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* Context
a.
In this Mgt. 456 class and in the W&H book, we have considered two main approaches to negotiation:

-
Competitive (aka. distributive)

-
Collaborative (aka integrative)

b.
We note key differences in the ways these two approaches deal with CRIP goals
-
content:  win-lose  vs  win-win

-
relationship:  unfriendly  vs  friendly

-
identity/face-saving:  rigid/confrontational  vs  flexible/supportive

-
process:  positional bargaining  vs  interest-based bargaining (to build solutions)

c.
Note that negotiations can and often do combine competitive and collaborative approaches and tactics

d.
I and the authors of the two books (Wilmot & Hocker, and Fisher, et al) feel that it is desirable to consider (at least partly) collaborative negotiations in a large majority of situations. However, collaborative negotiations are not always possible, appropriate, or sufficient.  Since the readings do not have much about how to do competitive negotiations, here are some concepts and suggestions for those times when you need to use competitive tactics (much of these is adapted from Lewicki, Roy J., et al., 2007, Negotiation, and Lewicki, Roy J., et al., 2007, Essentials of Negotiation - either of which is a good source if you want to read further re negotiation)

*  Background re Competitive Negotiations
(from W&H ch.8;  these are also listed in the Core Negotiation Concepts piece on my web site)

a.
Basic assumptions:

-
Negotiating is controlled by egocentric self-interest

-
The underlying motivation is competitive/antagonistic

-
Limited resources are available and are zero-sum

-
This negotiation does not affect the future

-  The resource distribution system is distributive in nature (either/or)

-
The goal is to win as much as you can, especially more than the other side

b.
Communication patterns:

-
Make high opening demands and concede slowly

-
Try to maximize tangible resource gains, within the limits of the current dispute

-
Exaggerate the value of concessions that are offered

-
Use threats, confrontations, argumentation, forceful speaking

- 
Conceal and distort information

- 
Manipulate people and the process by distorting intentions, resources, and goals

-
Try to resist persuasion on issues

-
Focus on quantitative and competitive goals rather than relational goals

c.
Disadvantages:

-
Strong bias toward confrontation (hurts relationships, mistrust, anger, breakdowns, distorts communication...)

-
Works against responsiveness and openness (restricts potential joint gains)

-
Encourages brinkmanship (often leading to an impass)

-
Increases difficulty in predicting responses of opponent (manipulation and confrontation used)

-
Contributes to overestimation of the payoffs of competitive actions (such as litigation)

* Concepts About Competitive Strategies
a.
Strategies should help accomplish two key tasks:

-
Discover the other party's resistance point(s)

-
Influence the other party's resistance point(s)

b.
Note that negotiation is iterative

c.
It provides an opportunity for both sides to communicate information about their positions that may lead to changes in those positions

d.
People enter negotiations expecting concessions, and expect reciprocity when they make them

e.
People feel better about a settlement when the negotiation involves a progression of concessions than when it doesn't

f.
"Commitments" during a negotiation are tricky

-
Note that the term is being used in a different sense here than commitments to a final settlement and agreement, which are very important

-
Examples: (by sports agent) "If we don't get this salary, my player will sit out next year;" (by your opponent) "If you don't agree to this, I'm walking out."

-
They are designed to constrain choices for the other party

-
They also constrain your choices, lock you into a position, and require a follow-through in action

-
All the advantages of a committed position work against a negotiator when the other party becomes committed.  Therefore, you generally should try to keep the other from becoming committed to a position.

-
Frequently negotiators need to find ways to get themselves or the other out of a committed position without losing too much face (e.g., "given this new information, perhaps your earlier position is no longer necessary...") 

* Fundamental Competitive Strategies
1.
Try for a settlement close to the other party's (usually unknown) resistance point

2.
Get the other side to change their resistance in a direction favorable to you

3.
Modify your own resistance point to create a positive bargaining range

4.
Get the other to think this settlement is the best that is possible (and pay attention to ego satisfaction of the other)

* Main Options for Responding to Hardball Tactics
1.
Ignore them, change the subject, call a break

2.
Label and discuss them

3.
Stop the action and insist on discussing/negotiating the negotiation process

4.
Co-opt/befriend the other party early

5.
Respond in kind

* Typical Hardball Tactics You May Encounter and Defending Against Them
o
I recommend great reluctance and caution re using any of these, for various reasons including that they are likely to do more harm than good in the negotiations, even if you don't have any ethical qualms

a.
Good cop/bad cop  - since this is rather transparent, labeling or ignoring it are good defenses

b.
Lowball/highball (making a ridiculous opening offer) - refusing to consider it or counter-offer are good defenses

c.
Bogy (pretending that an issue of little or no importance to a side is quite important, then trading it later for major concessions on issues that are important to them) - This is tricky to detect and defend against.  Good preparation and being cautious about sudden reversals in positions can help.

d.
The nibble (asking for a relatively small concession on an item that seemed to be settled, in order to close the deal) - defend by asking "what else do you want" until all issues are in the open, then discuss all simultaneously.  Alternatively, counter with your own nibbles.

e.
Chicken (combining a large bluff with a threatened action to force the other party to "chicken out" and give them what they want) - a high-stakes game that is very difficult to defend against, especially if you want/need to get to a settlement in this negotiation.  Good preparation and deducing more about the other side helps.  Sometimes you can reframe, downplay, or ignore the threat.  If you have a good BATNA, you can call their bluff.

f.
Intimidation or other aggressive behavior (e.g., by anger, guilt...) - a good defense is to "call time" on the negotiation and insist on talking about (negotiating) on the process itself.  Also it can help to negotiate as a member of a team, since people will react differently.

g.
Snow job (overwhelming the other side with so much information that it is difficult to sort out, understand, and evaluate).  Strong preparation, use of experts, insisting on enough time, asking a series of questions, and probing inconsistent responses can help.

* Other Related Web Modules
a.
Core Negotiation Concepts:   http://www.negot-core.doc
b.
Prenegotiation Preparation:    http://www.prenegotiation.htm

Last modified June 14, 2009
