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ABSTRACT

Negotiation is one of the most used competencies of managerial roles but is often seen as a
rational or data based process. In reality, the majority of negotiations will rely on the
psychology of the people involved more than on authority or money. This article explores
the process of contracting, from a managerial perspective, with special focus on these
dynamics. It examines, the attitudes, feelings, trust, cognitive biases, communication styles
and moral issues that influence the agreements that are made in today’s business
environment. It also covers issues raised by the shifting context for negotiation, such as
virtual and technology mediated spaces, and the impact of gender norms on negotiating
behaviours. The article espouses a more person-centred perspective throughout, suggesting
that managers who have an awareness of the psychological aspects of negotiation have
significantly improved chances of achieving durable and mutually beneficial agreements, as
well as a more stable longer-term organisational climate that fosters trust, engagement and
stability.
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1.0 Introduction

Negotiation is one of the key skills that is often overlooked in the managerial role.
While the process of planning, organising and controlling is a typical approach to
management training, reaching of agreement is the foundation for most administrative tasks.
Resources are distributed, measures of performance set, conflicts solved and employees
motivated by explicit or implicit mutual concession. Negotiation is often misunderstood as
being an entirely confrontational process with the aim of winning an argument, or even
completing a transaction at any price.
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The process of reaching agreement is in reality a lot more nuanced and intimate. It
is influenced by perception and feeling, location, trust and inherent bias. Discussions with
negotiators are not about numbers, but about people with worries, hopes, fragilities and past
experience and even well-designed negotiations can fail if this human element is neglected.
Thus, it is important to investigate the negotiation psychology if one is to develop as a
manager. From a management perspective, the agreement is more than just a transaction. It
is important that managers balance the satisfaction of their staff with their own
responsibilities and develop a relationship that will last long-term. A seemingly good deal
might help you in the short run, but it can be detrimental to trust, morale or productivity,
which is something no company should compromise on. It is not about winning an
argument, but about being able to influence others, understand the other party and clearly
communicate.

In today’s work environment, there is a greater demand for emotionally intelligent
negotiating skills. Distributed working and cultural diversity and communication
technology have each significantly changed the way negotiations are run. Flexible working,
well-being and work/life balance are all discussed with managers and compensation is still
part of the discussion in all of these cases, and each of these issues is rooted in a knowledge
of peoples’ feelings.

This article looks into the psychological underpinning of successful managerial
negotiation. It takes into account the impact of emotion, ingrained ideas, trust, moral issues,
and interpersonal communication. Taking a human factors and practice perspective, it
suggests that an understanding of the dynamics will help managers to lead, deal with
disagreements constructively and establish good working relationships.

2.0 Concept Explanation: Negotiation Through a Psychological Lens

2.1 Influence without authority

Psychological influence is the ability to influence an agreement without resorting to
force, authority or monetary reward. In terms of working relationships, this form of
influence often outweighs position as managers often cannot achieve genuine co-operation
by simply being in charge (Cialdini, 2007). One of the most important elements of a
negotiation is framing. Often the manner in which a proposal is presented is more important
than the actual content of the proposal. A change can be considered a burden for the
employee, but be seen as an opportunity for growth. Trust is another key factor. Managers
who are reliable, honest and impartial build trust over time, and people who are trusted are
more likely to provide candid feedback and be open to other options. Without it, there is
apprehension and resistance, and it’s hard to think of any communication that is going to
come easily, even if the concept is completely right.
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Recognizing concerns that are not so explicit also impacts how influential they are.
In any negotiation, there’s a lot that isn’t said outright. If an employee is negotiating
workload, they may be worried about their own time or their job. It is much more probable
that managers who can sense such unexpressed concerns will be able to make meaningful
agreements.

2.2 Emotions and emotional intelligence

Emotion can’t be avoided in negotiation, especially when a manager’s action and
decisions impact on the careers and wellbeing of others. These talks are often confronting
for managers because of discomfort, disappointment and apprehension. Don’t try to ignore
these emotions; they usually just add to the conflict.

Being aware of emotions makes negotiation easier for managers. If the manager is
aware of his or her emotional state, he or she will be less likely to react impulsively. An
emotionally intelligent manager will go out of his way to understand why a colleague reacts
strongly to a decision, rather than being defensive (Goleman, 1998).

Tending to the feelings of others is important too. Co-workers might become
nervous when discussing performance with a colleague, when working with a colleague on
a career path or changes in responsibilities. Leaders who are aware of these emotions and
respond to them with understanding normally diffuse pressure and create a more
cooperative climate. Emotional regulation is about controlling emotional expression, not
suppressing it. Generally, calm and respectful communication is conducive to a constructive
discussion, while unruly communication can hinder negotiation and negatively impact
working relationships.

3.0 Psychological Factors in Managerial Negotiation

3.1 Cognitive biases and organisational choices

Mental shortcuts can have a significant impact on managers’ negotiation process
and they are just as prone to them as anyone else. Cognitive biases are cognitive shortcuts
used when making decisions, but not always an accurate decision (Bazerman & Moore,
2013).

Overconfidence. Managers might be too sure of themselves and dismiss the other
party’s concerns, creating a rigid position that preemptively blocks agreements that could
otherwise be made.

Selective perception. Managers can only receive information which confirms their
thinking and ignore information that refutes their thinking.

Loss aversion. A loss is more feared than an equivalent gain (Kahneman &
Tversky, 1979). Thus, it is possible that employees might argue to resist change even when
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the change is ultimately beneficial for them; a manager who appreciates this can frame a
change proposal in a way that it does not feel like a loss.

By identifying these, a manager can reflect on their own thinking and have a more
reflective discussion. The main ways to reduce the errors that bias creates are deliberate
reflection, consultation with others and advance preparation.

3.2 Gender dynamics in managerial negotiation

Beliefs about gender influence the way negotiations are viewed in the workplace.
What is considered acceptable and confident in one individual may be seen as aggressive in
the other (Bowles et al., 2007), identical behaviour has different connotations when it is a
woman versus a man.

This adds to managers’ responsibilities and especially to that of women to maintain
both authority and approachability. With the shift to remote and hybrid work, the
negotiation of flexibility and working hours has become more complex.

Managers who know about these dynamics should do everything they can to
minimise bias by using clear standards, being open and honest and basing evaluations on
clear objectives and not on assumption.

3.3 Negotiating in remote and hybrid settings

The way in which negotiations are conducted has changed with remote and hybrid
work. Digital environments have less non-verbal communication to support
misunderstandings are more likely to occur. The communication and follow up by managers
need to be more intentional and consistent so as to ensure clarity. The topics most
frequently mentioned are scheduling, flexibility and accountability. Managers need to
balance the needs of the organisation with what is best for the worker’s welfare, and trust is
a key factor here — too much and working relationships are undermined; too little and
productivity suffers. Managers must thus take a flexible and open-minded stance when
negotiating these arrangements and have clear expectations of performance.

3.4 Ethical aspects of managerial negotiation

Ethics plays a key factor in managerial negotiation. Managers typically wield
influence, and its use can impact confidence and the broader workplace. Insight is never to
be used as undue pressure. Threat or pressure may lead to an initial compliance, but not a
working relationship. The principles of fair negotiation involve being honest, open and
respecting the other party’s independence. Managers should look at their own behavior and
make sure that they are fair and unbiased when conducting a negotiation. Practicing
integrity in such conversations helps to foster employee trust, engagement and
organisational stability.
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3.5 Technology and artificial intelligence in negotiation

The way negotiations are done has changed with technology. Digital tools are able
to offer quick assistance but lack the emotional context that is present in person. Analytical
systems help managers to make quantitative decisions about material and investigation, but
are not capable of making emotional or ethical decisions.

However, managers should still remain responsible for negotiated outcomes and
should realize that technology is a tool to help them, not replace them. Over-dependence on
these tools threatens to undermine interpersonal understanding that is key to positive
outcomes.

3.6 Negotiation as continuing social exchange

Negotiation is not an event but a process, emotional reactions to a negotiation are
influenced by ongoing interaction. The consistency and fairness of exchanges over time
creates trust, and the way managers carry out exchanges during the normal course of
business sets the tone for later exchanges. Negotiations are more successful with attention,
patience and adaptability. Negotiators who take a relationship-building approach to
negotiation get far more lasting results.

3.7 Self-awareness and reflective review

Self-awareness can be a tool to help managers recognize how their emotions and
beliefs can impact their negotiations. A reflective conversation can help make use of the
lessons of past conversations and managers who regularly review their own actions become
more calm, more ethical and better negotiators over time.

4.0 Conclusion

When viewed from a managerial perspective, negotiation is much more than a
strategic or technical task. It is a psychological process affected by the attitudes of the
people involved, their emotions, their perception and how they relate to each other, and
involves a manager being well prepared, well-reasoned and understanding and controlling
the psychological forces that are within and outside them.

Managers operate in situations in which authority itself is not enough to achieve
cooperation. Staff want to be treated fairly, with respect and to feel emotionally secure,
especially when it comes to their work, their performance, their promotion, flexibility and
roles. Managers with no personal authority can get compliance but not commitment.
Managers who are understanding and rational in negotiations create trust and the basis for
long-lasting relationships in the organisation. A study of cognitive shortcuts, emotions,
gender expectations and current working conditions reveals that decisions are never purely
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objective. Managers’ dispositions and experience affect their influence, and concerns and
aspirations affect employees’ influence. Understanding this is part of the process of
conducting discussions more effectively, responding to them understandingly, being
flexible and minimizing conflict that accompanies the decision making process.

The role of psychology in making agreements is underscored by ethical issues.
Psychological insight is actually powerful and as such, it is essential that it’s used ethically.
Fair dealing promotes confidence and preserves the values of the organisation, while hiding
and forcing others instills mistrust and undermines the collective morale of the organisation.
Over time, negotiating with respect to ethical practice and psychological understanding,
helps develop a healthier working environment.

The better the manager is at negotiating, the sooner he or she will learn to see
people and to look at what is in it for them instead of what is in it for him or her. Managers
who are knowledgeable about people as well as objectives are better equipped to deal with
the complexities of organisation life because they see negotiation as an ongoing process, not
a one-off event.
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