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In this article, the author explores what 

B2B pricing and sales teams can do 
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the value of their products, and re-

views the “7 Challenges” and “5Cs” of 

value. Mike Wilkinson is Co-founder 

and Director of Axia Value Solutions, 

where he helps businesses defend and 

grow their revenues and margins by 

understanding the things their custom-

ers truly value. He has over 25 years of 

world-wide training and consultancy 

experience and was the 2013 Train-

ing Journal award winner for best sales 

programming. He can be reached via 

www.axiavalue.com. This article was 

originally printed on LeveragePoint’s 

Value Strategies Blog.
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A salesperson in a room full of 
Global Pricing Directors, Stra-
tegic Pricing Managers, Value 
Analysts and the like, surely 

feels a little nervous. But in the pres-
ence of a sales rep, so should all the pric-
ing executives. When pricing teams have 
spent hours with spreadsheets and so-
phisticated software systems coming up 
with detailed calculations to arrive at the 
most appropriate cost-based, competi-
tion-based or value-based price, salespeo-
ple are the ones that take that price out 
to the customer — and discount it.

If only sales people did as they were told 
and stopped arguing, then B2B enter-
prises would be able to achieve targeted 
prices much more easily, right? Well, the 
problem that sales reps have and many 

pricers don’t have on a regular basis is 
that they have to meet the customer. 
As one sales manager recently told me, 
“pricing is like planning the perfect fi-
nal play in the comfort of the locker 
room, but not having to actually go out 
and run it, and not providing the play-
ers with the information needed to play 
either!”

The Pricing and Sales Teams 
Must Work Together
In order to coordinate the play effectively 
you need intelligence from the front line. 
This is where the sales role as a key com-
munication focus becomes critical. Sales 
is the hub. They are the link for infor-
mation coming into the business — the 
kind of information that helps the com-
pany really understand:

• The customer and their value drivers 

• The things that are important to them 

• The issues they face

• The opportunities they are seeking 
to address

This allows B2B enterprises to then 
develop a differentiated solution for 
the salesperson to take back out to the 
customer to present, sell, and achieve 
the pricing team’s sophisticatedly cal-
culated, value-based price. Only, all 
too often, they don’t. The question is, 
“why not?”

The 7 Challenges of Value
Think of price management, and think 
two key components: The price set-
ting component, where the pricing team 
comes in, and the price getting com-
ponent, where the sales team generally 
comes in. Usually they seem to be two 
disconnected activities, but both should 
focus on making sure that the sales team 
is properly equipped to do the price get-
ting job.

“Value is a mystery… We do not define 
value. Our customers define value. Our 
job as a business and as a sales team is to 
solve the value mystery.”

To make matters a little more difficult, 
there is the question of value. All too fre-
quently salespeople appear to have very 
little, if any, understanding of value out-
side of features and benefits, and little 
skill or support in monetizing and pre-
senting that value to customers effective-
ly. To overcome this, pricing and sales 
teams need to address the 7 challenges 
of value.

1. Understand just what value is 
If sales and pricing reps are unable to 
understand what their company’s value is 
amongst their colleagues, how will they 
be able to communicate an offering’s 
value to the customer? Putting them-
selves in the shoes of the customer will 
help in understanding just what an offer-
ing’s value is.

2. Recognize that value perceptions 

are constantly changing 
Once an offering’s value is discovered, 
B2B professionals must recognize that 
value and value perceptions are constant-
ly changing. In our ever-changing mar-
kets, a customer’s value perception today 
may drastically change tomorrow. It’s 
necessary to constantly reevaluate what 

“Value is a mystery… We 
do not define value. Our 
customers define value. 
Our job as a business 
and as a sales team is to 
solve the value mystery.”

http://www.pricingsociety.com
http://www.axiavalue.com
http://www.leveragepoint.com/blog
http://www.leveragepoint.com/blog


 PRICING ADVISORThe

www.pr ic ingsociety.comA Professional  Pr ic ing Society Publ icat ion

3535 Roswell Road, Suite 59 
Marietta, GA 30062 
770-509-9933

4 February 2015

Figure 1

CONTINUED ON NEXT PAGE �

an offering’s value is, for the answer is 
unstable.

3. Identify people who  
care about value 
Even though some customers’ value per-
ception is always evolving, some never 
think value in the first place. Identifying 
people who care about value is the third 
challenge. It’s impossible to sell value 
to people who don’t care about it. Aim 
to talk to the people in the customer’s 
business that will benefit the most from 
the value that is being delivered. Value 
is worth, worth is money, and money is 
time. Sales reps should not waste your 
money talking value with someone who 
isn’t worth their time.

4. Differentiate in ways that matter 
After establishing the right contacts, 
it’s imperative to be able to differentiate 
value in ways that matter. Differentia-
tion isn’t just being different from com-
petitors. It is being different in ways that 
customers value.

5. Communicate value 
Communicating those differences is a 
challenge in and of itself. If you don’t 
have a value proposition already, make 
one. Relating value propositions effec-
tively to customers is a direct line to the 
customer’s purchase.

6. Capture value through price 
That purchase can’t be complete with-
out a purchase price. There’s really not a 
lot of point in going through one to five 
if you don’t then share in some of the 
value that you deliver. Value pricing is 
not about over-charging. Value pricing 
is about negotiating an equitable share 
of the additional value that can be deliv-
ered over and above alternative solutions. 
Capturing value through price ties it all 
together.

7. Deliver the value promised 
Challenges one through six provide a 
value promise. Challenge seven is deliv-
ering the value promised. Putting value 
measures in place that both you and 
your customer understand will help you 
to stay on track with providing the value 
you guaranteed.

Understanding Value 
from the Customer’s 
Perspective Using 
the Value Triad

Sure, value is a mystery, but 
that doesn’t really help when 
it comes to defining what val-
ue actually means from a cus-
tomer perspective. For that, 
B2B enterprises need a more 
practical understanding of 
the components of value, and 
for that, the Value Triad was 
developed. This breaks value 
down into three key compo-
nent elements (see figure 1).

1. Revenue Gain 
The first element of the triad is revenue 
gain, or performance gain. This element 
answers the question, “How does your 
solution help your customers improve 
their revenue or performance?”

2. Cost Reduction 
Cost reduction must answer, “How does 
your solution help your customer reduce 
their costs?” Cost reduction and revenue 
gain are measurable absolutes. Enterpris-
es should be able to monetize the value 
of the revenue addition and the value 
of the cost reduction capabilities for the 
customer — it may not be easy, but it’s 
possible.

3. Emotional Contribution 
Emotional contribution is much less ob-
jective than revenue gain and cost reduc-
tion. This subjective element spotlights 
generating customer trust and confi-
dence, communicating the value of the 
brand, reducing risk, and making it easy 
for customers to do business with you. In 
a world of increasing commoditization 
sometimes this emotional contribution 
can be the big differentiator.

Every B2B purchase decision is a mix of 
each of these of varying amounts as the 
situation dictates. The key is to monetize 
the Value Triad elements as much as is 
possible. To do that, use a simple Val-
ue Triad analysis, asking for each value 
component – Revenue Gain, Cost Re-
duction and Emotional Contribution – 

the factors that impact on the customers’ 
business. This has to be done from the 
customer’s point of view – after all, it’s 
customers who ultimately define value, 
not the seller. Enterprises can do this in 
a variety of ways, but for most businesses 
the logical way is to do so through the 
people who are in constant touch with 
customers: the sales team.

The 5 C’s of Value
As previously mentioned, many salespeo-
ple have a very rudimentary understand-
ing of value. As a result the means for 
winning business is not a demonstration 
of value, but the application of the “dis-
count default” — where the salesperson 
gives an inevitable discount in order to 
close the deal. 

Customers will always tell sales that their 
product or service is too expensive even 
after hearing the features and benefits 
of it. Without the understanding of the 
value they provide, the salesperson is 
cornered into deciding between making 
the sale at a discount, or not making the 
sale at all.

“Why don’t customers buy? Frequently 
the reason they don’t buy is because they 
do not understand or appreciate the val-
ue that we can deliver to them.”

In order to understand, differentiate, 
communicate and price their offering 
on the basis of value delivered, the seller 
must understand the 5 C’s of value.

http://www.pricingsociety.com
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1. Comprehend the things the  
customer values 
Enterprises should begin differentiating 
their company from competitors by un-
derstanding customers’ needs better than 
the customers do. If they grasp what 
value means to the customer and what 
they’re trying to achieve then it will be 
much easier to differentiate and com-
municate the value that they are able 
to provide them.

2. Create value for the customer 
(differentiate the offering) 
Define and design a differentiated of-
fering that addresses the customers’ re-
quirements more effectively than com-
petitors’ solutions can.

3. Communicate the value 
Put together powerful, persuasive value 
propositions that distinctly communicate 
value to the customer. Make them recog-
nize that you have taken the time to un-
derstand their needs, and create the value 

that they require.

4. Convince customers that your  
value is worth paying for 
Confidence, the sixth sense of the 5 C’s, 
is vital in order to convince the customer 

that the price is right. When the custom-
er inevitably says that the offering is too 
expensive, instead of immediately giv-
ing them a discount, salespeople should 
be confident and reply, “Well look, when 
you think about the value that we deliver 

I would actually go as far as to say not 
only aren’t we expensive, we’re probably 
not charging quite enough.”

5. Capture value through effective 
pricing 

Create prices that accurately de-
pict the value of a product by using 
knowledge of the product, and its 
value to the customer.

Conclusion
So why don’t customer’s buy? Because 
they don’t, or won’t, understand your 
value. Maybe that’s because sales-
people fail to understand and com-
municate value effectively, or maybe 
it’s because businesses are sending 
their salespeople out ill-prepared. Ei-

ther way recognize that you have to get 
started. Sales and pricing need to work 
together to understand value from the 
customer’s perspective and to then price 
and communicate their value effectively.

“Why don’t customers 
buy? Frequently the reason 
they don’t buy is because 
they do not understand or 
appreciate the value that 
we can deliver to them.”
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