
Rethinking 
the “Pricing 
Journey” 

Research from the 

Why Everything You Thought You 
Knew About Developing a Pricing 
Capability Is Now Obsolete 



Thought Experiments Are Instructive 
Imagine for a moment that you're the newly 
elected leader of a developing country. To 
move your country forward, one of your top 
priorities is putting a telecommunications 
infrastructure in place. What will you do? 

Will you start by installing telegraph wires 
all over your country? Will you teach a small 
army of people Morse Code so that they can 
operate the telegraph machines? 

Once you've mastered the telegraph, will 
you then move to switchboards, party lines, 
and live operators? And then, will you offer 
rotary phones in three different colors? 

Will your plan be to gradually "mature“ your 
capabilities over time, eventually embracing 
5G networks and smartphones some years 
or even decades down the road? 

No. Of course not. 

Instead, you would take advantage of the 
fact that others have already gone through 
these evolutionary stages, thus rendering 
them obsolete. You would skip these stages 
entirely and right from the start, you’d seek 
to implement the most sophisticated and 
advanced telecom infrastructure available. 

  

For something closer to home, imagine that 
you’ve been charged with creating a robust 
sales operation for a startup company that’s 
experiencing rapid growth. 

Will you hire a couple dozen sales admins 
to keep the Rolodex cards updated, type up 
notes related to each prospect or customer 
interaction, and make sure the file cabinets 
are organized and alphabetized? 

Not if you want to keep your job! 

With the advent of CRM technology, these 
sales admin functions of yesteryear have all 
been rendered obsolete. And by using the 
latest CRM systems, you can actually start 
where the older sales teams have eventually 
ended up after years of painful evolution! 

We See Similarities in B2B Pricing 
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As publishers of the PricingBrew Journal, we 
interact with hundreds of B2B pricing teams 
all over the world. Some teams are relatively 
new and just getting started. Others are well 
established and have been working for many 
years (or decades in some cases). 

As a publication, our mission is to research 
what’s working...and what’s not...in the real 
world. We strive to identify burgeoning best 
practices and highlight the game changers 
that no one is talking about publicly. 

From our unique vantage point, we’re able 
to spot certain dynamics and trends that are 
affecting a relatively broad swath of pricing 
teams, from newbies to veterans alike. 

And while the thought experiments above 
may seem a bit extreme or tangential on the 
surface, they do in fact accurately illustrate 
a common and costly disconnect between 
the perceived dictates of the conventional 
“pricing journey” and what’s possible with 
today’s data-driven pricing technology. 



The Conventional Wisdom Made Sense 
For decades, the conventional wisdom has 
held that the expected “journey” for a B2B 
pricing function is evolutionary in nature.  

Accurately described by the idiom, “crawl, 
walk, run,” the basic concept is that pricing 
functions should start by developing some 
rudimentary capabilities. Over time, they 
can then incrementally develop the more 
sophisticated capabilities their companies  
really need to compete and succeed. 

We often see "maturity models" associated 
with this approach, further reinforcing the 
idea that pricing capability development is 
largely an evolutionary process. 

Of course, the expected cadence for this 
“crawl, walk, run” journey is step-wise and 
linear. As such, the implication is that you 
must go through all the incremental steps 
and stages, in order, over time. 

This step-by-step, evolutionary pricing 
journey would typically look like this: 

1. Dedicated pricing analysts are hired. 
2. These people then gather the necessary 

data to conduct manual analyses using 
spreadsheets or generic BI tools. 

3. When some pricing issues are identified, 
manual processes and practices are then 
put in place to address them. 

4. Over time, these processes are improved 
based on feedback and performance.  

5. Eventually, pricing technology may be 
employed to automate these processes 
and provide more scale and speed. 

Though this evolution might take years, it’s 
easy to see why this approach became the 
default. It’s very intuitive. And frankly, until 
just a few years ago it was the only option 
available to most pricing teams. 

But That Was Then and This Is Now 
The conventional “pricing journey” as we’ve 
described sounds familiar, doesn’t it? Astute 
readers will realize that the basic dynamics 
are similar to the absurdities in the earlier 
thought experiments—i.e. starting with the 
telegraph and incrementally “evolving” your 
way into 5G smartphones...eventually. 

This may seem like a harsh assessment. But 
we feel compelled to make this point in the 
strongest possible terms: 

While the evolutionary “crawl, walk, run” 
approach to developing pricing capabilities 
might have been perfectly appropriate just 
5-7 years ago, that is no longer the case. 

In recent years, the situational environment 
has changed in some very dramatic ways. 

Today, the pinnacle of best practice in B2B 
pricing...the 5G smartphone or CRM system 
in our thought experiments...is within reach 
of most pricing teams, regardless of their 
size or so-called “maturity” level. 

And failing to recognize this new reality 
significantly increases your risk of falling 
further and further behind. 
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Leading Teams Have Set a Higher Bar 
So what are the most “evolved” and “mature” 
pricing functions doing today? What does 
the height of best practice in B2B pricing 
actually look like right now? What defines 
the “5G smartphone” for B2B pricing? 

Through our research, we’ve found that the 
leading B2B pricing functions are: 

 Using advanced data science, predictive 
algorithms, artificial intelligence, and 
machine learning... 

 To generate personalized price points for 
each and every transaction... 

 That are optimized for price sensitivities, 
operational constraints, as well as various 
strategic and financial objectives... 

 And delivered directly to the point-of-
sale and quoting systems... 

 In near real-time, at a minimum. 

Yes, this is pretty heady stuff! And as you 
might imagine, these capabilities are very 
potent and competitively advantageous. 

In most cases, it took these pricing teams 
years of incremental improvement, trial and 
error, and significant levels of investment  
to achieve this degree of capability. 

Some had to create their own internal data 
science groups to develop the models and 
algorithms. Others had to poke, prod, bribe, 
and threaten various vendor partners into 
developing what they really needed. 

But over time, these teams have managed 
to redefine the state-of-the-art and set a 
new bar for “best practice” in B2B pricing. 
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A Parallel Evolution in Tech 
In parallel, we’ve also witnessed a dramatic 
evolution taking place in pricing technology. 

In capability, pricing technology has evolved 
from merely automating routine processes 
to now being the full-blown “smart systems” 
enabling and facilitating the cutting-edge 
best practices highlighted above. 

Working with leading pricing teams, the top 
technology vendors have codified these best 
practices into their software solutions. And 
their data scientists have developed libraries 
of configurable predictive algorithms and 
analytical routines for generating optimized 
prices on a deal-by-deal basis. 

Beyond the evolution in capability, pricing 
technology has also evolved in the area of 
delivery and accessibility. 

In the past, sophisticated price optimization 
solutions involved on-premises installations, 
onerous integrations, and perpetual license 
agreements with sizeable upfront fees. 

Today, however, the most advanced price 
optimization solutions are software-as-a-
service (SaaS) offerings, delivered from the 
cloud. With standardized integrations and 
subscription-based fee structures, these 
technologies are now accessible to a much 
broader range of companies. 



It’s Time the “Pricing Journey” Evolved 
What are the implications when the apex of  
pricing best practice has been captured and 
codified in software? Moreover, what are 
the ramifications of this technology being 
packaged and delivered as subscription-
based, software-as-a-service offerings? 

Looking at the convergence of evolutionary 
forces here, what does it all mean? 

For starters, it means we need to rethink 
the conventional “pricing journey.” And we 
need to acknowledge that the generally-
accepted “crawl, walk, run” approach for 
developing advanced pricing capabilities in 
B2B has been rendered obsolete. 

After all, the innovators have already blazed 
the trail, endured the trial and error, and 
worked through all the evolutionary steps 
and stages. And the culmination of all their 
hard work and effort has been captured in 
broadly accessible technology. 

Given these dynamics, why would anyone 
choose to “crawl” or “walk” when they can 
just implement the technology and hit the 
ground running? 

For relatively new pricing functions, these 
dynamics create a massive opportunity. For 
more established pricing groups, however, 
they could also pose a significant threat. 

Starting Where the Leaders Landed 
The earlier thought experiments conveyed 
the idea of starting where others ended up 
after many stages of evolution. And that’s 
the opportunity today’s price optimization 
solutions provide to companies that are just 
starting to get serious about their pricing. 

These price optimization solutions enable 
new pricing functions to achieve the height 
of best practice in just a matter of months 
by “installing and integrating” rather than 
spending years “building and iterating.” 

For budding pricing functions, embracing 
price optimization technology as soon as 
possible has many powerful benefits: 

 Optimizing in-market prices directly via 
data-driven technology produces larger 
gains, more rapidly, than manual analysis 
ever could, for faster time-to-value and 
greater cumulative returns over time. 

 As the technology has no human capacity 
constraint around how much data can be 
processed and how many prices can be 
optimized, the entire business can be “in 
scope” from the very beginning. 

 Fielding more accurate prices from the 
start reduces the need for approval loops 
and exception-handling processes. 

 Using technology to handle the heavy 
lifting allows the people involved to focus 
on more strategic pricing endeavors. 

 Close rates and customer satisfaction 
improve as buyers prefer personalized 
pricing, delivered in near real-time. 

© Copyright MindBrew • All rights reserved. • May not be used or reproduced without permission. 



Innovation Is a Double-Edged Sword 
For well-established pricing functions, the 
availability and accessibility of today’s price 
optimization technologies present both an 
opportunity and a threat. 

The opportunity to advance one’s pricing 
capability by leaps and bounds is clear. The 
threat, however, is a bit more subtle. 

Established pricing functions that have been 
on the “crawl, walk, run” path for some time 
will have developed a lot of legacy processes 
and practices—i.e. teams of manual pricing 
analysts, price setting and quoting regimes, 
exception handling procedures, and so on. 

In effect, this legacy infrastructure that has 
been built up over many years can develop a 
sort of “force field” around it. 

Under these circumstances, the status quo 
is extremely powerful and unyielding. And 
there’s a strong organizational motivation to 
avoid any sort of deviation or disruption and 
maintain the current course of incremental 
improvement into the future. 

But by opting to maintain the status quo 
and stay the course, an established pricing 
function will inadvertently expose their 
company to significant competitive risk. 

After all, these pricing technologies are 
now so accessible that even much smaller 
competitors can adopt them, with far less 
legacy infrastructure to hold them back. 

And when smaller competitors bring these 
sophisticated price optimization solutions 
to bear, they can very quickly surpass the 
pricing capabilities of larger and more 
“mature” companies, winning 
away market share and 
profit in the process. 
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A Must for Newbies and Veterans Alike 
Through the Journal’s subscriber Help Desk, 
pricing leaders will often ask for our advice 
and perspectives on their forward-looking 
plans and top priorities. 

And whether we’re talking to someone just 
starting out or someone who’s been at this 
for years, we have a similar message: 

If it’s not already among your top priorities 
to at least investigate the potential for using 
data-driven price optimization technology 
in your business, it absolutely should be! 

From our perspective, these innovations are 
game-changers that cannot be ignored. 

Those working in new pricing functions may 
have to educate others as to what’s possible 
today and counter any preconceived notions 
about the conventional “pricing journey.” 

This report will certainly help with that. 

On the other end of the spectrum, pricing 
veterans will likely have to get past some of 
their own preconceptions and closely-held 
beliefs. At the same time, they’ll also have to 
resist the temptation to stick with the status 
quo, pretending that nothing has changed. 

In either case, it may not be easy. But in 
light of the alternatives, it’s a must. 



Scary, Confusing, and Very Encouraging 
Through this report, we’ve made a case for 
rethinking the traditional “pricing journey” 
to account for new heights in B2B pricing 
best practice and recent innovations in the 
price optimization technology space. 

We’ve also made it clear that due to these 
innovations, the generally-accepted “crawl, 
walk, run” approach to developing pricing 
capabilities has been rendered obsolete. 

For new pricing functions, we’ve explored 
the opportunity and exposed the benefits 
of embracing price optimization solutions 
from the start. And for established pricing 
groups, we’ve highlighted the challenges 
and risks posed by these developments. 

It’s a lot to digest all at once. Over just the 
last few years, the B2B pricing practice has 
been evolving so rapidly, and in so many 
different ways, that staying on top of it all 
has been challenging even for us. 

So we wouldn’t be surprised if readers find 
this rapid change and disruptive innovation 
to be somewhat disorienting, confusing, 
and maybe even a little scary. 

But we think readers should also see it as 
being very encouraging. After all, this level 
of progress certainly bodes well for the 
future of the B2B pricing practice! 

www.pricingbrew.com 
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