotiators have needed to work hard to figure out how best
to incorporate ICT in their work, others—particularly those born into a
digital world—find doing this quite natural. Still, no matter what generation
you were born in, and no matter how intuitive your use of ICT is, you still
must understand how negotiation is affected by its use in order to succeed in
negotiation interactions.

What are the differences between interactional modes? How do in-person
encounters differ from those held through ICT channels? This chapter
addresses these questions by explaining the notion that the communication
channel through which communication occurs a/ways affects the message that
is transmitted and received. These effects are called ‘media effects.” The chap-
ter goes on to describe the use of a range of ICT media for negotiation, dis-
cussing the media effects related to each one and explaining how they differ
from each other—both in their use and in their effects on negotiation. The
chapter expands on the three leading ICT channels currently used for nego-
tiation. First, longest, and most detailed is the discussion of negotiating
through email—the medium enjoying the widest use for negotiation and the
one to be most thoroughly researched. This is followed by shorter discussions
focusing on negotiating via videoconferencing and conducting negotiation
processes by means of text messaging. Understanding the core characteristics
of each type of ICT channel should help in deciding which media to prefer
for any given negotiation. Moreover, it brings the notion of intentional choice
of communication channel to center stage. The chapter provides some sugges-
tions for conducting such media choice.

Next, the chapter introduces a different use of ICT for negotiation, one
that goes beyond providing interactional channels. Negotiation Support
Systems (NSS) are software that provide negotiators with a framework and
structure for their negotiation, offer information and advice, and/or provide
solutions. Many of these are in development; several have already hit the mar-
ket and are available for use by negotiators. What might be the effects of
incorporating artificial intelligence into negotiation? The chapter discusses
these platforms, even while knowing that—given trends in today’s world—
the future will bring far more sophisticated software to the negotiation table.

Finally, the chapter discusses, in the context of this book, the benefits and
challenges of utilizing ICT-based communication media for international
cross-cultural negotiation in today’s business world.
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Media Effects

Communications theory suggests that communication never happens in a
vacuum; it always takes place via a channel—and that channel affects the
communication it supports, significantly. It constantly affects the types of
information negotiators share and its extent and the psychological frames that
determine how this information is transmitted, received, and interpreted
(Carnevale & Probst, 1997; Friedman & Currall, 2003). As a communicator
and a negotiator, you have often made decisions as to whether to meet with
someone face-to-face, write an email, or pick up the phone—correctly follow-
ing your intuition that choosing the right medium will help you to get your
point across, to understand your counterpart better, or to support the interac-
tion in other ways. In each case, you chose to use a particular setting or chan-
nel. What underlies these choices? Why do media channels affect
communication differently?

Zoe Barsness and Anita Bhappu (2004) explain that these differences stem
from two dimensions of communication media:

Media richness: This term indicates the degree to which a communication
medium can to convey contextual cues. These cues—including body lan-
guage, tone, facial expressions, pace of speech, and so on—convey a startling
percentage of any message’s meaning. Face-to-face communication is consid-
ered to be the gold standard ‘rich’ medium—given that it supports all of these
cues. One may wonder, of course, whether the future holds even richer media
in wait for human communication. However, for the time being, face-to-face
communication is the communication channel against which all others are
measured for richness—whether by virtue of its inherent richness or of the
fact that, simply, we are most used to it. Considering media richness, we
might rank videoconferencing as the next richest media followed by email,
with text messaging ranking as the leanest media of them all. The less we see
of the other’s gestures or facial expressions, the less we hear their tone of voice,
the leaner the medium. And, as we range into text-based interactions, the less
the textual interaction includes cues hinting at mood, intent, intention, and
so on, the leaner it is.

What happens when we are denied the contextual cues we are used to
receiving, owing to most of our communication experience being in face-to-
face settings? In lean media channels, negotiators both transmit and receive
information differently. On the transmitting side, this affects both presenta-
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tion style and content. For example, while using lean channels, negotiators
tend toward logical argumentation and fact presentation rather than use of
emotional or personal appeals (Barsness & Bhappu, 2004); additionally, they
are more task-oriented and depersonalized (Kemp & Rutter, 1982).

Message receiving is also affected by media richness. While communicating
through lean media, negotiators work with what they have—the actual con-
tent of messages (Ocker & Yaverbaum, 1999). This spotlights the importance
of the words that are chosen. As we know, in face-to-face interactions, the
spoken word is by no means the most important part of the message; in fact,
it only accounts for 7% of the meaning that our counterpart infers
(see Thompson, Ebner, & Giddings, 2017).

Interactivity: This term relates to the capacity of any medium to convey a
seamless flow of information between interlocutors (Kraut, Galegher, Fish, &
Chalfonte, 1992). Interactivity has two dimensions. The first involves the syn-
chronicity of interactions. Face-to-face communication is synchronous. Each
party hears the message just when it is uttered; there is no time lag, and speak-
ing ‘turns’ tend to occur sequentially, with occasional interruptions. Interacting
via postal mail, to give an extreme example, is significantly asynchronous:
Weeks and months can go by before one receives the other’s letter, and thanks
to the vagaries of postal services around the world, letters can arrive out of
order. The second dimension of interactivity involves parallel processing—a
given channel’s capacity for simultaneous message transmission. Face-to-face
communication includes overt parallel processing; excited negotiators might
speak at once and process (at least parts) of what they and the other have said.
Importantly, they are aware that this is happening—as opposed to two people
writing each other multiple letters in a row, without knowing that their coun-
terpart is also churning out letters.

While there are other ways to describe channel difference and media effects,
interactivity and media richness are most significant in terms of the medium’s
effects on the message. Familiarity with these two dimensions provides you
with an understanding of media characteristics to apply when considering any
old-fashioned or ICT channel, from smoke signals to videoconferencing—
and in addition, those that lie in our future, such as holographic entreaties to
‘Save me, Obi-Wan Kenobi’ (holography is a technology advancing in large
strides, and one that might be used by negotiators sooner than many imagine;
see, e.g., Deamer, 2017): Is it a rich media, as opposed to a lean one? Does it
allow for parallel processing, or does it require communicators to take turns?
Is communication conducted synchronously or asynchronously?

We will put these elements of media analysis to work, to explain how dif-
ferent media affect negotiation.
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Negotiation via Email
Media Characteristics

The negotiation literature consistently regards email—the ICT channel most
commonly used for formal negotiations—as a lean medium, given the central-
ity of text in email usage. Lacking visual or aural contextual cues, most of its
use involves words. Of course, richness can be augmented by attaching images,
videos, or other non-textual material. Email allows for unwitting parallel pro-
cessing—I can send you a letter, and then send you a follow-up without having
seen that you responded to the first; this is known as ‘crossing messages’ and is
the source of many a confusion. The negotiation literature also consistently
defines email as asynchronous (e.g., Barsness & Bhappu, 2004).

Knowing it to be a lean, asynchronous media, allowing for covert parallel
processing, what can we say about using email for negotiators? On the trans-
mission side, asynchronous communication is likely to accentuate analytical-
rational expression of information, as opposed to an intuitive-experiential
mode (Epstein, Pacini, Denes-Raj, & Heier, 1996). As negotiators are different
with regard to their comfort with each of these modes, email is likely to favor
negotiators who tend to rely on logic and deduction, logical reasoning, and
persuasion via fact presentation. Other negotiators who tend toward emotional
appeals and personal story sharing (Gelfand & Dyer, 2000) may find them-
selves out of their element. On the receiving side, email is fraught with high
‘understanding costs.” Lacking contextual cues, negotiators’ basic ability to
understand the other’s messages is impinged upon. Waiting different periods of
time between messages and responses and the possibility of covertly crossing
messages also challenge accurate message decoding (Clark & Brennan, 1991).

As if all this is not complex enough, I note that while email is, as noted
above, usually categorized as an asynchronous channel, this is not a fully accu-
rate portrayal of the medium—particularly, in its contemporary mode of
employment. Indeed, even in the past, email interaction was sometimes near-
synchronous, with two people sitting at their computers and sending mes-
sages back-and-forth continuously. However, as this was not its primary mode
of use, email remained categorized as asynchronous. A fundamental shift in
hardware, though, has fundamentally changed this. With the proliferation of
the smartphone, we now carry our inboxes around with us in our pockets; we
are hyper-alert to notifications of incoming messages, and we can respond
instantly with no need to wait until we get back to our computers. Indeed,
most emails now are read on mobile devices rather than desktop or laptop
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computers. As a result, I suggest that relating to email as a ‘semi-synchronous’
communication media will help us to better understand its use in negotiation.
We sometimes use email in a near-synchronous form (close to how we use text
messaging, involving a rapid back-and-forth interaction with short messages);
other times, we use email in a much slower, asynchronous manner, similar to
how we once sent postal mail back-and-forth with long intervals between
messages. Rather than classifying the medium as categorically involving one
form of synchronocity or another, we would do better to relate to specific
interactions and patterns of use we have with specific counterparts—are they
more, or less, synchronous? And, we would do well to be aware that whereas
we might see and categorize an interaction one way or another, our counter-
part might view the tool or the interaction differently; to summarize, all this
boils down to the suggestion that as email evolves, and our uses of it diversify
and change, our perceptions and expectations of email media similarly evolve
and become more nuanced (Ebner, 2014). And, clearly, if there is any merit
to this suggestion of ‘near-synchronicity’ and of focusing on specific interac-
tion patterns rather than the media as a whole, new follow-up research on
email’s media effects is required. Meanwhile, though, the discussion above
summarizes the state of our understanding of email’s media effects.

Challenges

Negotiators face seven major challenges, when interacting via email (Ebner,

2014, 2017a):

Increased contentiousness: Communication at a distance is far more susceptible
to disruption than conversations taking place face-to-face. Email, it seems,
poses interactants with particularly tough challenges. Interacting via email,
people tend to act more aggressively, and interpret the other’s messages as
being more aggressive, than they tend to in face-to-face communication.
Email negotiators are more likely than face-to-face negotiators to threaten;
to employ an ultimatum (Morris, Nadler, Kurtzberg, & Thompson, 2002);
to lie or mislead (Naquin, Kurtzberg, & Belkin, 2010); and to engage in
flaming (sharp, sudden escalation) (Thompson & Nadler, 2002).

Less process cooperation: As we've discussed, the lean nature of email affects its
tone, focus, and content. The information we exchange in an email is likely
to be constrained and analytical. It should, therefore, come as no surprise
that, often, negotiators are not able to understand their counterpart fully,
far less, to deeply understand the interests behind their positions. As a
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result, assessing differential preferences and identifying areas for joint gain
is very difficult. Faced with this, their inclination to engage in cooperative
activity declines. Lean media reduces social awareness; as a result, parties
engage in self-interested behavior. Focused inwardly, they act more com-
petitively. All of these factors lead email negotiators toward reduced process
cooperation. Parties focus on the other person rather than on the problem
and, as they do, information sharing decreases. This explains why use of
email may lead to more competitive behavior in negotiations (Barsness &
Bhappu, 2004). Parties to email negotiation do not only act uncoopera-
tively—they feel justified in choosing this pattern of behavior (Naquin,
Kurtzberg, & Belkin, 2008). Couple email’s high tendency for competitive
behavior and its low conduciveness to information-sharing with the ease of
abandoning an email negotiation process in the middle (see below), and
you have a recipe for diminished process cooperation.

Fewer integrative outcomes: Partially related to the previous point, email nego-
tiations result in lower rates of agreement (Biilow, 2011; Croson, 1999)
and lower rates of integrative outcomes (Arunachalam & Dilla, 1995;
Valley et al., 1998). There is some conflicting research on this last point (see
Galin, Gross, & Gosalker, 2007; Nadler & Shestowsky, 2006; Naquin &
Paulson, 2003); still, it seems as if negotiators seeking integrative agree-
ments need to work extra hard to succeed when interacting via email.

Diminished trust. Trust is tricky enough to maintain under the best of circum-
stances, and it is challenged by any form of ICT-based communication.
Email is particularly unconducive to trust forming. This low trust level
persists throughout the course of the negotiation, explaining diminished
process cooperation and information sharing (Naquin & Paulson, 2003) as
discussed above. Even after finalizing an agreement with their counterparts,
email negotiators trust them less than participants in face-to-face negotia-
tions and express lower degrees of desire to interact with them in the future
(Naquin & Paulson, 2003). The reasons for the distrust inherent in email
are unclear. It has been suggested that people may act more deceptively
when communicating through lean media (Zhou, Burgoon, Twitchell,
Qin, & Nunamaker, 2004). However, actual lies may be less of a problem
than perceived lies; email negotiators are more likely to suspect their coun-
terpart of lying, even when no deception is committed (Thompson &
Nadler, 2002).

Diminished privacy: Maintaining a negotiation process privacy is never an
easy task. No matter what you might ask your counterpart to sign, they
can, and do, share at least some information about the negotiation with
others—their spouse, their boss, and so on. However, at the very least, you
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can sit together in an office behind a closed door. In email negotiation,
there is no private setting; your counterpart’s boss or colleague might be ‘in
the room’ with you, without your knowing. Your messages are permanently
archived and are beyond your control. Any information you share with
your counterpart might wind up being exposed—owing to their bad inten-
tions or to mistakes. You, I, and everybody else who uses email regularly
have all had the experience