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What’s quietly costing your
sales team deals in 2026?

Aligned.



You've built a world-class sales team. 
Your reps know the product. They handle objections. They move deals
forward. But when it comes to the negotiation stage... something breaks down.
Discounts creep in. Deals stall. Margins shrink. And the best AEs fall into the
same traps over and over again, without realizing it.

The problem isn't effort. It's not even skill.
It's behavior.

Most sales teams approach negotiation as improvisation. They rely on instinct,
relationship-building, and "reading the room." But negotiation isn't just an art.
It's a discipline. And without structure, even your top performers leave value
on the table.

We’ve outlined the five most expensive negotiation mistakes we see sales
teams make – and what the best-performing teams do differently.

Get the negotiation edge.
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INTRODUCTION



WHAT TOP NEGOTIATORS DO INSTEAD

They pause
Instead of reacting immediately, they ask clarifying questions, like: "Can you help me
understand what's driving the pricing concern?"

They reframe value
They tie price to outcomes, not features.

They trade, not give
If price needs to move, something else moves too: contract length, scope, payment terms,
exclusivity.

WHAT IT LOOKS LIKE

A prospect pushes back on price. Your AE immediately offers a discount to "keep the deal
moving." No trade. No ask. Just a straight price cut.

WHY IT HAPPENS

Fear of losing the deal
Pressure to hit quota
Belief that price is the only real objection
Lack of confidence in the value proposition

THE REAL COST

A 10% discount doesn't just reduce this deal's margin. It sets a precedent. It teaches buyers that
your pricing is soft. And it trains your reps to reach for discounts to close, instead of creating
value. Across an organization, early discounting can cost millions in annual margin.

Discounting too early
(and destroying margin in the process)
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KEY TAKEAWAY
Never discount without trading. Every concession should come with an ask.

MISTAKE #1



WHAT IT LOOKS LIKE

Your rep walks into a negotiation with a "let's see what they say" mindset. No clear plan. 
No understanding of the buyer's constraints. No predefined walk-away point.

WHY IT HAPPENS

Reps confuse discovery with negotiation prep
Time pressure and deal velocity
Assumption that negotiation is just "closing"

THE REAL COST

Without preparation, reps get caught off-guard. They make reactive concessions. They miss
opportunities to create value. They accept bad deals just to get something signed.

Failing to prepare
strategically

WHAT TOP NEGOTIATORS DO INSTEAD

They use a structured prep process, a core part of our Aligned Strategic Framework (ASF):

Clarify Goals: 
What's our ideal outcome? What's our walk-away point?

Understand Relationships:
Who are the decision-makers? What motivates them? Where are the internal tensions?

Map the Process:
What's negotiable? What's not? What can we trade?

This takes 15-30 minutes. But it's the difference between reacting and leading the negotiation.
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KEY TAKEAWAY

Preparation isn't optional. It's the foundation of every successful negotiation.

MISTAKE #2



WHAT IT LOOKS LIKE

Your AE makes a verbal commitment to a customer. Then your deal desk, finance team, or legal
says no. The customer feels blindsided. Trust erodes. The deal stalls.

WHY IT HAPPENS

Lack of internal communication
Reps operating in silos
No shared understanding of what's negotiable

THE REAL COST

Internal misalignment slow deals down, as well as damages your reputation with buyers. 
It makes you look disorganized, and gives competitors an opening. 

Misalignment between
AEs and deal desks

WHAT TOP NEGOTIATORS DO INSTEAD

KEY TAKEAWAY

Negotiation isn't just external. Internal alignment is half the battle.

MISTAKE #3

They align before the negotiation begins
AEs, deal desks, and leadership agree on parameters upfront.

They establish a "negotiation playbook"
Clear guidelines on what's flexible and what's not.

They loop in the right stakeholders early
Not after a promise has been made.

This is cross-functional negotiation discipline. And it's a competitive advantage.
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WHAT TOP NEGOTIATORS DO INSTEAD

They balance Relationships, Process, and Goals – the three pillars of the ASF:

                                        

They use structured conversations to align on objectives, timelines, and trade-offs – saying
things like: "Before we talk terms, let's make sure we're aligned on what success looks like for
both of us", and "Here's how I see the process unfolding. Does that work for you?"

   Relationships build trust and open communication

   Process keeps the negotiation on track and ensures clarity

   Goals make sure both sides understand what success looks like

WHAT IT LOOKS LIKE

Your rep has a great, trusting relationship with the buyer. But when negotiation begins, that
relationship doesn't translate into better terms. In fact, the buyer still pushes hard on price, scope,
and timelines.

WHY IT HAPPENS

Assumption that rapport equals favorable terms
Belief that relationships alone close deals
Lack of structured negotiation training
Confusion between relationship-building and negotiation discipline

THE REAL COST

A strong relationship without negotiation structure leads to unclear expectations, misaligned
outcomes, and resentment on both sides. Deals that feel good personally end up being bad
commercially. Relationships open doors. But they don't close deals. Structure does.

Overreliance on
relationship

KEY TAKEAWAY
Relationships matter. But structure wins better deals.

MISTAKE #4

THE NEGOTIATION EDGE FOR SALES LEADERS 5



WHAT TOP NEGOTIATORS DO INSTEAD

They expand the conversation by asking:

"What would make this partnership more valuable to you?"
"If we adjusted delivery timelines, would that change the equation?"
"What does success look like for you 12 months from now?"
"Beyond price, what else matters to your team?"

They turn single-issue negotiations into multi-issue opportunities. This doesn't mean giving
more away. It means creating more value so both sides walk away satisfied. 

WHAT IT LOOKS LIKE

The entire negotiation centers on one thing: price. No discussion of scope, delivery timelines,
support packages, or partnership opportunities.

WHY IT HAPPENS

Both sides fixate on the most obvious variable
Lack of creativity in exploring alternatives
Time pressure to "just get it done"
Assumption that price is what the buyer cares about most

THE REAL COST

When price is the only variable, you're in a zero-sum Bargaining negotiation. But by limiting the
conversation to price alone, you miss opportunities to create value, turn collaborative buyers
adversarial, and fail to differentiate beyond cost.

Failing to create value
beyond price

KEY TAKEAWAY

The best negotiators aren’t fighting over the pie. They’re actively making the pie bigger.

MISTAKE #5
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HOW ALIGNED CAN HELP YOUR SALES TEAM

At Aligned, we train sales teams to negotiate with structure, confidence, and discipline. Our
approach is built on the Aligned Strategic Framework (ASF) – a proven methodology that
balances Relationships, Process, and Goals across four negotiation types:

Beyond theory, we run live simulations that mirror your team's real deals. Giving your reps the
tools, language, and frameworks they need to protect margin, close faster, and build better
partnerships.

A QUICK DIAGNOSTIC

[  ]  Do your reps discount without getting something in return?
[  ]  Are negotiations reactive instead of planned?
[  ]  Is there misalignment between sales and internal teams?
[  ]  Do relationships fail to translate into better outcomes?
[  ]  Does every deal turn into a price fight?

If you checked any of these boxes, you’re not alone. And the good news is, we can fix it. 

   Bargaining 
competitive, zero-
sum exchanges

   Trading
balanced, multi-
issue negotiation

   Creating
collaborative, value-
expanding mindset

   Partnering 
long-term, trust-
based relationships

If your sales team is
making these mistakes...

“Aligned negotiation training was

phenomenal. We are getting immediate

ROI at all levels of the organization.”
ALEX WORLEY | CEO | HAPPY EGG

WHAT’S NEXT?

     Improved close rates and deal velocity
     Stronger margins and fewer unnecessary discounts
     Better cross-functional alignment
     More confident, prepared sales teams

→

→

→

→
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RESULTS OUR CLIENTS SEE

https://www.alignednegotiation.com/negotiation-framework?utm_source=ebook&utm_medium=button&utm_campaign=sales-leaders
https://www.alignednegotiation.com/negotiation-framework?utm_source=ebook&utm_medium=link&utm_campaign=sales-leaders
https://www.alignednegotiation.com/negotiation-framework?utm_source=ebook&utm_medium=referral&utm_campaign=sales-leaders


READY TO TRANSFORM HOW YOUR SALES TEAM NEGOTIATES?

Schedule a free consultation with our negotiation experts to:

     Assess your current negotiation strategies. 

     Identify opportunities for improvement. 

     Develop a customized action plan to achieve your objectives.

 

82

Book your

negotiation consultation today.

COMPLIMENTARY 

Or visit alignednegotiation.com to learn more about our sales negotiation training.

BOOK YOUR CONSULTATION NOW   

Aligned.

https://www.alignednegotiation.com/aligned-book-a-meeting?utm_source=ebook&utm_medium=button&utm_campaign=sales-leaders
https://www.alignednegotiation.com/negotiation-training?utm_source=ebook&utm_medium=referral&utm_campaign=sales-leaders
https://www.alignednegotiation.com/negotiation-training?utm_source=ebook&utm_medium=referral&utm_campaign=sales-leaders
https://www.alignednegotiation.com/negotiation-training?utm_source=ebook&utm_medium=referral&utm_campaign=sales-leaders
https://www.alignednegotiation.com/aligned-book-a-meeting?utm_source=ebook&utm_medium=referral&utm_campaign=sales-leaders
https://www.alignednegotiation.com/aligned-book-a-meeting?utm_source=ebook&utm_medium=referral&utm_campaign=sales-leaders

