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How to Negotiate Business Acquisitions Like a Pro – Part 1 

 

Introduction: The Power of Negotiation in Business Buying 

Buying a business isn’t just about finding an opportunity—it’s about negotiating a deal that 
works for you. 

A bad negotiation can cost you thousands, lock you into a bad deal, or even kill the 
acquisition altogether. A great negotiation, however, can help you: 

✅ Secure the business without putting your own money in 
✅ Structure payments over time so the business funds its own acquisition 
✅ Protect yourself from unnecessary financial risk 
✅ Walk away with an undervalued business that you can scale rapidly 

The best negotiators aren’t the ones who argue hardest. They’re the ones who control the 
conversation, get to understand the seller’s real motivations, and shape the deal terms to fit 
their needs. 

 

What This Guide Covers 

This guide is written specifically for dealmakers, so it offers more than simple, generic 
negotiation advice—you’ll learn specific techniques tailored to buying businesses, 
including: 

• How to negotiate the price in your favour 
• Why deal structure is more important than price 
• How to overcome seller objections and keep control 
• Common negotiation mistakes—and how to avoid them 

By the time you finish this, you’ll never look at deal negotiations the same way again. 

 

 

  



Step 1: The Psychology of Negotiation – Winning Before You Start 

Most people assume negotiation is about persuading the other side to agree with you. It’s 
not. It’s about control, credibility, and influence. 
 

The Key to Influence: Control the Frame 

In every negotiation, one person is leading, and the other is reacting. Your job is to be the 
leader. 

There are three types of people in a negotiation: 

1. The Decision-Maker – Controls the conversation and sets expectations. 
2. The Seller – Justifies their position and reacts to offers. 
3. The Weak Buyer – Accepts terms, asks for permission, and lets the seller lead. 

You always want to be the Decision-Maker. 

 

How to Take Control from the Start 

• Use authority language. Instead of asking “Would you be willing to negotiate on price?” 
say “This is how we typically structure deals—let’s talk about how we can make this 
work.” 

• Position yourself as selective. Say, “We’ve looked at multiple businesses in this space. 
Let’s see if yours meets our criteria.” 

• Use deadlines. If a seller thinks they can take weeks to decide, they will. Instead, say, 
“We are looking to acquire three businesses in the next six months. If yours is going to be 
one of them then I need to know this month, otherwise we’d have to postpone yours 
until the first three sales are complete.” 

 

Case Study: The Power of Walking Away 

A dealmaker once had a seller who refused to lower the price. Instead of arguing, the buyer 
simply ended the conversation and walked away. Two weeks later, the seller called back—
and dropped their price by 40%. 

Why? The buyer controlled the frame. 

  



Step 2: Establishing Credibility – Why Should the Seller Trust You? 

Sellers don’t just sell to the highest bidder—they sell to the most credible buyer. If a seller 
doesn’t believe you can close the deal, they will not sell to you.  

 

How to Build Instant Credibility (Even If You’re a First-Time Buyer) 

✔ Use collective language. Even if you’re working alone, say “We’re evaluating multiple 
deals.” It makes you sound established. 

✔ Reference your advisors. Even if it’s just an accountant, say “My finance team has 
reviewed your books.” 

✔ Make it clear you’re not desperate. Sellers want buyers who choose them, not buyers 
who are desperate for a deal. 

 

Case Study: How a First-Time Buyer Closed a Deal Like a Pro 

One first-time buyer worried about not having enough credibility. Rather than admitting he 
was new to this, they said:  

👉 “Our group specialises in acquiring businesses like yours and achieving a quick and 
smooth transition.” 

Even though “our group” was just them and their accountant, the seller trusted them 
instantly. 

  



Step 3: Handling Price Negotiations – Never Pay the Asking Price 

Most sellers overprice their business. 

Your job isn’t just to get the price down—it’s to change the seller’s mindset about what 
their business is really worth. 

 

Why You Should Never Accept the Seller’s First Price 

Sellers always start high because: 

❌ They assume buyers will negotiate. 

❌ They base price on emotion, not numbers. 

❌ They want to “test the market” and see what offers come in. 

 

How to Anchor the Price Lower 

1. Reference industry standards. “Most businesses in this sector tend to sell for 2-3x 
EBITDA. Yours is priced much higher—how did you arrive at this figure?” 

2. Use “soft rejections.” Instead of saying “That’s too expensive,” say “That’s a little 
outside the range we usually pay.” 

3. Stay silent after making an offer. Sellers will often talk themselves down just to fill the 
silence. 

  



Step 4: Structuring the Deal – Terms Matter More Than Price 

What’s More Important Than Price? The deal structure. It’s not what you pay—it’s how you 
pay it. 

 

Smart Deal Structures That Reduce Your Risk 

✔ Deferred payments – You pay for the business over a number of months or years.  

✔ Using the money in the business – If there’s cash in the bank you can use some or all of 
this to buy the business. 

✔ Performance-based payments – Payments are tied to the business’s success. 

 

Example: Turning a £500K Deal into a Low-Risk Acquisition 

Instead of paying £500K upfront, structure the deal as: 

• £50K on Day 1 
• £300K spread over 3 years (paid from the profits the business generates) 
• £150K if the business grows by 20% in year one 

Now, you’re only paying £50K upfront instead of £500K. 

  



Step 5: Overcoming Seller Objections – Getting to Yes 

Every seller has concerns. Your job is to reassure them while keeping the deal in your 
favour. 

 

Common Seller Objections & How to Overcome Them: 

❌ “I need all the money upfront.” 

✅ “That’s not how we work in the current market. Virtually every business sells with an 
element that is either deferred or related to the profitability of the busness. Let’s see if we 
can structure something that works for both of us.” 

 

❌ “I want to make sure my staff are taken care of.” 

✅ “That’s my priority too—let’s create a transition plan to ensure that.” 

 

📌 Case Study: Using Seller Concerns to Win a Better Deal 

A buyer achieved a 10% reduction in price just by agreeing to keep the seller as a consultant 
for six months. Find out what matters to them—and use it to your advantage. 

  



Final Thoughts: What to Do Next 

Action Steps: 

✔ Start practising price anchoring in everyday conversations. 

✔ Find a deal to apply these strategies to. 

✔ Attend a Deal Club Live Event to sharpen your negotiation skills. 

 

 


