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Sales vs. Pricing and  
Large Account Management

How should prices and margins be 
dependent upon account specific re-
lationships? In this article, the author 
explains how the differing priorities 
between sales and pricing, though of-
ten leading to reduced profits, can also 
improve profits when price segmenta-
tion is used according to the status of 
account relationships. Author Tim J. 
Smith is the managing principal at 
Wiglaf Pricing, adjunct professor at 
DePaul University, a frequent PPS 
speaker, instructor and presenter, and 
the Academic Advisor for the Certi-
fied Pricing Professional designation. 
His most recent book is Pricing Strat-
egy: Setting Price Levels, Manag-
ing Price Discounts, & Establishing 
Price Structures (South-Western Cen-
gage Learning, 2012).

Prices are too high for our cus-
tomers. Sales is giving away our 
product. We have heard these 
claims. Many times. These ar-

guing points between the professionals 
who manage customers and those who 
manage prices have been fought over for 
eons. Yet which group is right?

Acknowledging that there is no blan-
ket answer to this question, and in fact I 
would state that is an ill posed question 
in its current form, what can we do with 
this issue?

Research by Homburg and Jensen dem-
onstrated that some differences between 
sales and marketing improve profits and 
others destroy them. Improving profits 
are differences in time horizons and ori-
entations towards the alignment of prod-
ucts and market demand versus products 
and customer specific relationships. De-
stroying profits are differences in inter-

personal skills and competencies.

Using this realization, let us refocus the 
question to the needed shared competen-
cies between sales and marketing. Spe-
cifically, let us consider the use of price 
segmentation according to account rela-
tionships by asking: How should prices 
and margins be dependent upon account 
specific relationships?

To address the issue of margin alignment 
to account relationships, let us leverage 
the research by Miller and Heiman on 
large account management into the cre-
ation of thought leadership in pricing.

Level Setting: Large Account 
Relationships
In business markets, relationships drive 
success. Relationships determine the 
ability to identify needs, develop cus-
tomer oriented solutions, and capture 
profitable sales. Poor customer relation-
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ships imply a firm is perceived as just one 
of many suppliers of a necessary input 
whose points of differentiation matter 
little. Strong relationships imply the firm 
is seen as a strategic partner in creating 
value: not just in delivering a good prod-
uct at a good price, but also in enabling 
the customer to compete stronger within 
their own market.

It is this understanding which underpins 
much of the sales methodology discussed 
by Miller and Heiman in their text “The 
New Successful Large Account Manage-
ment.” In fact, they assume this point of 
view in stating “Relationship alignment 
is a critical feature of Large Account 
selection, for only those relationships 
whose value is recognized by both sup-
plier and customer are truly sustainable.” 
(p. 20)

Miller and Heiman’s approach to large 
account management encourages firms 
to consider the following points of analy-
sis on an account by account basis:

•	 The Buy-Sell Hierarchy: What is 
the status of account specific rela-
tionships?

•	 The Field of Play: With what part 
of the customer’s organization are 
you seeking to grow your relation-
ship?

•	 The Strategic Players: Who is in-
volved in that specific relationship?

•	 Account Trends, Opportunities, 
Strengths, and Vulnerabilities: 
What is the situation of the cus-
tomer?

•	 Charter Statements: What specifi-
cally does the customer and the firm 
get out of the relationship?

•	 Goals: What person specific action 
steps will be pursued which lead to 
the fulfillment account charter and 
the development of the relationship?

•	 Account Investments: Accounting 
for risk and value, what customer 
specific investments should or should 

not be made to improve the relation-
ship and its profitability?

Of these issues, the Buy-Sell Hierarchy is 
one which professionals involved in sell-
ing and pricing decisions can profitably 
develop a mutual competency.

The Buy-Sell Hierarchy
The Buy-Sell Hierarchy encourages firms 
to consider accounts not simply by size 
or name, but rather by the way the busi-
ness customer perceives the supplier. It 
requires thinking with the customer’s 
mind similar to the manner in which I 
encourage firms to think about pricing 
questions.

From the customer’s perspective, Miller 
and Heiman encourage salespeople to 
evaluate the relationship. To enable mea-
surement, they provide a five level hier-
archy.

•	 Level 1 – The customer perceives 
you as one of many suppliers of a 
necessary input.

•	 Level 2 – The customer perceives 
you as providing “good” products.

•	 Level 3 – Your firm has extended a 
special and differentiated effort on 
the customer’s behalf and the cus-
tomer recognizes and values your 
investment.

•	 Level 4 – The customer sees explicit 
connection between your product or 
service contribution and your added 
value to their financial performance.

•	 Level 5 – The customer perceives 
you as an external asset to address 
business challenges and contribute 
to their strategy development.

Importantly, from a pricing perspective, 
the Buy-Sell Hierarchy explicitly draws 
a correlation between price sensitiv-
ity and relationship status. As accounts 
move up the buy-sell hierarchy, their 
price sensitivity decreases.

At the lowest level within the buy-sell 
hierarchy, the customer perceives the 

supplier as a commodity provider. Any 
positive differentiators between a spe-
cific supplier and its competitors are ig-
nored leaving price as the only driver to 
purchase decisions. As a supplier moves 
up to the second and third levels of the 
hierarchy, they pass through the phases 
of being perceived as a supplier of good 
products where differentiators are in-
cluded in purchase decisions to being a 
supplier of both good products and good 
client-account service.

To achieve one of the higher two levels, 
the relationship must evolve significantly. 
In the lower three levels, salespeople are 
mostly in selling mode and focused on 
meeting quotas and pushing product. In 
the higher two levels, a business partner 
relationship is developed where the sup-
plier is perceived as contributing to the 
customer’s business performance.

At Level 4, the financial performance 
improvement created through the sup-
plier-customer relationship is both ac-
knowledged and valued. Customers per-
ceive the supplier as not simply an input, 
but rather as making a significant and 
important contribution to their perfor-
mance. At this level, customer’s price 
sensitivity begins to decrease not because 
they don’t want a good price, but be-
cause the overall supplier-customer re-
lationship contributes to their financial 
performance and the relationship is in 
the customer’s immediate best interest.

At Level 5, not only is the financial value 
of the relationship acknowledged, but 
the strategic value of the relationship is 
developed. The supplier’s value to the 
customer is beyond that embodied in 
the products and services that they sell. 
Rather, the supplier is perceived to be a 
partner in developing corporate strategy, 
improving the profitability of the value 
network, and improving their strategic 
position within the industry.  At this 
level, customer’s price sensitivity is at its 
lowest, and again not because they don’t 
want a good price. Rather, price sensitiv-
ity is reduced because the overall suppli-
er-customer relationship contributes to 
their strategic performance and the re-
lationship is in the customer’s long-term 
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Figure 1: Price Segmentation and Large Account Managementbest interest.

Price Segmentation and 
Large Account Management
Examining the Buy-Sell Hierarchy from 
a price segmentation perspective reveals 
an apparent conflict which can be re-
solved though deeper thought.

According to a simplistic understanding 
of price segmentation, customers with a 
higher price sensitivity should be extend-
ed a lower price while customers with a 
lower price sensitivity should be extend-
ed a higher price. Applying paradigm to 
large account management would imply 
that customers low in the Buy-Sell Hier-
archy should get the lowest price while 
those high in the Buy-Sell hierarchy 
should receive the highest price. Such a 
simplistic approach is misguided how-
ever. Value is destroyed by systematically 
extending the lowest price to customers 
low on the Buy-Sell Hierarchy while ex-
tending the highest prices to customers 
higher on the Buy-Sell Hierarchy.

A more nuanced approach to pricing 
strategy encourages firms to seek cus-
tomers that value them the most and 
eschew those that don’t. In terms of price 
segmentations, this would imply the ex-
act opposite response in defining a firm’s 
pricing strategy. As a policy, customers 
that are high on the Buy-Sell Hierarchy 
should get the lowest price on average 
because they are the firm’s best custom-
ers: customers that create the most value 
for the firm, exhibit the highest loyalty, 
help the firm uncover new market de-
mands, and give the firm the greatest 
price resiliency within their chosen mar-
ket. In contrast, as a policy, firms low on 
the Buy-Sell Hierarchy should get the 
highest prices on average precisely be-
cause they don’t value the firm, value the 
firm’s deliverables, nor value the firm’s ef-
forts to help them succeed.

This nuanced approach addresses three 
key strategic issues for pricing, sales, and 
the firm’s profits.

Number one: Price Contagion Man-
agement. Price contagion is where cus-
tomers who are paying a higher price 

than others learn that other customers 
are getting a lower price and as a result 
demand that same lower price from the 
supplier. If price variances between cus-
tomers are not justified on some objec-
tive criteria, the risk of price contagion is 
high and the profit impact can be large 
and negative. One might pose this as a 
challenge of having a poor price segmen-
tation hedge that fails to successfully seg-
ment customers in the price they pay.

In terms of price contagion, it can be 
very destructive for a firm’s profitability 
if their best accounts, accounts high on 
the Buy-Sell Hierarchy, should learn that 
customers lower on the Buy-Sell Hier-
archy are systematically getting a bet-
ter price. Not only would this harm the 
relationship, but it may also force the 
firm to lower their prices for their largest 
customers.

Number two: Account Management 
Incentive Alignment. The goal of the 
large account management process is 
to encourage customers to move up the 
buy-sell hierarchy, not move down it. 
By extending the best prices to accounts 
that have acknowledged and demonstrat-
ed a strategic value to the relationship, 
the firm is encouraging firms low on the 

Buy-Sell Hierarchy to invest in the rela-
tionship and move up the Buy-Sell Hi-
erarchy.

Number three: Mutually Beneficial 
Value Alignment.  Both from a sales 
and pricing perspective, the purpose of 
customer relationships is to create mutu-
ally beneficial value. To reiterate Miller 
and Heimen: “Only those relationships 
whose value is recognized by both sup-
plier and customer are truly sustainable.”

Attempting to sell and capture value 
from customers who do not value a sup-
plier’s differentiators is like trying to 
squeeze blood from a turnip. It just isn’t 
going to happen. These customers treat 
the firm as a commodity. Relationships 
are a two-way street. The firm should 
likewise treat these customers as com-
modities. They do not add a lot of value 
to the firm and do not deserve having 
the firm expend time and resources in 
making sure they get the lowest price 
possible.

In contrast, selling and capturing value 
from customers who value the supplier’s 
differentiators is like attracting bees with 
honey. It is easily done. These custom-
ers perceive the firm as a strategic asset. 
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Since relationships are a two-way street, 
the firm should likewise treat these cus-
tomers as strategic assets. They add a lot 
of value to the firm and deserve having 
the firm expend time and resources in 
making sure they get the most appropri-
ate price.

Conclusion and Use
So how should price segmentation be 
related to account relationships? This 
article has argued that customers who 
perceive a firm as a strategic asset should 
be granted preferential treatment which 
might include preferential pricing, and 
firms which do not perceive the supplier 
as important nor as having differentiated 
offerings should not receive preferential 
treatment nor preferential pricing.

I have carefully worded this missive to 
avoid certain claims. Specifically, I have 
not stated that a firm should never give 
a low-level account the best price. At 
times, it may be strategically important 
to do so. However, as a policy, I believe 
this article has successfully defended why 
such an approach destroys value for the 
firm.

For pricing professionals dealing with 
sales professionals, this argument has 
been made in order to enable pricing 
decisions to be better aligned with sell-
ing conditions. For instance, if the sales-

person states an account is strategic, by 
which she means that the account rela-
tionship is mutually beneficial and is a 
strategic asset, perhaps more leeway in 
pricing is justified. In contrast, for new 
accounts or accounts which offer little 
relationship value, prices should be ex-
tended which reflect the potential value 
of the offering and negative price vari-
ances should be minimal.

For salespeople dealing with pricing pro-
fessionals, this argument has been made 
to enable you to communicate pricing 
requests more clearly. As a salesperson, 
your proper value is manifested in your 
ability to create and sustain mutually 
valuable relationships. These relation-
ships are conduits for mutually beneficial 
value. Sales professionals aren’t just clerks 

which pitch prices and products and 
should not be viewed as such by others. 
Salespeople are relationship managers 
and should be charged with and enabled 
to properly managing customer relation-
ships. In stating why an account deserves 
better pricing, perhaps the above argu-
ments will enable clarification of the 
proper price position.

Does this address all the issues in dis-
counting and price variances? Not at 
all. But in keeping with the research by 
Homburg and Jensen, firms will be bet-
ter off if both sales and pricing profes-

sionals understood the challenges each 
other were trying to solve – and to do 
that, they must both be thinking about 
the strength of their account portfolio.
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Extending lower prices to customers low 
in the Buy-Sell Hierarchy while extend-
ing higher prices to customers high in the 
Buy-Sell Hierarchy may improve short term 
profit performance, but is argued here to be 
destructive from a long-term profit perfor-
mance perspective for the reasons noted. As 
a note, Homburg and Jensen uncovered dif-
ference in time horizons is positively corre-
lated with firm level profit, where sales tends 
to think short-term and marketing tends to 
think long-term. While differences in per-
spectives on time horizons may be valuable 
to the firm, that doesn’t imply that all sell-
ing decisions should be determined through 
short-term thinking nor that all pricing deci-
sions should be determined through long-
term thinking. It only implies that the two 
perspective help develop better decisions 
overall when both perspectives are brought 
to bear on a business question.

Note of Interest and Holdings: At the 
time of writing, the author is not currently 
a direct consultant to nor investor in any of 
the firms listed in this article.

Firms will be better off if both sales and pricing 
professionals understood the challenges each other 
were trying to solve – and to do that, they must 
both be thinking about the strength of their account 
portfolio.
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Why You’re Underpricing Your Proposals: 
Human Nature vs. Economic Theory 

As prices go up, demand goes down, 
right? Not always. In many cases, busi-
nesses are wary of prices that seem too 
cheap. In this article, the author dis-
cusses the psychological reasons why 
many pricers set proposal prices below 
the economically optimal level due to 
loss aversion, and how this can be coun-
terproductive as potential customers 
often interpret under pricing as a lack 
of quality. Reuben Swartz is President 
of Mimiran, LLC, a PPS CPP Faculty 
member, and a frequent PPS contribu-
tor and conference presenter. His online 
pricing training courses can be accessed 
at www.PricingSociety.com and he can 
be reached via www.miriman.com or 
at reuben@mimiran.com.

Economic theory postulates that 
humans are rational beings who 
always make optimal decisions. 
In other words, the theory as-

sumes that humans are not human. 
While economic theory often works well 
in describing real world behavior, the 
times when it falls short can have a huge 
impact. This article discusses the psycho-
logical reasons your proposal prices are 
(almost certainly) below the economical-
ly optimal level.

Many of the examples in this article 
come from a great book called Thinking, 
Fast and Slow by Daniel Kahneman. I 
highly recommend the book (not just for 
business reasons). I actually started read-
ing it just out of curiosity, and only later 
realized how applicable it is to what I 
do in the office. I’ve noted the examples 
from the book with an asterisk (*).

We assume that as prices go up, demand 

goes down. In many cases, this is right, 
although it’s not necessarily so simple. In 
many cases, businesses are wary of prices 
that seem too cheap. They cast doubt on 
the expertise of the provider. After all, 
you wouldn’t want a heart surgeon who 
advertised “Open Heart Surgery $9.99.”

Let’s assume for now that you’re in the 
right ballpark. Let’s also assume that you 
know your competitor has priced their 
proposal at $100,000. You feel you are 
offering at least $125,000 worth of value, 
but you’re nervous about pricing higher 
than your competitor. 

Do you price at:

•	 $125,000, because, hey, you’re worth 
it;

•	 $110,000, because you know you’re 
worth more, but you don’t want to 
be greedy;

•	 $100,000, just to take price out of 
the equation; or,

•	 $90,000, to give you a price advan-
tage?

(Naturally, there are other ways to play, 
but to keep the discussion simple, we’ ll fo-
cus on these options.)

There are a few psychological and eco-
nomic factors at play. One of the most 
important is who owns the decision. If 
it’s a sales rep on commission, the differ-
ence between closing a deal at $100,000 
and $125,000 might be $1,250, while 
the difference between winning at 
$100,000 and losing is $5,000 (depend-
ing on commission rates, obviously). 
Especially if the rep has to spend a lot 
of extra time to close the deal, it may 
not even be in their economic interest to 
pursue higher prices.

Let’s assume that the business owner is 
the one in charge of the pricing decision, 

if not the entire sales process. There-
fore, 100% of the extra windfall will go 
to the business (or the owner). Let’s as-
sume further that it will cost $75,000 
to deliver the deal and support the some 
portion of company overhead. Let’s also 
assume that the company does about 10 
of these deals a year and loses bids on an 
additional 10. You can plug in whatever 
numbers best fit your business– these 
numbers just help keep the math easy to 
follow.

Reference Pricing
The default reference price – both for 
you and the buyer – is the $100,000 bid 
from your competitor. Every dollar you 
gain above that feels like a win and every 
dollar below that feels like a loss. Win-
ning feels great, but not as intensely as 
losing feels bad. In fact, psychological 
research suggests that losing feels about 
twice as bad as winning feels good. In 
economic terms, that means we have 
“loss aversion.”*

Loss aversion leads to economically 
counterintuitive preferences. We would 
generally rather take a bet with a 100% 
chance of winning $100 than a bet with 
a 75% chance of winning $150 and a 
25% of winning $0. Even though the 
first option has a lower expected value, 
the benefit of the possible extra $50 
seems less than the potential loss of $100 
compared to the sure thing. 

Loss aversion is a powerful motivator: 
golfers putt better to save par than to 
make birdie.* Sales reps often invest more 
effort trying to save a “bad” deal than 
to make a good deal extraordinary. Loss 
aversion is a useful evolutionary develop-
ment. Its inherent conservatism helped 
our ancestors live and breed another day.

Yet this conservatism can be costly. 
Let’s just pick between the $125,000 
and $100,000 options. To make the 
math more realistic, let’s also break the 
$75,000 cost into $25,000 of fixed cost 
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Figure 1

and $50,000 of variable cost. Let’s say 
you win 50% of deals at $100,000 and 
40% at $125,000. Let’s look at both sce-
narios, assuming 100 proposals per year 
(just to make the math easy).

These scenarios generate the same 
amount of revenue, but the higher prices 
yield much more profit because variable 
costs are lower. There are a lot of “off the 
balance sheet” benefits to pricing higher, 
too. You have fewer customers to sup-
port, fewer status meetings to attend, 
and fewer late nights at the office. You’re 
also working for customers who value 
what you do, where you can make more 
of a difference.

Perhaps we are being optimistic, howev-
er. Let’s lower the win rate for the higher 
price to 35%.

We’re still ahead! At a certain point, of 
course, we can price ourselves out of the 
market. Or a competitor may improve 
their offerings, increasing their value, 
or lower their costs further, peeling off 
more price-sensitive customers. But there 

are huge benefits to delivering 
and expecting compensation 
for good value. 

In fact, in many B2B sales sce-
narios, increasing price within 
certain bounds does not dimin-
ish your win rate. It can even 
increase it, as being the higher 
priced provider often signals 
quality and reduced risk, in the 
absence of other objective cri-

teria. Clearly, as we get closer to a 50% 
win rate at the higher price point, our 
revenue, and more importantly, our prof-
it, vastly outstrips our results at the lower 
price point.

Pooling Risk
One natural way to overcome loss aver-
sion is to pool risk. This is the basis of 
insurance, including those extended 
warranties that are economically silly to 
purchase, and are designed to take ad-
vantage of loss aversion. 

Another way to look at risk pooling is to 
consider not a single proposal in isola-
tion, but your portfolio of deals. If your 
mind is focused on optimizing a 
single deal, it’s real hard to avoid 
loss aversion– and perhaps you 
shouldn’t, in those circumstanc-
es. But optimizing a portfolio of 
deals leads to a different answer.

Kahneman cites an example of 
a company retreat with 25 VPs. 
Each VP is offered the chance to 
make a risky bet that has a 50% 

chance of doubling revenue and a 50% 
chance of failing completely. None of the 
VPs want to take the bet, because failure 
means a blemish, or perhaps termination 
of their career. The CEO wants everyone 
to take the bet, because the overall out-
come for the company will be substantial 
growth.*

Risk pooling only works properly when 
the bets are independent. If all your bets 
are that the housing market will go up 
forever, you might have a big problem on 
your hands. If you know that you win 
70% of the time when you have a rela-
tionship with the decision maker and 
30% of the time when you don’t, you 
need to control for that variable and in-
vest more in building relationships with 
decision makers. If one industry doesn’t 
see as much value in your offering, you 
need to deliver a lower priced, lower cost 
option to that industry.

Whatever you do, invest in creating a 
portfolio of bets, a deal pipeline, so your 
whole business does not depend on a sin-
gle proposal. That leaves you vulnerable 
to under-pricing due to loss aversion.

$100K $125K

Total Wins 50 50
Total Revenue $5,000,000 $5,000,000
Total Cost* $3,750,000 $3,250,000
Total Profit $1,250,000 $1,750,000

* = ($1,250,000 fixed cost, plus $50,000 variable 
cost per win)

Figure 2

$100K $125K

Total Wins 50 50
Total Revenue $5,000,000 $4,375,000
Total Cost* $3,750,000 $3,000,000
Total Profit $1,250,000 $1,375,000

* = ($1,250,000 fixed cost, plus $50,000 variable 
cost per win)
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Figure 1: Interpretation Systems

When Data Doesn’t Give You  
the Expected Answers 

When it comes to connecting dots from 
the pricing optimization analysis re-
sults, pricing experts need to adopt a 
mindful approach. Data might be in-
complete, variables might be missing, 
data might be corrupted or biased, 
and pricers have to know what strate-
gies to employ to accurately interpret 
and apply their data to pricing strate-
gies, as the author explains. Author 
Stephan Liozu, CPP, is President & 
CEO of Ardex America Inc (www.
ardex.com), a CPP Faculty Member 
and a frequent PPS contributor and 
presenter. He is also a PhD candidate 
in Management at Case Western Re-
serve University and can be reached at 
sliozu@gmail.com.

More and more pricing deci-
sions are made based on 
data coming out of pro-
prietary models, pricing 

optimization software and other model-
ing tools. Pricing optimization software 
gives you a rich array of options on how 
to look at data, how to segment your 
customers and how to correlate variables 
in your pricing operations. However, it 
is important to note that results coming 
out of these models and tools do not nec-
essarily give you all the elements to con-
duct an exhaustive scientific analysis and 
to make a fully scientific decision. 
 
Data might be incomplete, variables 
might be missing, data might be cor-
rupted or biased, etc. In addition, in-
tuition, managerial judgments and gut 
feeling also enter into the decision-mak-
ing process. Management literature has 

started paying more attention to the in-
tuitive dimension of the decision-making 
process. 

Scholars posit that good decisions come 
from a combination of analytical and in-
tuitive analysis. But what happens when 
data does not give you consistent and 
coherent trends, patterns and overall re-
sults? How do you manage the ambigu-
ity coming from optimized pricing data? 
When data doesn’t make sense, manag-
ers might be tempted to create stories, 
make connections and conclusions that 
are not there. This is dangerous business.

This article will focus on five potential 
pitfalls of using interpretation systems to 
draw conclusions and make connections 
that do not exist in the data.

1) Ideologies

Ideologies are probably the most danger-
ous type of interpretation system that 
exists in organizations. Experts are so 
convinced of a story that they create an 
ideology they promote day in and day 
out. Ideologies are pushed on people and 

teams as if these were truths. That hap-
pens when practitioners are so convinced 
about something happening in the busi-
ness that they take it as a personal mis-
sion to prove it to teams, whether the 
data supports it or not. This is poison 
for both the organization and the pric-
ing function, as it defeats the purpose of 
investing in optimization and modeling 
tools. If you run across pricing experts 
that believe in something so much that 
they preach it and try to recruit people 
to adhere to their story, you need to sit 
them down and explain the concept of 
ideological poison and use data to get 
some sense into them.

2) Reductionism

Avoiding reductionist tendencies is 
equally difficult. Pricing data can be 
complex, and models can be complicated 
when you’re using hundreds of variables 
and millions of data points. Reduction-
ism means taking this complexity and 
boiling it down to simplistic conclusions 
and findings. As a researcher, I have 
learned to accept limitations with any re-
search project and complex analysis. The 
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Sometimes, quick wins may appear 
from data trends, but more often 
there is need for careful analysis 
before drawing quick conclusions.

results are never black or white. Data 
analysts have to be mindful to avoid sim-
plistic explanations and definitive con-
clusions. Models are never perfect, and 
the truth does not exist.

3) Hidden Agendas

Closely related to the notion of ideolo-
gies, hidden agendas can also 
bias the nature and intensity of 
pricing data analysis that’s con-
ducted and communicated in 
organizations. Agendas might 
materialize by the type of analy-
sis that is requested and the fil-
tering/screening of what is being 
communicated throughout the 
organization. Pricing analysts 
are at the mercy of what is be-
ing communicated up and throughout. 
Pricers know the pricing discipline can 
generate tension between various depart-
ments in firms. Hidden agendas and 
power struggles exist and are a reality of 
organizations.

4) Generous Connections
The role of analysts is to connect the 
dots between all the data that enters 
at various points of the organization. 
When it comes to connecting dots from 
the pricing optimization analysis re-
sults, pricing experts need to adopt a 
mindful approach. Drawing cause-and-
effect correlations from data needs to be 

done carefully. Connecting quantitative 
data to qualitative business information 
is also a perilous exercise. Data analysts 
need to avoid these generous connections 
or at least use a conditional tone when 
making them. Additional data mining 

might be required to reach the comfort 
level to be able to make these connec-
tions.

5) Quick Conclusions

Results from data mining and data op-
timization analysis must be carefully 
considered, discussed and reviewed in 

teams. Sometimes, quick wins 
may appear from data trends, 
but more often there is need for 
careful analysis before draw-
ing quick conclusions. Business 
managers are the worst offend-
ers in taking pricing optimi-
zation results and in drawing 
quick final conclusions. They 
might sometimes forget about 
limitations of the analysis or 

big caveats being mentioned by the pric-
ing teams. Conclusions have to be care-
fully worded so they carry the proper 
credibility and validity.


