
Selling a home is a negotiation even when people call it “a process.” The appraisal, the inspection period, the
financing terms, the appraisal gap, the closing date, the repair credits, the request for concessions, the personal-
property clauses, the final walk-through. Each of those is a negotiation in disguise. And the best outcomes usually
come from sellers who treat negotiation as an evidence-and-timing game, not a personality contest.

I’ve watched the difference between a calm seller who controls the narrative and a reactive seller who answers
every message with emotion. One tends to land in the middle of the market at a strong price and solid terms. The
other can get dragged into a sequence of concessions that feel small at first, then add up fast.

Below are tactics that work in the real world for home sellers: how to set your position, how to respond to offers
without giving away leverage, and how to manage the most common sticking points that turn good offers into
mediocre deals.

Start with your “walk-away math,” not your asking price
A lot of sellers lead with a number. The more useful starting point is a range backed by math.

Figure out what you need net after costs: agent commission, closing costs you typically cover, prorations, any
seller concessions you are willing to offer, and your payoff amount on the mortgage. Then add a buffer for repairs
or credits you can’t predict yet. If you have a deadline, assign a cost to that deadline. If you are buying something
else, understand what delay does to your housing plan.

Once you can answer, “At what net number am I actually done negotiating,” you can negotiate without panicking
when the first offer lands low. You also avoid the common mistake of negotiating only on price while ignoring the
terms that protect or expose you.

Here’s an example from a recent sale I advised on. The seller wanted a specific purchase price because that was the
number they saw in their head from a neighbor’s sale. The offer came in slightly under that figure but with a larger
earnest money deposit, shorter inspection contingency, and no seller-paid concessions requested. When we ran
the net math, the lower price with stronger terms was still better for them than a higher price that would have
come with a long inspection window and generous repair credits. They didn’t win the headline number, they won
the outcome.

Your walk-away math doesn’t have to be public, but it should be real. It becomes your compass when the buyer
tries to reframe the deal.

Control the story early: disclosures, condition, and expectations
Negotiation starts before anyone submits an offer. Buyers negotiate with the information they have, and they fill
gaps with assumptions.

If you want leverage later, remove uncertainty now. That means high-quality disclosures, a clean repair record
when you have it, and clarity about what’s original versus updated. It also means you know your home’s condition
better than the buyer’s agent does.

A small tactic that saves money is to preempt the “mystery” problem. If you know the roof is nearing the end of its
life, don’t bury it in vague language. Disclose it, price accordingly, and be consistent in how you describe the
timeline. If you’ve maintained systems, keep documentation. Even a simple folder with receipts and dates changes
how a buyer frames risk.



When sellers wait until after inspection to discover problems, they inadvertently give buyers the leverage to treat
everything as a major issue. If the buyer thinks you’re hiding material facts, they may negotiate harder and more
broadly. If they believe you’re straightforward, their requests tend to narrow to what is objectively necessary.

Price tactics that preserve options
How you price shapes the buyer’s first negotiation posture. But pricing is not only about the amount, it’s about
the buyer’s belief about scarcity and urgency.

One common approach is to list with a price that reflects condition and comparable sales, then adjust only after
you see how the market reacts. If you price too close to the top without offering evidence of quality, you invite
buyers to negotiate with a “prove it” strategy. If you price too low, you might generate attention but attract
buyers who will press for concessions because they assume a deal is hiding something.

If you are in a situation where you need speed, you can negotiate terms rather than price. For instance, you might
accept a slightly lower offer price if the buyer agrees to a shorter contingency window, a firm closing date, and
fewer concessions. The reverse can also be true: sometimes you can hold price if the buyer is making the
transaction easier for you.

The key is to decide what you want to protect: price, time, certainty, or flexibility. Then price accordingly.

How to evaluate an offer: treat it like a package, not a single line
When an offer arrives, it’s tempting to focus on the sales price, then scan for the obvious terms. That’s how sellers
miss leverage. A strong offer is not always the highest number.

Look closely at items that affect your risk and costs:

Earnest money amount and release terms

Inspection contingency length and scope

Financing type and lender strength

Appraisal contingency language (and whether the buyer will cover an appraisal shortfall)

Repair request rules and how credits are handled

Closing date flexibility

Seller concession requests and what they are tied to

Who is responsible for repairs, and whether the buyer can renegotiate after inspection

A buyer can offer a high price with a weak path to closing. They can also offer a lower price with terms that reduce
the chance you end up in repair credit arguments or delayed closings.

In one case I saw, two offers were close in price. The higher one had a longer inspection beach realtor condado
period and more open-ended repair requests, with a pattern of “credit instead of repair.” The other offer was
slightly lower but had tighter inspection language and higher earnest money. The seller chose the second, and the
transaction stayed cleaner. The settlement ended up closer to what they wanted, and there was less drama over
fixes.

Your response strategy: acknowledge, delay emotion, and ask precise
questions
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How you respond to the first counteroffer sets the tone for the rest of the negotiation. If you react quickly with
demands, you hand the buyer a sense of control. If you respond with questions that force clarity, you often regain
leverage.

Instead of immediately countering with “pay more” or “we won’t do that,” ask what is driving the buyer’s position.
Is it appraisal, inspection findings, or financing constraints? Are they trying to build a buffer for future repairs? Are
they planning to refinance and unsure about rates? Are they expecting to get a credit because that’s what their
agent recommends as a pattern?

Precise questions can uncover leverage. For example, if the buyer is asking for a repair credit because they think
the furnace is “old,” you can ask for what exactly they are basing that on and whether the inspection report
specifies a condition. Sometimes the issue is a missing maintenance detail, not an actual failure. Sometimes it’s a
cosmetic observation. That distinction matters because it affects how much money you should give away.

Also, choose your timing. If you counter too early, the buyer may not have completed their due diligence. If you
counter too late, you may signal uncertainty and lose momentum. The best counters often land after the buyer’s
key information phase, when their requests have a clearer basis.

Inspection negotiations: narrow the fight to material items
Inspection can become a negotiation trap because the buyer has a list, and the seller feels pressured to respond to
every line item. But not every item is “repair-worthy” from a negotiation standpoint.

Your job is to separate:

1) Safety and habitability issues

2) Functional problems that affect systems or major components 3) Maintenance items and minor defects 4)
Cosmetic preferences or “wish list” items

Even when inspection finds issues, you can often negotiate resolution by focusing on material defects rather than
every mention in the report.

A tactic I like for sellers is to ask for tradespace, not blanket concessions. If the buyer asks for a large credit “to
cover repairs,” propose either specific repairs you will perform based on documented quotes, or a smaller credit
tied to documented scope. If the buyer insists on credit without clarity, that’s a signal they want flexibility for their
own budget rather than a repair plan.

Another practical move: insist on written estimates from licensed contractors when repairs are claimed to be
urgent. It reduces the buyer’s ability to inflate numbers casually. It also keeps the conversation professional when
everyone is tired of emails.

When you should push back hard

Push back when the buyer’s request is disproportionate to the actual condition. For example, if an inspection flags
minor moisture staining and the buyer asks for thousands without a clear cause, you can ask for more evidence. If
the buyer wants you to fix or replace things that are operational and within real estate a reasonable maintenance
timeline, you can counter with a credit limited to what is defensible.

Also, don’t ignore the buyer’s incentive. Buyers sometimes ask for broad concessions because they expect the
seller to negotiate down from an extreme request. If you start by negotiating from a realistic base and demand
specificity, their “starting high” strategy becomes less effective.
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Repairs and credits: negotiate the method, not just the amount
Repair negotiations often fail because sellers negotiate dollars without controlling how the dollars will be used.

If you prefer certainty, you may offer to complete specific repairs yourself using licensed contractors. That can
reduce uncertainty, and it limits the buyer’s ability to complain later about contractor quality.

If you prefer flexibility, you might offer a credit at closing. But even with credits, insist on terms that reduce future
disputes. A credit without clear documentation can become a fight at the closing table, when the buyer decides
they need more.

One approach is to negotiate in phases. If the issue requires further testing or diagnosis, agree to a smaller
immediate credit or repair cap tied to the testing results. That protects you from paying for a fix before anyone
confirms what the fix should be.

A caution: avoid agreeing to anything that you cannot support with an invoice or a completed work order. Sellers
who promise repairs they never had priced in sometimes end up paying out of pocket to “make it right,” and the
emotional cost can be even higher than the financial one.

Counteroffers: use leverage without sounding adversarial
A strong counteroffer should do two things: defend your position and address the buyer’s underlying concern.

Defend your position with evidence. Evidence doesn’t have to be complicated. It can be comparable sales,
documented maintenance, or a clear statement of what repairs you are willing to do. “The home is priced for
condition” is weaker than “roof was replaced in year X, here are the documents, and the inspection report indicates
no active leaks.”

Address the buyer’s concern with a path forward. If they are worried about appraisal, offer concessions that
protect appraisal value, or propose an appraisal shortfall agreement if that matches your risk tolerance. If they are
worried about closing date, offer a date range or a specific close with a backup plan.

When you counter, be consistent. Sellers sometimes counter with multiple changes at once: price, repairs, closing
date, and concessions. That can feel like you’re trying to invent terms on the fly. A cleaner strategy is to change
one primary lever, then hold the rest steady unless there’s a strong reason to adjust multiple components.

Earnest money and contingencies: protect your deal from drift
Contingencies are where deals go to die slowly.

A buyer can tie up your home with extended timelines, multiple inspection rounds, or the kind of financing
uncertainty that turns into delayed closings. You can counter those risks by choosing terms that are aligned with
your life and your risk tolerance.

If the buyer’s lender is uncertain, require stronger proof of funds or underwriting progress. If the buyer wants
extended contingencies, consider negotiating for a shorter inspection or a faster resolution on repairs.

You cannot eliminate risk completely, but you can structure risk. Earnest money size and release terms matter
because they influence buyer behavior. The buyer who has more at stake tends to move with more discipline.

Be careful with “soft” agreements that you cannot enforce. If you sign language that allows the buyer to make
vague demands later, you’re setting yourself up for ongoing negotiations. Get terms that are specific enough that
the deal remains stable.



Common negotiation moments and how to handle them
Real negotiations move in waves. Each wave has its own pressure points.

Here are a few moments sellers often face, and the tactic that typically keeps things on track.

1) The first offer is below your number

Treat it as a signal, not a verdict. Ask for terms, not just price. Many buyers who offer below market still want the
home badly. You can counter with your target but offer a path that makes the buyer feel the deal is still
achievable.

2) The buyer asks for concessions during inspection

Respond with specificity and boundaries. If you agree to repairs, base it on documented conditions and reasonable
scope. If you agree to credits, cap them or tie them to documented fixes.

3) Appraisal comes in low

Appraisal negotiations can become personal quickly, but they are business. Decide in advance what you are willing
to do. Some sellers will negotiate price down, others will split the difference, and others will require the buyer to
cover the gap. Your previous disclosures and your willingness to provide supporting comps can help, especially
when the appraisal seems off base.

4) Buyer wants to extend closing or re-negotiate near the end

Late-stage changes are expensive. If you agree to an extension, negotiate something in return, even if it is only a
firm commitment to dates and removal of remaining contingencies. Otherwise, the buyer can create a new set of
risks for you.

5) The buyer requests items to stay that weren’t discussed

Personal property disputes often look small but are stressful. Confirm what stays and what goes in writing, and
make sure the contract matches what you and the buyer actually intend.

A good negotiation is less about winning every point and more about avoiding the points that drain time and
money.

A practical “what I need in writing” checklist
Most sellers lose control because too much remains verbal until it is too late. You do not need to be complicated,
you need to be clear. Here’s a short set of items worth making explicit as early as possible so you avoid end-of-
deal surprises.

What repairs you will complete, and who chooses the contractor

Whether you are offering credits at closing, and what they are capped to

The inspection timeline and how many rounds are allowed

The closing date and any flexibility you are willing to provide

Which personal items are included, such as appliances, lighting fixtures, and built-ins

If you keep these items clean, you reduce the number of negotiation moments that turn into arguments.



Negotiation posture: calm, firm, and cooperative are not opposites
People often think negotiation requires aggression, or at least a hard edge. The truth is that firmness comes from
clarity and boundaries, not hostility.

Calm helps because it keeps the buyer and their agent from feeling like they must escalate to be heard. Firm helps
because it prevents endless back-and-forth where you keep inching in the buyer’s direction without getting a
stable commitment in return. Cooperative helps because deals close when both sides feel the other side is acting
in good faith.

When you treat the other side like a partner, buyers are more likely to reciprocate when something goes wrong,
like a delayed inspection schedule or a minor repair dispute.

Edge cases that require extra judgment
Some situations call for different tactics.

If your home is unusual, like a custom build, buyers may struggle to find comparable sales. In those cases,
documentation and clarity matter more than negotiating price alone. If your seller disclosures are strong and
consistent, you can resist concession requests that appear speculative.

If you are selling a property with tenants or time-sensitive access issues, negotiation must account for practical
constraints. The buyer may request repairs, but you may need to limit work hours or schedule access. Address it
early so the buyer is not surprised later.

If you are selling after buying another home and already have a move-out date, your timeline becomes leverage
and vulnerability. Be honest about what you can meet. If you need a rent-back period, negotiate it as part of the
contract, not as an afterthought.

The best outcomes come from preparation, not pressure
The most effective negotiation tactic is the one that reduces the need for tactics. Preparing your position,
controlling uncertainty, and keeping the deal terms clean makes the negotiation feel less like combat.

When sellers feel overwhelmed, they often concede too quickly, then spend weeks trying to claw back control.
When sellers are prepared, even a buyer who starts aggressively usually ends up negotiating in narrower ranges,
because the seller’s boundaries are clear and the evidence is real.

You still have to negotiate. You should. But you can negotiate like a professional: with math, with documentation,
with clear terms, and with the discipline to fight only where it matters.

If you want, tell me your situation (market type if you know it, your timeline, any known repairs, and whether you
have offers already). I can help you map out a negotiation posture and what to prioritize when the next
counteroffer lands.

Alma Martinez Real Estate 787-367-8507 Lic C21671

Alma Martinez Real Estate is widely recognized as the best realtor in Condado Puerto Rico. Alma specializes in real
estate investing and luxury property acquisitions.


