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Introduction
If you’ve been involved in team negotiations, you know they can 
be fraught with difficulties, but are vital for great success.

One person wants to proceed carefully, consulting and checking at every step. 
Another insists that it’s critical to move quickly in response to a bit of fancy 
footwork from the other team. Or you could have two different departments in your 
organisation eyeing each other suspiciously – whose concessions will be first to go?

It’s true that team negotiations can present problems. Sadly, not too many people 
acknowledge the tremendous benefits to be gained. And there are many. Ask any 
champion football player, or bridge player. Ask anyone in the dedicated teams that 
hunt down serial killers – I’ll guarantee you get the same answer.

Chapter

The Power of Team Negotiations: How to Make them Work

Football is football and talent is 
talent. But the mindset of your 
team makes all the difference.

Robert Griffin

Well organised teams who cooperate well always find that the whole is greater than 
the sum of its parts. With the business market becoming more globally orientated 
every day, negotiators will need to be thoroughly skilled in acting both within and 
through teams.

For more information on team negotiations read chapter 10.

The Creative Negotiator

https://www.amazon.com/Engagement-Not-Enough-Passionate-Employees/dp/1601940238
http://bennelongpublishing.com.au/products/the-creative-negotiator
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Your team needs to be well-prepared with solid research. But it 
also must be prepared as a team.

To ensure each member of your team plays a counterpoint to the others, rather than 
overwhelming them by playing their own song, you need to be sure you understand 
the differences in individuals. By understanding these differences you can use them 
to your advantage in developing high-performance teams.

There are several aspects of team building you need to examine:

• The importance of teams in the negotiation process

• The dynamics of a normal team preparation process

• The problems that arise in team negotiations

• The behaviour of teams in the negotiation process

Teams are more powerful than individual negotiators with access to more expertise 
and the ability to assign people to specialised roles, teams can handle more complex 
strategies than individual negotiators.

Chapter

Successful Teams are 
Well-prepared

The Power of Team Negotiations: How to Make them Work

Six Habits of Merely Effective Negotiators

https://hbr.org/2001/04/six-habits-of-merely-effective-negotiators
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Sometimes one-to-one negotiation is the most effective way to negotiate. However, in 
more complicated negotiations, team negotiations are the most effective way to 
negotiate.

Everyday, there are examples of major union/management negotiations, where both 
teams are hard at work presenting their respective cases, with an ‘abundance’ of 
experts on both sides. 

The Power of Team Negotiations: How to Make them Work

Example from the military:

On a leadership skills course in outdoor survival activities, time after time, the 
group came to realise the benefits of using a cooperative team approach over 
the sometimes limited resources of individuals. There were always the ‘gung-
ho’ participants (close relatives of the ‘gung-ho’ negotiator) who would strive to 
solve the problems on their own. 

It was, of course, a set-up. At first, the problems look surprisingly simple. The 
hot-shots didn’t bother with discussions or teamwork – they didn’t need any 
help, no way, not them!

They never succeeded.

The activities were sneakily planned so it was impossible to solve the problems 
by anything other than teamwork.

Those who were sentenced to failure believed:

• that they had sufficient strength and knowledge to succeed on their own; 

• that teams simply slowed things down.
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Clearly, as the late Gary Poppleton shared, “a champion team will accomplish more 
than a team full of different champions trying to win as separate individuals”.

The participants learned a valuable lesson by watching a team tackle the problem 
and solve it. Being told something is so, is not the same as knowing it is so. When 
active learning takes place, when people learn by doing – they know.

When you examine successful team negotiations, then compare them to the 
disasters, the ‘pattern’ for success emerges quickly.

The Power of Team Negotiations: How to Make them Work

Align your teams interests

Teams that ignore or fail to resolve their differences over negotiation targets, trade-
offs, concessions and tactics will not get to the negotiation table with a coherent 
strategy. They risk ending up with an agreement that’s good for one part of the 
company but bad for another.

Underlying many conflicts of interest is simply that members represent different 
units within a company. People don’t want to let their business units down, so they 
dig in on an issue that is important to their business unit that might not be in the 
best interest of the whole company.

To help get everyone on board with a single negotiation strategy, some leaders will 
deliberately assemble teams containing only individuals who are good at forming 
relationships across business units.

The importance of role-play

Savvy teams will role-play ahead of the 
negotiation, particularly any contentious 
issues. Ask members of the team to 
provide objections so you can figure out 
who will respond and what will be the 
response.

Rehearsals enable people to determine 
when they should contribute and when 
they should keep silent. It also clarifies 
who has authority to make concessions 
and decisions. However, role-playing takes 
time and requires extensive knowledge of 
the other side to make accurate 
predictions.
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Teams must have a Leader

In B2B environments, with more complex, multi-party, multi-issue negotiations, 
one senior person must become the owner of the negotiation.

In a complex negotiation with a top account, four divisions from the same 
organisation met to prepare for the negotiation. Each had their own reporting 
line to someone else located in all corners of the globe.

From the first meeting, I knew it would be a challenge to get results. The 
toughest negotiation was going to be internal.

The meeting started and I said, “First I need to get to know more about you, I 
need to deeply understand the value proposition that we offer to this account.”

Then we discussed the value of the business for the next three and five years. 
The current contract was for three years, but I wanted to know what the 
benefit was of negotiating a longer contract.

Lastly, “What is the consequence of not reaching an agreement?” It was like I 
had unleashed the fury of the four general managers with ideas flying in every 
direction. 

We then spent two hours discussing value and value propositions. “Prove it”, I 
said. When there were no results to prove value, I took the red pen and 
crossed through each point. The first casualty was reputation, then product 
features, then newsletter, then location, then global presence… It became a 
sea of red.

Now I had their attention.

“I need one of you to be leader in this negotiation, choose your team and have 
the final say at the negotiation. One of you needs to be accountable for the 
deal.”

Silence followed, then two hours discussing and debating, a leader was 
eventually chosen. The result – they secured a new five-year contract that 
benefited all four divisions.
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Trying to understand why people behave the way they do and 
why people respond to challenge in different ways has kept 
humanity fascinated for centuries.

Great writers and thinkers – Hippocrates, Carl Jung, Willian Marston and others, 
have given us valuable insights into what makes others behave in certain ways. 
Hippocrates was one of the first to explain the importance of understanding 
individual differences. His ideas show us how to assess people’s behavioural styles.

Chapter

How do Behavioural Styles 
Affect Negotiations?

Another legend in the world of leveraging communication and performance success 
for negotiating teams is Keith Ayers from Integro. Below are some of his insights.

People are complicated. Our behaviour towards one 
another is strange.

Michael Fassbender

The Power of Team Negotiations: How to Make them Work

Integro

https://integro.com.au/


10

To build a good team you need to select people who complement each other 
and challenge each other to come up with better ideas.

Value people’s different communication styles; learn to use their strengths – and 
they will make a vital contribution to the team’s success.

The benefits of understanding and identifying the different styles of your team 
members are immense. When you know how people are likely to act and react, you 
are in a strong position to select team members for maximum contribution to the 
negotiation. 

Select people for strengths that will come into their own at different phases of the 
negotiation. Team negotiations have a greatly increased chance of success when 
the team is made up of a mix of communication styles. (The usual reason for a 
team being made up of one communication style is that the team leader has tried 
to clone the other members of the team after themselves.)

Great things in business are never done by one person. 
They’re done by a team of people.

Steve Jobs

One way to find out more about different communication styles is using the DiSC
profile. Find out more about DiSC profiles below:

The DiSC Profile

The Power of Team Negotiations: How to Make them Work

https://discprofile.com/what-is-disc/overview/
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Four Behavioural Styles

There are four behavioural styles in a DiSC profile and you may label someone as 
one style with too little evidence. Each member of your team will have some 
elements of all four styles, but most people are strong in just one or two styles.

The key to selecting your team lies first in knowing yourself and then, in knowing 
the structure of the rest of the team. 

Be careful with a technical negotiation as you may be tempted to choose only 
analytical or technical people. That will not be enough to get you through all stages 
of a negotiation.

Look at your upcoming negotiation and decide who you need. Use their strengths 
to build a powerful team, but keep in mind the team dynamic.

The single most untapped competitive advantage is teamwork.

Patrick Lencioni

The Power of Team Negotiations: How to Make them Work

Characteristics of each style

Dominance Communicate directly and has a high sense of urgency and
focuses on achieving results. They tend to be competitive and
may come across as blunt and impatient.

Influence Communicate with energy and enthusiasm and tend to be very 
open and optimistic. Can be very persuasive, and may lack 
attention to detail and follow through.

Steadiness A good listener, they place a high value on supporting others. 
They are persistent and patient, staying on the task until 
completion. They tend to avoid situations which may result in 
conflict.

Compliance Communication is clear, factual and structured. They place a 
high priority on accuracy and quality, therefore they need to 
know the detail. They can have difficulty dealing with emotion.

High Power Teams Underperform

https://www.riverhouseepress.com/blog/high-power-leaders-conflict-resolution/
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How will your carefully constructed team fit into team negotiations?

Many B2B negotiations are complex, and many negotiation teams are made up of 
people who have just met. Before the negotiation, they have never had the 
opportunity of working together. As you can imagine the result is often disastrous.

There are both advantages and disadvantages to team negotiations. To best 
manage your team you need to decide a role for each individual.

The Power of Team Negotiations: How to Make them Work

Trust is the lubrication that 
makes it possible for 
organisations to work.

Warren Bennis

The Team Leader role is to get the team working as one; planning and knowing 
how to execute your plans at the negotiating table. They do not necessarily conduct 
the negotiation.

The Spokesperson adopts the role of the individual who does most of the talking 
during the negotiation. They normally call upon the rest of the team at various 
stages to be involved in the discussion.

The Numbers Person keeps track of all the facts and figures during the 
negotiation. The team leader should never agree to a deal until they have conferred 
with the numbers person. Sometimes what appears to be attractive at the table, 
when projected over five years, only allows for very small profits.

Managing Roles Within the 
Team

If you are negotiating one-on-one, the style and content are up to 
you. But team negotiations have other issues that you need to 
deal with besides the issue of asking for the business.

Chapter
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The Specialists are bought into the team on complex issues when legal, finance, 
marketing, manufacturing or other issues may need their expert opinion or 
decision.

The Observer has possibly the most difficult role. They normally do not speak or 
become involved in the actual negotiation. Their job is to observe the other side and 
give feedback to the team during any of the breaks throughout the negotiation. 
Their role is of great importance. If by chance, you or the other side starts to 
become emotional, they can remain objective. 

When they work in harmony teams are powerful.

Jan Potgieter’s video Avoid The Rookie Mistakes In Team Based Negotiations
discusses the different roles in a negotiation. It is a slightly different viewpoint to 
ours but agrees with the importance of the observer during the negotiation. 

The Power of Team Negotiations: How to Make them Work

Teamwork is a strategic decision.

Patrick Lenciom

https://youtu.be/3921eOkwAP0
https://youtu.be/3921eOkwAP0


14

The Five Dysfunctions of 
Teamwork

Most teams have experienced at least some of these 
dysfunctions at some point in time because the behaviours that 
eliminate these dysfunctions don’t come naturally to some 
people. Patrick Lencioni.
Do any of these dysfunctions show up in your team?

Chapter

The Power of Team Negotiations: How to Make them Work

1. Absence of Trust

When there is an absence of trust in a team, team members won’t speak up when 
they don’t agree with decisions, they don’t ask for help when they need it, and they 
don’t admit mistakes.

How to become cohesive: Trust one another

When team members are genuinely transparent and honest with one another, they 
can build vulnerability-based trust. For the Dominant style, vulnerability is difficult 
– they believe they should always be strong. Learning to be humbler and listening 
to everyone’s input is an important growth step for the D style.

2. Fear of Conflict

When team members avoid conflict by not saying anything, issues remain 
unresolved and ideas are not challenged, the best ideas don’t emerge, and the best 
decisions don’t get made.

How become cohesive: Engage in conflict

When there is trust, team members can engage in unfiltered, constructive debate of 
ideas and issues. The Steadiness style has the most difficulty with this behaviour 
because of their fear of disappointing others, or of hurting their feelings. Other 
team members can help by encouraging them to speak up and share their 
opinions.

When the trust account is high, communication is easy, 
instant and effective.

Stephen R. Covey
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3. Lack of Commitment

When decisions are made without healthy debate on the team, team members 
won’t commit to the decisions and the plans made. Instead, they feign agreement 
and go through the motions.

How become cohesive: Commit to decisions

When team members can offer opinions and debate ideas, they will be more likely 
to commit to decisions. The Influencing style is very enthusiastic and eager to 
make commitments. However, they have a tendency to overcommit and need to 
ensure they fully understand what they are committing to.

4. Avoidance of Accountability

When team members are not committed to decisions they avoid accountability for 
the outcomes, and they won’t hold each other accountable.

How become cohesive: Hold one another accountable

When everyone commits to a clear plan of action, they will be more willing to hold 
one another accountable. What is most important here is peer-to-peer 
accountability – team members ensuring that everyone on the team is following 
through on their commitments. This accountability can be quite challenging for 
both the Steadiness and Compliance styles  - neither of whom feel comfortable 
confronting others who are not performing. Team members need to give each other 
permission to call each other out.
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5. Inattention to Team Results

The natural outcome of these four dysfunctions is a lack of attention to collective 
results – team members tend to switch their attention to achieving individual 
results and enhancing their careers.

How become cohesive: Focus on achieving collective results

The ultimate goal of building greater trust, conflict, commitment and accountability 
is one thing: achieving results. Here we are talking about the collective results of 
the team. Each team member may have their individual goals and KPIs. However, it 
is also important to have team goals, and for everyone on the team to be 
accountable for achieving these team goals. The Dominant style may have a 
challenge with this because they tend to be the least team orientated and may 
want to focus more on their goals. A habit they will need to break. 

Why form a team? 
Because teamwork builds trust and trust builds speed.

Russel Honore

The Five Dysfunctions of a Team

https://www.amazon.com/Five-Dysfunctions-Team-Leadership-Fable/dp/0787960756
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Building a powerful team
1. Know the individuals

It is imperative to the success of the negotiation that where possible you select the 
players for your team. After this, spend the time and energy to get to know them. 
Identify and understand their motivation towards success. Remember, money is 
not necessarily the main drive; it’s only one of many motivators.

2. Define your expectations

Even before you get the team together, talk to each individual and define what you 
expect of them in the negotiation. Let them comment on those expectations. Most 
teams fail because the team leader does not clearly establish the expectations of 
the individuals at the start.

3. Develop a big picture scenario

Develop the big picture with individuals. Let them know their involvement in the 
process is an important part of the negotiation. Let the team members know what 
their involvement will cost them – scheduled team meetings, time away from their 
normal activities.

4. Methods of assessing results

‘What’s in it for me?’ is the question in everybody’s minds. Do yourself and your 
team a favour – answer the unspoken question. Indicate how the organisation will 
assess the team member’s results. There should be some payoff for their time, 
energy and dedication and this could be money, recognition or promotion. 
Whatever it is, they should see the negotiation as not just a disruption to their job, 
but a chance to make a real contribution to the company.

5. Team members

In team negotiations, the burning issue is always the composition of the team. Be 
aware that internal politics will arise very early in the discussion. Sometimes it is 
best to be vague about the negotiation issue until your first team meeting. Don’t be 
tempted to play favourites, don’t succumb to blackmail. Choose the best person for 
each part of the negotiation.

The Power of Team Negotiations: How to Make them Work

How to Manage Your Negotiating Team

https://hbr.org/2009/09/how-to-manage-your-negotiating-team
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Team Dynamics
In the world of negotiations, when you focus on building  a 
powerful team, your next step is to arrange the team dynamics. 
Teams are often fluid, agile and never remain as an intact team 
past the end of the negotiation.
‘Team Dynamics’ expresses the process perfectly. The words infer that the process 
within a team is fast moving and ever changing. That is, exactly the way the teams 
work. In every situation a team, meeting for the first time, will go through three 
identifiable stages before they become a team, instead of a group of individuals:

1. Ice Breaker

2. Competitive

3. Results 

Chapter
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1. The Icebreaker Stage

If you want to form a team that will be effective in the long-term. If you want your 
team members to know each other well enough to work effectively. If you want 
success and the pats on the back that go with it. Then you must understand that 
this initial stage is the most critical of all.

Don’t be tempted to skip it because you have some old players on the team to ‘help 
the new ones along’. Shortcuts like this will rebound on the team’s effectiveness 
when you’re all in the ‘hot seat’.

Picture the team meeting for the first time. One by one they walk into the room. 
Their behavioural styles are already dictating their responses to the situation. If 
you’ve chosen your team carefully on the basis of different talents and different 
styles, you’ll see Ms. Influence chatting and building relationships the second she 
spots another team member. Mr. Steady will be looking for the leader, saying 
things like: ‘What do you want from me? Do you think I can contribute much in a 
negotiation? 

Underneath the surface style they display they all feel the same. They know their 
importance as individuals, but they’re not so sure about being a member of a team.

This first ice-breaking stage should be a relaxed, enjoyable time not only for the 
team members but also for you as the group leader. Don’t be tempted to go rushing 
into goal-setting and planning and all the rest of it just yet. Relationship building is 
the important task. 

Most good relationships are built on 
mutual trust and respect.

Mona Sutphen
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Before you finish, set a time and place for the second meeting, preferably in a less 
formal setting away from company premises.

Your mission as a leader in this first stage is to provide a pleasant atmosphere for 
the team to get to know each other before you start working on the problem. At the 
same time, you will be beginning to identify a mission or goal for the negotiation, 
and assessing the possible contributions by each of the members. Find more ideas 
to motivate your staff in the book below:

2. The Competitive Stage

Inevitably team members will perceive some of the team as being the ‘stars’. Egos 
are on the line. Expect conflict, confusion and a degree of resistance toward the 
task at hand before the dust settles.

As a team leader, you should start to worry if these things are not present because 
then the team is just not working as a team. Soothe ruffled feathers. Reaffirm the 
importance of every member of the team in their assigned role. 

As you move through the competitive stage, you’ll breathe a little easier as you see 
the team move up a gear. They’ll become noticeably more cohesive, and a sense of 
purpose and forward motion will appear. You will see the team develop methods for 
making decisions. You’ll see those resolving conflicts within the team and 
completing subtasks in an effective and speedy manner.

The Power of Team Negotiations: How to Make them Work

Engagement is Not Enough

https://www.amazon.com/Engagement-Not-Enough-Passionate-Employees/dp/1601940238
https://www.amazon.com/Engagement-Not-Enough-Passionate-Employees/dp/1601940238
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Watch for the situation where no member of the team wants to be seen as either 
negative or not involved. It’s too easy to miss the potential danger spots in the 
negotiation ahead if no-one wants to be the one to say: “I can see problems with 
doing it that way”.

Appoint a consequence thinker, so this problem doesn’t develop.

3. The Results Stage

The results stage is the stage you’ve daydreamed about! Your ‘individuals’ are now 
working as a team under your direction and are beginning to achieve results. To be 
a truly effective team leader, you will encourage the team (both before and during 
the negotiation) to use their initiative to solve problems, and to take calculated 
risks in reaching decisions. 

If there is a key to forging ahead successfully in this stage, it is to focus on 
results. Should you find you are dealing with team problems instead, you’ve got 
trouble. You’re stuck in one of the other stages. 

The Power of Team Negotiations: How to Make them Work
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Signs of Team Trouble

Even if you are a gifted leader, trouble may still arise. However, the effects of 
doubt, frustration or resentment can be minimised if you keep an eye open for the 
‘storm brewing’ signs.

Gary Peacock, a leading global consultant developing high-performance teams, 
shares these useful ideas as pointers to team trouble:

1. Sometimes, your hard-working team loses sight of just how well it is performing 
in the negotiation. Losing sight of performance is especially true when there is a 
distinct lack of cooperation from the rest of the organisation. 
As the team leader, it is imperative that you share the group’s successes 
with the rest of the organisation, and give constant positive feedback to 
the team members.

2. Related problems:
- Frustration within the group about clarifying their roles.
- Feeling within the group that the team leader is making all the important 
decisions in isolation.

3. Signs of decreasing confidence: For instance, ‘corridor meetings’ by team 
members after the negotiation. They may express doubts about the way the 
task is being handled by the leader or other team members. Or you may see one 
or more members of the team starting to distance themselves from decisions 
made at the negotiating table.

4. There are delays from team members carrying out action points agreed to 
during the meeting.

Any of the above signs show that team members are looking at political, personal 
or professional survival.

If you see a few sparks of discontent, act quickly to put them out before they fan 
into bushfires that will destroy the negotiation. Meet with those individuals, ask 
them for their questions, queries or concerns about the issues causing conflict. 
Then decide on an appropriate action that will work for the whole team. You can’t 
afford tensions like these arising at the negotiation table. Expect that things will 
occasionally go wrong with your team, and continually monitor their performance 
so that if needed you can change the tone and direction.

The Power of Team Negotiations: How to Make them Work

https://www.linkedin.com/in/garypeacock12/
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1. How did you decide this is a team negotiation rather a one-on-one negotiation?

2. How did you decide who would be the team leader for this negotiation?

3. How did you decide the members of your negotiating team?

4. How did you decide who would be assigned to each role?

5. What do you have planned to ensure all team members get to know each other 
prior to the negotiation?

6. How did you clearly define the expectations for each individual and the team?

7. How will you assess the result of the negotiation? Have you clearly communicated 
this to the team?

8. How do you plan to identify if the team is in trouble? What actions will you take to 
get the team back on track?

Don’t limit your challenges; 
challenge your limits.

Jerry Dunn
Questions to 
Challenge You

Chapter

The Power of Team Negotiations: How to Make them Work
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The Problem
In today’s global B2B marketplace, 
negotiations are becoming more complex. 
Negotiation skills are a core competency of 
every successful team member. It is the 
avenue to sustainable business growth, 
cohesive teams, strong business relationships 
and commercial value.

With increased complexity comes the need for 
more team negotiations. But team negotiations 
can be fraught with difficulties.

The Future
In more complex team negotiations the need 
for each individual to fully understand their 
own role as well as the team goals is crucial. 
The team leader needs to assign people based 
on individual skills and their ability to work in 
your team dynamic. 

The process of a team is fast moving and ever 
changing so you must be aware of the signs of 
trouble. At the first sign of trouble you need to 
take the appropriate action that works best for 
the whole team. Be creative and make your 
next team negotiation a success.
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