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Demand: Creating What People Love 
Before They Know They Want It

Demand creators – those who analyze 
customers’ needs and wants and de-
velop innovative product and service 
solutions - create great opportunities for 
pricing professionals in their organiza-
tion to do a beautiful job creating value 
from the demand that’s been catalyzed 
in the market. In this article, the author 
explores the dynamics behind creating 
customer demand using examples from 
his upcoming book – Demand – which 
will be published on October 4, 2011. 
Adrian J. Slywotzky is a partner at Oli-
ver Wyman and the author of several 
books on economic theory and manage-
ment. He can be reached at adrian.
slywotzky@oliverwyman.com. 

We often think that demand 
comes from pulling the 
right levers: more market-
ing, better advertising, 

more aggressive sales efforts, distributing 
coupons, offering discounts. Tactics like 
these do have their time and place, and 
they can bring short-term results.

But real demand is not about any of 
these things. Demand creators spend 
all of their time trying to understand 
people.  They are acutely aware of how 
hopeful, jaded, funny, impulsive, unrea-
sonable, irascible, ambitious, distrust-
ful, enigmatic, enthusiastic, frustrated, 
and unpredictable we really are. They try 

to understand our aspirations, what we 
need, what we hate, what gives us an 
emotional charge—and, most impor-
tant, what we might really love.  

By watching how people actually behave 
in their own worlds, and by talking to 
them constantly, demand creators figure 
out how to solve the big and little hassles 
we all face—and they make our days 
easier, more convenient, more produc-
tive, and simply more fun.  They seem 
to know what we want even before we 
do. They wind up creating things people 
can’t resist and competitors can’t copy. 
And they open up great opportunities 
for their pricing professionals to do a 
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beautiful job creating value from the 
demand that’s been catalyzed in the 
market.

Yet they almost never succeed on the first 
try.  They know that real demand comes 
from connecting the dots between the 
human factor and a quirky, ever-shifting 
combination of other elements: financial 
and emotional costs, social norms, in-
frastructure, product design, patterns of 
communication, and many more. 

It comes from understanding how all 
these factors interact in complex, unpre-
dictable, and counter-intuitive ways. And 
it comes from a way of thinking that 
makes the leap from trying to convince 
people to buy something to human un-
derstanding, to seeing the world through 
our eyes and our emotions. 

A dozen cylinders have to click into 
place before the vault door swings open 
and a flood of new demand is created. 
But when it does, wonderful things hap-
pen—for all of us. And the organizations 
that succeed in creating and satisfying 
that new demand benefit enormously 
from what we call the counterintuitive 
economics of demand. 

It turns out that creating powerfully 
magnetic products that meet customer 
needs in unprecedented ways improves 
the bottom line of a business in unex-
pected ways. It reduces the amount of 
money you need to spend on marketing 
and advertising; it allows you to charge 
premium prices in a marketplace where 
rivals feel compelled to offer steep dis-
counts; it generates a steady stream of 
customer feedback and ideas that’s worth 
more than any number of costly mar-
ket surveys and research products. Start 
creating demand, and you discover that 
your company’s financial puzzle almost 
begins solving itself.

In Demand, we tell the stories of an 
amazing group of demand creators and 
those who work with them. And while 
every demand story is unique, they all 
start in the same place: a person, a prob-
lem, and an idea.

There’s Reed Hastings, who caught him-
self on the verge of lying to his wife 
about a $40 late fee for the movie Apollo 
13 and realized, “There has to be a better 
way to handle movie rentals.” He ended 
up creating one of today’s fastest-grow-
ing media businesses—Netflix.

There’s Julian Metcalfe, an irascible Brit 
who got fed up with the lack of decent 
lunch options in downtown London. 
With no experience in cookery, cater-
ing, or restaurant management but 
with strong opinions about what fresh, 
healthy, tasty food ought to be like, he 
launched the rapidly-expanding Pret A 
Manger chain of sandwich shops.

There’s Robin Chase, who dreamed of 
weaning Americans from their depen-
dence on gas-guzzling automobiles. Her 
company finally figured out that the se-
cret lay in drastically reducing the hassles 
of city driving. The result: Zipcar, which 
has already freed thousands from the 
burdens of car ownership.

There’s Sheldon Zinberg, a gastroenterol-
ogist frustrated by the inefficiencies and 
poor results generated by the American 
health care system. He gathered a group 

of like-minded colleagues and created 
CareMore, which provides frail, elderly 
patients with better care at lower costs 
simply by connecting the dots between 
services that usually go unmanaged and 
uncoordinated.

And there’s Wendy Kopp, a twenty-
two-year-old Princeton grad who was 
shocked by the red tape and bureaucracy 
involved in pursuing a teaching career. 
She started Teach for America and ended 
up creating a gusher of unexpected de-
mand for teaching jobs in some of the 
country’s toughest neighborhoods.

These are just five of the stories we tell 
in Demand—stories of demand creators 
who are enormously varied. What they 
all share is the ability to recognize the 
huge gaps between what people buy and 
what they really want, and to use those 
gaps as the springboard for a process of 
reimagination that you might call the 
demand way of thinking. They reimag-
ine reality, and then they recraft it. As a 
result, they wind up creating products 
that customers can’t resist and competi-
tors can’t copy. 

The process includes several steps that all 
great demand creators follow:

1. Make It Magnetic 
Most of what comes into the market-
place is good, even very good, yet it fails 
to create an emotional connection with 
customers. Demand creators begin with 
a very tough realization: “Very Good” ≠ 
“Magnetic.” And they don’t stop devel-
oping their product until it’s absolutely 
irresistible, generating excitement and 
conversation everywhere. When it comes 
to creating demand, it’s not the first 
mover that wins; it’s the first to create 
and capture the emotional space in the 
market. 

 2. Fix Our Hassles
Most of the products we buy are flawed, 
generating hassles that include time- or 
money-wasters, unclear instructions, 
needless risks, and other annoying bugs 
and glitches. We rarely get to enjoy ev-
erything we want: greater simplicity and 
more choices, enhanced automation and 
more personal service, improved quality 
and lower prices. But herein lies enor-
mous opportunity for the demand cre-
ator: Mapping the hassles that dominate 
so much of daily life, and then figuring 
out how to fix them, provides the path to 
explosive potential demand. 

Most of the products we buy are flawed, generating 
hassles that include time- or money-wasters, unclear 
instructions, needless risks, and other annoying bugs 
and glitches.
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3. Build a Complete 
Backstory
What we don’t see can make or break 
the product. As many demand creators 
have discovered, it’s not enough to have 
ninety percent of the backstory pieces in 
place—until the backstory is truly com-
plete, demand simply doesn’t happen. 
Demand creators connect all the dots 
needed to fix the hassle map of the cus-
tomer.

4. Find the Trigger
The biggest obstacles in creating demand 
are inertia, skepticism, habit, and indif-
ference. Most people who hear about a 
product remain fence-sitters, unready to 
buy and stifling the growth of demand, 
until something moves them to act—a 
trigger. Although it often takes even the 
best companies years to find them, great 
demand creators constantly search for 
the right triggers, always experimenting 
to find what turns fence-sitters into cus-
tomers. 

5. Build a Steep Trajectory 
of Improvement
A product’s launch into the marketplace 
is merely the first step in a series of at-
tacks upon the indifference of the mar-
ket. On launch day, great demand cre-
ators jump into the next phase by asking 
themselves a very simple question: How 
fast can we get better? They know that 
every improvement they make—techni-
cal or emotional—will unlock new layers 
of demand, and leave less open space for 
imitative, piggybacking competitors. 

6. De-Average
“One size fits all” is an appealing idea 
that great demand creators have discard-
ed—because it doesn’t work. Instead, 
they “de-average” complex markets, 
recognizing that the “average customer” 
is a myth, and that different customers 

(and even the same customers at differ-
ent times) have widely varying hassle 
maps. Then they find efficient, cost-ef-
fective ways to create product variations 
that more perfectly match the varying 
needs of customers, getting rid of over-
ages (things we don’t want) and underag-
es (gaps we want filled). They constantly 
improve their product’s fit for very differ-
ent customer types from sixty percent to 
ninety percent, or better.

Great demand creators have not only 
mastered these six skills; they also 
know how to transmit them to many 
other people. They build self-replicating 
teams that are obsessed with customers 

and their needs, obsessed with that mag-
ical difference between what customers 
buy and what they really want. In this 
way they are able to reduce hassles and 
provide life-improving products not just 
for a handful of people but for the thou-
sands or millions of customers that only 
a great organization can reach.

Demand creators and their teams have 
developed ideas and methods that liter-
ally any leader and any company can 
learn. And as their executives can tell 
you, it’s a lot more fun to be responsible 
for pricing at demand creator companies 
than it is at their rivals.

The biggest obstacles in creating demand are inertia, 
skepticism, habit, and indifference. Most people who 
hear about a product remain fence-sitters, unready to 
buy and stifling the growth of demand, until something 
moves them to act—a trigger. 
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What’s the problem with 
high inflation? Let’s first 
take a look at some inter-
esting figures to demon-

strate the pressure. 

At the end of last year experts and ana-
lysts gave forecasts for the 2011 infla-
tion rates: 2 to 3% in Europe, 4 to 6% 
in North America and 7 to 9% in Asia. 
These levels were already reached within 
the first few months of the year. Cur-
rently the EU is reporting an inflation 
rate of 3%; the UK is at 4.5%; India is 
already above 9%. And it is not over yet. 
Inflation will continue to grow. Looking 
at the US market, the consumer price 
index noticeably increased within half a 
year: from 1.5 in December 2010 to 3.6 
in June 2011. The annual producer price 
index increased by 22.6% in the min-

ing industry; manufacturers have had 
to cope with an increase of 9.3%. These 
numbers show a clear trend. It’s time for 
action. 

Inflation means  
price increases
Inflation has two effects that are closely 
related to pricing. On the one hand, it 
causes a business’ costs to surge. On the 
other hand, it also depreciates an econo-
my’s currency. The devaluation aspect is 
often underestimated. In the last two de-
cades — in a period of very stable prices 
— Europe experienced devaluation of 
approximately 40%. To maintain their 
position in real terms, companies had to 
grow by the same rate of 40%. 

In the future, a similar level of devalua-
tion will be reached not in 20 years, but 
after only seven or eight. Companies 
need to grow more dynamically in or-
der to keep up with inflation. Often-
times, cost in-
creases are even 
more important 
than company 
growth. In peri-
ods of relatively 
stable prices, it is 
possible to com-
pensate for cost 
increases with 
productivity 
gains. But that 
will be impossible in the future. High 
inflation automatically demands signifi-
cant price increases.

To exemplify the tremendous impact 
of inflation on profitability, let’s assume 
that our cost base has suffered from in-
flationary pressures and that costs have 
increased by 5% while pricing has re-
mained unchanged — what does this do 
to the overall profitability of a company? 

Put into simple figures: revenue is 100, 

costs 80 and profits 20. The 5% cost 
increase pushes costs up to 84. Profits 
fall from 20 to 16. That is a reduction of 
20%. And this is an example of a profit-
able business. With an operating margin 
of only 10%, the 5% cost increase would 
eat up 45% of profit. Companies with 
thin margins are in particularly high 
danger, but the others will also face mas-
sive profit slumps.

Aside from cost increases and devalua-
tion, there is a third, less visible risk. In 
the past, inflation has been a phenom-
enon observed in high growth periods. 
Now it reappears when economies are 
fighting against sluggish demand. Con-
sumers feel insecure, postpone purchases 
and go for less expensive alternatives. 
The recent crisis has caused consumers to 
be more price-sensitive than ever. That’s 
why managers most urgently need to 
solve this complex situation quickly and 
make their firms inflation-safe.

Learning from  
the auto industry
Higher productivity no longer com-
pensates for growing inflation rates. If a 
business doesn’t want to take a serious 
blow to its profits, then it will have to 
raise prices. The effects of such a price 
increase (or lack thereof) are illustrated 
by two industries: telecommunication 
and automotive. Both industries are 
highly innovative. In inflationary times, 
innovation can offer a company a key 
advantage — it justifies higher prices. 

Inflation: The Acid Test  
for Price Performance

Every day, news and opinions about 
inflation, prices and cost increases make 
the headlines. When it comes to tim-
ing and impact, however, the situation 
is clear: Inflation is already here, it will 
continue to grow, and it will erode prof-
its. The major question is how manag-
ers can make their company inflation-
safe to secure margins, as the author 
explains. Dr. Georg Tacke is the CEO 
of Simon-Kucher & Partners Strategy 
& Marketing Consultants global pric-
ing consultancy. He will be presenting 
a highlight keynote address - The Ulti-
mate Test for Your Price Performance: 
How Inflation Can Change the Role 
of Pricing – at the 22nd Annual Fall 
Pricing Conference & Workshops in 
Las Vegas. He can be reached at georg.
tacke@simon-kucher.com.

The recent crisis has caused consumers 
to be more price-sensitive than ever. 
That’s why managers most urgently need 
to solve this complex situation quickly and 
make their firms inflation-safe.
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Here is what happened:

Nominal revenue in Ger-
many’s telecommunica-
tions industry has risen by 
5.2% since 2000 — not 
per year, but in total. If we 
factor inflation into the 
equation, this increase sud-
denly becomes a 10% loss 
in real terms. The reason? 
The telecom players failed 
to convert innovation into 
inflation-proof prices. De-
spite churning out innova-
tive products and higher 
volumes, the industry today 
is worth 10% less in real 
terms.

Car makers, in contrast, 
have shown that they know 
how to ward off the nega-
tive effects of inflation. 
Since 2000, they have generated a nomi-
nal revenue increase of 30%; in real 
terms, this equates to an 11% boost in 
Germany. Despite inflation, they smart-
ly adjusted their prices. It paid off. The 
automotive industry has been able to 
transform new innovative products into 
higher prices.

Americans and Europeans 
forgot how to cope  
with inflation
The challenge is simply to get prices 
up once costs are rising. It sounds easy, 
but in practice it’s not. Many compa-
nies have forgotten how to do this and 
are now insufficiently prepared for the 
task. In Latin America and some Asian 
markets, inflation has always been a 
challenge. Companies in these markets 
know how to handle the situation. But 
for companies in North America and in 
Europe, it is new and therefore a much 
bigger challenge.

In general, many companies have con-
tracts which simply do not allow for 
price increases. Others raise their prices 
once a year or every two years, but this 
does not coincide with necessary infla-
tion adjustments. Many discount sys-
tems are only based on customer volume. 

They often provide little incentive for the 
sales force to raise prices and thus protect 
the margins. That’s basic stuff. But with-
out this basic stuff companies might get 
into serious problems.

Five key measures  
to increase prices
A key task of top managers is to make 
their companies inflation-safe. That 
starts with the question: Do you have 
a systematic price increase process that 
meticulously defines pricing targets, 
preparation, execution, and so on? A 
price increase is not a one-time mea-
sure; it has to be done again and again. 
Consequently, it has to be supported by 
a process that involves all relevant func-
tions from marketing and pricing to 
sales, controlling and top management. 

The following agenda helps managers to 
plan and implement price increases in 
order to cope with the inflation risk. The 
five key areas are:

1. Target
2. Instrument
3. Preparation
4. Tactic
5. Monitoring

1. Target: Which prices should you 
strive for?

The first area has a cost 
component — how much 
do you need?; the second 
is a market component — 
how much can you achieve? 
In order to set this target 
you should know how good 
your price implementation 
performance is. If at the 
end of the day you achieve 
only half of the planned 
price move, then you have 
to strive for at least twice as 
much as you need. Then it 
is important to break down 
the price increase targets 
into segments, products, 
and customers. 

This individualization is 
much more successful than 
one fixed across-the-board 
price increase. You also 
have to check the details 

and especially the duration of all your 
contracts. Modern contracts don’t in-
clude price information. At the most, the 
pricing part is an addendum that allows 
you to change prices without having to 
change the basic contract.

2. Instrument: Which price instru-
ments can best implement the planned 
price increase? 

This question is often underestimated. 
But aside from the common list price in-
crease there are many options available. 
In B2C industries you can, for instance, 
reduce your package size to avoid jump-
ing over important pricing thresholds. 
You can increase or introduce surcharg-
es, work on payment terms, reduce dis-
counts and so on and so forth. Here it is 
important to analyze every segment and 
decide from your company’s perspective 
on the best way in which to implement 
the planned price moves.

3. Preparation: How can you prepare 
the price increase in the best possible 
way? 

Are you going to communicate price in-
creases directly to the market, or would 
you prefer to try a “silent” price increase? 

The automotive industry has been able 
to transform new innovative products 
into higher prices.
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Is it important to explain the necessity of 
price increases to channel partners and 
competitors, or is addressing the custom-
ers enough? 

Communication is important and nec-
essary, and top management plays an 
important role in this phase. A public 
interview in which the CEO explains 
the reasons and the necessity for the up-
coming price moves is a very big help to 
the sales force. When they knock at the 
doors of their customers, they are already 
prepared and expect the prices to go up. 
But this phase also includes training 
and incentives. Is the sales force capable 
of pushing through higher prices? Af-
ter years of volume selling, are they now 
able to switch to value selling? And what 
about incentives? They have a big impact. 

For example, several projects have de-
signed incentive schemes that give a part 
of the price increase to those sales reps 
who achieve the full target price increase. 
This has a tremendous effect on perfor-
mance success. In a real-time experiment 
with test and control groups, the incen-
tivized sales reps achieved a 36% higher 
implementation rate. One CEO reported 
that this was the most profitable incen-
tive ever in company history. 

4. Tactics: Which tactics should you 
apply when you ultimately raise pric-
es?

Decide on the order of the price increase. 
Should all customers get the price in-

crease at the same time? Or first the 
easy ones and then the “tough negotia-
tors” later? Will you do it in person or 
by letter/e-mail? What are the fall-back 
options if the implementation is tough or 
impossible? Are there less expensive alter-
natives? What are your walk-away prices?

5. Monitoring: How much did you re-
ally achieve in total?

The majority of the companies have no 
clue how their planned price increas-
es pan out. On average, most compa-
nies only realize 53% of the originally 
planned price increase. Why is it so dif-
ficult? Raising prices is not one-dimen-
sional. Customers often receive “good-
ies” to at least partially compensate for 

the higher prices. This may come in the 
form of longer payment terms, addi-
tional discounts or bonuses, promotional 
marketing support, etc. All of these ele-
ments have to be factored into your sys-
tems to quantify the real net-net effect 
of a price move. You do not need a con-
trolling monster, but make sure that the 
effects are taken into account and that 
top management has at least 95% trans-
parency.

Bearing in mind these five key measures 
for price increases, managers can tackle 
the inflation challenge. The companies 
that manage to fight inflation effectively 
will be tomorrow’s winners, as only they 
will have the means to invest in new 
products, offerings and know-how.

1. Don’t use the inflation rate as a benchmark for your price increase target. 
Even if you don’t have all the information available, try to set your own 
price increase goal.

2. Several price rounds with smaller steps are better than one or two price 
rounds with bigger steps.

3. Don’t wait for the competition. Be the first mover. The first communicat-
ed price increase in an industry sets a certain anchor and you can’t be sure 
that your competitors are doing the right thing.

4. The strategy of “winning volume or market share with an under-propor-
tional price increase” does not work. Go for the price increase you need 
and do not rely on additional volumes that may save your profits. They will 
not come.

Four stumbling blocks in pricing, and how to avoid them:
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It’s no wonder that Fortune 500 
Companies are kicking off pric-
ing initiatives at such a tremendous 
pace. The fruits of their efforts are 

continuing to make headlines. In an Au-
gust 2011 edition of Bloomberg’s Busi-
ness Week there was a prominent article 
about the gains Goodyear has made by 
managing mix.

Goodyear was facing a US $428 million 
increase in raw material costs in the last 
quarter as rubber and steel prices have 
increased rapidly. Speaking at an indus-
try conference Darren R. Wells, CFO, 

explained that they more than offset this 
spike because “Goodyear has successfully 
passed on some of the costs to custom-
ers through tire price increases and has 
been able to boost the sale of its higher 
end tires.”

This success is no accident. Managing 
mix is one of the most important of all 
the pricing levers. If you simply increase 
prices you run the risk of making your 
products value disadvantaged vs. your 
competition, and losing sales. However, 
a mix management strategy is aimed 
as much at the decisions that are made 
after your brand has been chosen as it is 
directed at the broader market.

A mix management strategy is the con-
scientious effort of managing all the 
elements of the marketing mix to guide 
customers toward your company’s high-
er margin offerings. Often the best ap-
proach is to guide the customer to trade 
up to a higher end product after your 
brand has been selected.

To execute this strategy Goodyear had 
kicked off a bold new advertising cam-
paign in February 2011. The More Driv-
en campaign focused on the experts who 
chose Goodyear in some very tough ter-
rain, including NASCAR and the Moon. 
Experts like legendary race car driver 
Richard Petty testified to the importance 
of high quality tires.

In another example, a company who 
runs a chain of restaurants needed to in-
crease traffic in the economic downturn. 
In response they advertised a promo-
tion of low end meals like the meatloaf 
at $8.99. The marketing team requested 
outside pricing consulting when execu-
tives saw that traffic was up, but profits 
were down. Subsequent analysis found 
that in addition to advertising the pro-
motion, they had highlighted these pro-

motional items with big yellow stars on 
the menu. They knew that “diners order 
with their eyes” but had not concluded 
that diners’ eyes didn’t need to see a big 
yellow star on the menu. The company 
removed the stars and instead added 
pictures of the succulent ribs at $13.99 
(and other higher end meals). The move 
helped to improve the mix. Customers 
were trading up to higher end products 
at a much higher rate.

The final important point to take from 
both the Goodyear and the restaurant 
examples is that mix improvement needs 
to be measured. Building a set of indi-
cators that breaks down performance 
changes to their underlying drivers is a 
vital step in aligning the organization to 
capture the opportunity. 

To manage mix effectively you need to 
know whether margins changed because 
you:

•	 Sold more units

•	 Took a price increase

•	 Had more customers

•	 Improved the mix

•	 Changed the amount of discounting

•	 Faced cost changes

•	 Or more likely some combination of 
the above (and more)

Any one of the drivers can have a dra-
matic effect on your margins. Knowing 
the relative impact of each, and assigning 
accountability for managing each branch 
of this variance tree is an important step 
towards mix improvement, and realizing 
the kind of benefits that Goodyear saw 
last quarter.

Goodyear Drives Profits 
with Mix Management

Mix Management is the conscientious 
effort of managing all the elements of 
the marketing mix to guide customers 
toward your company’s higher margin 
offerings. This pricing strategy has prov-
en very successful for raising margins de-
spite the current economy, as the author 
demonstrates with recent case studies. 
Author Jim Saunders leads the Pricing 
Management practice at Pricing Solu-
tions, an international pricing strategy 
consultancy dedicated to helping cli-
ents achieve World Class Pricing com-
petency. A frequent PPS contributor 
and CPP faculty member, Jim will be 
presenting his pricing workshop – Core 
Pricing Skills: Practical Pricing Skills 
to Jumpstart Your Company’s Pricing 
Process – at the upcoming 22nd Annual 
Fall Pricing Conference & Workshops 
in Las Vegas. He can be reached at 
jsaunders@pricingsolutions.com. 
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Many small business owners 
consider pricing some kind 
of dark voodoo that you 
can only get right with the 

appropriate incantations, or access to a 
pricing consultant who knows the right 
incantations. At risk of hurting my own 
business, I’m going to tell you that pric-
ing doesn’t have to be so hard.  In fact, 
customers will help you optimize prices, 
if you let them.

First, we have to get rid of some assump-
tions. Pricing is not a number that you 
chisel in stone after you have developed 
your product, marketing, and sales. Pric-
ing is a process that evolves over time, 
in concert with your product, the other 
“P’s” of marketing, and your market. 
Next, price is a function of your offer-
ing’s perceived differential value. So un-
derstanding how customers perceive the 

value they receive relative to alternatives 
is essential for good pricing.  Of course, 
most companies go to market without a 
clearly thought-out pricing story.

So now you’re out in the market with 
your price.  Prospective customers– 
those who might actually want the of-
fering, not just the people in the sur-
rounding parts of the market that 
you included in your optimistic sce-
nario– can have 3 responses to your 
price.  Note: we are assuming you have 
already filtered those who don’t really 
want the product.

First, they can say, “OK, I’ll buy.”  This 
is generally a good thing.  Although if 
they never say anything about your pric-
es, chances are you’re leaving money on 
the table.

Or, they might say “sounds good, but it’s 
out of my budget.”  Most savvy buyers 
know that they should say this, even if 
they are willing to pay the price.  Many 
vendors immediately start discounting. 
Sometimes, a buyer doesn’t even have to 
express a problem with the price and the 
vendor will sound defensive and pro-
actively cut prices.  So first, you have 
to understand if 
price is the real 
issue, if the buyer 
is just asking for a 
discount, or if the 
price objection is 
a smoke screen for 
other issues.  

To rule out the 
last scenario, you 
can ask them “if we gave you the price 
you want, would you buy today?”  If 
they say “yes” then you can go on to 
dealing with the pricing issue.  If they 
start talking about other problems, then 
you know you have to deal with those 

issues.  Cutting price will just hurt your 
margin without getting you anywhere.

If it is a price objection, you will of 
course have your value message ready, 
right?  If the buyer has faith in the val-
ue message, you may be all set.  If they 
object to the value message, they may 
not really be in your target market, or 
they may just not care about some part 
of the value. So instead of just lower-
ing the price, you need to take that value 
away.  Then the prospect may be ready 
to buy, or, they may come back and say 
“wait, actually, I want that premium 
service plan.” If enough folks don’t see 
value in the service plan, though, they 
are helping you develop your lower cost 
offering.

Some other prospects may say “sounds 
good, but what I really need is [some 
other high end feature/benefit that you 
don’t provide].”  Now you can ask what 
that would mean, how they would use it, 
what they would be willing to pay to get 
it, and so on.  The customer is helping 
you develop a higher end offering.

Objections to your price and product 
are not necessarily bad.  They’re valu-

able feedback that you can use to refine 
your offerings and your pricing.  Pricing 
does not have to involve a PhD in statis-
tics or a (very expensive) pricing consul-
tant.  Your customers and prospects will 
do a lot of the work for you.

 For small business owners, develop-
ing a successful pricing strategy seems 
to be a daunting task. However, as the 
author explains, the key to optimizing 
your prices actually often lies with your 
customers. Objections to your price and 
product are not necessarily bad.  They’re 
valuable feedback that you can use to 
refine your offerings and your pric-
ing. Author 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. He can be 
reached via www.miriman.com or at 
reuben@mimiran.com. 

Let Your Customers Do Your  
Price Optimization For You

Objections to your price and product are 
not necessarily bad.  They’re valuable 
feedback that you can use to refine your 
offerings and your pricing.


