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PPS Happenings 1984-2006, Now in its 23rd year

Holiday Greetings from your friends at the Professional Pricing Society! As 
2006 comes to a close, we would like to thank our members and sponsors for 
their continued support. It has been a great pleasure to work with each and ev-
ery one of you. We truly believe in our mission to support the Pricing Profes-
sional, and your support is very gratifying. Because of this support, 2007 prom-
ises to be an even better year, with four scheduled events:

• CPP Workshops in San Diego, Feb. 22-23, 2007
• Spring Conference and Workshops in Atlanta, April 18-20, 2007
• CPP Workshops in Chicago, July 12-13, 07
• Fall Conference and Workshops in Orlando, Oct. 24-26, 2007

Again, we thank you for your involvement in PPS. The only reason we can do 
what we do is because of our members, sponsors and all of the people in the 
pricing profession. Have a great holiday season!

— Eric Mitchell, PPS President

Thanks for your support this past year!

Arm Your Sales Force 
to Get Improved Pricing Results

Companies that arm their sales forces 

with the proper tools – such as pric-

ing waterfalls, robust tools and pro-

cesses, properly aligned incentives and 

training to reinforce desirable sales 

behaviors – will be victorious. This 

article was written by Christopher 

McDonald (chrmcdonald@deloitte.

com) and Jeff Hersh (jehersh@

deloitte.com), both of whom are se-

nior managers at Deloitte Consult-

ing.

Improved pricing offers a tremen-
dous opportunity to enhance bot-
tom line results.It first requires that 
companies methodically set, ad-

minister and “get” price. 

This is no easy task, however. Often-
times, the battle for getting price pits 
your sales force against the very people 
with whom they’re supposed to be devel-
oping rapport: their customers.

Many companies today are preparing for 
this battle by performing pricing analy-

ses to gain insight into where money is 
being left on the table. 

Unless these companies properly arm 
their sales forces with the right tools, 
processes, skills, education and incen-
tives, they will find it extremely difficult 
to reap the benefits sitting right under 
their noses.

To achieve alignment, between an orga-
nization’s pricing strategy, its objectives 
and execution in the field, a holistic ap-
proach to improving both the efficacy 
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and efficiency of the sales organization 
must be applied. (See figure 1.)

You Wouldn’t Bring a Knife 

The sales organization has the greatest 
opportunity to affect price and profit-
ability at the transaction level. And yet, 
companies typically throw their sales 
professionals into the fray to “get price” 
without adequately equipping them for 
the challenges they face out on the field. 

The sales force is left defenseless to the 
recurrent barrage of customer demands, 
such as “I want a lower price!” and “I 
want a bigger discount! Too often, sales 
professionals end up succumbing to 
these demands by offering pricing con-
cessions in order to secure the deal.

The major weakness in the line: The 
sales force does not know all the levers of 
profitability, such as competitor pricing, 
average selling price across the territory 
or country, whether or not the customer 
has been meeting volume commitments 
or even what value-added services the 
customer is getting. Without this kind 
of information, it is no wonder the sales 
force often feels like it’s bringing the pro-
verbial “knife to a gun fight.”

Sales Force
Luckily, you can better equip your sales 
force by arming them with the right 
tools, processes, skills, education and in-
formation. There are several often over-
looked, yet powerful weapons in your 
sales arsenal. Used properly, they can 
shift sales negotiations with the cus-
tomer away from discussing price and 

toward communicating value. These are 
the tools your sales professionals need to 
more effectively close deals and to rescue 
those sales that otherwise would have 
been lost on price. Let’s discuss some of 
the tools and techniques available that 
can give your sales force an edge on the 
customer: 

a Sales Management Tool 
Many companies today already have be-
gun or are in the process of developing 
pricing waterfalls to better understand 
their profitability at the macro-level by 
product or product line, by region, etc. 
What those companies fail to do is uti-
lize pricing waterfalls down at the cus-
tomer and transaction level – this can be 
a powerful sales management tool!

Customer and transaction level pric-
ing waterfalls provide insight into all of 
the value-added services that are being 
provided to the customer, such as: dis-
counted services, freight charges, techni-
cal support and product customization. 
They also demonstrate various other 
rebates and discounts the customer has 
been receiving. 

Now, when the customer fires off the 
usual “I want a lower price,” your sales 
rep is armed with the critical intelligence 
necessary to have a meaningful discus-
sion about your pricing structure. This 
will allow him or her to reflect all those 
places where the customer is receiv-
ing value-added services and discounts. 
Moreover, it empowers the sales rep to 
alter or withdraw discount rates as flag-
ging customers fail to meet their obliga-
tions (i.e., volume commitments), which 

would justify a price increase. Tactical 
use of the pricing waterfall allows sales 
reps to take greater control of the nego-
tiation process.

Sales quotation and configuration tools 
provide critical insight at the transac-
tion-level into the deals your sales pro-
fessionals are negotiating.Therefore, it is 
imperative that the tools provide robust 
deal-scoring and guidance on the fol-
lowing: minimum price, target price and 
stretch price for every product, service or 
bundle being sold. 

Several of the leading pricing software 
solutions such as PROS, Vendavo, Zil-
liant and Rapt offer the automated abil-
ity to score deals at the line item and/or 
the deal level. This can be accomplished 
with or without granting sales reps ac-
cess to margin information. A common 
way to accomplish this is to color code 
– green (good), yellow (marginal) or red 
(bad) – each line item or overall deal.

At its most basic, getting price requires 
that sales professionals ask for it. Best-in-
class organizations have adopted this as 
part of their standard sales process and 
methodology. To get the sales force more 
comfortable asking for price increases, 
consider utilizing a Pricing Action tool 
such as the Recommended Price Move-
ment Tool or RPM, which provides the 
rational and justification of the price 
increase. 

Figure 1: The Deloitte Sales Force Effectiveness Framework

• Organizational Design (Sales Support)
• Sales Channel Alignment

& Segmentation
• Global Structure & Governance

• Sales & Sales Support Processes
• Talent Acquisition/Retention
• Learning & Development
• Sales Tools
• Adoption & Communications

• Roles & Responsibilities
• Sales Model
• Account Mgmt. Methodology
• Territory Mgmt.

• Rewards (Plan Design, Process & Admin.)
• Workforce Planning
• Competency Modeling
• Performance Mgmt.
• Succession Planning
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The RPM helps to “arm” the sales peo-
ple with critical information that will 
help them articulate your company’s 
value proposition to the customer. Typi-
cally, it will contain the following ele-
ments: strategic, value price and price 
execution. The sum of these elements is 
calibrated by a “reality filter” that adjusts 
the price to an achievable level. Most im-
portantly, you must reinforce the impor-
tance of: getting price for your organi-
zation’s bottom line, aligning your sales 
reps’ incentive and remuneration plans 
and, lastly, incorporating price achieve-
ment as part of your candidate profile 
and negotiation and sales process train-
ing regimen. 

Today’s leading organizations are incor-
porating “ask for price” courses into their 
standard sales curricula, including nego-
tiations, pricing scenario simulations and 
role playing.

Providing the right tools and 
information is only one component 
of achieving greater profitability with 
your sales force. If you want your sales 
professionals to bring out the big guns, 
you need to motivate them to do so 
by aligning incentive programs and 
remuneration to drive better pricing 
behaviors. 

Below are some examples of how to mo-
tivate your sales organization to fight for 
optimal price realization. 

Because sales professionals are competi-
tive by nature, benchmarking sales reps 
against themselves will inevitably drive 
improvement. Leverage this fact to moti-
vate them to “get price.” 

• Enable the quotation and configuration 
tools to show the average selling price 
and an estimate of commissions their 
peers are getting for similarly construct-
ed deals. This information not only plays 
to sales reps’ innate competitiveness, but 
also provides the sales rep with the deal’s 
direct impact to their remuneration 
while empowering them to ask for and 
get a price that is at least what their peers 
have been able to close.

• Publish a “Best” or “Worst” deal list. 
Companies have been very effective at 
motivating sales people to make better 
deals by publishing a “Worst Deals of 
the Week” list and naming the sales rep 
who completed each bad deal. Sales pro-
fessionals can sometimes live with not al-
ways being No. 1, but they certainly nev-
er want be recognized for being among 
the worst.However, publishing a “Best 
Deals of the Week” list can be equally 
effective in motivating your sales reps 
to make better deals. The bottom line: 
Healthy competition is the lifeblood of a 
good sales organization.

Pay the sales force on the controllable 
margin components of the pricing wa-
terfall: Aligning performance measures, 
incentives and remuneration offers a 
significant opportunity to ensure that 
pricing results are achieved. 

• Incorporate a controllable margin per-
formance metric for at least a portion of 
each sales rep’s compensation plan (see 
figure 2). Far too many companies con-
tinue to use performance metrics based 
solely on revenue or unit volume, regard-
less of whether it is profitable volume or 
not.

• Focus and empower the sales organi-
zation to manage and “protect” the top 

three or four controllable costs-to-serve 
elements and structure the compensation 
plan to make the payoff worthwhile for 
risking the business.

Sales compensation programs must be-
gin to reward sales on quality of the rev-
enue they produce versus simply quan-
tity of revenue. This is the only real way 
to change behavior and win the constant 
battle for better pricing performance.

Companies are starting to realize that 
there is a huge opportunity to increase 
their revenue and earnings by improving 
the way they set, administer and execute 
on price. However, the realized benefits 
will fall short if they fail to recognize 
that the war for price is waged out in the 
field. 

A company’s sales force is its frontline, 
and too often, this crucial front is left 
defenseless in waging the price war. In 
order to realize these benefits, compa-
nies that arm sales forces with the proper 
tools – such as customer or transaction 
level pricing waterfalls, robust tools and 
processes, properly aligned incentives 
and training to reinforce desirable sales 
behaviors around pricing – will find that 
victory in the struggle to “get” price is 
close at hand. 
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Figure 2: Sample price waterfall with controllable margin components: Visibility into 
the controllable margin components of a deal gives the sales rep insight into where 


