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Is this how many people think a negotiation will go?



‘Negotiation is a process whereby two parties or more (internally or externally) start 
from a different stand point and move towards an agreed solution’

How Negotiating Works:

1. It can be internal and external, formal or informal.

2. It’s about movement.

3. It is usually impacted by emotions.

4. It’s often about problem-solving but it can turn into a competition.

5. It’s about observing and responding to people and their views and perspectives.

6. It can also be about education and insights.

7. Relationship is everything. 

What is negotiating all about? And where does Tactical Empathy fit?



I need two volunteers to play a client and a supplier



Supplier: My invoice is now 2 months overdue.

Client: We’ve had some cash-flow problems. I’m working on it.

Supplier: That’s not good enough. You need to pay me now.

Client: I can’t. We have cash flow problems at the moment.

Supplier: That’s ridiculous. You’re a huge company. You’re not being fair. I know my rights. I’ll 
take you to court if you don’t pay me now.

Client: Don’t you threaten me. If you ever want to see any of your money, or you want any 
more business from me, then you’ll keep a civil tongue in your head.

Supplier: You must be joking, I would never work with you again.

Client: And I wouldn’t have you back.

Too many conversations happen just like this – it’s adversarial



Negotiating or having difficult conversations can end up like this

People feel they’ve lost 
more than they won

People feel frustrated or 
get into conflict

People lose rapport and 
trust with each other



“Tactical Empathy is intentionally using concepts from 

neuroscience to influence emotions”

Chris Voss, hostage negotiator, consultant and leadership coach

Tactical Empathy is about observing, questioning and listening to 
other people and watching their body language and actions – it’s 
then about analysing this data and intel in order to increase your 
influence and maximise your relationship during key situations. 
The aim with tactical empathy is to build rapport, encourage 
cooperation and collaboration, and gain agreement or momentum -
so that progress can be made in any discussions and negotiations.

Defining Tactical Empathy



When negotiating works with tactical empathy, 
it’s not about confrontation or conflict – it’s 
about discovery and response



Tactical empathy is not telling lies

Tactical empathy is not being inauthentic

Tactical empathy is not agreeing with the other party

Tactical empathy is not getting into open conflict

Tactical empathy is not giving in or losing out

What Tactical Empathy is not



Tactical empathy is talking in a calming, respectful way

Tactical empathy is listening and asking good questions

Tactical empathy is labelling negative emotions

Tactical empathy is allowing other people to say No

Tactical empathy is influencing the other party positively

What Tactical Empathy is



Tactical Empathy in discussions and key conversations helps you to:-

• Influence other people with rapport, respect and trust

• Negotiate with other people towards a acceptable win: win

• Avoid or reduce conflict and disagreement

• Encourage other people to open up and reveal more information

• Build or maintain a positive working relationship

The benefits of Tactical Empathy



The concept of tactical empathy goes back         
to the 1940s in the UK



CIA SOE FBI
The FBI and the CIA trained 

with the SOE 

What connects these three institutions?



Winston Churchill set up the 
SOE to support the 
Resistance and the 

foundation of tactical 
empathy was born

The SOE was where tactical empathy was born…



People want to be heard, 
consulted and understood –

and they want to feel in 
control of a situation

(Locus of Control)

People are highly irrational 
and make decisions based 
on emotions, feelings and

unconscious bias, then back 
them up with facts 

and figures

(Systems Thinking)

People are risk averse and 
hate to lose - twice as much 

as they love to win

(Prospect Theory)

Tactical empathy is explained by Behavioural Economics



Status 
quo

Identify 
new 

potential

Aim to 
say No

May say 
Yes, if 

convinced
Implement

Assess 
risk of 
change

▪ The features and benefits of your offer/service/product
▪ What other customers achieved or gained by doing business with you
▪ How great your organisation is (productivity, response, capability)
▪ The internal value propositions

The customer is more likely to say No if you talk about:

Use Tactical Empathy in sales: it reduces the negative sales response



Status 
quo

Identify 
new 

potential

Aim to 
say No

May say 
Yes, if 

convinced
Implement

Assess 
risk of 
change

▪ Dispel their concerns (via an Accusations Audit)
▪ Disrupt their current thinking to show how your offer helps them
▪ Demonstrate the cost of doing nothing (giving them pain and FOMO)

The customer is more likely to say Yes, if you can:

Use Tactical Empathy in sales: it reduces the negative sales response



May say 
YES if 

convinced

Aim to 
Say NO

Assess risk 
of change

Identify 
new needs

Status quo

Stage in 
customer 
decision 
process

“What will I 
lose if I say 
No? How can I 
protect the 
company ans
myself if I say 
yes?”

“If I say No, 
there’s no risk 
to my 
company,  job, 
status or 
reputation, and 
it’s easier to 
stay with the 
status  quo”

“What could 
go wrong? 
How much do 
I trust this 
proposed 
offer?”

“How serious 
is the problem? 
How big is the 
opportunity?”

“I’m happy 
with the 
current 
situation. I see 
no reason to 
change.”

Customer 
mind-set and 
thinking

Get 
approvalDisruptAccusations 

Audit
DiscoverDiagnose

Conversation
and strategy

The Customer Decision Journey and how Tactical Empathy works



An Accusations Audit is an approach to negotiation where you will:

• Do organisational research
• Do key player research (Cold Read or Desk Research)
• List positives and negatives
• Call out the negatives
• Defuse negatives with your responses

NB: The Audit deals with the potential elephant in the room.

The Accusations Audit

What to say to disrupt thinking around the negatives:

It probably seems to you as if we are the most expensive product in the market place; however…

It may look to you as if changing products right now might be too big a risk in these uncertain times when 
actually…

I don’t want you to think that your customers will lose out if you buy our product range; in fact…



(ACCUSATIONS AUDIT) List of Potential Positives and Potential Negatives
What are the positives and negatives that the person/business/organisation might have? Are they worried about 
reputation, risk, unhappy customers, rising costs, losing market share etc.?

(DIAGNOSE)  What is the current situation with the person/business/organisation?
What might they be thinking about today, and why? 

(DISCOVER) Cold Read (in person) OR Research (desk or field research)
What do you know, or can find, or observe about the person/business/organisation? Ask “Calibrated Questions” e.g.  
“What concerns you most about making a change?” “What do you need to achieve if you make a change this year?”

1

2

3

The Accusations Audit within the sales cycle



• (GET APPROVAL) Using statements to move the buyer forward towards a Yes
The cost of doing nothing over 1 year/3 years is x (e.g. how much revenue or cost saving might be lost if they don’t buy)

• What you will miss out on in terms of value added is abc…

(DISRUPT PART 1) With Conversation Questions (Designed to get the customer to say “No”)
• Is this a bad time to talk about any potential concerns about this product?
• Is this a product you have considered before?
• Have you decided to make no changes in 2023?

(DISRUPT PART 2) Conversation Starters (Designed to reduce negative emotions) 
• I know it seems like this product is really expensive right now, so I’ll explain how the business model works here…
• You probably think approving this purchase might cause you some reputational damage so here’s some data…
• What concerns you most about this product right now? 

4

5

The Accusations Audit within the sales cycle

NB: End the meeting with a question: “What would you like to do now? What’s next? What should I do now?)



Just say NO! It’s “pure gold”

Allowing the other party to say “No” means:

• They exercise their right to veto.
• They feel in control and powerful.

A “No” can mean the other party wants something else or is confused 
or conflicted, or wants more information – it may only be No for now…



TACTICAL EMPATHY – Five Tools

Listening

Calibrated 
Questions

Different   
Voices

Mirroring

Labelling



• Listening is a secret tool to success in 
relationships, influencing and motivation

• When people feel heard, they also feel consulted 
and valued

• Active listening (with verbal and body language 
“attends”) can help to build rapport and improve 
even the most challenging relationship

Listening is a key foundation for Tactical Empathy



• What about this is important to you?

• How can I help make this better for us both?

• How would you like me to take things forward?

• What is it that brought us into this situation?

• How can we solve this problem?

• What are we trying to accomplish here?

• What else should we be thinking about for this deal?

• Apart from price, what else would make this a great deal?

• How does this impact the rest of your team?

• How on board are the other people in the team?

• What happens if you do nothing?

• How am I supposed to do that? (When asked to do something unreasonable)

• What would you like me to do now? OR What’s next? (Asked at the end of a meeting)

Examples of calibrated questions 



The voice is also a key foundation for Tactical Empathy

Normal Voice Late Night DJ Voice Assertive Voice



Mirroring words

1. Mirroring body language is a way people show 
they’re agreed, aligned, or they like each other.

2. Mirror your words by repeating the last phrase 
or key word said. 

3. Mirroring encourages others to relax and to 
speak more.

Things to  note about mirroring

• Mirror just the key words or 
phrase.

• Don’t copy accents.

• Don’t copy the tone.

• Copying destroys rapport.

Mirroring encourages the “vomiting of information”! 



Labelling

Labelling is about:

• Labelling and reinforcing what’s important to the other party. 
• Showing you’re trying to understand the other party.
• Calming the discussion and nudging it forward.
• Getting in the game – if you’re wrong, you’ll be told the right info.

Examples of labelling (DON’T SAY “I see/observe/notice)

• It seems to me that you are frustrated about x
• It sounds like abc is important to you
• It seems like you don’t want to lose out…
• It looks like you are unhappy about…
• It seems to me you want to give up on the project… (If you’re told “No, you’re wrong” just say you 

are sorry and ask the other person to tell you what is going on)



Further Examples of Labelling

• It seems that you’re concerned about negative fallout from senior people.

• It sounds as if you’re worried about how much effort this might require.

• It seems that you’re an excellent buyer and that keeping costs down is vital to you.

1. Note also that when you do “Labelling” you can get a Yes or No, and that’s fine:

2. If you get a Yes: the other person will say or think “That’s right” and this brings a sense of 
agreement from them.

3. If you get a No: the other person does NOT agree, and that No has given them power - and it’s 
also provided you with the opportunity to ask a question about what is really bothering them, or 
what is really going on for them or important to them.



Mirroring and Labelling in action with Chris Voss



How will you use tactical empathy to get a seat 
on an over-booked plane, by talking to the airline 
steward at the ticket desk?



The Magic Email: Have you given up on delivering the feedback?

Subject: Have you given up on sending me the feedback?

Body of the Email: 

I’m sorry that we’ve been unable to communicate effectively over getting feedback on the final report, 
as we agreed in the meeting last Friday.

It seems you feel my asking for this feedback is having a negative impact on our working relationship. 

I’m sorry this has become so challenging, and if you are able to send me the report feedback then the 
project can be completed on time, and that would be well received by our client.

All the best
Etc



Tactical Empathy includes saying sorry 

Saying sorry will:

• Disarm the other party.
• Soften any tension.
• Bring the focus back to you.

Examples of “I’m sorry”

• I’m sorry to bother you when you’re so busy.
• I’m sorry I’m calling at this time.
• I’m sorry, that doesn’t work for me.
• I’m sorry, I can’t do that.

NB: You can use 
“I’m Sorry”instead of No. 

(It’s ok for the other party to 
say No to you, but not ok 

for you to say No.) 



Three Negotiator Types

Assertive AnalystAccommodator



Get into 3 groups to discuss your negotiator type.
Then discuss the Tactical Empathy techniques you 
plan on using for key discussions & negotiations.



TACTICAL EMPATHY – Use these tools for your group discussions

NO questions

Calibrated 
Questions

I’m sorry

Mirroring

Labelling

“I’m Sorry”



Remember you can use Silence

USING SILENCE:

• Say what you have to say and then shut up! 

• Ask a question (just one at a time), and then stop talking.

• Silence allows the other person to reflect and process.

• Silence also encourages the other person to fill that gap.

• Silence gets others talking.



IF YOU DON’T HAVE AN ANSWER – USE A HOLDING STATEMENT 

“That’s a really interesting question and it’s really made me think…”

“This is such an important subject that I want to give it some more thought…”

“I cannot do that and what I can do is…”

“I’m not the expert on that and what I can do is…”

“I will come back to you on that issue, on x time at x date – is that ok?”

IF YOU NEED TO LOOK VULNERABLE BUT NOT WEAK – USE A DISCLOSE STATEMENT:

“It’s not going very well is it.? Why don’t we take a 5 minute comfort break?”

“I’m not an expert in this field. I could do with more information - can you T.E.D. me?/help me to understand?…”

“This is how I’m feeling, this is what I’m thinking, this is what is important to me…”

Other Tactical Empathy Hacks



IF YOU HIT A DEAD END – MOVE SOMEWHERE ELSE:

“Sorry about that – so, what about …?”

“Oh, OK then, so let’s talk about x..”

IF YOU NEED TO DEAL WITH THE ELEPHANT IN THE ROOM, DO IT WITH A QUESTION: 
“I am wondering if your main concern here is the price?”
“I was thinking that perhaps the accessibility of the software is the real issue – is that right?

IF YOU NEED TO PUSH BACK WHEN THE ASSERTIVE NEGOTIATOR OVER DOMINATES:
“Does it bother you that your data is out of date?
“What have you done to correct this problem?”
“What will happen to your business if you don’t increase market share?”

Other Tactical Empathy Hacks



“I found our meeting of x date and time very useful, 
because it revealed a range of issues/questions/ideas. 
I’ve been thinking about our discussion and the very 
important points you made. And here’s what I’ve been 
thinking…. “

(NB: then you can share a new, additional idea, that 
can get the conversation or meeting back on track 
when you next speak.)

If it all goes wrong, stop and leave, then use GET OUT OF JAIL FREE



Negotiation hints and tips

• Do your preparation, have a plan, and be ready to pivot and flex during the negotiation

• For tough discussions, use an observer; they can notice so much about the other side.

• Aim to make the other person feel safe, valued and in control, so they will relax.

• Ask “calibrated” questions, ones that are designed to get more information.

• Disclose some information to get some back (e.g. reciprocity, giving intel to get intel back)

• Talk about fairness “I want to be absolutely fair. If I’m doing something that you don’t think is fair, let me 
know and we can deal with this”

• If you’re doing figures, name a range “For these projects it usually takes between 20 and 30 days.

• If you are pushed hard, aim to deflect by asking “What are we trying to achieve here?”

• Push back gently if things become a problem - with “I’m sorry, that just doesn’t work for me”

• Park an issue and get agreement elsewhere “Let’s park the issue of resources for now, and discuss what else 
would make this a successful initiative”

• If you’re buying, have 3 offers at 65%, 85% & 100% of what you can offer, then work through these. End 
on uneven numbers (e.g. £5,173) because that looks like you’ve carefully calculated this figure. 

• Be ready to walk away from a deal. ”I’m sorry, we’ve fallen at the first hurdle. Thanks for your interest"



Books on Tactical Empathy and Influencing…



Thank You

© 2023 All copyright in these slides and this presentation belongs to Henry Rose Lee. 
Copying, reproduction, transmission and broadcast without permission is strictly prohibited. All rights are reserved.

Thanks very much – any questions?

Email: henry@talenttio.com
Website:  https://www.intergenerationalexpert.com
LinkedIn:  https://www.linkedin.com/in/henryroselee/
Twitter: https://twitter.com/HenryRoseLee
Facebook: https://www.facebook.com/groups/InterGenWorkplace

mailto:henry@talenttio.com
https://www.intergenerationalexpert.com/
https://www.linkedin.com/in/henryroselee/
https://twitter.com/HenryRoseLee
https://www.facebook.com/groups/InterGenWorkplace
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