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Structured abstract
Purpose: The paper describes typical gender differences in negotiation competencies of male and female German managers and discusses the outcomes of their career and salary negotiations. It contributes to the discussion on the gender pay gap in leading positions in Germany. 
Design: The paper refers to an online-questionnaire survey which has been conducted in Germany in 2007. Access to the field was realized through cooperation with two major German associations of managers. More than 1.000 men and women participated in the survey and 810 managers filled out the questionnaire completely. 
Findings:  We found gender differences in negotiation competencies, as well as in the outcomes of career and salary negotiations. On the basis of our findings, we postulate a male and a female multivariate success model. Whereas the two models have some features in common, they also are characterized by at least one significant difference.
Research limitations and implications: The answer scheme of the online-questionnaire was predominantly standardized, with a few additional open questions. This lead to a limited significance of the data and raise new research questions for a follow-up project with a more qualitative methodical design. 
Practical implications: The paper discusses practical implications for the negotiating parties. Supervisors should be highly aware of the specific features of every negotiation, including a particular sensitivity towards gender differences.

Female (and male) managers should improve their negotiation competencies in terms of attitude, preparation, and communication skills.
Originality of the paper: The paper has not been previously published or submitted for publication somewhere else.
Article category: research paper
Key words: gender, gender pay gap, negotiation skills, salary negotiations
1.
Purpose of the project and research questions
There have been many changes concerning the participation of women in labor market in recent decades. In many parts of the world women nowadays have a high education and are very well represented in the workforce. They even seemed to be on the winning side as traditional male industrial jobs have disappeared and service and governmental jobs increased in the recent recession. In the USA, women were on the verge of outnumbering men in the workforce for the first time in history in 2009.
On the other hand, some facts remain stable: Women are underrepresented in higher positions and female managers still experience the "glass ceiling effect". Women earn considerably less money than their male colleagues. In Germany the gender wage gap is about twenty to twenty-five percent. This is true for management positions also.
What are the main reasons for the gender pay gap? The factors of explanation are manifold: the general social framework, gender-specific segregation of the labor market, ongoing direct and indirect discrimination. Certainly they are all relevant, but cannot explain the phenomenon completely. The gender pay gap can also be observed in gender-specific jobs and it is also true for women who are comparable to their male colleagues concerning qualification, choice of area of study and industry, family background, career and performance orientation. Therefore, it is fruitful to take a closer look at the negotiation competencies and the negotiation behavior of female managers during salary and career negotiations. This factor has been prominently emphasized by Linda Babcock and Sara Laschever (2007), who showed that women do not negotiate their first salary and therefore earn up to half a million dollars less during their work life.

Certainly one has to see the whole picture but the approach of Babcock and Laschever has one extremely charming aspect: If competencies and negotiation behavior of female managers are major reasons for the gender pay gap also the solution to the problem is in their hands at least to a certain extend.
Therefore, we settled for the following research questions:
· Are there differences in the outcome of salary and career negotiations between male and female managers?

· Are there gender-specific differences in the competencies concerning attitudes and skills? 

· Are there causal relationships between negotiation competencies and negotiation success?
2.
Previous research

A few empirical studies on the negotiation behavior of males and females exist. Some of them suggest that there is little or no difference between male and female negotiators (see for example Carnevale and Lawler, 1987; Pruitt, Carnevale, Forcey, and Van Slyck, 1986; Putnam and Jones, 1982), whereas other have found significant differences (see for example Kimmel, Pruitt, Magenau, Konra-Goldband, and Carnevale, 1980; Neu, Graham, and Gilly, 1988; Pruitt and Syna, 1985). 

Two more recent meta-analytic reviews of the literature on gender differences in negotiation (see Walters, Stuhlmacher and Meyer, 1998; Stuhlmacher and Walters, 1999) have concluded that women behave more cooperatively in negotiation than men and that men tend to negotiate better outcomes than women (see Lewicki, Saunders and Barry, 2006). 

All of these studies suffer at least from one of the following deficits: they are out of date, they deal with negotiations in general but not with salary negotiations in particular, they only use experimental research designs, and the test persons are undergraduate or graduate students not managers (see Barron, 2003; Calhoun and Smith, 1999; Gerhart and Rhynes, 1991; Nadler and Nadler 1987; Small et al., 2007; Tannen, 1997; Wade, 2001). So far, female and male managers haven’t been surveyed about their negotiation behavior in career and salary negotiations. 
3.
Methodical design of the study
To close this gap in research we recently conducted an empirical study, in which we explored the career and salary negotiation competencies and behavior of male and female managers (Ruppert and Voigt, 2009). We designed the study as an online-questionnaire survey. More than 1.000 people participated; 810 questionnaires were filled out completely: 347 (42,8%) by men and 463 (57,2%) by women. We got access to the field by cooperating with two major associations of managers in Germany: BPW (Business and Professional Women) and ULA (Deutscher Führungskräfteverband).
The questionnaire consisted of six different parts. First, there were some items concerning the questioned person (e.g. age, gender, educational background). Second, we asked about the company the person worked for and his or her position within the company. After that followed questions concerning the preparation, the progress and the results of their last salary and career negotiation. The questionnaire ended with a battery of questions concerning the general attitude of the participants towards negotiations. The answer scheme was predominantly standardized with a few additional open questions.
The bivariate and multivariate data analysis was done with SPSS. Logistic regression was used to predict the odds of a successful career and salary negotiation.

3.
Selected results

We clearly have to reject the thesis of Babcock and Laschever that women don't ask. On the contrary, we found that an even bigger share of female managers (65,2%) asked for a better salary and/or for a better job than it was the case for the group of male managers (58,9%). But maybe even more striking was another result: A significant share of men did not need to ask because they had been offered a better salary and/or a better job without even asking for it!
Another main result worth emphasizing is connected to the outcome of salary and career negotiations. The overall success rate is relatively low. According to our criteria that the last salary negotiation had to result in an increase of 5% or more to be counted as successful, only every third male and every fifth female manager were successful negotiators. As we had expected, we found that male managers were much more successful than female. More than half of all male participants reported that their last negotiation resulted in salary increase of more than 10%. This was true for only about every third woman taking part in the survey.
Self-help books on salary negotiation suggest that the quality of the preparation has a big impact on the outcome of the negotiation. This could be a major reason for our sample of participants. As mentioned above the overall success rate was relatively low and so was the quality of preparation. To give some examples: Less than 30% of the questioned managers developed a negotiation strategy or researched on comparative salaries (internal) and their market value (external). But as the women in our sample tended to be even better prepared than the men, poor preparation cannot explain the gender differences in outcomes.
General attitudes of managers towards negotiation and especially towards negotiating their own salary are more promising in terms of explaining the gender differences. We assume that one cannot be really good at something that one dislikes. In other words: Motivation and a positive attitude are the first step to competency. Therefore we asked the managers to which extent they could agree to the statement “I really like to negotiate my salary”. The results are compatible with the common gender role models and stereotypes: Women dislike negotiating their salary much more often than men. Nearly half of all questioned female managers (47,1%) stated that they didn’t like to negotiate their salaries while this was true for only one third (33,9%) of all male managers in the sample.
Another gender-specific difference showed up when we looked at the progress of the salary negotiation. We think that the ability to have a real impact, to lead and direct the conversation is an essential part of negotiation competency. In accordance with gender-specific communication we found that men were significantly more successful in conducting the negotiation conversation and having impact. A share of 14,9% of all male participants stated that they had "no impact at all" or "rather no impact" on the negotiation conversation, while the share of females was nearly twice as large.
How does one influence a conversation in general and negotiations in particular? There are two useful basic communication techniques: arguing and questioning. And of course: make the other person listen to your arguments and to answer your questions. We found out that men performed much better in these two disciplines, which is consistent with previous research on gender typical communication (see Gräßel, 2004; Piechotta, 2001, Tannen 1997).

Additionally to the bivariate analysis of our data we used logistic regression as a multivariate procedure to predict the success of male and female managers in career and salary negotiations. To separate the successful negotiators from those who were assessed as not successful we decided to count a person as successful who achieved a pay raise of at least 5% or more in their last career and salary negotiation and who stated to be satisfied with the result. According to these two criteria we constructed the binary outcome variable (successful or not successful in their last career and salary negotiation). As predictors we used all variables with a possible influence on negotiation success according to previous research results and common sense.
The two resulting models have some traits in common and are also characterized by at least one big difference (see figures 1 and 2.).

The male success model includes five factors that contribute to the prediction of the success of male managers in career and salary negotiations. Among these are four single variables and one index. Two success factors can be attributed to a good preparation of the negotiation conversation. Having developed a negotiation strategy increases the odds to belong to the group of successful negotiators by a factor of 1,464. Having a plan B in mind increases the odds by factor 1,698. Another single success factor is related to the communicative skills of the negotiator. Making the supervisor listen enhances the odds to be a successful negotiator by a factor of 1,528. The last single variable of influence in the multivariable model might be seen as a bit trivial at first sight: if a manager said that he or she felt "sure to be successful" in the negotiation the odds to make this true was times higher. 

The Harvard index turned out to be of major influence on the negotiation success. This index was composed of different variables which represent the Harvard Principles of Negotiation (see Fischer, Ury, and Patton, 1991). Of course we do not state having tested the Harvard Concept, but we used some variables of our questionnaire (e.g. preparing different options, going for a win-win-situation) which fit very well into this conception and found that negotiation along these lines will enhance the odds to be successful in career and salary negotiations by a factor of 5,761. This is quite impressive.
There is one factor of failure in the male success model. Mental preparation reduces the odds to be successful to about one third. 
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The female success model includes four factors that contribute to the prediction of the success of female managers in career and salary negotiations. Among these are three single variables. Two of them are related to the communicative skills. To make the supervisor answering one’s questions enhances the odds to be a successful negotiator by a factor of 1,757 and to have impact on the negotiation conversation increases the odds for success by factor 2,115. Certainty to be successful in the negotiation increases the odds by a factor of 1,915 times, similar to the male model.
Also in accordance to the male model, negotiating according to the Harvard Principles is another huge success factor in career and salary negotiations for female managers. It enhances to be a successful negotiator by a factor of 2,624.
There are two factors who possibly lead to failure in the female success model. One of them is mental preparation, which was also a diminishing factor in the male model. The second stands in sharp contrast to the male model. Having prepared a negotiation strategy before the conversation with the supervisor will reduce the odds to belong to the group of successful negotiators to about one half.
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There is one last result worth mentioning here. 30% of all male and 44% of all female managers stated that they would start looking for another job if they were not satisfied with the outcomes of their career and salary negotiation. In our opinion this should be taken seriously by everybody who is at the supervisor's side of the table in career and salary negotiations.
4.
Practical and research implications 
There are many practical implications of our research project. Starting from the consequences managers will take when they have not been successful in a career and salary negotiation we like to emphasize the implications for their supervisors. Those should be highly aware of the specific features of every negotiation and try to conduct their conversation in a way that does not lead to quitting or mentally resigning the job. Their gender-awareness is needed even more because women who have been turned down in a career or salary negotiation tend to look significantly more often than men for another job.
On the other hand, there are certainly ways for women (and of course also for men) to improve their negotiation skills and to develop better strategies. Here are only some of the most important advices:
· Cultivate a positive attitude toward negotiations. Try to see it as a game more than an unpleasant task. This is of special value for women.

· Prepare well. Develop a negotiation strategy. Find out about the salaries of your colleagues in jobs comparable to yours. Also research your market value. This is important for males and females to the same extent.

· Improve your communication skills to get impact on the negotiation. Train to word your arguments persuasively and to ask questions in a way that makes your partner answer. This also is a top tip especially for women to enhance their performance in career and salary negotiations.

Aside from these practical implications our research project also raised a few new research questions. As we see it, the most important one is: How do we have to interpret the "strategy paradox"? Do male managers have the better strategies? Are they more flexible in adopting their pre-planned strategies in the course of the negotiation conversation? Or are those same strategies less accepted if used by female managers? A research project combining a qualitative approach (in-depth interviews) with an experimental design is in preparation.
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Endnotes

1 The research project has been conducted together with Prof. Dr. Andrea Ruppert, University of Applied Sciences Frankfurt/Main, Faculty of Business and Law. It was funded by the Hessian Ministry of Higher Education, Research and the Arts.
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