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Don’t Agonize: Pricing is a Process
At the speed business moves in the 21st 

century, companies cannot afford to 

let their pricing strategies atrophy or to 

let their pricing operations become a 

debilitating battle. The stakes are too 

high. The amount of cash left on the 

table is too much. In this article, the 

author offers strategies for developing 

an internal pricing process that will 

keep pricing strategies viable, adaptive 

and sustainable. Patrick Campbell is 

Co-Founder and CEO of Price Intel-

ligently, a value-based pricing software 

company based in Boston. He can be 

reached at patrick@intelligent.ly. 

For most, the traditional pricing strategy involves 
purely focusing on everything that supports the 
dartboard: marketing, sales, product development, 
finance, etc. 

One	of	the	biggest	lessons	I’ve	
learned	in	the	world	of	pric-
ing	is	that	even	though	your	
price	remains	the	lever	that	

has	the	highest	impact	on	your	revenue,	
the	subject	is	one	of	the	most	sensitive	
business	topics.	This	shouldn’t	come	as	
much	of	a	surprise.	After	all,	a	price	is	a	
reflection	of	all	the	creativity,	efficiency	
and	value	that	a	business	develops,	a	
number	that	is	then	buttressed	by	the	
marketing	department,	sales,	product	
teams	and	the	like.

With	so	many	stakeholders	who	ap-
proach	pricing	from	multiple	different	
angles,	of	course	the	discussion	will	sit	
lightly	upon	the	precipice	between	col-
laboration	and	an	all-out	brawl.	Well,	
at	least	that’s	what	happens	in	a	prag-
matic	organization.	In	businesses	that	
suffer	from	a	lack	of	momentum,	all	of	

the	pricing	data	in	the	world	wouldn’t	
matter,	as	indecisiveness	leads	to	leaving	
a	pricing	strategy	to	atrophy	under	the	
weight	of	being	overwhelmed	by	such	an	
important	business	decision.

At the speed business moves in the 21st 
century, you cannot afford to let your 
pricing strategy atrophy or become a 
debilitating battle.	The	stakes	are	too	
high.	The	amount	of	cash	you’re	leaving	
on	the	table	is	too	much.	

Instead,	I	am	a	strong	advocate	of	ap-
proaching	your	pricing	strategy	as	a	pro-
cess.	You	already	have	processes	for	cus-
tomer	acquisition,	product	development	
and	even	bookkeeping.	It’s	time	the	most	
important	number	in	your	business	has	a	
process	too,	because	nothing	–	absolutely	
nothing	–	has	a	greater	impact	on	the	
only	cell	in	the	spreadsheet	that	matters	
every	month.

Pricing as a Doubt-
Elimination Process
For	years,	pricing	has	been	this	ominous	
beast	that	businesses	wait	to	tame	until	
they	can	afford	a	“pricing	team”	or	“pric-
ing	consultants.”	I	think	that’s	poppy-
cock.	

Pricing	is	the	last	thing	that	should	be	
locked	in	an	ivory	tower.	Instead,	look	at	
your	pricing	strategy	as	a	way	to	elimi-

nate	as	much	doubt	as	possible.	

The	metaphor	I	like	to	use	is	a	dart-
board.	In	the	game	of	darts	you’re	not	
always	trying	to	get	a	bull’s-eye.	Instead,	
sometimes	you’re	focused	on	specific	

panels	or	points.	Similarly,	your	pric-
ing	strategy	is	working	to	find	the	best	
point	on	the	board	–	out	of	all	the	others	
–	to	sustain	your	business	and	capture	as	
much	cash	from	the	table	amongst	your	
target	customers.

For	most,	the	traditional	pricing	strategy	
involves	purely	focusing	on	everything	
that	supports	the	dartboard:	marketing,	
sales,	product	development,	finance,	etc.	

When	it	comes	time	to	pick	a	point	on	
the	board,	the	management	team	gets	
in	a	room,	agonizes	about	what	the	best	
point	should	be,	and	more	often	than	
not,	simply	tosses	the	dart	and	picks	the	
point	where	it	lands.	

In	other	words,	a	lot	of	smart	people	are	
simply	just	guessing	because	they	have	
no	data	to	tell	them	where	to	go	on	the	
board.	What’s	surprising	is	that	this	
strategy	does	work,	because	with	a	half-
way	decent	product,	some	good	mar-
keting	and	a	sales	strategy,	someone	out	
there	will	buy	your	product	and,	there-
fore,	validate	that	price.	Of	course,	this	
isn’t	the	best	strategy	for	maximizing	
revenue	or	boosting	profit.

As	such,	your	pricing	strategy	must	re-
move	as	much	doubt	as	possible.	Think	
about	it	as	a	way	to	eliminate	sections	of	
the	dartboard,	focusing	on	the	right	re-

gion	for	your	dart	to	land.	

Business	schools	teach	you	there	are	
three	tactics	to	paring	the	dartboard	
down:	focusing	on	the	customer,	com-
petitors	and	costs.
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A Pricing Strategy Is a 
Process that Utilizes 
Multiple Tactics
The	BIG	thing	to	keep	in	mind	here	is	
that	these	tactics	don’t	need	to	be	–	and	
shouldn’t	be	–	mutually	exclusive.	You	
will	get	to	your	customer’s	true	willing-
ness	to	pay	through	value-based	pricing,	
but	you	need	to	keep	those	numbers	in	
the	context	of	your	costs	and	your	com-
petitors’.	

More	often	than	not,	discrepancies	be-
tween	the	different	data	points	will	re-
veal	that	you’re	seeking	a	different	cus-
tomer	segment	or	marketing	to	the	
wrong	one,	but	the	data	allows	you	to	
guide	your	pricing	and	business	as	a	
whole.

Additionally,	you	very	well	may	find	that	
you’re	building	the	wrong	product,	mar-
keting	the	wrong	value	propositions	or	
even	selling	the	wrong	revenue	model.	

All	of	these	factors	influence	your	price,	
and	a	customer’s	willingness	to	pay	influ-
ences	these	factors.	It’s	a	process.	Treat	
it	like	one.	Just	be	sure	to	use	data	and	a	
consistent	strategy	for	evaluation.

In summary, here are three ways to 
systematize your process. Keep these 
in mind when while you’re developing 
your processes:

1. Assign key stakeholders and a dead-
line: One	person	should	be	in	charge	
of	the	final	pricing	decisions.	A	million	
people	can	lay	the	groundwork	for	the	
decision.	A	million	more	can	counsel	
and	collaborate	on	the	decision.	Yet,	one	
person	should	make	the	final	say	in	a	
given	time	period.	If	you	don’t,	then	it’s	
too	easy	for	your	pricing	strategy	to	atro-
phy,	and	become	swept	up	in	bureaucra-
cy	and	procrastination.

2. Data, Data, Data:	In	other	parts	
of	business,	I’m	comfortable	saying	we	
sometimes	have	too	much	data	and	suf-
fer	from	the	infamous	analysis	paralysis.	
In	pricing,	we’re	far	from	this	phenom-
enon	creeping	up.	Therefore,	grab	all	the	
data	you	can	get	your	hands	on.	I	doubt	
it	will	be	a	significant	amount,	and	each	
data	point	will	reduce	the	area	of	the	
dartboard.	Remember,	we’re	trying	to	
eliminate	as	much	doubt	as	possible,	as	
opposed	to	pinpointing	the	perfect	price.

3. Keep it consistent: Traditionally,	
businesses	flock	to	expensive	pricing	
consultants	who	do	a	phenomenal	job	

and	then	leave	you	until	you	revisit	pric-
ing	in	6-12	months.	Others	can’t	afford	
consultants	or	to	have	one	person	strictly	
in	charge	of	pricing.	Both	of	these	ap-
proaches	eliminate	the	intimacy	you	
need	to	have	with	the	value	and	price	of	
your	products,	making	it	a	completely	
outsourced	ordeal.	Instead,	make	the	
conversation	a	regular	occurrence	and	
the	data	collection	and	research	at	least	
25%	of	one	person’s	job.	The	insights	
you	find	will	have	astronomically	more	
impact.

Business schools teach you there are three 
tactics to paring the dartboard down: focusing 
on the customer, competitors and costs.


