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			Praise for Negotiating the Nonnegotiable

			• NAMED ONE OF THE “BEST BUSINESS BOOKS ON CONFLICT RESOLUTION” BY ZENEFITS.COM •

			“Shapiro exposes the myth that humans are primarily rational in their decision making. . . . More importantly, he discusses the conflicts between good and bad that take place in all of us. . . . The world has been enriched with another intelligent lecture on how we should interact with each other. Hopefully this time we will listen.”

			—Forbes

			“Appealing to rationality isn’t always the best way to mend a rift; instead, both parties in a negotiation have to be willing to get in touch with the conflict’s more emotional underpinnings. In his book Negotiating the Nonnegotiable, [Shapiro] shares the strategies he’s used to help people in all kinds of settings access the core emotions driving their conflicts and reach mutually beneficial resolutions.”

			—Business Insider

			“Personal and global anecdotes bring warmth to the narration, and Shapiro’s keen insights give readers a blueprint for successful negotiation.”

			—Booklist

			“I eagerly recommend this book equally . . . to the business person that wants to add to their negotiation tool set or the lay person that just has an interest in human nature and is looking to have their brain challenged and expanded.”

			—The Business Book Review

			“I have recommended Shapiro’s book more than any book I have read in quite some time. . . . Shapiro has broken down all the pitfalls we face in negotiation and given us tools to try to get beyond what can seem to be an impossible task.”

			—PsychCentral

			“Shapiro has written a book of psychological, social, and political significance.”

			—Success

			“Psychologist Daniel Shapiro . . . has developed approaches that blend emotional, cognitive, and political ingredients, inviting parties to consider their differences in ways that actually make them interesting. . . . With Shapiro’s help, conflicts develop a therapeutic richness as the characters in the plot untangle their narratives and move toward reconciliation and relief.”

			—The Improper Bostonian

			“The tools that Shapiro offers are so expertly described that the reader can internalize them in a single reading. You will be defusing problems before they become problems well before you finish this book. You’ll understand your own reactions and make better choices. In Negotiating the Nonnegotiable, Daniel Shapiro gives you the tools to transform yourself.”

			—Rick Kleffel (KQED), Rainbow Light blog

			“Dan Shapiro has written a masterpiece—clear, insightful, and practical—about the most difficult and emotionally charged of negotiations: those that revolve around identity. Highly recommended!”

			—William Ury, coauthor of Getting to Yes and author of Getting to Yes with Yourself

			“Daniel Shapiro brings brilliant insights to the baffling conundrum of our age, intractable disputes of all kinds. Both a seasoned psychologist and international negotiator, Shapiro shows us how people’s deep identities are both problem and solution. Negotiating the Nonnegotiable will help anyone bring practical tools to the table whenever confrontation looms.”

			—Daniel Goleman, author of Emotional Intelligence

			“With telling examples from the bedroom to the boardroom to the war room, this book gives us something invaluable—a way both to see the perils of identity conflict in negotiation and to avoid them.”

			—Professor Robert Cialdini, author of Influence: The Psychology of Persuasion

			“Dan Shapiro has tackled one of the most vexing problems in a world racked by conflict and violence: how to reach common ground when peoples hold different values and hate each other. His insights, drawn from years of study and travel, are both instructive and inspiring. Those seeking peaceful resolutions should keep this book on a bedside table.”

			—David Gergen, former White House adviser; codirector, Center for Public Leadership, Harvard Kennedy School of Government

			“Negotiating the Nonnegotiable offers valuable insights for reimagining our approach to conflict resolution at every level—from the interpersonal to the global. Grounded in decades of fieldwork and firsthand experience, Daniel Shapiro’s thoughtful book invites us to engage in negotiation through the framework of personal identity and to seek successful outcomes in a spirit of empathy and compassion.”

			—Jack DeGioia, president, Georgetown University

			“In Negotiating the Nonnegotiable, Daniel Shapiro provides us with one of the most optimistic and compelling approaches to conflict resolution of our time. Although we live in an age where compromise between opposing ideologies seems impossible, we are presented with a new paradigm, showing us that things can be different. We benefit from Shapiro’s decades of research on the underlying complexities of negotiation and learn from his most important breakthrough: that we do not have to sacrifice our deepest values in order to find common ground.”

			—Howard W. Buffett, lecturer in international and public affairs, Columbia University

			“A must-read! Dan Shapiro’s Negotiating the Nonnegotiable offers bold, practical, and uplifting advice to reduce the turmoil of conflict and foster reconciliation in your professional and personal life. His innovative and compelling approach significantly advances our understanding of successful dispute resolution.”

			—Michael Wheeler, Harvard Business School

			“Daniel Shapiro’s Negotiating the Nonnegotiable is a modern masterpiece. Bold and compelling from the first page, he shines a light on the dark divisive forces of conflict while describing pathways toward peace and harmony through the power of reconciliation and affiliation. It is the ultimate proof that addressing conflict requires a courageous head as much as a collaborative heart. Every leader should read it and live by it.”

			—Katherine Garrett-Cox, CEO of Alliance Trust Investments

			“Negotiating the Nonnegotiable is one of the most important books of our modern era. Dan Shapiro gives us a whole new set of tools to tackle our toughest disputes—those that threaten our identity. This brilliant book is innovative, practical, and exactly what we need in today’s world.”

			—Jaime de Bourbon de Parme, Ambassador of the Netherlands to the Holy See

			“Negotiating the Nonnegotiable is a fascinating read that gets to the core of all kinds of conflicts. Daniel Shapiro draws on his lifetime’s work to examine processes that lead from discord to harmony and from war to peace. His book is a gripping account of how people of every persuasion can come together and find a new beginning. Anyone with an interest in the work of reconciliation, peace building, and conflict resolution should read this book.”

			—Bertie Ahern, Former Prime Minister of Ireland 1997–2008; conegotiator of the Good Friday Agreement

			“As Commander of the NYPD Hostage Negotiation Team for over fourteen years, I have been involved in many dangerous nonnegotiable negotiations where a tactical resolution often had to be realized. In Negotiating the Nonnegotiable, Dan Shapiro unlocks the strategies to reconcile strained relationships and find the hidden possibilities for resolution. An extraordinary book that will change your life.”

			—Lt. Jack Cambria, Commanding Officer NYPD Hostage Negotiation Team (Retired)

			“Dan Shapiro has written a book that is at once both profound and practical, heartfelt and hopeful. At a time when one of our world’s most alarming faultlines is the growing polarization between individuals and groups—divided by race, ethnicity, politics, religion, or class—immersion in his wisdom is a must for anyone trying to prevent or resolve these conflicts.”

			—Matthew Bishop, New York Bureau Chief, The Economist, and cofounder of the Social Progress Index

			“No one has thought more deeply and creatively about the impact of emotions on conflict than Dan Shapiro. In Negotiating the Nonnegotiable, Dan draws on that depth of knowledge to develop a workable method that enables us to deal effectively with emotional conflicts that all too often seem nonnegotiable.”

			—Jeswald W. Salacuse, Henry J. Braker Professor, the Fletcher School of Law and Diplomacy, Tufts University, and author of Negotiating Life

			“A wise book—full of experience, heart, and intelligence—it will give every reader insights to consider and plans to enact. We can hope that no conflict is intractable, thanks to this book. And it has great stories.”

			—Susan T. Fiske, Eugene Higgins Professor of Psychology and professor of public affairs, Princeton University

			“What a powerful book! Negotiating the Nonnegotiable is both entertaining and deeply enriching, with a comprehensive content and a diversity of examples from daily life and global contexts. I wish I would have known much earlier in life about the ideas in this book, including my vertigo syndrome! Shapiro provides us with a fabulous invitation to consistently trade disharmony for harmony.”

			—Alain Robert, Vice Chairman of UBS Wealth Management

			“This fascinating book tells us a lot about the role of identity in international conflicts and how to bridge the divide. It expands our understanding of the political reconciliation in the international system.”

			—Professor Yan Xuetong, dean of the Institute of Modern International Relations, Tsinghua University (China)

			“Welcome to Negotiation 3.0! Dan Shapiro gives us new eyes through which to understand even the most difficult negotiations—and a powerful new tool kit to overcome them. Negotiators from both my own country of Japan and from around the world will be inspired by this important new text and will benefit immensely from it.”

			—Jiro Tamura, professor of law, Keio University, president, Negotia Club (Japan)
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			The Challenge

			EVERY GENERATION OF HUMANKIND BELIEVES THEY ARE MORE EVOLVED, MORE SOPHISTICATED, MORE “MODERN” THAN THOSE WHO CAME BEFORE THEM.

			YET NO MATTER HOW FAST SOCIETY ADVANCES, PEOPLE IN CONFLICT ARE, AND ALWAYS WILL BE, HUMAN.

			THE CHALLENGE IS HOW TO BRIDGE THE DIVIDE WHEN OUR MOST FUNDAMENTAL VALUES ARE ON THE LINE.

			HOW DO WE NEGOTIATE THE NONNEGOTIABLE?
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			Introduction: Why This Book?

			Negotiating the Nonnegotiable introduces a new paradigm for resolving conflict—one that speaks as much to the heart as to the head. Just as scientists have discovered the inner workings of the physical world, my research in the field of conflict resolution has revealed emotional forces that drive people to conflict. These forces are invisible to the eye, yet their impact is deeply felt: They can tear apart the closest friendship, break up a marriage, destroy a business, and fuel sectarian violence. Unless we learn to counteract such forces, we will tend to engage repeatedly in the same frustrating conflicts, with the same frustrating results. This book provides the necessary tools to overcome these dynamics and foster cooperative relations, turning the most emotionally charged conflict into an opportunity for mutual benefit.

			The need for a new paradigm struck me twenty-five years ago in a café in the splintering state of Yugoslavia. I had just facilitated a weeklong workshop on conflict resolution for teenage refugees—Serbs, Bosnian Muslims, and Croats—and several of us were now discussing the differences between life in Yugoslavia and in the United States. The sound of gunfire still echoed in the minds of these teenagers, but here we were, in the eye of a hurricane, drinking Turkish coffee and talking about soccer and who in our workshop had a crush on whom. Among us was long-haired, blue-eyed, seventeen-year-old Veronica, who stared straight ahead with unnerving intensity. She had said little throughout our workshop, so I was surprised when, during a pause in the chatter, she suddenly spoke.

			“It happened nine months ago,” she began, her gaze fixed on her plate. “My boyfriend and I were having lunch at his house. There was a knock at the door. Three men with guns entered.” She glanced up for a moment, unsure whether to continue. “They pushed my boyfriend against the wall. He pushed back, but they fought harder. I tried to scream. But nothing came out. I wanted to run for help. To do something. But I froze.”

			Now her already monotonic voice flattened even further, and her eyes opened wide.

			“They grabbed my shoulders, pinned me down, and held his head in front of mine. I saw the fear in his eyes. He shook to get free, but they held him tight.”

			She paused again and then said, “One of them took out a knife, and I watched as they slit his throat.”

			The noise of the café fell away. I looked at her, stunned, feeling as though I had been pinned to my chair. I wanted to comfort her, to support her in some way, but I didn’t know what to say. And then, just as suddenly as Veronica had awakened to this moment of horror, she fell quiet.

			My colleagues and I had only one more night in Yugoslavia; at dawn we would catch a train to Budapest. I was sad to leave the workshop participants, of whom I had grown deeply fond and who, in this nightmarish war zone, had entrusted us with their secrets. But more than sadness, I felt guilt: I would be returning to the comfort and security of the United States, while they would remain in despair.

			As our car approached the train station early the next morning, my heart jumped. All twenty-four teenagers from our workshop were standing by the track, waving. Veronica was among them. She walked over to say good-bye.

			“Don’t be like all the others who come to help,” she said. “Don’t say you will remember us and then forget.”

			I gave her my word.

			The Missing Piece

			What drives humans to engage in destructive conflict? Are we psychologically predisposed to repeat the same dynamics again and again—despite the often calamitous results? And how can we resolve emotionally charged conflicts when our most cherished beliefs and values are at stake? These are the vital questions at the heart of my work.

			While you may never find yourself in a situation as dire as Veronica’s, you cannot avoid emotionally charged conflicts. They are part of what it means to be human. You may resent your romantic partner, hold a grudge against a colleague, or despair at deteriorating ethnic relations. The chart below illuminates some of the innumerable circumstances in which these conflicts crop up.

			
				Illustrative Examples of Emotionally Charged Conflicts


				
						A couple wrestles over the values that should govern their shared life together. How do they negotiate divergent perspectives on finances, household roles, and politics?

						Parents guard against any of their children marrying outside the family religion, class, or ethnicity. Any child remotely exploring that option will be rejected.

						A work team divides along cultural lines and experiences internal tension over who should lead the team. Each side distrusts the other, talks about the other behind closed doors, and produces dismal results.

						Senior corporate leaders are deadlocked on the issue of budget allocation, split over the values that should represent their company. Should they prioritize short-term profit? Long-term reputation? Community service?

						A neighborhood is rocked by a local controversy that divides residents along racial or ethnic lines. Most people on one side refuse to speak to those on the other side, and there is the unspoken fear of escalating violence.

						A community sees itself being swallowed up by a larger “global culture” threatening its local customs and values.

						Members of a political group come to view competition for resources as a quest to define their collective identity; they take up arms to fight for their rights.

						A nation faces a values-laden debate over the erosion of national identity amid an influx of foreign cultural, religious, and secular influences.

				

			

			You cannot resolve such conflicts unless you address them at the root—which stretches beneath rationality, beneath even emotions, to the heart of who you are: your identity. By default, disputants tend to define their identities in opposition to one another: It is me versus you, us versus them. We point fingers, assign blame, insist, “This is your fault.” But this clash of identities only escalates conflict. A better approach is to collaboratively problem solve differences: to uncover each person’s interests and commit to an agreement that works for both sides. Yet in an emotionally charged conflict, from a marital dispute to a clash between nations, collaborative problem solving often proves insufficient. Why?

			First, you cannot solve emotions. Ridding yourself of anger or humiliation is a very different matter than solving a math problem. Emotions are idiosyncratic; no mathematical equation can tell you with certainty how the other side will react. Apologizing to your spouse may backfire today, but work wonders tomorrow.

			Second, even if you rationally want to repair relations—with your spouse, with your boss—emotional impulses often goad you to continue to fight. In an emotionally charged conflict, something within blocks you from cooperative problem solving: a knot of resentment, an intuition that the other side is out to get you, a voice that whispers, Don’t trust them. Whether you are in conflict with someone you love or someone you hate, an inner urge to resist cooperation can get in the way of resolution.

			Finally, you cannot simply adopt the other side’s beliefs as yours. In a heated conflict, your identity is on the line, but it is not a commodity you can trade away; what you believe is what you believe.

			So how do you resolve emotionally charged conflicts?

			I have spent decades investigating that very question—and have made some important discoveries along the way. This book is the result. Written here in Cambridge and at night in cafés during my research travels around the world—from Cairo to São Paulo, Zurich to Dar es Salaam, Sydney to Tianjin, Tokyo to New Delhi—Negotiating the Nonnegotiable began with the realization that emotionally charged conflicts may feel nonnegotiable, but can be resolved. And it was born of the conviction that no one need suffer the agony that Veronica endured.

			The Method

			I have developed a practical method to bridge the toughest emotional divides. This method leverages a unique feature of conflict that has been consistently overlooked: the space between sides. We typically view conflict as a binary concept—me versus you, us versus them—and focus on satisfying our independent interests. But conflict literally exists between us—in our relationship—and in that space live complicated emotional dynamics that thwart cooperation. Learning how to transform an emotionally charged conflict into an opportunity for mutual benefit requires that you learn how to effectively navigate this space.

			My goal has been to decode the space between disputants and to design processes to help them work through intransigent emotions, divisive dynamics, and clashing beliefs. The result is the method that I call Relational Identity Theory, which features practical steps that produce dynamic effects, much as the few simple actions necessary to light a pile of wood produce the dynamic effect of fire.

			The single greatest barrier to conflict resolution is what I call the Tribes Effect, a divisive mindset that casts you and the other side as inevitable adversaries. As long as you are trapped in this mindset, you will be trapped in conflict. The way out is to counteract the five hidden forces that draw you toward this outlook—the Five Lures of the Tribal Mind—and to cultivate positive relations via the process of integrative dynamics. In the course of doing so, you will confront unavoidable tensions—relational dialectics—that threaten to make your conflict feel like a no-win proposition. This book will show you how to find your way past these apparently nonnegotiable obstacles.

			To arrive at this method, I have conducted laboratory experiments, reviewed thousands of research articles, consulted for political and business leadership, advised struggling families and couples, and interviewed hundreds of experts ranging from political negotiators to citizen activists, heads of state to business executives. I also founded and direct the Harvard International Negotiation Program, which serves as a research and educational base for investigating the emotional and identity-based roots of conflict resolution.

			These experiences have taught me a lot, and in Negotiating the Nonnegotiable I share these insights with you. While this book is designed to help you resolve your most fraught disagreements, it is also my attempt to honor my word. I wish to honor Veronica, the other twenty-three youths from our workshop, and all those people around the world, on whatever side of a given conflict, who suffer in the name of identity. I believe there is a better way. I believe there must be.

			This book is a testament to that vision.

			Daniel L. Shapiro

			CAMBRIDGE, MASSACHUSETTS

		

	
		
			Section 1
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			Why Do We Get Stuck in Conflict?

		

	
		
			1

			Emotionally Charged Conflicts Are Hard to Resolve

			We all have struggled with emotionally charged conflicts. They can strike us at home, at work, or within our community, imposing tremendous costs on us. Couples divorce. Families divide. Companies crumble in the face of toxic office politics and litigation. Nations fracture and fall prey to violence. These conflicts are so powerful that they can take control of our lives, stress us to the core, and feel impossible to overcome. But they can be resolved, and this book shows you how, drawing on innovations in psychology and conflict resolution to map out a path for bridging the divide.

			Emotionally charged conflicts can feel extremely frustrating because no approach seems to resolve them. If we argue our own point of view, the other side argues back, and the dispute escalates. If we accommodate to their demands, we feel resentful. If we avoid discussing the disagreement altogether, the conflict goes underground. Even efforts to problem solve fail. How often have we tried in vain to work through a conflict with a family member or colleague?

			So we look for the quick fix to cure us of our relationship woes, as though there is some magic pill to resolve our issues. But that is not how life works. It takes time and effort to break free of the ingrained patterns that underpin our dysfunctional relations.

			This book provides a universally applicable method to get to the heart of our conflicts and successfully work through them. We must look beneath the substantive issues—money, policies, resources—to the role of identity in our interactions. The moment we feel threatened for who we are or what we stand for, a set of emotional forces swoops in and lures us into conflict. We become stuck in an adversarial mindset. Counteracting these lures opens up emotional space for us to heal our grievances and rebuild connections.

			In the pages that follow, we explore this method in detail. Each chapter builds on the previous one, and most conclude with a Personal Application Worksheet that provides practical guidance on how to apply the tools. The worksheets are vital to the change process and, combined with the framework itself, create a comprehensive method to reconcile the most strained relations.

			We now turn to a case example that illustrates the tremendous power that identity holds over all of us. The situation may seem outlandish, but the dynamics are not. As you read the case, reflect upon how it mirrors conflicts in your own life and within the turbulent world around us.

		

	
		
			2

			Identity Matters (More Than You Think)

			The world exploded at Davos. It happened several years ago at the World Economic Forum’s annual summit in the snow-capped mountains of Switzerland. I had convened a meeting of forty-five world leaders in a small room tucked away from the eyes and ears of the reporting press. These leaders had negotiated some of the world’s most challenging conflicts, but none were prepared for what would happen next—a negotiation of the strangest kind that would reach beyond the halls of that summit to the epicenter of all our lives.

			It all started innocently enough. As the leaders streamed into the room, a young staffer handed each of them a colored scarf and escorted them to one of six tables. I watched as the CEO of a Fortune 50 company made his way to his seat, followed by a deputy head of state, who greeted the CEO with a diplomatic nod. A prominent university president settled next to a security expert, while at a neighboring table an artist chatted with a professor. Soft music played in the background, and the mood was light.

			As the clock struck one, the music quieted and I stepped to the center of the room. “Welcome,” I said a bit nervously, taking stock of this esteemed group, who looked at me in anticipation. “It is an honor to be here with all of you today.”

			As the word “tribes” appeared on a screen behind me, I launched into the session. “Our world is becoming more and more of a tribal world. As global interdependence and advances in technology intertwine, we have more opportunity to connect with more people. Yet this very thread of connection—this emerging global community—also threatens fundamental aspects of who we are. It is only natural, then, that we tend to withdraw to the security and continuity of tribes.”

			The group appeared intrigued. I continued. “We all belong to multiple tribes. A tribe is any group to which we see ourselves as similar in kind, whether based on religion or ethnicity or even our place of work. We feel a kinlike connection to the tribe; we emotionally invest in it. This means a religious community or nation can feel like a tribe. A family can be so tightly knit that it feels like a tribe. Even multinational corporations can take on the feel of a tribe. Tribes are all around us.

			“Today we’ll be exploring the power of tribes. You and the others at your table will have the opportunity to get to know one another—by forming a tribe of your own at your table. You’ll have fifty minutes to answer a small set of challenging questions to define the key qualities of your tribe. Please answer all these questions through consensus, not voting. And be sure to remain true to your own belief system.”

			The instructions seemed acceptable to everyone—until I passed out the worksheet containing the questions. The professor’s hand darted into the air. “You want us to answer these questions through consensus? In fifty minutes? Come on!”

			He was justifiably aggravated, as the participants were being asked to answer such morally divisive questions as “Does your tribe believe in capital punishment?,” “Does your tribe believe in abortion?,” and “What are the three most important values of your tribe?”

			“I’ve facilitated this exercise dozens of times,” I assured the professor, “and everyone is always somehow able to finish. So just give it your best shot, and be sure to have a response to each question by the end of the allotted time.” He nodded begrudgingly, and the participants set to work. One tribe spent nearly thirty minutes defining and prioritizing its tribal values, while another got stuck on whether capital punishment should be legal. A tribe in a far corner laughed and joked like friends at a bar while a neighboring table became deeply absorbed in the task.

			•   •   •

			At the fifty-minute mark, the room went pitch-black. Ominous music began to play—a pipe organ droned a haunting scale of notes. “What’s going on?” whispered an eighty-five-year-old venture capitalist. His head swung around as he heard a loud knock on a side door, then a loud bang. Everyone in the room went still, unsure what to expect. In barged a wide-eyed alien with pale green skin and flylike black eyes. It weaved through the tables, passing the gaping venture capitalist, and slowed to rake the professor’s hair with its long green tentacles. “You measly earthlings,” the alien growled. “I have come to destroy the Earth!

			“I will give you one opportunity to save this world from complete destruction,” taunted the alien. “You must choose one of these six tribes as the tribe for everyone here. All of you must take on the attributes of that one tribe. You cannot change any of that tribe’s attributes. And if you cannot come to full agreement by the end of three rounds of negotiation,” the alien snarled, “the world will be destrrroyyyyyed!” The creature then raised its arms wide, shrieked with laughter, and left the room.

			•   •   •

			The lights came back on, and everyone looked around, bewildered. There were a few chuckles, and then the participants sprang into action, huddling at their tables to define their strategy for the upcoming negotiations.

			Six barstools stood in the middle of the room, one for a delegate from each tribe. I announced the advent of round one, and the tribes sent their representatives to negotiate. This round was fairly amicable. The six tribes familiarized themselves with one another’s key characteristics.

			After a few minutes, the CEO of a Dubai-based company said, “We must start by talking about our negotiation process. How are we going to make our decision here?” It was a good, rational question, the kind that virtually any negotiation consultant would advise should be raised. But the CEO was drowned out by a magazine editor from the Happy Tribe, who, feeling pressure to advocate for his own group, complained, “Why is no one listening to our tribe?”

			“You’ll get your chance,” replied a representative from the Cosmopolitan Tribe. But round one ended before the magazine editor could say another word.

			In round two, the emotional temperature of the room intensified. These leaders were determined to save the world. The charismatic delegate for the Rainbow Tribe, a sharply dressed business executive, proclaimed, “We believe in all colors, all genders, all ethnicities. Come to our tribe! We will accept you all!” He spread his arms in a welcoming gesture, and two tribes immediately joined with him. A venture capitalist crossed his arms, glared at the Rainbow Tribe delegate, and complained, “If we are all equal, why don’t you join our tribe?”

			In round three, a frenzy overtook the room. The delegates for this round included five men and one woman, all of whom argued about whether humanitarianism or compassion represented a more important core value. The men yelled over one another and over the woman, who became so enraged that she stood on her stool, her face flushed, and pointed her finger and shouted, “This is just another example of male competitive behavior! You all come to my tribe!” Only one tribe agreed to join hers.

			Moments later the world exploded.

			The Fundamental Force of Conflict

			It is tempting to write off the dynamic of the Tribes Exercise as unique to the leaders at Davos, but their instincts are essentially no different from yours or mine. Over the past two decades, I have facilitated the exercise dozens of times with students of law, business, psychology, and politics, and key political and business leaders in Europe, the Middle East, North America, Australia, and Asia. The world has exploded all but a handful of times. This tribal dynamic appears so compelling that participants lose sight of their goal of saving the world for the sake of an identity crafted in a mere fifty minutes.

			My international research has led me to conclude that the Tribes Exercise evokes emotional dynamics intrinsic to real-world conflict. Think how easily the world explodes in the lives of divorcing couples, competing business units, and rival factions. And as our world faces shared crises around security, climate change, and world trade, tribal entrenchment increasingly puts the entire human race at risk.

			But it is hard to notice these dynamics when caught in them. After the Tribes Exercise in Davos, an internationally recognized rabbi admitted with great shame, “My parents and I were nearly victims of the Holocaust. I vowed, ‘Never again.’ But here I am, responding to the constraints of this exercise without as much as a word of protest until it’s too late.” An academic observed, “I set out to either show unifying leadership or to become a demagogue, breaking the rules of the game. But I failed to do either, and let down history and humanity.”

			Key Dimensions of Conflict Resolution

			This book provides crucial advice to resolve emotionally charged conflicts. The world could have been saved at Davos if the leaders had addressed the key dimensions of conflict resolution: rationality, emotions, and identity.* While scholars often treat these dimensions as independent, neuroscience suggests they interrelate. Only by addressing all three can we hope to arrive at a satisfying resolution to an emotionally charged conflict.

			Homo economicus

			The first dimension of conflict resolution regards people as rational actors, subscribing to the Homo economicus model of human behavior. This model contends that your main motivation is to get your interests met as efficiently as possible. If you can satisfy the interests of the other party while meeting your own, all the better. The defining feature of this paradigm is a search for an agreement that maximizes mutual gains, or at least satisfies your interests without worsening those of your counterpart.

			Despite this model’s straightforward appeal, the explosion at Davos reveals its limits. The global leaders taking part in the Tribes Exercise had all the tools of rationality at their disposal, along with an unusual collective portfolio of experience leading in times of crisis. They tried to use reason to their favor, as when the CEO of the Dubai-based company urged the tribes to define a process of negotiation. They also had powerful incentives to both save the world and avoid the public humiliation of a failed effort. But however high the odds were in favor of these leaders saving the world through rational means, the world ultimately exploded in front of their very eyes—indeed as a result of their very words and deeds.

			Homo emoticus

			A new generation of research suggests a second dimension to conflict resolution: emotions. You are not merely a rational decision maker; beyond reason lies the emotional domain, which animates your actions and thoughts. You are, in other words, a being one might call Homo emoticus. According to this model, emotions can facilitate conflict resolution—provided that you listen to what they are telling you. Just as hunger alerts you to the necessity of food, emotions alert you to unmet psychological needs. For example, frustration tells you an obstacle is in your way; guilt pulls you to rectify a wrongdoing. Emotions are messengers, signaling whether a situation is unfolding in your favor. It is up to you to make use of those signals to adjust your course as needed.

			But emotions also can hinder conflict resolution. At Davos the leaders made emotional appeals to attract others to their tribe, but these efforts failed. Anger, pride, and resentment amplified tribal differences to the point that negotiations ended in deadlock. After the world exploded, I asked the group, “How many of you think that someone else in this exercise acted irrationally?” Nearly every hand rose. A deputy head of state summed up the emergent theme of the group’s experience: “We live in a tribal world. If we cannot deal with emotions constructively, we are doomed.”

			Homo identicus

			To understand why the world exploded at Davos and why it can explode in your own life, you must look beyond reason, beyond even emotion, to the realm of identity. This third dimension of human behavior is represented in a model of human behavior I call Homo identicus, which is rooted in the principle that human beings seek meaning in their existence.

			An emotionally charged conflict gets its “charge” because it implicates fundamental aspects of your identity: who you are, what you hold as important, and how you conceive of meaning in your life. In other words, it threatens you.

			While emotionally charged conflicts often hinge on such values-laden differences as religion, politics, or family loyalty, human beings can attach strongly to any issue, imbuing it with deep importance. Again, consider the lesson of Davos: It took only fifty minutes for these leaders to attach so intensely to a newly formulated identity that they sacrificed the world in defense of it. Consider how much more difficult it is in the real world to negotiate cooperatively when long-standing beliefs and values come under threat. How, for example, should a multinational corporation address the culture clash among its Chinese, German, South African, and American employees, each based in their own home country and each trying to reconcile the company’s culture with local customs? How should a Kenyan mediator at the United Nations most productively assist in a political conflict in Jerusalem between neighboring Islamic and Jewish communities? Such conflicts are virtually impossible to resolve without taking into account awareness of identity.

			Homo identicus entails not just your individual identity but the space between you and the other side. What is the nature of your relationship? If a husband and wife argue incessantly, the space between them may feel tense; friends quickly notice and ask, “Is something going on between them?” This space can become cold and clogged or warm and welcoming, and the emotional dynamics involved can pull you and the other side apart or bring you together. In a galaxy, the space between two flickering stars is not nothing: It contains a gravitational pull that shapes their relationship. Similarly, the emotional space between you and another party defines your relationship as friends or enemies, lovers or traitors.

			Unlocking the Power of Identity

			This book reveals a powerful method to navigate the complex landscape of identity. You can know facts with certainty, but you can never fully know yourself. The closest you can get is through reflection. The more you reflect, the more you know. So as you read this book, think about the role of identity in your toughest conflicts. You will come to see hidden forces fueling destructive relations, as well as new possibilities for resolution.

			At Davos, the leaders stumbled through this process. After the world exploded, they fell silent. I asked, “How are you feeling?” They all looked depressed, save one: the professor. He stood, his face red, and pointed his finger at me. “This is your fault!” he shouted. “You set us up to have the world explode—with all your questions we had to answer, with the short time frame you enforced.” He shook his head, repeating, “This is all your fault.” He sat down, crossed his arms, and glared at me.

			I had expected that someone in the group might blame me in the event that the world exploded. I was an easy target—in many ways a fair target—but the professor’s anger was more intense than I had anticipated. All eyes turned toward me.

			“You’re right,” I said. “I did anything and everything in my power to structure this exercise so that the world would explode. I gave you virtually impossible questions to agree upon. I gave you limited time to negotiate. I had the alien force you to choose one tribe over the others. So yes, you’re right.”

			The professor’s face softened as I acknowledged my responsibility. His arms uncrossed.

			“But,” I continued, slowing the pace of my words, “at the end of the day, you had a choice. You could have come to agreement. You could have questioned me and resisted the rules. You could have. But you didn’t. You . . . had . . . a choice.”

			The professor nodded, his cheeks flushed. I had revealed the truth he did not want to face: He and the other leaders had possessed full power to save the world, but had failed to do so. They had locked themselves into a narrow definition of identity and let the world go down in flames. The conflict had never been immutable, even if it had felt that way.

			
			
		

	
		
			3

			Is Identity Negotiable?

			In Lewis Carroll’s whimsical Alice’s Adventures in Wonderland, charming young Alice encounters an enigmatic, hookah-smoking caterpillar, who asks her a seemingly simple question: “Who are YOU?”

			Alice hesitantly replies, “I—I hardly know, Sir, just at present—at least I know who I was when I got up this morning, but I think I must have been changed several times since then.”

			Alice stumbles around tricky questions of identity. Who is she, how did she become who she is, and how does she even know she is who she thinks she is? Her musing that she must have changed several times since the morning indicates her conviction that identity is fluid. But what troubles poor Alice is that, despite this belief, she feels a consistency in her lived experience. She knows she has changed but feels the same.

			This paradox cuts right to the heart of conflict resolution. If identity is absolutely fixed, then the only way to resolve a conflict is to compromise your own identity or persuade the other side to compromise theirs. Conflict thus becomes a win-lose proposition. Yet if your identity is entirely fluid, you have no assurance that either party will honor an agreement. How can you be held accountable for your actions of yesterday if you are a changed person today?

			A Way Out: The Dual Nature of Identity

			Alice gets us out of this conundrum with an insight that proves essential for conflict resolution: Some aspects of her identity change—while others remain the same. Her identity is both fluid and fixed.

			In a conflict, however, it is easy to lose sight of this fact. When your identity is threatened, you hunker down in self-defense and conceive of it as a single, immutable whole. I call this the fixed-identity fallacy—and because of it, you demand the other party acquiesce to your perspectives, your sense of right and wrong, your values. If the other side holds this same egoistic assumption, both of you get stuck in an ever-escalating impasse, until your conflict feels intractable.

			But this is an illusion. To assume from the outset that your conflict is insoluble is to bury the possibility of reconciliation deep in the ground. While an emotionally charged conflict is hard to resolve, it is much more useful to direct attention toward those aspects of identity that you can affect rather than those that appear immutable. In fact, virtually all parts of your identity have a degree of fluidity, though some are much easier to change than others.

			This chapter lays the groundwork for the remainder of the book, providing you with foundational tools to overcome the fixed-identity fallacy. Despite the pervasive impact of identity, disputants seldom know what it is or how to address it. Thus this chapter presents a framework to help you discover and leverage the most deeply significant aspects of identity underpinning your conflict.

			Who Are You?

			Your identity comprises the full spectrum of persistent and fleeting characteristics that define you. These characteristics integrate to make you one: a unified whole that includes your body and mind, your neurological apparatus and position in society, your unconscious processes and conscious thoughts, and your enduring sense of existence as well as your passing observations.

			Though these characteristics define you, you also define them. You are as much the object of analysis as the subject doing the analysis. This reciprocal relationship is vividly illustrated by M. C. Escher’s sketch Drawing Hands, which depicts the hands of an artist drawing themselves. When I asked my then-six-year-old son, Zachary, for his thoughts on this picture, he said, “He’s making himself!” When it comes to identity, you make yourself too.

			In recognition of this self-referential quality, some negotiation scholars have proposed that your identity is “the story you tell yourself about yourself.” This definition is insightful but incomplete. You are a story not just told, but also felt. You are the embodiment of that story and also the person telling it. Pioneering psychologist William James called the story you tell yourself the me and your embodied experience the I. Everything you experience in a conflict—a wave of shame, an urge to escape, an impulse to yell—will not only be lived and felt by you, but also narrated to you, by you, in real time.
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			Two facets of identity are critical for resolving an emotionally charged conflict: core identity and relational identity. In the following sections, I describe these two aspects and illuminate how you can leverage them to resolve conflict.

			Become Aware of Your Core Identity

			Your core identity is the spectrum of characteristics that define you as an individual or as a group. It includes everything from your body, personality, and occupation to your spiritual beliefs and cultural practices. The world would spin into chaos if no one had a core identity. Nations would have no constitutions or flags; businesses would have no brands; and people would have no names or personalities. Your core identity is the platform from which you synthesize your experiences into a coherent sense of self with both continuity and clear ideals. Should you feel confused about your core identity—unsure of who you are or what you stand for—decisions of all kinds become problematic.

			The multiplicity of identity. Your core identity includes your personal preferences and personality traits as well as your identification with social groups. Do you see yourself as American, Japanese, Lebanese, Hispanic, Protestant, Muslim, Jewish, Hindu, or atheist? As a student, parent, executive, liberal, or conservative? Because you belong to multiple groups, you have multiple social identities. A person may be Chinese American, Protestant, a teacher, and conservative.

			In a conflict, you must decide which of your social identities to prioritize. You may feel competing loyalties based on your faith, ethnicity, political convictions, and national citizenship. Perhaps your religious identity feels most important to you, but you emphasize your national identity to fit in with your neighbors. Even in casual conversation with a friend, you must decide whether to discuss politics, religion, or work responsibilities, with each decision shaping the contours of your identity.

			Just as you identify yourself as a member of specific groups, others pigeonhole you. If you are the only Chinese American executive at your company’s meeting on cultural diversity, colleagues may make you feel very aware of that identity, whereas it may fall out of your awareness while you meet with a good friend at a café. But you are not powerless to social labeling—a lesson that Professor Henri Tajfel, founder of social identity theory, learned during World War II. He was a Polish Jew who studied in France and joined the French army during the war. A year into his service, the German army captured him and tossed him into various German prisoner-of-war camps for five years. The Germans repeatedly interrogated him: Are you a Jew? Where are you from? He revealed his Jewish identity, confident that the authorities would discover this information. But he realized that this identity was not entirely fixed. He decided to live under the pretense as a French Jew. Had the Germans discovered his social identity as a Polish Jew, he would have met certain death.

			The most meaningful aspects of your core identity are what I call the Five Pillars of Identity: beliefs, rituals, allegiances, values, and emotionally meaningful experiences. These pillars provide you with a structure to assess what is at stake in an emotionally charged conflict. A threat to any of these pillars gives rise to an existential crisis, because meaningful aspects of your core identity feel endangered.

			The primary function of identity is not merely to stay alive or pass along your genes, but to find meaning in life. It is the Five Pillars that bring significance to existence. Just as the brain, heart, and lungs are central to physical survival, the Five Pillars are central to the vitality of identity. They help explain why the world explodes again and again in the Tribes Exercise: Participants care less about preserving the world than they do about safeguarding what they see as their tribe’s significance.

			The sooner you realize which of your own pillars feel threatened, the more readily you can address those vulnerabilities and refocus on resolving your conflict. The Five Pillars of Identity form the acronym BRAVE.

			
				The Five Pillars of Identity


				
						Beliefs refer to specific ideas you hold as true.

						Rituals are personally meaningful customs and ceremonial acts, such as holidays, rites of passage, regular prayer, or evening dinner with the family.

						Allegiances are felt loyalties to an individual or group, such as a family member, friend, authority figure, nation, or ancestor.

						Values are guiding principles and overarching ideals, often conveyed through a single word, such as justice, compassion, or freedom.

						Emotionally meaningful experiences are intense events, positive or negative, that define a part of you. They comprise everything from the day you got married to the hour your first child was born, the moment your parent slapped you to the memory of mass violence conducted against your group.

				

			

			When you experience an emotionally charged conflict, run through the Five Pillars of Identity to detect which may feel endangered. Is a core belief at stake? Is the other side threatening a family or religious allegiance? After assessing your own pillars, imagine which might be at stake in the other side. Neither you nor your counterpart is likely to commit to an agreement that threatens a personally important pillar.

			•   •   •

			Core identity is not completely fixed. My ten-year-old, Noah, competed in a recent soccer match, scoring seven points for his team while the opposition scored none. So with only one minute left in the game, the coaches decided to switch him to the other team. Noah scored two goals for his opponents and ended up “losing” the game two to seven. He felt frustrated the whole evening, for in the course of seconds, his allegiance had shifted from one team to the other.

			But Noah’s core identity had not undergone a complete makeover. He was at summer camp and felt no strong attachment to either team. Had this been the World Cup and had he been switched to the opposing team, he would have struggled tremendously to redefine his allegiance. Core identity has some fluidity, but the deepest pillars of identity are extremely entrenched.

			A group’s core identity also can change. A company can redefine its guiding values but remain the “same” company, just as a political party can modify its essential beliefs and remain the “same” political party. In fact, groups are constantly negotiating the boundaries of their identities, deciding who is “in,” who is “out,” and even what it means to be “in.” It is as though there were a circle representing the group, and members negotiate what values, beliefs, and rituals belong within that circle. Political, religious, and social groups often keep their traditional social labels despite redefining the fundamental meanings of those labels.

			While your core identity is often resistant to change, another facet of identity is more malleable and provides a powerful pathway for resolving even the most emotionally charged conflicts.

			Recognize the Power of Your Relational Identity

			Your relational identity is the spectrum of characteristics that define your relationship with a particular person or group. When interacting with your spouse, do you feel distant or close, constrained or free to be as you really are? While your core identity seeks meaning in existence, your relational identity seeks meaning in coexistence. It changes constantly as you negotiate the nature of a relationship, which means that you have tremendous power to shape it.

			To illustrate the concept of relational identity, look at the image below. Before reading on, decide which square is darker, A or B.
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			The answer: They are the same. Despite the perception that square A is darker than square B, they are in fact identical. (If you remain in doubt, cover everything but squares A and B.) The optical illusion is a result of the fact that you perceive not the objective reality of the boxes but each box relative to the other.

			This same perceptual dynamic holds true for differences of identity. You have a core identity that remains distinct, yet what matters in reconciling a conflict is not just your core identity but also your relational identity—how you perceive who you are in relation to others, and how they perceive their relation to you.

			Consider Davos. In the Tribes Exercise, the tribes began their negotiation as colleagues eager to save the world from destruction. But each tribe’s affiliation to other tribes quickly collapsed—and mounting tensions had virtually nothing to do with differences in each tribe’s core identity. The Happy Tribe’s perceived rejection in round one led them to attempt to dominate subsequent rounds. The Rainbow Tribe’s delegate attracted two other tribes to unite with his in a tight coalition. The central question that preoccupied each tribe was “To whom do we feel connected—and by whom do we feel rejected?”

			No quantitative measure can tell you the precise degree of your connection to the other side. The best gauge is to be aware of how you feel in any given relationship. But while the characteristics defining core identity are typically concrete (“I am a psychologist and value authenticity”), those defining relational identity are much more abstract (“I feel like our relationship is withering away”).

			Though relational identity may seem a bit amorphous, it actually involves two concrete dimensions: affiliation and autonomy. Becoming aware of them and understanding how they function can help you to build cooperative relations in a conflict.

			Build Affiliation

			Affiliation denotes your emotional connection with a person or group. Stable, constructive connections tend to produce positive emotions and a desire to cooperate, even in times of war. When I interviewed Lieutenant General H. R. McMaster, who at the time was a colonel in the Third Armored Cavalry Regiment in Tal Afar, Iraq, he reported that the most successful efforts to stabilize parts of Iraq were based largely on the ability of U.S. troops to build affiliation with the Iraqi people. He in fact had introduced a training program in which soldiers obtained desired information only after first sitting down with residents, drinking tea with them, and asking culturally respectful questions. These seemingly simple tokens of affiliation had a great impact on the extent to which each side supported the other, shared information, and worked toward mutual security.

			The flip side of affiliation is rejection. If the manager gathers your peers for an important internal meeting but does not invite you—despite your being an authority on the subject—you are likely to feel resentment. You may wonder what you did to lose your position in the inner circle and fear that everyone has turned against you. The pain of rejection is equally acute outside the workplace. If all your relatives receive an invitation to a family holiday party and you do not, you may feel emotional distress.

			Neuroscientists have discovered that the anguish of social rejection registers in the anterior cingulate cortex, the same part of the brain that processes physical pain. Your brain responds to rejection much as it does to a punch in the gut: Once hit, you resist cooperating, even if doing so goes against your rational interests, and attempts to resolve your conflict become far more difficult.

			Respect Autonomy—or Watch Out

			“Autonomy” refers to your ability to exercise your will—to think, feel, do, and be as you would like without undue imposition from others. I recently witnessed a couple in a café get into a fight. “Calm down!” the husband hissed. The wife glared back and snapped, “Don’t tell me to calm down! You calm down!” Whatever the original issue had been, this pair’s conflict now devolved into a battle over autonomy. Neither wanted to be told what to do. The moment you feel someone stepping upon your autonomy, resentment boils up—and you hanker to bite back.

			The concept of autonomy helps explain why something even as basic as a country’s name can be grounds for serious international conflict. Tensions erupted during the breakup of Yugoslavia when one of its six republics declared itself an independent state under the name “Republic of Macedonia.” This set off a host of troubles with neighboring Greece, where a northern region of the country had long been called Macedonia. This region is home to about three million citizens who claim Macedonian ancestry and exclusive use of the name “Macedonia.”

			As a Greek leader explained the conflict, “We feel our neighbors are usurping our cultural heritage by erecting statues in their main squares of Alexander the Great and the like. These are historic Greek icons. They are trying to steal our culture, our soul.” For his part, a top leader from the neighboring republic argued, “We have the right to determine our own name and destiny. Isn’t that the right of every state? We are not imposing upon Greeks. Just the opposite. Our culture celebrates all cultures. We are a community of communities. Mother Teresa lived here in Skopje, only one hundred feet from a church, mosque, and synagogue. We celebrate our diverse heritage.”

			Understood in terms of relational identity, one side is saying, “By erecting statues of Alexander the Great in your main squares and claiming the Macedonian name, you are challenging our autonomy!” The other side insists, “By demanding we change our name and celebration of diversity, you are infringing upon our autonomy!” Note that the core of the conflict is not substance alone but a struggle for autonomy over such factors as geographic boundaries, history, culture, and sovereignty.

			Whether in the Macedonian name dispute or in everyday life, there are differences of opinion about how much autonomy is appropriate or to be expected, just as there are variations in how much affiliation is acceptable. The race car driver wants to drive one hundred miles per hour on local roads because he loves to feel the rush of speed; families who live in the area want slow and cautious driving. A girl wants to wear a headdress to school; administrators demand everyone wear a standard uniform. The very same laws, policies, and norms formulated to hold the fabric of society together can also tear it apart at the seams, generating what Freud called the discontent of civilization.

			The Tribes Exercise again provides a case in point. Several years after my experience at Davos, I facilitated the exercise in Cairo, Egypt, for a group of business executives and political leaders. Six delegates sat in the center of the room to negotiate which tribe they should embrace, well aware that indecision would lead to world destruction. In the second of three rounds, a business executive named Mohammed said, “There’s no way we are going to have time to listen to everyone’s tribal beliefs and come to a consensual decision. Let’s draw a tribe randomly from a hat and all join that tribe.” Fadi, another business executive, nodded in agreement. Mohammed tore a sheet of paper into six pieces and wrote the name of each tribe on one of them, then put the slips into a coffee mug and drew one out. By chance, it was his tribe. He and Fadi felt satisfied and returned to their seats. They had saved the world . . . or so they thought.

			I turned to the other negotiators, still sitting in the middle of the room, and asked, “Do you all agree to go with Mohammed’s tribe?”

			They shook their heads. “No!” said one.

			“What do you mean, you do not accept my tribe?” Mohammed exclaimed. “This was a fair process!”

			“You rigged the process!” shouted another delegate.

			“No I didn’t!” he yelled back, taking out the slips of paper and showing them to the group.

			“It doesn’t matter!” insisted a political leader. “Who gave you the right to decide the process?”

			This group was now spiraling out of control, and for the remainder of rounds two and three they argued. But there was no debate about any of the tribes’ belief systems, their core identities. Nor was there any discussion about what should serve as a good process for deciding how to save the world. What they argued over was whether Fadi and Mohammed had the right to impose the process. The group turned against these two men, whose unilateral decision infringed upon the other tribes’ sense of autonomy to such an extent that they resisted agreement. The world exploded in Cairo.

			The Bottom Line: Making One from Two

			In a conflict, the core relational challenge is to figure out how to satisfy your desire to be simultaneously one with the other party (affiliation) and one apart from the other party (autonomy). Fundamentally, how can you coexist as both two ones and one set of two?

			Both autonomy and affiliation are intrinsic to any relationship, and your ability to keep them in equilibrium is paramount to harmonious relations. Children, for example, try to fit into their families and find their own independent voices as they mature. A romantic couple tries to balance the desire to cultivate their relationship while preserving some “alone time.” In a merger, senior management seeks to create a singular organizational corpus as individual departments struggle to maintain cultural and political autonomy. Even more broadly, international organizations such as the United Nations work to advance a global ethos of peace and at the same time to respect the unique values of member states.

			At a deeper level, the ability to transcend the tension of autonomy and affiliation represents life’s central ethical challenge—a point that Confucius understood well. It is told that he conceived of heaven, earth, and humankind as parts of a singular universe, a Great Whole. He observed

			In Sum

			
			
			
				

				
				
						What feels personally at stake for you in the conflict? Consider your beliefs, rituals, allegiances, values, and emotionally meaningful experiences.

						What might be personally at stake for the other party?

						How rejected do you feel—and why?

				

				
						


				
						How rejected might the other side feel—and why?

				

				
						


				
						In what ways might the other party feel that you are imposing upon their ability to make decisions?
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