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Knowing when to adjust prices is a 

challenge facing many professional 

pricers in B2B companies. In this ar-

ticle, the author examines four reasons 

that could potentially lead to a price 

adjustment or discount.  Kenneth 

Foret is currently the Pricing Enable-

ment Manager at Corning Optical 

Communications. He has held a va-

riety of roles in Engineering, Sales 

and Marketing and has been directly 

involved in pricing for the past nine 

years. He received his Certified Pricing 

Professional Designation in 2015. He 

can be reached at keneth.foret@corn-

ing.com.

Know When to Adjust Prices:  
Four Situations that Deserve Attention

For a B2B company, knowing 
when to make a price change or 
offer a discount can be difficult. 
Within most companies there 

are often many stakeholders who have 
varying opinions and ideas about when 
and why to change prices. Here are four 
circumstances when B2B companies 
should typically consider changing a 
price or offering a discount:

Pricing Error
Let’s face it – mistakes happen! Tens of 
thousands of stock keeping units (SKUs) 
to maintain, multiple price levels, cus-
tomer specific prices, contracts, etc. The 
list goes on and the opportunities to 
make mistakes abound. Automation and 
systems can help, but there are still plen-

ty of chances for human error to enter 
the equation. 

When these mistakes or pricing errors 
are identified, it is time to take the steps 
necessary to make sure they are corrected 
as quickly as possible. Letting incorrect 
data perpetuate in any system is a recipe 
for disaster as the effects start to snow-
ball and profitability takes a hit. 

A mistake on the high side, which may 
at first glance seem to help your profit-
ability, will in the end drive away cus-
tomers as they seek lower cost alterna-
tives. Price too low and your profitability 
is sure to suffer. If you are fortunate 
enough, the mistake may not be so bad 
that you are actually selling below your 
costs. Make sure you have the analytics 
and reports in place to quickly identify 
these pricing errors and work to eradicate 
them as quickly as you can.

Product Life Cycle 
Adjustments
As products mature through the prod-
uct life cycle phases, pricing will need to 
change to support the strategy of each 
phase. 

When a product is first introduced, 
products are typically priced higher be-
cause of the value that the new product 
brings to customers. As the product ma-
tures, the price will typically need to be 
lowered to reflect the competitive nature 
of the market. As the product moves into 
the end of life phase, prices will typically 
be raised in order to reflect higher costs 
associated with lower unit volumes and 
in order to encourage customers to buy 
newer and higher margin offerings from 
the company.

One best practice to adjusting prices 
during the product life cycle is to put in 
place a pricing review board. This is sim-
ply a cross functional team that can meet 
on a regular basis to holistically review 

pricing across all product lines and mar-
ket segments. Frequency will depend on 
the specifics of each business, but typi-
cally somewhere from monthly to quar-
terly is a good rule of thumb. While the 
involvement of senior management is 
a good idea at the beginning, once the 
process is in place and the value is real-
ized throughout the organization, this 
process can be delegated to lower levels 
of the organization to maintain, with pe-
riodic reporting to management on the 
results and outcomes of the initiatives. 

Typically, this team will look at avail-
able reports and dashboards to deter-
mine where there are opportunities to 
adjust pricing. Commercial counterparts 
can provide input on market dynamics 
and the competitive environment that 
can inform the decisions that are made 
and any follow up investigation that may 
be needed. Once consensus is reached 
among the stakeholders, the pricing team 
can implement the agreed-to changes in 
prices.

Competitive Response
Maintaining your value proposition rela-
tive to the competition or the next best 
alternative (which may be to do nothing 
or to use an entirely different technol-
ogy) is a key role for the pricing profes-
sional of any company. If that dynamic 
changes, then a response may be war-
ranted in the form of a price change. If a 
competitor changes prices (or terms that 
have an impact on the customer’s price) 
and your company does not respond, 
then you risk losing the business to a 
competitor. 

An important thing to keep in mind is 
the reliability of the data that you are 
receiving. If a competitor is offering a 
special one-time price because they have 
some excess inventory, a short, or a re-
turned product they are trying to resell 
and you respond to that in an aggressive 
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Ways that customers and partners can  
add value to the selling firm

• Providing detailed forecasts for planning purposes 

• Ordering in specific lot sizes or quantities

• Exposing the company to new business opportunities

• Signing long-term purchase agreements

• Agreeing to sole source or increased share position

• Increasing stock position or shelf space

• Engaging in promotional or joint marketing opportunities

• Producing joint case studies or white papers

• Reducing processing costs through system integration such as EDI

• Purchasing additional product lines 

manner, then you risk starting a price 
war with that competitor. You also have 
to be careful of what hidden terms could 
be involved in the competitor’s offering. 
Perhaps the price is especially low be-
cause the customer is ordering in bulk to 
qualify for that price or perhaps the price 
is not inclusive of shipping and han-
dling, so in reality the customer is actu-
ally paying a higher price.

Gaining Something  
of Value in Return 
As pricing professionals, we are all well 
aware of the concept of value pricing. 
But how often do we think of the value 
that our customers and partners can 
provide to us? Value is not a one-way 
street. 

Our customers and partners can help our 
companies to be more efficient and lower 
our costs in a number of ways. See Table 
1: Ways that customers and partners 
can add value to the selling firm. This 
lower-cost position can help the seller to 
increase their profitability. 

This also gives your sales force a way to 
negotiate around prices and discounts. 
Instead of a one-way street of lower pric-
es, something can be gained in return 
to help the company improve its profit-
ability. Sales people are constantly un-
der attack to lower prices and this gives 
them a tool to use with their customers 

and partners to create a win-win for both 
parties.

In closing, changing prices and offering 
discounts are activities that should not 
be taken lightly. Whether a company is 
looking to raise or decrease their effec-
tive price, there are significant impacts to 
revenue, volume, profitability, and also 

costs. This article has looked at a num-
ber of reasons that would cause a com-
pany to consider changing their price or 
offering a discount. While not exhaus-
tive, these four items should be high on 
anyone’s list when contemplating a price 
change or a discount.

Table 1
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