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Introduction: What’s Not Being Said Matters Most 

In dealmaking, the words are only part of the conversation. 

What really matters is everything around them. 

The pause before an answer. The glance to a colleague. The sudden change in tone. 

The question that doesn’t quite get answered. 

Most buyers focus on what is being said. 

The best dealmakers focus on what is happening. 

This is situational awareness. 

And it’s one of the highest-value skills you can develop. 

1. What Is Situational Awareness in Dealmaking?
Situational awareness is your ability to: 

• Read emotional signals in real time
• Understand who really holds influence
• Detect shifts in momentum
• Adjust your behaviour accordingly

It’s not about mind-reading, it’s about observation. 

And the ability to stay present, rather than rehearsing your next line. 



2. Spotting Hesitation (Before It Becomes a ‘No’) 
Most sellers don’t say “no” immediately. 

They hesitate first. 

Look for: 

• Slower responses 
• Vague language (“we’ll see”, “maybe”, “let’s revisit”) 
• Repeating the same questions 
• Avoiding commitment to timelines 

These are early warning signs. 

What to do: 

Instead of pushing harder, ask: 

• “Is there something giving you pause?” 
• “What would need to change for this to feel right?” 

Bring hesitation into the open. 

That’s where progress happens. 

 

3. Detecting Hidden Influencers 
The person in front of you is not always the decision-maker. 

There may be: 

• A spouse or partner 
• A business partner 
• An accountant or lawyer 
• A senior employee 
• A family member 

Clues include: 

• “I need to check with someone…” 
• Sudden shifts in position after a delay 
• Inconsistent messaging between meetings 

What to do: 

• Ask directly: “Who else is involved in this decision?” 



• Encourage inclusion early 
• Avoid progressing too far without all stakeholders aligned 

Invisible influencers can derail a deal late. 

Surface them early. 

 

4. Watching Body Language and Tone 
In face-to-face or video meetings, your best information often isn’t verbal. 

Look for: 

• Leaning back → disengagement or resistance 
• Leaning forward → interest or engagement 
• Crossed arms → defensiveness (sometimes) 
• Looking away → discomfort or uncertainty 
• Sudden stillness → processing or concern 

Tone matters too: 

• Faster speech → anxiety or pressure 
• Short answers → withdrawal 
• Over-explaining → insecurity or justification 

What to do: 

Match your response to what you see. 

If energy drops → slow down. 

If tension rises → soften your tone. 

If confusion appears → simplify. 

 

5. Identifying Momentum Shifts 
Deals have a rhythm. 

At times, they flow. 

At other times, they stall. 

Key signals of positive momentum: 



• Faster responses 
• Increased detail sharing 
• Willingness to discuss structure 
• Openness to introduce advisors 

Signals of negative momentum: 

• Delays increase 
• Questions become repetitive 
• New concerns appear late 
• Communication becomes shorter or colder 

What to do: 

When momentum is positive: 

• Move forward decisively 
• Suggest next steps clearly 

When momentum slows: 

• Don’t force it 
• Revisit fundamentals 
• Reset expectations 

 

6. Staying Present (Instead of Performing) 
Most buyers lose awareness because they are: 

• Thinking about what to say next 
• Trying to sound impressive 
• Focused on closing the deal quickly 

This pulls attention away from the room. 

Better approach: 

• Listen fully before responding 
• Pause before answering 
• Focus on understanding, not impressing 

Presence creates awareness. 

 



 
7. Adjusting Your Approach in Real Time 
Situational awareness only matters if you act on it. 

Examples: 

If the seller seems overwhelmed: 

• Slow the pace 
• Simplify next steps 

If the seller is testing you: 

• Stay calm 
• Reaffirm your position clearly 

If the seller is engaged and open: 

• Move forward 
• Introduce structure and timelines 

Adaptability is the practical outcome of awareness. 

 

8. Questions That Improve Awareness 
Use questions to surface what’s hidden: 

• “What’s your biggest concern about this process?” 
• “Who else would need to feel comfortable for this to move forward?” 
• “What would a good outcome look like for you?” 
• “What’s holding this back right now?” 

Good questions create clarity. 

 

9. Common Mistakes to Avoid 
• Ignoring subtle signals and focusing only on words 
• Pushing forward when the seller is pulling back 
• Assuming alignment without confirming it 
• Over-talking and missing cues 

The cost of poor awareness is lost deals. 



10. The Dealmaker’s Advantage 
When you develop situational awareness: 

• You spot issues early 
• You avoid unnecessary friction 
• You build stronger trust 
• You guide the conversation more effectively 

You stop reacting. 

And start leading. 

 

Final Thought: See What Others Miss 
Most people hear the conversation. 

Few people see the situation. 

If you can read hesitation, detect influence, and sense momentum — 

You gain an edge that has nothing to do with spreadsheets or valuation. 

It’s subtle. 

But it’s powerful. 

And it’s often the difference between a deal that drifts… and a deal that closes. 
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