EMOTION IN NEGOTIATION

Part II

Dealing with Strong Negative Emotions

By

Delee Fromm

Negotiations, due to their nature, create and foster strong negative emotions. Where individuals meet to primarily promote their self-interests or where the past histories of the parties involved have been colored by acrimony, it is not surprising that sometimes emotions are more powerful than facts in determining the course and outcome of negotiations. And, as indicated above, even if a strong negative emotion is not generated by us, the operation of mirror neurons may cause us to “catch” it if it is displayed by our counterpart. Not all emotions are triggered by the negotiation itself. Very recent research has shown that a negotiator’s emotional state created by events unrelated to the negotiation, called incidental emotions, also affects that negotiator’s behavior and the negotiation outcome.36

The main assertion in this chapter thus far has been that emotion should not be ignored or suppressed because it has a very important role to play. However, emotional flooding—when specific, strong negative emotions overwhelm us37—can obstruct negotiations in several important ways: it can divert attention from substantive matters; reveal information that we would prefer to keep hidden (because it can be used to manipulate us by the other side); subordinate and disrupt our ability to think; and cause us to lose our temper, stumble over words, and/or neglect the substantive negotiation goals.38 Suppressing emotion is not the answer. Doing so can lead to many unwanted consequences, some of which are similar to the disruptive effects of experiencing a strong negative emotion. Research indicates that suppressed emotion can lead to anxiety, impaired cognitive ability, reduced memory, a decrease in likeability, and greater competitive behaviour.39 Suppressed emotion can also leak into an interaction through tone, non-verbal behavior, and attitude.

So, how can you best handle strong negative emotions in a negotiation? It is important to (1) know your own personal trigger points and thus be able to anticipate when strong negative emotions may arise in you; (2) have techniques and tools to draw upon to proactively reduce or eliminate the triggers of strong negative emotions during a negotiation and help deal with strong negative emotions as they arise; and (3) be able to assess your emotions and their level of intensity as early as possible.

Emotional Trigger Points

The two negative emotions that have been found to affect negotiations most often and most dramatically are anger and fear.40 Thus, identifying negotiation situations and subjects that trigger anger and fear is a very important first step in learning to deal with such emotions. Anger can be triggered by violating rules41 or assumptions42 and by threats to our identity.43 For example, if our assumptions about fairness, truthfulness, trust, or concession-making are violated, anger can be triggered. Once we recognize the assumptions that we are operating under, we can consider whether they are valid in the circumstances or not. Other triggers can include rudeness, time constraints, disregard for relationship, misrepresentation, excessive demands, the illegitimate exercise of another’s authority, and challenges to a person’s authority.44

Threats to our identity have the potential to disrupt our sense of self in the world or dash our ideas about who we think we are. Our identity comprises those stories we tell ourselves about who we are, and there are as many identities as there are people.45 Negotiation seems to trigger several common identity issues, including Am I competent? Am I fair? Am I a good person? Threats to our identity are profoundly disturbing. They can easily knock us off balance and trigger strong negative emotions such as anger—even if we are unaware of the cause. The Am I competent? issue tends to be particularly important to lawyers—and can encompass concerns about being right, effective, and intelligent.

We cannot entirely protect ourselves against threats to our identity, just as we cannot eliminate our vulnerability. However, there are two ways to temper our reactions in the face of such threats. The first is to become aware of our particular identity issues (especially those that might come up during a negotiation), and the second is to avoid the all-or-nothing way of thinking about identity. For example, instead of saying “I’m either competent or incompetent, fair or unfair, good or evil,” expand your thinking to include, “I can be both wrong and competent.”46

Strong negative emotions can also be triggered by undesirable traits we see in others that we believe are not a part of us. These traits, or characteristics, make up our shadow. Since most of us are blind to our shadow, we strongly react to our undesirable characteristics in others.47 In negotiations, the commonly held bias that we are cooperative and the other person is hostile and competitive48 appears to be based on shadow projection. In other words, this bias may arise due to the projection of our undesirable traits, or shadow, onto the other person in an unconscious attempt to keep from seeing it in ourselves. Shadow dynamics can impede negotiations because they trigger strong negative emotions and provide “hot buttons” for others to push. If you find yourself consistently overreacting to someone or to certain kinds of behavior, try to identify what is triggering your response.49 It just might be your shadow.

It is also possible to react negatively to another negotiator we have never met before based on his or her resemblance to someone who affected us emotionally in the past. Often this reaction occurs without our awareness of the resemblance, so this trigger point is particularly hard to identify and understand. If you have gone through all of the other types of trigger points and none of them seem applicable, it could be that you are dealing with a resemblance trigger. Figure 9.5 presents a checklist that may help you identify trigger points in a negotiation.

Trigger-Point Checklist Figure 9.5

What Does It Involve?


Description 



r
Violations of assumptions 
or rules


Are my standards of fairness being violated? Is the common bias operating about my being cooperative and fair while the other party is hostile and competitive? What rule or assumption that I hold is being violated by the other’s behavior?



r
Identity issues 


Has something been raised that questions what I tell myself I am or hope to be, such as Am I competent? Am I fair? Am I a good person? 



r
Shadow characteristics


Is the other person demonstrating undesirable characteristics that I possess but will not admit to (dishonesty, incompetence, meanness, unfairness, etc.)?



r
Reminder of unpleasant past events or persons


Does this situation remind me of a past unpleasant experience? Does the other person remind me of someone with whom I have had an unpleasant experience in the past?



r
Core concerns not being met


Are my ideas, thoughts, and actions being devalued? Am I not being treated with respect but treated as an adversary? Is my freedom to make decisions being impaired? Am I being treated as inferior to others? Is my current role not personally fulfilling?



Note: This checklist can also be used to analyze the other side’s strong negative emotions.

Fear, the other emotion that most often affects negotiations, may be triggered by feeling unprepared or inadequate, being unable to deal with the other side, having a poor BATNA (best alternative to a negotiated agreement), or facing a more powerful opponent. Some people even suffer from fear of fear—that is, they fear the physical symptoms of fear. As with anger, the way to deal with fear involves being aware of it first and then using techniques to address it.

Techniques for Handling Strong Negative Emotions

It is important to note that even being aware of and recognizing our emotions may not be enough to control behavior. Due to the way the human brain works, sometimes very strong negative emotions, such as extreme fear or rage, may lead us to act before we are even aware of the emotion. Also, most of our blood rushes to our extremities when we experience anger. So, although we are well prepared for a physical fight or for flight, our problem-solving abilities are not at their optimum, to say the least. Thus, it is ideal to be able to head off strong negative emotions before they arise; that is, to anticipate when they may arise and create an environment that will minimize their occurrence. If and when they do arise, it is important to be able to deal with them as early and as quickly as possible.

The various techniques and tools discussed below for dealing with strong negative emotions work well at different stages in the negotiation process. Some help deal with emotions when they arise during a negotiation, while others help anticipate and dissipate emotions even before they have the chance to arise.

During the Negotiation

Taking a Break

So, how do you control the strong negative emotions you feel and may act upon during a negotiation? Several techniques can help you immediately detach from the thoughts and events that are generating the emotion. Seeing the interaction from a distance allows calm rationality to prevail, and this gives you time to better analyze what is happening. The first group of techniques involves mental pauses or breaks:

Say “let me think about that.”

Use an imaginary “pause button.” Visualizing a big round red button and pressing it while you distance yourself from the immediate exchange will help you distance yourself mentally.

Focus on physical sensations in the environment. Listen to the air flow in the room, feel the sensation of your body on the chair, your hand on the table, the position of words on a piece of paper. All of these will allow you to calm your mind.

Think of a relaxing scene that you love and that touches you. It may be your backyard in the summer, a flower, your child’s face, a beach. Any of these scenes will transport you away from the current situation.

Adopt a relaxed position—find the tension in your body and relax it intentionally.

The second group of techniques involves taking a physical break, actually removing yourself from the negotiation:

Take a break for coffee or lunch.

Take a break to use the bathroom facilities.

Halt the negotiations and schedule them for another time. You can preface this move by “I think this is a good time to take a break from negotiations.”

If you are negotiating on the phone, say that someone needs you urgently and that you will call them back. However, use this technique sparingly and only if you are unable to deal with strong negative emotions in other ways.

A break lets you step away and become a detached observer—to figure out what you are feeling and why. William Ury describes this technique as “going to the balcony.”50 As you relax and distance yourself emotionally, think about how to react constructively. Breathing techniques are very beneficial to achieving calm during both mental and physical breaks. Taking a deep breath in through your nose and letting the air out slowly through your lips will help you calm down. Similarly, taking a deep breath and letting the air out all at once, as if you were sighing, will also help you calm down. Deep breathing activates the parasympathetic part of the autonomic nervous system—the part you want activated during stress so that you can relax. However, be careful about using the second breathing technique around other people; they might think you are expressing frustration, despair, despondency, boredom, anxiety, or fatigue.

Changing Your Emotions

Emotions are not fixed—they are fluid and can be changed. Hot feelings, which are less adaptable and rational, can be changed to cool feelings, which are healthier and less volatile. Thus, one way to deal with a strong hot negative emotion is to change it into a weaker or cooler emotion. Since our feelings are related to our thoughts and beliefs, we can change our feelings by changing our thoughts and beliefs.51 One simple way to change our thoughts about a feeling is to redefine it. For example, instead of labeling the emotion you are feeling as fury, identify it as irritation or annoyance instead. This small step can change how you perceive the emotion and consequently change how you feel it. Other examples include redefining depression as sadness, severe guilt as regret, and anxiety as concern.

Still another way to change an emotion is to look at the thoughts fuelling that emotion. Negotiators tend to have a bias that they are more cooperative than their counterparts and that such counterparts are more competitive and hostile.52 Based on this bias, a strong negative emotion could be created by the thought that the other side is intentionally violating standards of fairness, standards that you are upholding to your detriment. You may even tell yourself that the violation is a personal slight. However, if you were aware of your thoughts and what you were telling yourself, you would be able to change the thoughts and stop the emotion from building momentum. You would be able to look at the situation more objectively and determine whether your assessment is accurate. In a calmer state the behavior of the other side, if unfair, could be addressed in a constructive manner using, perhaps, the communication techniques discussed below.

Using Communication Techniques

There are specific communication techniques that are particularly effective in defusing competitive verbal moves that are typically used to throw us off balance by evoking strong negative emotions. These moves can include challenging competence or expertise, demeaning ideas, criticizing style, and making threats.53 These techniques are varied and include taking a break, naming the move, questioning the move, correcting the assertion with accurate information, and diverting the focus back to the substance in question. Examples of these techniques, or “turns,” appear in figure 9.6. Active listening is yet another technique that works well to deal with a competitive move.

Examples of Turns Figure 9.6

Turns


Examples



INTERRUPTING

Take a break
“Let me think about that”/ “Let’s take a break”/ “Let’s get a coffee”



NAMING

Signal you recognize the move
“You’re questioning my credibility”/
“You’re undermining my authority”



QUESTIONING

Question the substance of the statement or rephrase the attack by turning the description 
of your behavior into a question
“Unreasonable?”/“Unfair?”



CORRECTING

Correct the accusation or implication


“These are not my settlement figures, these are industry standards”/“Here are the fees charged by others—our fees are competitive”



DIVERTING

Ignore the move and refocus on the problem
“I would like to explore the concerns you have”/“Let’s discuss some other options”



Source: Based on the moves and turns set out in D. Kolb, “Staying in the Game” Harvard Negotiation Newsletter (December 2003).

Another technique for minimizing strong negative emotions is expressing yourself assertively when others are acting aggressively toward you. Most people find it hard to be assertive and instead take a stance that is either too hard (aggressive) or too soft (submissive). Figure 9.7 presents examples of all three stances. The “too hard” stance involves a very strong position that does not take into account the other person’s feelings or beliefs. In contrast, the “too soft” stance has no regard for the speaker’s concerns or feelings. The “just right” (assertive) stance allows the facts, as viewed by the speaker, to be brought forward with an openness that both invites and allows the other party to respond.

The Three Stances Figure 9.7

Issue


Stances



There are errors in the figures provided by the other side.


Too soft: “This is probably stupid, but these figures don’t seem to add up to me.”

Too hard: “Are you trying to rip me off?”

Just right: “Let’s look at these numbers. There appear to be discrepancies we should look at.”

The other side is not making any concessions on any issue. 


Too soft: “I’m not sure that I have this right, but it seems to me that you have not made any concessions.”

Too hard: “What’s with you? Don’t you even know how to make concessions? Wasn’t that in the ‘Negotiation for Dummies’ book?”

Just right: “On several of the issues I have made concessions from my initial position. Please help me to understand why you are not also able to make concessions.” 

Source: Based on the Goldilocks Test from K. Patterson et al., Crucial Conversation Tools (New York: McGraw Hill, 2002) at 133.

Creating an assertive message can be difficult and, therefore, having a basic structure to work with is helpful. One that works well is the three-part assertive message put forward by Bolton.54 The three-part message consists of (a) a non-judgmental description of behavior, (b) disclosure of how you feel about the effect of the other’s behavior on you, and (c) a description of the concrete or tangible effect on you of such behavior. For example, you may tell the other negotiator that setting the agenda without your input makes you feel unfairly treated because items that are important to you are not included. Or that when the other side is consistently late for the negotiations, you feel frustrated because of the time wasted while you wait for them. Figure 9.8 presents examples of assertive messages that use the three-part structure.

Examples of Three-Part Assertive Messages Figure 9.8

Description of Behavior


Disclosure of Feeling


Description 
of Tangible Effect



When you use my car and don’t refill the gas tank


I feel unfairly treated


because I have to pay more money for gas.



When you borrow my tools and leave them out in the rain


I feel annoyed


because they become rusty and don’t work well.



When you call me at work and talk at length


I feel tense 


because I don’t get all my work done on time.



When you do not put your dirty clothes in the hamper


I feel irritated


because it makes extra work for me when I do the wash.



Source: R. Bolton, People Skills: How to Assert Yourself, Listen to Others, and Resolve Conflicts (New York: Simon & Schuster, 1979) at 153.

An assertive message allows for firmness without dominance and should satisfy the following six criteria:55


1.
There is a high probability that the other person will alter the troublesome behavior being dealt with.


2.
There is a low probability that you will violate the other person’s space.


3.
There is little likelihood of diminishing the other person’s self-esteem.


4.
There is a low risk of damaging the relationship.


5.
There is a low risk of diminishing motivation.


6.
There is little likelihood that defensiveness will escalate to destructive levels.

Expressing yourself assertively will prevent emotions from building momentum and allow you to deal with bothersome behavior or issues in a way that is both constructive and affirmative. In contrast, once emotions have built up, expressing them in inappropriate ways can be damaging to the relationship and counterproductive to achieving your negotiation goals. If you decide to express your emotions to the other side, express them appropriately. Don’t vent, because venting may make the situation even worse. Be clear. Describe your feelings carefully. Don’t attribute blame or judge—just share. Try to relate the emotional tone to the substantive issue. An important part of communicating about your emotions is tying your emotions to your negotiation goals; for example, expressing your frustration about the progress of the negotiation due to interests that are being ignored.

Emotion provides important information to you and the other side. If you are able to express emotion in a constructive way and at an appropriate time in the negotiation, rather than destroy or hurt the negotiation process, emotion can greatly enhance it.

Before the Negotiation Begins

Having techniques and tools to deal with strong negative emotions as they arise in a negotiation is important. However, Fisher and Shapiro assert that it is even more important to anticipate that strong negative emotions may arise and proactively stimulate positive emotions in a negotiation instead.56 They propose that when negotiators address five core concerns—appreciation, affiliation, autonomy, status, and role—strong negative emotions can be anticipated (and, it is hoped, minimized). Fisher and Shapiro suggest that the core concerns be used as a lens to understand the emotions of each side and as a lever to stimulate positive emotions. Figure 9.9 presents the five core concerns and what happens when each is ignored or met.

The Five Core Concerns Figure 9.9

Core Concerns


When the Concern Is Ignored …


When the Concern Is Met …



Appreciation


Your thoughts, feelings, or actions are devalued


Your thoughts, feelings, and actions are acknowledged as having merit



Affiliation


You are treated as an adversary and kept at a distance


You are treated as a colleague



Autonomy


Your freedom to make decisions is impinged upon


Others respect your freedom to decide important matters



Status


Your relative standing is treated as inferior to that of others


Your standing, where deserved, is given full recognition



Role


Your current role and its activities are not personally fulfilling


You so define your role and its activities that you find them fulfilling



Source: R. Fisher & D. Shapiro, Beyond Reason (New York: Penguin Books, 2005) at 17.

The central premise put forward by Fisher and Shapiro is that these five core concerns motivate people in a negotiation; when both sides feel their concerns are met, the relationship will be enhanced and the negotiation outcome will be improved. So, for example, to create a positive negotiation environment, you will want to be respectful and appreciative of the other party’s ideas, interests, thoughts, and behavior. As well, you will want to be respectful of the other side’s autonomy—including their ability to make decisions.

Support for the five core concerns comes from research on words and phrases that trigger emotional responses. For example, labeling other people negatively and telling them what they should or should not do triggers the greatest number of emotional responses—the most typical one being anger.57 Thus, during the negotiation planning stage, think about how to address the five core concerns and perhaps even create some key phrases to use during the negotiation.

Negotiating without a plan to deal with strong negative emotions has been compared to working in a hospital’s emergency department without procedures and protocols in place for dealing with new patients.58 Thus, it is important to find out which techniques and tools work best for you and are easiest to use. Experiment with them during uncomfortable conversations rather than waiting to try them out during a longer negotiation. Taking a break is always a good technique to use because it is easy to do; it allows you to stop reacting, and it permits you to become more analytical about what is happening. As part of your negotiation planning, list any responses, topics, behavior, and attitudes that have triggered strong negative emotions in the past during conversations or other negotiations. Try to analyze whether your core identities or shadow characteristics were involved in your response. By doing this work, you will be able reduce the occurrence and strength of your emotional responses and, as a result, be better able to deal with them. Also, by becoming more aware of core concerns and trigger points, you may be better able to anticipate and reduce the chance of evoking strong negative emotions in others.

Using Emotion and Mood Strategically in Negotiations

Becoming an emotionally intelligent negotiator involves not only the awareness and regulation of emotion but also the creative and adaptive use of emotion. So, how do you use emotion strategically in a negotiation? As mentioned above, Fisher and Shapiro cogently argue for the use of the five core concerns as levers to create and enhance positive emotions in order to achieve a better negotiated outcome. Recent research has shown that both emotion and mood can have an effect on the behavior of the negotiator experiencing them, on the other party perceiving them, on the relationship between the parties, and on the negotiated outcome. However, the strategic use of emotion raises significant ethical issues. 

Thinking Inside the Box …

Ethical Issues

Is the tactical manipulation of your own emotions or those of others in the pursuit of your negotiation goals ethical? Is faking anger or frustration similar to using a tactic such as misrepresentation of information? Or is it more like lying? What about creating the experience of an emotion in yourself to enhance your performance? Is that different from expressing an emotion in order to affect your counterpart’s experience and behavior? Does the purpose matter? Is it unethical when it is used for selfish or even nefarious ends but ethical when used to further joint gains? What about when it is used to enhance the relationship with the other party? What about the intentional triggering of strong negative emotions in others? Is that less ethical than fostering positive emotions in others?

Research Findings on Positive and Negative Emotions and Moods

Numerous researchers have examined the effects of positive and negative emotions and moods on various aspects of negotiation. A few definitions are needed at this point to understand the findings. Positive emotions and moods are those we experience as pleasant, and negative emotions and moods are those we experience as unpleasant. Mood refers to a more diffuse psychological state and is of a more enduring quality than emotions, which tend to be of high intensity, short duration, and directed at an object, person, or event.59 The term affect, as used here, encompasses both mood and emotion. Researchers have examined affect in various ways, including how it can induce positive emotion and elevated moods in subjects and how it can be used to coach subjects to display a specific emotion. The influence of positive and negative affects has been found to be consistent for the most part, thus, the discussion that follows is based on this division.

Positive Affect: Making Friends and Increasing Joint Gains

The negotiator who displays positive affect has been shown to achieve greater cooperation and enhance the quality of the agreements reached. Specifically, the negotiator’s positive emotional state or mood increases concession making,60 stimulates creative problem solving,61 increases joint gains,62 reduces the use of contentious tactics,63 increases preferences for cooperation, increases the use of cooperative negotiation strategies,64 and increases the proposal of alternatives and suggested trade-offs.65 Positive affect also has been shown to lead to better decisions and improved results for the negotiator displaying the affect.66 Thus, the findings are consistent that negotiators who experience positive affect tend to be more cooperative, conciliatory, and creative. Not surprisingly, this cooperative, conciliatory, and creative behavior has been found to result in higher joint gains on integrative negotiation tasks in numerous experiments.67

Until recently, research in this area has focused on the effect of emotional experience on the behavior of the person feeling the emotion and the substantive outcome (intrapersonal effects) rather than the effect of one party’s emotional expression on another’s behavior and the substantive outcome (interpersonal effects). Due to the varied and rich information that emotion conveys to others, the interpersonal effects of emotion are an important area of concern. In studies looking at such effects, participants were coached in displaying positive, negative, and neutral emotions. In three different types of situations, the expression of positive emotions was found to encourage the continuation of longer term relationships, help close deals in ultimatum situations, and allow the positive negotiator to get more concessions from the other party.68

In addition to obtaining a better substantive outcome, positive affect has also been found to increase the affective and relational satisfaction of the parties in a negotiation. Specifically, the display of positive affect encourages the continuation of longer term business relationships,69 increases the report of a positive negotiation experience,70 and increases the chance that an opponent will speak highly of the positive negotiator and portray that negotiator as fair and cooperative.71 Perhaps an underlying basis for both increased joint gains and relational satisfaction is the trust that is created through the display of positive affect. The display of positive affect has been found to communicate one’s trustworthiness and cooperativeness to others,72 which, in turn, engenders more trust in a negotiation situation. Greater trust would correspondingly increase the degree to which interests are revealed and enhance the possibility for higher joint gains.

If experiencing and displaying positive emotions clearly helps reach substantive and relational goals, how then can you stimulate positive emotions in others? Researchers have induced elevated mood and positive emotions through humor, small gifts, pleasant scents, and positive performance feedback. Therefore, you may want to provide compliments and positive feedback to the other side during a negotiation as well as inject humor or jokes to create a more positive negotiating environment. Sales people often use the latter technique because making a joke typically puts people at ease and elevates their mood. People who are in a good mood are more likely to agree with you and buy what you are selling.

Meeting the five core concerns will also stimulate positive affect in others. For example, acknowledging the other person’s thoughts or feelings as having merit or treating her like a respected colleague as opposed to an adversary will go far in creating a positive working environment for the negotiation. Positive emotions that have been found to promote the integrative process include excitement, enthusiasm, and happiness.73 So, expressing these types of emotions will also help create positive feelings in the other party. To stimulate positive emotions in yourself just before starting a negotiation, try reading funny cartoons or think positive things about the negotiation. For example, think about the great facts you have, the wonderful opportunity this is for you, the fabulous agreement that is possible, and the great relationship with the other side that will be created through this negotiation.

Although early research found that positive negotiators also realized higher individual gains on both integrative and distributive tasks than did negotiators in a neutral affect mental state,74 more recent findings suggest that only negotiators displaying negative emotions realize higher individual gains.75

Negative Affect: Getting the Biggest Piece of the Pie

In contrast to the results of positive affect studies, negotiators experiencing negative affect have been shown to decrease initial offers, promote rejection of ultimatum offers, increase the use of competitive strategies, achieve fewer joint gains, refuse offers that served their economic interests, and decrease the desire to work together in the future.76 These results consistently show that negotiators experiencing unpleasant affect tend to be more competitive and reluctant to make concessions. Anger, in particular, has been shown to cause bigger risk taking, more errors to be made, and greater financial loss in negotiations.77 As such, many researchers have concluded that negative feelings have a negative impact on negotiations.

Advantages to using negative affect have been found in the research on emotional expression of anger. In face-to-face negotiations, anger was found to be every effective in extracting value where the other party perceived her options as weak.78 This result appeared because a strategic display of anger communicates toughness, and more concessions are made to an opponent perceived as tough. Therefore, where there is a power imbalance, the negotiator with better alternatives can get an even bigger share of the negotiated resources by strategically expressing anger. The same effect was found when the negotiator’s negative emotion was conveyed verbally. Subjects who thought they were facing a negative negotiator made larger concessions. Similarly, when participants were told about the other party’s emotional state in a computer-mediated experiment, they conceded more to an angry opponent than to a happy one, but only when they were motivated to get a deal quickly.79 Thus, greater individual gains have been obtained by expressions of anger both in face-to-face and computer-mediated negotiations, but only where other factors were operating as well. Despite the potential advantage of greater individual gain, such strategic use raises significant ethical issues.

These findings on negative affect highlight the need to be aware of our emotional states or we will negotiate under the influence of emotion—to our detriment. For example, experiencing negative affect may interfere significantly with carrying out a strategy that involves creating value. On the other hand, it may enhance the execution of a claiming strategy. Since experiencing negative affect has been shown to interfere with clear thinking, the best approach is to express the negative emotion only and not experience it. Unfortunately, there is a fine line between expressing emotion and experiencing it; faking an emotion may in fact create it. So, when strategically expressing negative emotions, be careful that you do not start to experience such emotion. Another reason why strategically expressing negative emotions is risky business is that emotions are contagious—we can give them to others. For example, a negotiator who displays hostility may breed further hostility in the other side, which can lead the negotiation to spiral out of control. And, thus, what started out as a negotiation strategy to get higher individual gains could easily disrupt and possibly derail the entire negotiation. Clearly, it is far safer and more advantageous to employ a positive affect strategically.

Putting It All Together

The central premise of this chapter is that in order to become a truly skillful negotiator, it is important not only to be able to use cognitive strategies, tools, and techniques but also to be emotionally intelligent. The various skills, techniques, and tools relating to becoming a more emotionally intelligent negotiator have been discussed and follow, to a large extent, three broad dimensions of emotional intelligence: emotional awareness and perception (in self and others); regulation of emotion; and the use of emotion in creative, adaptive, and ethical ways. So, how then do you put together all of this information in preparing for and navigating a negotiation session?

At the negotiation planning stage, after you have determined your substantive goals and your strategy, emotion and mood can be used tactically to assist the process. If you are planning to use an integrative strategy and want to foster creativity, trust, and cooperation, you will want to create positive affect in yourself and others—by experiencing it, expressing it, and stimulating it in others. If the negotiation involves parties with whom you already have or wish to have a long-term relationship, you will want to employ positive affect. Techniques for creating positive affect include using the five core concerns as levers, displaying positive affect such as happiness, excitement, and enthusiasm, and elevating your mood by reading humorous cartoons and thinking positive thoughts about the negotiation before you come to the table. If the negotiation is entirely distributive, then you may wish to employ negative affect, especially where the other side wants a quick agreement or has weaker alternatives than you do. However, the expression of negative emotion is a risky business for many reasons. So, before deciding to employ negative affect for negotiation gain, it is best to be fully aware of the risks involved.

Immediately before the negotiation starts, check your mood. If you are in a low mood and you want to create positive affect, you will need to employ some of the techniques discussed above to elevate your mood. If you are already in an elevated mood and feeling good—then carry on. In contrast, if you intend to use competitive tactics only (and this would be a rare situation) and you are in an elevated mood, you may wish to think depressing thoughts before the negotiation.

To ensure a positive environment at the beginning of the negotiation, focus on the relationship with the other side and try not to be distracted by what they may do. If they do or say something that is adversarial, then take a break (mentally or physically) to focus on and accentuate the positive aspects of the relationship. Go through the five core concerns in your mind and find a way to get things back on a positive track. If their behavior has been aggressive, you may want to use some communication techniques such as the three-part assertive message or some of Kolb’s turns.80

During the negotiation, especially a contentious one, tune into your body periodically and do temperature checks. If you are experiencing strong negative emotions, take a break—either mentally or physically. During the break, you may want to use the techniques that change hot feelings into cooler ones. Once you are calmer and more detached, you can decide how to get the negotiation back on track. You may want to ask yourself how the other side is feeling. If you still want to foster a positive environment, use the tools and techniques that help with that. You may want to use communication techniques to respond in a constructive way to the aggressive moves of the other side. You may also want to take the time to assess whether the strong negative emotion was triggered by identity issues or shadow characteristics. During the negotiation session, be perceptive and watch for signs of emotion in the other person. Doing so can provide invaluable information.

At the end of the negotiation, especially where you want to promote positive future relationships, ensure that you leave the other side feeling good. Take time to foster good feelings and speak positively about the process and the result. Of course, you want to be truthful so you will do so only where the process and the results have been creative and integrative. Emphasize your pleasure in dealing with the other side. Remember that if they leave with good feelings, they will most likely speak highly of you and portray you as fair and reasonable.

Summary

Emotion is an integral part of negotiation. Thus, in order to become a truly skillful negotiator, it is important not only to employ cognitive skills and strategies but also to be emotionally intelligent. In this chapter, various skills, techniques, and tools for becoming a more emotionally intelligent negotiator are discussed. To a large extent, the discussions follow the broad dimensions of emotional intelligence involving emotional awareness and perception (in self and others); regulation of emotion; and the use of emotion in creative, adaptive, and ethical ways. Emotional awareness of our own feelings as well as those of others is key to becoming an emotionally intelligent negotiator. It is important to deal with strong negative emotions as they arise because negotiations tend to foster them, and while in their grip, clear thinking is difficult. The techniques and tools presented not only help keep negotiations on track during emotional upheaval but also help anticipate strong negative emotion and stimulate positive affect. The creative and adaptive use of emotions is also paramount, and current research on positive and negative affect is examined in light of how to use emotion and mood strategically in negotiations to achieve a desired outcome.
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